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PREFACE

This report is intended to serve two purposes. First, it
describes the activities undertaken by the pilot project on
Development and Training for Decentralized Planning Management in
Egypt from June to December 1981. Second, it is a sequel to an
earlier document (Walker, 198la). Together these two reports
document a complete journey through the pilot project cycle:
concept formulation, design, implementation, evaluation and
distillation of lessons learned, and redesign.

The first report, "Building Capacity for Decentralization in
Egypt: Some Perspectives," contains a number of papers that were
part of the concept formulation phase, as well as two designs, one
of which (Lewis, 1981) became the basis for the pilot activities
described in this report. Besides describing the pilot project
implementation, this report also documents the lessons learned and
provides a preliminary design of a long-term follow-on project.

The 13-month journey through the pilot project cycle
(December 1980 through December 198l1) was funded by USAID/Cairo
and the project on the Organization and Administration of
Integrated Rural Development (IRD), & four-year contract that
Development Alternatives, Inc. has with the Agency for Inter-
national Development's Office of Rural Development and Development
Administration. With USAID funding the IRD prcject provided all
of the expatriate technical assistance for the design of the pilot
project and approximately two-thirds of the expatriate technical
assistance involved in implementation, evaluation, and redesign.

In the six months since the pilot project ended the process
of turning the long-term description into a full-£fledged project

has continued. A project identification document (PID) was
completed in January 1982 and approved the next month. In April,
USAID/Cairo assembled a team to write the project paper. That

document was completed in late May and 1s currently under review.
Though this orocess has involved more people and the project
design has teen altered somewhat, the emphasis of the pilot
project on action-oriented training to increase management
capacity remains.

Like the earlier report, this one has been compiled from a
variety of project documents. The original reports were written
by the members of the IRD-sponsored field team: Jerry Silverman,
John Hannah, Jay Rosengard, DNavid Staafield, and Edwin Charle.
Tjip Walker was responsible for editing those documents to produce
this report. The authors of the annexed papers are indicated in
the table of contents.
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SECTION ONE
OVERVIEW

Beginning in 1960, but proceeding more rapidly and more
dramatically in the 1late 1970s, a policy of decentralizing
decision making was being formulated and legislated in Egypt.
Among other things, these laws established legislative and
executive bodies at the local and markaz level and provided for
increased governorate authority in economic planning, project
implementation, and local finance (see Fowzi Yunis, 1981). While
these laws are quite precise about the powers, duties, and
interrelationships between the bodies they establish, the laws
are far less clear about how these functions are to be put into
practice.

One area where there is considerable ambiguity and resulting
poor performance is in planning at the governorate level. It is
quite evident that the existing governorate-level agencies are not
able to absorb and carry out the increased responsibilities placed
on them. However, though the deficiencies are clear, the reasons
for the problems and the appropriate response are not. For
instance, is the problem a lack of trained personnel, and if so,
is retraining the best response; or alternatively, is the problem
more structural, and is the appropriate response an examination of
existing incentives, procedures, and the like.

Given the uncertainty about both the problem and the
response, the Government of Egypt (GOE) and USAID/Cairo, which
supports the Egyptian decentralization policy through a number of
programs (BVS, LDF), agreed to initiate a pilot project, following
the classic five step model:

Concept formulation. Certain approaches are developed as
the basis for the project predicated on the best available
information.

Design. A pilot project is designed, incorporating the
underlying concepts, but tailored to the particular
requirements of the sites in which the pilot project is to
be implemented. Given the short time frame of a pilot
project, it is important that the activities designed can
be accomplished and the results assessed within that
abbreviated period. If this does not occur, the pilot
project is no longer useful as an applied research tool.

Implementation. The design 1is implemented in the
established sites using the particular approach relevant
to the site. 1If the pilot project is to be replicated it
is important the pilot sites represent a good sample of
the sites to be used in the larger project. It is a'lso
important that the implementation be well documented to
provide records needed for careful evaluation.
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Evaluation/Distillation of Lessons. After completion of
the implementation phase, the activities are analyzed to
determine successful and unsucressful approaches, clarify
the implements*ion environment, identify potential
problems, and so forth.

Redesign. After incorporating the lessons and experience
of the implementation, the project is redesigned with a
far wider scope.

Clearly the advantage of a pilot project is that a number of
approaches can be attempted, or a number of sites can be used, and
practical knowledce can be generated with a minimum of time and
expense.

In this instance, the pilot project cycle took 13 months,
from December 1980 through December 1981. The first two steps in
the cycle were completed in May 1981 and are documented in the
first of this set of two reports (Walker, 198la).

The concept underlying the pilot project stressed the
importance of devolving authority [17], linking participation with
decentralization, and the crucial role of an action-oriented
training approach that focused on building institutional capacity

rather than developing individual skills. Of these concepts the
emphasis in the design of the pilot project was on training
approaches for project planning and management. This particular

activity was selected because this was not a well understood
subject in the Egyptian coitext, but at the same time a subject
where insights could be yielded through short-ter activities.

This report documents the three remaining steps in the pilot

project cycie: implementation, evaluation/distillation of
lessons, and redesign. Section two provides a summary of the
activities undertaken during implementation. Section three

describes some of the lessons, emphasizing those learned about
implementing decentralization in Egypt, sponsoring action-oriented
workshiops, and administering a pilot project.

Based on the lessons, a preliminary design for a long-term
follow-"p project was developed. A description of the long term
program is contained in section four.

In addition to documenting the completion of the pilot
project cycles, this report also contains four annexes. Annex A
provides some backyround to the decentralization strategy in
Egypt, the problems to which the strategy was a response, and some
unresolved issues for the future.

Annex B, an excerpt from a longer paper, raises the issue of
how to measure the effectiveness and extent of decentralization,
and then suggests a method of measurement. This paper was written
to fulfill the requirement in the scope of work for developing a



Map 1. Egypt Showing Key Sites During the Pilot Project
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monitoring and evaluation system within the already established
Basic Village Services program, a USAID-funded project to provide
basic village infrastructure such as feeder roads, potable water
sources, and the like.

Annex C supplements the description of the Sakkara Center
provided in section four. The Sakkara Center for Integrated Rural
Development was selected as the focal point for several of the
proposed long-term activities.

As noted above, one key element in a successful pilot project
is extensive documentation of activities, insights, and lessons.
Annex D lists the 31 memorandums and longer reports prepared by
the IRD-sponsored field team, including those in annexes A, B, and
C. It is from this extensive documentation that the information

and report excerpts contained in this summary report have been
culled.



NOTES TO SECTION ONE

Devolution entails greater decentralization of decision making
authority than deconcentration or delegation. For further
discussion of the differences see Morss (1981) and Rondinelli
(1980), as well as section three of this report.






SECTION TWO
THE PILOT PROJECT

THE SCOPE OF WGRK

The first scope of work for the pilot project (Lewis, 1981)
proposed a series of skills develdpment workshops to be conducted
for governorate and markaz officials emphasizing generic planning
and management skills as well as a set of needs assessment
surveys, an executive planning and orientation seminar, and time
for assessment and preparation of documents to be incorporated
into the design of a long term follow-on project. The final scope
further specified eight activities as part of the pilot project:

Assessment of needs to improve decentralized planning;

Sponsorship of executive planning workshops to review and
clarify needs and establish training priorities;

Training of Egyptian trainers in skills needed to lead
planning skill development workshops;

Sponsorship of executive briefing workshops to review,
modify, and approve the proposed workshop activities and
schedule;

Sponsorship of skills workshops for officials at the
governorate, markaz, and local levels:

Evaluation of pilot activities:;

Development of a strategy to improve planning performance
based on the lessons learned from project activities: and

Development of a monitoring and evaluation system for the
Basic Village Services project.

These activities were to be accomplished in six months.

To undertake the pilot project activities, USAID/Cairo
contracted for 28 person-months through the project on the
Organization and Administration of Integrated Rural Development
(see table 1) and 9 person-months through the Managing
Decentralization Project at the University of Califorria/Berkeley
(ucB).[1] Both projects are funded by AID's Offite of Rural
Development and Development Administration. In afidition, DAI
provided home-office logistic and administrative support.

Although no provision was made for Egyptian consultants in
the original budget, arrangements were subsequently made for
inclusion of professional staff from the Sadat Academy of
Management.



Table 1. IRD Field Team

Puration Of Service Participation
Person by
Member Dates months phase Responsibilities

Jerry Silverman July S-December 17 4.5 I, 11, 11X Managed DAl project resources.
Coordinated activities of all DAI, SAMS, and INP
services during phases I and 11.
Provided liaison with USAID/Cairo, ORP, SLG, INP,
and SAMS.
Conducted needs assessments in Assiut, New Valley,
and Qalyubia.
Coordinated design and implement.*ion of the
executive planning seminar in Port Said.
Served as subteam coordinator for design and
implementation of the Qalyubia workshop.
Wrote 17 reports/papers for submission to USAID.

Jay Rosengard June 17-December 21 5.0 I, 11, 11X Managed all DAI local project administration and
logistical support; including the executive
planning seminar (Port Said) and all three
workshops (Assiut, New Valley, and Qalyubia).
Administered project budget.
Provided liaison with USAID/Cairo on contract
management issues.
Participated in design and implementation of
Qalyubia Workshop as member of the subteam.

John Hannah June 17-July 15, 3.0 I, I1, 111 Provided liaison with USAID, ORP,

. August 14-October 8; SLG, INP, and SAMS.
and November 11-
Decemboer 10. Conducted needs assessment in Assiut.

Secved as subteam coordinator for design and
iapltementation of Assiut workshop.

Wrote S reports/papers for submission to USAID.

(cont.inued)



Table 1. (Continued)

Duration Of Service Participation
Person Ly .
Member Dates months phase Responsibilities
David Stanfield August 1-August 31; 2.0 I, 111 Provided liaison with USAID, ORP, SLG, ORDEvV,
November 6- CAPMAS, INP, and several universities.

December 2.
Observed the executive planning seminar (Port
Said).

Provided an assessment of information system
requirements a.d design of information system
methodology for BvVS.

Wrote 11 reports/papers for submission to USAILD.

Edwin Charte August 1-August 31 1.0 I Observed the Executlive Planning Seminar (Port
Said).

Contributed to team's consideration of workshop
evaluation criteria and recommended procedures.

Contributed to team's consideration of BVS
monitoring and evaluation syst=2m assessment.

*
Note: Phase T is pilot project ptanning, phase 11 is implementation, and phase II1 is evaluation/lesson distillation and redesign
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Sciences (SAMS) and the Institute for National Planning (INP).
Thus, in addition the expatriate consultant services provided by
DAI and UCB, 18 person months of Egyptian consultant services were
also provided; 13 person months by SAMS and 5 person months by
INP.

ACTIVITIES

The eight activities required for the pilot project seemed to
fall naturally into three phases: a planning phase, an
implementation phase, and an evaluation/redesign phase. The
remainder of this section provides a summary of project activities
undertaken during each phase. Table 3, at the end of this
section, lists the outputs under each of the eight activities in
the scope of work.

Planning Phase

The planning phase lasted 12 weeks, from June 17 to
September 9, 1981. During this phase the emphasis was on
consultations with central and 1local government officials and
regional planning personnel to understand the perceptions and
intent of decentralization in Egypt, to identify the major
problems in translating legally defined policies into practice,
and to develop the necessary political and administrative support
for the planning workshops.

One of the first issues to be resolved was the final
determination of which governorates were to be included in the
pilot project. Ultimately three governorates were selected by the
joint USAID/GOE steering committee: Assuit, Qalyubia, and New
Valley (see map 2).[2] Together the three provinces provide a
good cross-section in terms of wealth, population, ecology,

and previous contact with donor projects. Furthermore, Assuit and
New Valley together make up one of the eight supra-governorate
regional planning areas. Thus the three pilot project sites

provided a good sample environment against which to test various
approaches to increasing local rlanning effectiveness.

In fact, given the differences between the three sites, it
was somewhat surprising to find almost unanimous scepticism about
the effecuviveness of a training program based on the teaching of
generic planning skills. The view that emerged during preliminary
consultations in each of the governorates anc was made most
explicit during the three-day (Augist 11-13) Executive Planning
Seminar for senior officials from both the three governorates and
the central government was that the more appropriate approach was
one based on identifying planning system deficiencies through
action-oriented workshops. Thus the focus shifted from the more
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Map 2. Central Egypt Showing Governorates
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conventional training methods suggested in the scope of work to an
action-oriented approach which addressed the problems faced by
workshop participants in their actual working environment.[3]

This action orientation is very much the approach advocated
by IRD project members in earlier conceptual documents (Honadle
and Hannah, 1981; Mayfield with Charle, 1981). The retreat to the
more conventional had been based on perceptions of what the
Egyptians would accept. Obviously, those perceptions were wrong.

Out of the preliminary discussions and those at Port Said
came agreement that the deficiencies in local government planning
and implementation performances occured at three levels:

' At the system level, the absence of planning and
management system that related resource of functions to
outputs;

‘ At the institutional level, a 1limited management and
administrative capacity to maintain systems once they are
installed; and

" At the individual level, limited skills and the
mismanagement of existing skills to perform the new tasks
of decentralized planning and management.

It was also recognized chat these deficiencies were systemic anc
interrelated. Hence, a strategy that addressed skills development
in isolation from institutional development would have only a
limited impact on improving local planning performance. The
action-orientation and the systems approach thus became the model
as attention turned from planning the workshops to implementing
them.

Implementation Phase

The implementation phase lasted 9 weeks, from September 10 to
November 10. The focus during this phase was on completing the
negotiations for the content and scheduling o7 the workshop in
each governorate, orienting the eight Egyptian trainers who would
actually conduct the workshops, and finally holding the workshops.

Given the emphasis on addressing those issues of particular
importance to the participants in each workshop, it was not
surprising that negotiations led to the design of three different,
yet compatible, formats, each stressing different areas. In
Assuit, the workshop was to focus on project identification, in
Qaluyubia on project placning, and in New Valley on area-based
planning and resource inventory. Table 2 provides a synopsis of
each of the three workshop designs.



Table 2. Workshop Synopsis

FElement

Assiut

New Valley

Qalyubia

Object ives

Participants

Reach preliminary consensus amonqg
governorate and markaz officials
as to vhat planning functions to
be pertormed at what levels.

Develop framework for organizing
and coordinating planning functions
at governorate level.

bevelop and test system for

project identification and
preparation.

Develop skills in project

identification and preparation.

ldentify specific requirements
for follow-up and long-term
support to local government in
planninag and management.
Approximately 40

Governorate:

- General directors

. Executive Department planning
directors

- Chairman, deputy chairman,
and chairman of the Budget and
Committee of the Local Popular
Council

. Directors general of central
services;

Markaz/Villaqe:
. Markaz manaaqers

- Markaz planning directors

Develop information base for
governorate/regional planning.

Introduce, test, and refine
preliminary planning framework
for governorate/regional
planning.

Clarify planning roles and
functions within context of
planning framework.

Initiate preparation of
regional plan.

Approximately 45

Governorate/reqional:

- General directors

- FExecutive department planning

directors

Distinguish petween cross-
sectorial program-level planning
and specific project-level
planning, between area develop-
ment programming and location-
specific projects.

Establish and initiate the

work of governorate, markaz,

and village cross-sectoral
program planning teams.

Develop skills for effective
integrated planning, including
plan-oriented resource mobiliza-
tion and creative public.

Complete one integrated, area-
focused program plan.

Approximately 35
Governorate:
- Planninc 2ffice staff

- Organization and Training
Office staff

. Executive Department planning

- Chairman, vice-chairman of the, officers

Popular Council, and chairmen
of Popular Council Committees

- Governorate and Reqgional
planning officer.

Markaz/Villaqe:

. Executive and Popular Council

chairmen

Finance and Budget Office
staff

Budget, planning,
technical staff of the
Popular Council
Markaz/vVillage:

- Executive and Popular Council

staff

(continued)

€T



Table 2.

continued

Element

Content/
timetable

Methods/
material

Assiut B

A major assunption of the workshop
design is that much of the knowl edge
and expertise for effective local
government planning already exists
among planners at the governorate
and markaz levels. However, major
deficiencies exist in how this
knowledge and expertise interrelates
within a planning system and in
methods for organizing and applying
this knowledge and expertise within
an organizational environment anaé
pPlanning framework. Thus, much of
the content of the workshop will

e drawn from the participants own
knowledge, supplemented by techniques
for problem analysis, organizing and
carrying out planning activities,
project identification and project
preparat ion.

The approximate time periods and
hases of the two-week workshop are:
I I

- Clarificatien of planning roles
and functions (2 days).

- Intioduction of planning framework

(4 days).

_ New Valley

Orientation to local government
laws and policies.

Data collection.
Planning systems development.

Cilarification of planning roles
and functions.

Area planning.

- Project identification and prepara-

tion (6 days).

The actual schedule will take into
consideration time demands of the
senior level personnel who will be
participating.

The workshop will be conducted in
Arabic, using materials adapt ed
from sources within and outside
Egqypt as well as others developed
specifically for this project. The
primary criteria will be their
direct relevance aml practical
application on the job. [Ineluded
in the materials will be worksheets
for project fdentification and
preparation.,

Material:

« Preliminary planning frame-
work.

- Source books ("gazateers")

. Problem workbooks.

Qalyubia

Introduction of objectives,
specified outputs, content, methods,
schedule and evaluation. Secure
agreement (with modifications as
desired/necessary) (1 day).

Orientation. Review of laws,
reqgulations, problems already
identified. Nature of the system
training as only one response--noi
comprehensive-~to problems.

(2 Jdays).

Cross-sectoral planning, problem
identification, causes, operational
responses. Need feor local level
cross-sectoral planning team. (2
days).

Team design of planning formats,
identification of specific skills
required to prepare plan using
formats. (3 days) .

Training in specific skills required
but not yet acquired to prepare plan
using formats (3 days).

Assignments for implementing plan-
ning tasks to specific individuals
within each program planning pro-
gram team (1 day).

Discussion/working groups engaqged
in problem identification and
structuratl/funct ional design work
using consultation rather than
lectures.

During follow-on planning imple-

mentation phase (Oct. 31-Nov. 19),
the emphasis on "learning by doing”.

{eewmnt dnnsdd)d

A



Table 2.

rcont inued

E1l ement

Evaluation

Performance
criteria

Assiut New Valley

Methods wil

! emphasize individual Methods:

and group problem-solving techni-

ques, and 1

ate application to

aActivities.

A baseline

immedi- . Brainslorming.

planning

earning through
actual

- Individual and group problen

solving.
- Objectives setting.

. Case studies.

evaluation will be Self-evaluation by participants.

established through:

. Individual
selec
prior to the workshop;

. Self-

Evaluation by Senior Governorate
interviews among workshop.
ted workshop participants
Follow-up evaluations by work-
shop participants.
assessment the

on first day

of workshop on ptaaning functions
and planning activities.

A group evaluation will

be couducted

midway through workshop to assess
progress toward workshop ohjectives
and to identify areas of modifica-

cnd of work
include:

. Inaividaal
and e

were

shop evaluation will

evaluation of workshop
xtent to which objectives
achieved;

- Formal written statement by

parti
resul

vipants as a qroup outlining
ts of workshop.

Foltow-up evaluations are proposed

after two

ldentification of planning functions

t hrougho:ut
levels.

besign and
framework,
formats for
aned

and

six months.

Systematic resources summary.

governorate aml markaz
Acceptance and application of
planning framework.
acceptance of planning
including specific
project identificat ion

Initial
regional

development of a
plan.

preparat ion,

Qalyubia

Self-evaluation and workshop
evaluation interviews with trainees
at mid-point and at the completion
of the workshop.

Follow-up evaluation interviews with
trainees at completion of program
planning document.

Evaluation by consultant team of
Program Plan Document.

Evaluation of program planning
document by gove.nor, chairman of
the Popular Council, secretary-
general assistant secrctary-general,
director-general, technical
officers of Marakaz/town and village
Executive and Popular Councils.
(PDecember)

Evaluation by Steering Committce

Establishment of cross-sectoral
program pilanning teams at
qovernorate, markaz/tnwn, and
village levels with specified
memberships.

Specification of Functions in
the form of written quidelines

for planning teams at each levet.

(cont inned)

ST



Table 2. continued

Element Assiut

) ¥ e New Valley _ e Qalyul.a a
Performance Effective application of specific

criteria problem-solving and planning skills Design and acceptance by GOE

{continued) as evidenced by improved quality of Executive and Popular Council

lans prepared by governorate
I .

officianls of specific farmats
and markaz officials.

for planning.

Specific recommendat ions fol

Effective application of skills
long-term program design.

introduced in training program
and use of formats to the pre-
paration of an integrated
program plan (as eviden-.ed by
the quatity of the completed
plan).

ldentification of potential
funding sources, and potential
plan subprojects.

Source: Compiled by the project ULeam.
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To ensure that the workshops involved participants from the
markaz and local level as well as those from the governorate,
regional, and central 1levels, the scope of work specified the
workshops were to Dbe held in Arabic. It was also felt that
strengthening the capacity of existing Eygptian training insti-
tutes made more sense than bringing in outsiders. Thus, an
important element in the implementation phase was the identifica-
tion and orientation of trainers from SAMS and INP. These
trainers, schooled in the conventionzl lecture-based format, had
to be thoroughly briefed to the action-oriented approach. If the
positive response from workshop participants is any indication,
the Egyptian trainers learned the concepts well and were able to
adapt them to the particular workshop context.

The workshops themselves were each two weeks long and were
held in the respective governorate's capital over a seven week
period:

Assuit, September 20-October 3;

Qalyubia, October 24-November 8; and
New Valley, October 31l-November 10.

The delay between the first workshop and the second and third was
due in part to the assassination of Egyptian President Anwar Sadat
on October 6 and the ensuing governmental disruption.

In all, approximately 110 senior and mid-level regional;
governorate- and local-level planning personnel participated in
the three workshops. Data describing the nature of problems in
local government planning were generated by the participants
themselves. These data indicated that the problems were primarily
internal to the local organizations themselves, but were evident
in all 1local organizations irrespective of the sector in which
they were involved. Further, the problems were identified as
being the result of deficiencies 1in: planning systems,
information and monitoring systems, coordination, and effective
resource utilization.

Follow-up action plans were developed in eacn workshop which
established priorities and defined activities to be carried out as
part of possible interim and long--term programs. Further, action
planning teams responsible for implementing follow-up activity
were established in Qalyubia and New Valley.

Additional observations about the workshops are prasented in
section three. The detailed reports on each workshop, 1including
overview descriptions and summary analysis, outline of the process
and explanation of techriques used, copies of materials used,
analysis of data on nature of local government problems in program
and project planning and implementation in each governorate, and
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participants' evaluations are included, in English and Arabic, as
annexes D through I to the end of project report (Development and
Training for Decentralized Planning and Management, 1981).

Evaluation/Redesign Phase

The last phase lasted for five weeks, from November 10 to
December 17. The major activity during this phase was to complete

the pilot project cycle: to evaluate the implementation
experience, to distill lessons, and to redesign the project
incorporating the experience and lessons learned. In all, 24

papers were prepared by the DAI team during this phase. Out of
these papers came several lessons and the outline for a long-term
program to carry-on and expand the activities begun during the

pilot project. The lessons relating to decentralization,
training, and project administration are examined in some detail
in section three. Section four provides an outline of the

long-term program.
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Activity

Output

Assessment of needs for improved
decentralized planning perform—
ance.

Meetings/Discussions

Numerous meetings with governorate
and markez officials in Assuit,
New Valley, and Qalyubia.

Numberous meetings with Goverrment
of Egypt (GOE) officials in
Secretariat of Local Government;:
Office of Regional Planning,
Ministry of Planning, ORDEV, CAPMAS,
Central Audit Agency, SAMS, and INP.

Discussion with Egyptian profession-
al consultants with expertise in

local government: Ibrahim Abbas
Omar; Abdel Salam, Haamdi Affifi
(sams) ; Faculty of Commerce,

Mansoura University; and Faculty of
Agriculture, Assiut University.

Reports/Papers

Progress Report #l: Weekly Summary
of Pilot Activity (June 28, 1981).

Progress Report #2: Weekly Summary
of Pilot Activity (July 14, 1981).

Progress Report #3: Strategy and
Plan of Work For Implementing Pilot
Project of Training of Decentralized
Planning and Management (July 17,
1981).

Progress Report #4 (July 24, 1981).
Technical Report #1 (August 1981).

Assessing Problems and Potentials of
Decentralization Through the Basic
Village Services Program (August
1981).

Report to the Steering Camnittee on
the Campletion of the Planning Phase
and Proposals for Implementation
(September 9, 1981).

Develomment Through Decentralization
in Egypt (November 1981).

(continued)
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Activity

Output

Sponsorship of executive planning
workshops to review and clarify
needs and establish training
priorities.

Training Egyptian trainers in
skills needed to lead planning skill
development workshops.

Sponsorship of executive briefing
workshops to review, modify, and
approve the proposed workshop
activities and schedules.

Executive Planning Seminar, Port Said,
August 11-13, 1981.

Eight Egyptian professionals were
introdured to, and used, new training
techniques:

Sadat Academy of Management Sciences:

Zarif Bourtros Mikahail (New Valley).

Ibrahim El-Ghamry (Assiut and New
Valley).

Hosseini Badr (Qalyubia).
Zohair Abdel Salam (Assiut).

Institute for Natural Planning:

Moharram El-Haddad (Assiut and
Qalyubia).

Abdel Khader Diab (Assiut and
Qalyubia).

Mohammad El-Khalawi (Assuit and New
Valley).

Ahmed Sharkawy (New Valley).

Briefing sessions with senior govern-
orate and markez officials, as follows:

Assuit:

June 30-July 2, 1981
July 20-21, 1981
August 22-26, 1981
Cctober 28-30, 1981

(continued)
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Table 3. Continued

Activity Output

New Valley:
July 18-19, 1981

August 22-27, 1981
September 30-October 3, 1981
October 28-30, 1981
° Qalyubia:
July 16, 1981
August 26, 1981
August 28, 1981
September 23, 1981
September 28, 1981
October 15, 1981
October 19, 1981

October 21, 1981

Sponsorship of planning skills Workshops conducted, as follows:
workshops for governorate, markez,
and local officials. ' Assuit, September 20-October 3, 1981.

Qalyubia, October 24-November 8,
1981.

" New Valley, October 3l-November 10,
1981.
Evaluation of pilot activities. End of project report.

GOE participant evaluations reported
in workshop reports.

Development of a strategy to Reports/Memorandums :

improve planning performance

based on lessons learned " Thoughts Concerning the Long-Term
fram pilot activities. Project Strategy (October 31, 1981).

(continued)
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Activity

Output

Relationship of the Long-Term
Project with Other Decentralization
Projects (November 8, 1981).

Arena II: Regional Flanning
(November 11, 1981).

Resource Implications of Effective
Project Planning at Local Levels
(Novenber 14, 1981).

Monitoring and Evaluation
Information Systems (November 14,
1981).

Local Government and Regional
Project Implementation Information
Systems (November 14, 1981).

Training for Ministry of Planning
Personnel (November 14, 1981).

The Possibility of Incorporating
CAPMAS into the Long-Term Project
(Noverber 15, 1981).

Regional Planning: #2 (November 16,
1981).

The Sakkara Center for Integrated
Rural Development (November 16,
1981).

The Process Consultation Approach to
Training for Decentralized Planning
and Management (November 17, 1981).

Thoughts on the Pilot Project and
its Implications for the Long-Term
Project (November 18, 1981).

Funding of Locally Designed Projects
(November 18, 1981).

Number of Governorates to be
Included (November 18, 1981).

(continued)
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Activity

Outout

Development of an operational clan
for a monitoring and evaluati-n
system for the Basic Village
Services Project.

A Proposed Summary Program
Description for Planning and
Management Development In Egypt
(Noverber 19, 1981).

PID: Issues List (November 20,
1918).

The Markaz as a Client for the
Long-Term Project (November 28,
1981).

A More Extensive Idea for the Sakara
Center for Integrated Rural
Develomment (November 26, 1981).

Capacity Building in the Regional
Universities: Research and Training

" Centers for Continuing the

Activities 1Initiated Under the
Long-Term Project (November 27,
1981).

Assessirg Local Government Planning
and Implementation Capacity:
Management and Admiristration Audits
(December 9, 1981).

Multi~Level Program and Project
Planning in a Decentralized Context
(December 10, 1981).

Preliminary Description of a
Decentralized Planning and
Management Development Project
(December 12, 1981).

Reggrt:

Assessing Prcblems and Potentials of
Decentralization Through Egypt's
Basic Village Services Program
(October 1981); excepts presented in
annex B of this report.
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NOTES TO SECTION TWO

Though the pilot project was implemented jointly, this report
describes only the scope of work activities, accomplishments,
and insights of the IRD-sponsored team. Joint responsibility
for project activities 1led to administrative complications
which are described in more detail in section three of this
report.

The Steering Committee was composed of: Ali Fowzi Yunis,
general secretary for local government; Mohamed Fag El-Nour,
deputy minister for regional planning; Adel Ezz, director of
the SAMS; Hassan Ibrahim, director of training and chairman of
SAMS; Saad Barghout, first undersecretary of state, Ministry
of Economy; Fouad Iskander, senior undersecretary of state for
economic cooperation with the United States; Hussein Refaat,
director general for U. §. cooperation, Ministry of Economy;
Ahmed E1l Diffrawy, under secretary of state and general
director of ORDEV, Ministry of Local Government: Kamal El
Ganzouri, director of the INP; Abdel Fattah Nassef, director
of Regional Planning Center, Institute of National Planning;
John E. Roberts, iirector of the Office of Local Administra-
tion and Development, USAID/Cairo.

In brief, an action oriented approach means:
" Persons who normally work together are trained together as
a team.

Real problems provide the subject matter for workshops.

Workshops demonstrate the application of methods to actual
problem situations.

Multiple organizational levels are involved including
participation of critical decision makers.

Activities are usually conducted on the project site to
lower costs, focus on local performance constraints, allow
participants to return to their homes at night and
introduce action-oriented training as an integral part of
project management.

Workshops are treated as activities which blend into
day-to-day planning, counselling, coordination and
evaluation functions.

Real decisions, commitments and actions are emphasized.
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An examination of the organization's incentive or
disincentives for targeted behavior changes is incorporated
into group discussions, exercises and decisions.

The focus is on enhancing the knowledge and skills
participants bring with them to the workshops rather than
on the transfer of trainer knowledge and skills to trainee.



SECTION THREE

LESSONS LEARNED FROM THE PILOT PROJECT

A numper of lessons were learned as a result of the pilot

project
lessons

activities described in section two. In brief, those
are:

Decentralization is, and will remain, a loosely defined
concept among Egyptian officials. Efforts to impose a
rigid structure or precise objectives on what is perceived
as an evolving process will be strongly resisted.

Local government officials actively seek greater
involvement in planning and implementation. At the same
time they regard the involvement of central and regional
offices as both legitimate and necessary.

The maior deficiencies in local government planning and
implementation performance are the:

Absence of well-defined planning and management systems
which relate resources to functions to outputs;

" Limited management and administrative capacity to
maintain systems once they are developed and installed:

Limited or ineffective use of management skills among
local government personnel compatible with the new
decentralized planning and management requirements.

Efforts to address these deficiencies require a
recognition of their systemic and interrelated nature. A
strategy which addresses skills development in isolation
from systems and management/administrative development
will have only a limited effect on increasing 1local
government planning and implementation performance.

A monitoring and evaluation process is an essential part
of a long-term program. Such a process provides an
ongoing review of the strategies used to improve local
government performance as well as the impact of
decentralization.

Action-planning workshops were well received by
participants and provided an effective way to bring local
government planners and managers together to identify
broad problem areas and determine appropriate strategies

for response. Action-planning workshops also reinforce
decentralization objectives. However, such workshops do
not ensure follow-up implementation. Thus an efficient

and cost-effective strategy for improving local government
performance needs to 1include ongoing consultaticn and
support, skills training, and specialized technical
assistance in addition to action-planning workshops.
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" Much of the expertise essential to improving 1local
government planning and implementation. performance exists
within Egypt and can be effectively used if assisted in
the identification and design of new approaches.

Although the pilot project focused primarily on units of
local government, regional planning officers are important
participants in the long-term program in order to relate
local initiatives to national parameters and priorities,
address area-based needs and resources, and effectively
utilize specialized expertise.

Of these, the lessons relating to decentralization,
training, and project administration are discussed in more detail
in the rest of this section.

LESSONS LEARNED: DECENTRALIZATION

Decentralization is an often used and often misunderstood
concept. Recent efforts to impose some precision on theoretical
discussions (Rondinelli, 1980; Cohen and others, 1981; Landau and
Eagle, 1981; Morss, 1981) have vyet to have an impact on
discussions on how to "implement" decentralization. All too often
in such discussions there is the presumption that the desired goal
is the complete transfer of all but coordinative activities from
the central government to lower levels.

This complete devolution of authority is at one extreme of a
continuum of decentralization strategies. Further complicating
the discussion, as several theoretical writers have arqgued (Landau
anad Eagle, 1981; Walker, 1981lb), the nature and kind of activity
in question must be considered in determining the appropriate
degree of decentralization. It is not an all or nothing decision.
Some activities such as the establishment of agricultural pricing
policies, the setting of tariffs and duties, and the 1like are
usually more efficiently handled by the central government while
others are better suited to local control.

Given that decentralization strategies fall along a continuum
aind that each activity must be considered individually, the
question is not at what level should all or most functions be
performed, but, rather, what functions are most appropriately
performed at what levels. In the case of Egypt the question can
be restated as what functions need to be performed at the central,
regional, governorate, martaz, and village levels to achieve
particular decentralization objectives, This persmpective is
generally shared by Egyptian planners and managers.

Framed in this way, the appropriate emphasis is given to the
fact that decentralization is not an end in itself, but rather is
A means to achieve certain development objectives. It Dbecomes
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necessary, therefore, to determine what development objectives are
best achieved in a decentralized mode, rather than simply
developing projects to "achieve" Jecentralization. Put another
way, planners need to determine -he apropriate degree of
decentralization to build into any particular program or project
in order to achieve its objectives most efficiently and
effectively.

The experience gained during the pilot project suggests that
decentralization legitimately is, and will remain, a loosely
defined concept among Egyptian officials and that efforts to
impose too rigid a structure or too precise an objective upon what
is essentially an evolving and continuously changing process will
be strongly resisted. While present laws call fcr a greater
degree of 1local involvement (Fowzi-Yunis, 192i) and 1local
officials actively seek greater participation, everyone clearly
regards central organizations as having a legitimate and necessary
role in planning and implementing local development activities.
Thus, it would be more accurate to define decentralization in
Egypt as the effort to open up the decision-making process in
crvder to achieve greater effectiveness and efficiency in the use
nf development resources at all levels of government.

The problems to be addressed by any future activitiss need to
be placed within the broader context of GOE efforts to move from
highly centralized economic planning to more flexible approaches
which encourage greater initistives from the public and private
sectors (see annex A). It is clearly recognized that the tasks of
raising naticnal productive outputs and standards of living are
too large and locally varied to be achieved by a centralized
approach to resource managment. It is further recognized that
overly centralized direction severely inhibits local efforts to
find effective alternatives. For example, local officials believe
that their initiatives are often stymied by the imposition of
centrally determined sector targets which give too little
attention to regional or local circumstances.

Administratively, overcentralization has resulted in an
increasing share of the national budget going to support the
operations of central offices at the same time limiting the funds
available to develop the capability of local government. Thus, at
a time when local government is expected to take a more active
role in planning and implementation, resources for building that
capability are largely being absorbed to maintain current levels

of central operations. This 1limits the capacity of local
government to participate meaningfully in development, and it also
severly affects the utilization of existing aid resources. For

example, it has been estimated recently that as much as $2.4
billion of the $5.4 billion in aid to Egypt has not been absorbed
largely because of the currently limited administrative capac-
ity.[1]
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At the program level, there is concern within USAID/Cairo
that the present low level of planning capacity unnecessarily
delays the disbursement of funds and commodities which are not a
part of decentralization support projects.

Experience from the pilot project suggests that major
deficiencies in local government planning and implementation
performance fall within the three principle areas:

" The absence of well-defined planning and management
systems which relate resources to functions to outputs,

Present governorate plans are often simply sector
line-item budgets which do not evaluate objectives or
relate sector-specific activities to area-based needs and
priorities. Thus projects bacome aggregations of discrete
activities selected by town or village executive
departments and popular councils from lists of s%“andard
projects designed by central ministries.

The limited capacity of local government agencies to
maintain planning and implementation systems once they are
developed and installed.

The dimensions of this problem include defining
performance indicators, addressing incentive issues, and
overcoming the numerous inefficiencies in existing
adminis*rative support operations which are essential to
maintain planning and implementation functions.

The limited skills of local govzrnma2nt personnel, as well
as the limited capacity of loca. government to utilize the
skills and expertise that are presently available within
central or regional government offices, specialized
institutes, aad universities.

Participants in the earlier workshops identified numerous
analytical and decision-making skills which they are
presently Jacking but which are an essential for efficient
and effective planning and management. The development of
these skills needs +to be directly related to actual
planning and implenentation operations, rather than
"taught" without reference to the systems to which they
relate.

A related, but equally important, aspect of *this problem
is the limited capacity to involve local, non-governmental
expertise, including neighborhcod associations and other
non-formal grcups, in planning and implementation.
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LESSONS LEARNED: TRAINING

Content

The action planning workshops were well received by
participants and provided an effective way to bring 1local
government planners and managers together for purposes of
identifying broad problem areas and determining appropriate

strategies for responses. Action plann:.ng workshops also
reinforce decentralization objectives. However, such workshops do
not ensure follow-up implementation. Thus, an efficient and cost

effective strategy for improving local government per formance
needs to include, in addition to action planning workshops, on-
going consultation and support, skills training, and specialized
technical assistance.

The original scope of work for the pilot project, which
provided the basis for this program, proposed that a series of
skills development worksnops be conducted in generic planning and
managemant skills (Lewis, 1981). While local government planners
and managers stress the importance of skills training, the
experience during the pilot project suggests the need for a much
broader capacity-building strategy. That 1is, there 1is 1little
point in training individuals for tasks which organizations do not
undertake or for functions that are not expressed in a planning
and implementation process. This recent experience in Egypt is
supported elsewhere where attempts to treat skills developme:nt
apart from systems development and organization improvement have
largely failed to achieve improved performance objectives (Honadle
and Hannah, forthcoming).

Therefore, a narrowly defined training skills development
strategy was rejected. Instead, the pilot project strategy, as it
evolved, emphasized the need to develop an operational context
within whicn planning and implementation skills can be effectively
applied. In this respect, the strategy integrated systems
development with the identification of needed organizational
support to maintain improved planning and implementation systems,
as well as the development of skills, This approach became the
basis for the long-term follow-on project.

Process

It is important to note that GOE senior local government.
officials--at least in Assiut, New Valley, and Qalyubia--have a
healthy skepticism concerning the effectiveness of training. That
skepticism is based on extensive experience as participants 1in
conventional lecture-based training programs which provide
packaged instruction in discrete skills without reference to the
actual context within which the trainees perform their work. As a
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result, there is no doubt that if GOE officials in the three
governorates had been given a choice--and they were not--about
participating in a pilot training project, they would have
declined. However, as the participants' evaluations of the
workshop clearly indicate, the participatory, problem-solving
approach 1is now enthusiastically endorsed in those three
governorates., The resul: represents both an opportunity and a
constraint.

The opportunity is that, once exposed to this process of
training, significant demand is generated for other workshops of
the same type, although with different content as different
problems are addressed. The constraint is that not all training
needs lend themselves to methods of this type. Some skills simply
cannot Dbe taught through a consultation/participatory process
approach.

Thus while a consultation/participatory approach should be
used in Egypt because it 1is particularly suited to Egyptian
attitudes and behavior, such an approach will not .meet all
training objectives. 1In sum, an emphasis on an attractive process
should not ignore the fact that training is a means to particular
objectives. Consideration of content must take first place over
process.

Workshop Administration and Logistics Support

The workshop mode of training makes significantly greater
demands on those who administer and support it logistically than
do conventional training approaches. Some of those demands are
generic and some are particular to Egypt.

Generic Requirements

To begin with, significant advance work is required to
assure:
" The client has been fully involved in determining workshop
objectives and 1is willing to support the workshop
politically, bureaucratically, and administratively;

Proper workshop facilities are available;

. A local support structure (typing, translating, materials
production, communications, and transportation) can be
mobilized upon arrival of the consultant team; and

Adequate working and living quarters are available for the
consultant team and workshop participants if the workshop
is residential.
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In addition a constant dialogue between the workshop
planners/implementers and the workshop client must be maintained
from the moment of initial contact through completion of all
workshop-related activities (including follow-up reports and
fieldwork). Workshops, like those implemented during the pilot
project, are but one component of a more comprehensive skills
develnpment sequence which is highly devendent on evolving
preceptions and a changing environment. As a result, a continuous
exchange of information and viewpoints is critical to workshop
design and implementation.

Similarly administrative flexibility and a quick-response
capability are critical to smooth workshop implementation given
that most workshops operate on tight timetables, have a multitude
of interested parties and participants, and are readily affected
by the unpredictable nature of workshop chemistry and group
dynamics.

Egyptian Requirements

Chief among the lessons learned about running training
programs in Egypt is that compensation is expected for locally
provided governmental administrative and logistical support,
regardless of whether these services fall within a department's
normal scope of work. It is argued that:

" The requirements of implementing a workshop place extra
resource demands (time, personnel, and fiscal) for which
the government has not budgeted;

Workshops divert governmental resources from normal
administrative responsibilities during working hours; and

Workshops encroach on personal commitments when they
extend beyond normal working hours.

In addition to compensation, transportation allowances, per
diem, and other incentives are expected for workshop participants.
Most often, the incentives desired include small gifts presented
to participants at a workshop's conclusion and the awarding of a
certificates of completion to regular workshop attendees.

Workshop scheduling must conform to the GOE's official
working hours (8 A.M. to 2 P.M.) and days (Friday and often one
other day during the week are holidays) and the substantially
reduced work expectations for attendance. However, participants
were not adverse to holding evening sessions after the traditional
afternoon rest period (2 P.M. to 5 P.M.). These evening sessions
became common and were well received.

Substantial cash availability is necessary when operating
outside of Cairo, as transactions are strictly on a cash basis,
and often entail large advance payments.
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LESSONS LEARNED: PROJECT ADMINISTRATION

Several constraints of an administrative nature affected the
implementation of the pilot project. Many of these constraints
were unanticipated and, thus, surfaced only as the pilot project
progressed.

The pilot project began prior to the signing of the contract
amendment which authorized it. One result was an inability to
draw on the local currency advance. Another result was that the
field team operated in financial and budgetary uncertainty during
the first six weeks of pilot project implementation.

After the contract was signed it became clear that the local
currency budget provided for the project was inadequate. In this
case, budgeting inadequacies were primarily due to a significant
underestimation of the costs involved in conducting workshops in
Egypt and the omission of budgetary support for Egyptian
consultants, without whom implementation of the pilot project
would have been impossible. Thus, the field team leader was
diverted from his primary substantive responsibilities into
extended negotiations with USAID, the Office of Regional Planning,
SAMS, and INP concerning the creation of mechanisms to fund
Egyptian participation. Those negotiations resulted in the
transfer of several thousand pounds from other line items in the
local currency budget to pay part of the costs of Egyptian
consultants. Even so a deficit of LE 20,237 remained which w- s
to be paid by the Ministry of Economy to SAMS and INP through the
GOE/USAID Project Steering Committee.

The pil t project was implemented by two separate American
institutions: a private consulting firm (DAI) and a university
(UBC) under the terms of two separate agreements with AID.
Further, two Egyptian training institutions seconded professional
staff to the team: one under a subcontract with DAI (saMs) and
the other in the expectation that the GOE would cover their costs
(INP). Although all of the American and Egyptian professional
staff were theoretically integrated into a single team for project
implementation purposes, management suffered significantly from
the hybrid character of those contractual arrangements. The
exercise of any significant level of authority was severly
limited.

The problems which would normally be expected under such a
hybrid management structure were compounded by the division of
contractual responsibility among DAI and UCB for different phases
of project implementation. Thus, although DAI provided the team
leader of the integrated team, it was only responsible for
managing phase one (planning) and phase two (implementation). UCB
provided a project coordinator who was responsible for phase three
(evaluation and design of the long term project). Yet the project
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was supposed to progress in a linear fashion through all three
phases with each phase directly and programatically linked and
dependent on each other. 1In actuality it was often difficult to
determine exactly which activity was more directly the
responsibility of the team leader or the project coordinator.
This was especially true because:

" All members of the team--whether from DAI, or UCB, SAMS,
or INP--were expected to participate in all phases of
pilot project;

DAI was responsible for providing local administrative,
logistical, and budgeting support to all personnel,
including those from UCB, SAMS, and INP:; and

Although the team 1leader and project coordinator
responsibilities were designated both institutions were
collectively responsible for achieving all of the project
objectives. The result was confusion; cooperation was not
facilitated within this structure.

In addition to the financial and team management problems
arising from the speed with which the pilot project was
implemented, a number of other oversites led to implementation

problems. First, GOE leadership within the three governorates
included in the pilot project were 1ot consulted prior to their
selection. As a result, their initial reactions to the first

visits by the consulting team indicated that they were not sure of
the project's intenti, misunderstood it as strictly a conventional
training program, and were skeptical of the possibility that it
provide them with practical benefits.

Second, the planning phase of pilot project activity
coincided with Ramadan. The result was that during the crucial
initiation phase of the pilot project, GOE personnel were
available only on a significantly reduced schedule.

Third, GOF svonsorship of the pilot project and, in
particular, the activities of the foreign consultants was not
clearly extablished. Although a steering committee was formed
consisting of representatives from six GOE institutions plus
USAID/Cairo, that committee had only an ad hoc character and a
shifting membershio. It was necessary for the consulting team to
create clearly cdefine GOE sponsorship and responsibility for the
tear within the Secretariat of Local Government and the Office of
Regional Planning. This was expecially important in order for the
team to establish legitimacy within the three governorates.

Fourth, the action planning workshops--in spite of initial
skepticism among the three governors--were successful and created
expectations among GOE participants which should have been
expected and planned for from the beginning. However, the result
is that planning teams in the three governorates were prepared to
begin follow-on activities but lacked the resources to carry them
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out. Although it is expected that a follow-on long-term project
will enable them to move forward, a gap of perhaps as much as a
year will exist between completion of the pilot project and the
start-up of a longer term effort.

Finally, the limited time available for the pilot prciject did
not allow for a follow-up review seminar among principle
participants in the workshops and interested GOE clients. A
seminar of that kind would have been very useful and should be
considered as an appropriate activity during the period between
completion of the pilot project and the beginning of the projected
long-term project.



SECTION FOUR

LONG TERM PROGRAM DESCRIPTION

As was noted in section one, the pilot project cycle was
initiated because while there were clear deficiencies in
governorate-level planning performance, there was no clearly
defined cause of the problems. The experience of the pilot
project suggests that much of the problem is structural. In part
the planning deficiencies stem from the fact that currently no
coherent, shared view of the planning process exists. There is no
concensus definition of the stages of planning, how they are to be
executed, how the executive and popular council are to contribute,
or how the planning activities at the various levels of government
are to be integrated into a national planning framework.

As such the problem is not primarily one of limited
individual capability to undertake the tasks they are assigned;
rather the problem is the failure of the planning system to
define, assign, and orchestrate those tasks.

Hence the problem is not onlv one of insufficient numbers of
appropriately skilled individuals, it is also one of the
institutional structure in which those individuals interact. Such
issues as incentive structures, promotion practices and criteria,
and coordination mechanisms also need to be addressed if planning
performance is to be improved.

Thus if the problem is one of a lack of planning capacity in
both an individual and an institutional sense, then the
appropriate response is a capacity building strategy.[1] One
element of that strategy will require the establishment of a new
planning process in accordance with the decentralization
legislation. Another element will require training local level
officials in the new skills needed to perform their new tasks. A
third element will require the tailoring of the general strategy
and skills training to particular governorate-specific
deficiencies, demands, and requirements. Meshing these three
elements is the aim of the proposed program for Decentralization
Planning and Managemen+* for Development (DPMD).

THE STRATEGY

As a response to the lack of capacity to undertake
decentralized planning, the DPMD program is intended to improve
Egyptian capacity for strategic, area-based, and project-specific
planning and management by developing national, regional, and
local capabilities to support and perform planning and management
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functions. The logic is that such decentralized activity will
maximize resources for development by better identifying and
meeting local development objectives and priorities. The primary
focus of the program is the governorate, but, through the
governorates, will integrate resources and functions performed at
central and regional levels as well as at markaz and village
levels.

The program will initially focus on developing planning and
implementation capabilities within the present overall GOE
planning and budgetary process, but will subsequently move to
developing local government capabilities to plan and implement
longer term, area-based strategies for development. In this
respect, an important part of the program is the development and
application of a monitoring and evaluation process to provide the
information necessary for ongoing review of planning and
<mplementation performance and for evaluating the effectiveness of
the overall decentralization policy.

Thus, the project should be viewed in terms of its direct
impact on local government development privorities through more
effective planning and implementation as well as its direct effect
upon the performance of currently and projected USAID-funded
decentralization support projects.

Of course, the DPMD program is predicated on support within
the Egyptian government for such a restructured planning process.
Also implied in this program is the capability and willingness of
planning officials not only to accept a changing environment and
changing expectations but to further such change. The experience
of the pilot project indicates that the requisite suprort and
capability exist.

As far as capability is concerned, there is demonstrated
ability at the governorate level for effective teamwork in the
design of plarning systems and in provlem solving in the context
of program/proiect identification and design. The response to the
pillct project indicates that individual capabilities and
willingness to accept change in the planning system are not
constraints to the development of decentralized planning. While
the capability required for the initiation of change and the
managenent of the change process within Eqvpt needs to bhe both
mobilized and developed, it is not inherently lacking. It 1is
hoped that the program provides the occasion and the means for
realizing Egyptian capability to this end.
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THE PROGRAM

OQverview

The DMPD program will be implemented in three phases over a
five year period beginning in 1982. During the first phase
(1982-84) technical assistance, training and equipment will focus
on building the planning system in two regions (including selected
governorates, markaz, and villages), and developing the capability
of the ORDEV's Sakkara Center (see annex C) to provide the
technical and training support for building the planning capacity
of other regions. The second phase (1984-86) will concentrate on
assisting additional regions, governorates, markaz, and villages
in building their planning, project implementation, and evaluation
capabilities. The Sakkara Center will take the lead in providing
technical support and training. External technical assistance
will focus on solving problems associated with replicating the
models developed during phase one. The third phase (1986-87) of
the project will involve continued expansion of Sakkara Center
services. The foreign technical assistance will have been
completed and USAID participation ought to concentrate on training
support (through Egyptian consultants) and equipment supply.

The cost will be approximately $31.4 million of which $20
million will be contributed by AID.

Project Activities

This project provides financing for 1long- and short-term
technical assistance by both foreign and Egyptian advisers to help
the GOE in building planning, project implementation, and
monitoring/evaluation systems and in the identification of
currently existing programs the design of new in-country and out-
of-country training programs, or both. It also includes ftunding
for in-country and out-of-country training of local and regional
officials through formal courses, problem-identification seminars,
action-oriented workshops, on-the-job training and foreign
observation tours; establishment, including, in some cases,
construction, of training and information systems centers at
regional and governorate levels; and ongoing, interim, and final
evaluation of project results.

More specifically, the project will undertake:
" Diagnostic analyses (planning and management audits) of
local government development planning, project design and
implementation, and administrative support capacities to
be used as a basis for formulating comprehensive planning
and management improvement programs in each participating
governorates;
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Diagnostic analyses of strategic planning issues including
area development constraints and opportunities;

Workshops and technical skill training programs for
planning and managemnent for local executive, popular
council, and regional planning staff;

Governorate planning and information centers which:
manage and make available information for planning and
project implementation from local, regional, and central
sources; coordinate the utilization of external (to the
governorate) expertise for planning and implementation;
and provide on-going, on-the-job consultation and training
to executive and ponular council staff in planning and
management:

Monitoring system (located at the Sakkara Center) to
review the requirements for, and subsequent impact of,
effective 1local government planning and management
per formance on decentralization;

Occassional colloquia for members of national- and
regional-level supreme councils to review broad-based
issues of implementing decentralization policies;

Out-of-country training and professional study tours to
expose local government personnel to current examples
of modern planning and management applications of area-
based development.

Project Goals

The goal of these activities is to improve the quality and
development impact of projects nlanned and implemented at the

local level. To achieve this goal the DPMD program will need to
achieve:

An institutionalized, self-sustaining, participatory
process for local development planning in each of the
units of local government that participates in the
project;

Or=2rationally defined planning and implementation tasks
and the individual and team skills necessary for their
fulfillment;

Development planning offices in the regions, governorates,
districts and village units with staff and budgets
supplied by the GOE;

Mutually complementary links between planning efforts at
all levels;
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A development information system that collects, processes,
and analyses information needed for development planning
and management in each governmental unit. These centers
will enable the GOE to monitor their entire program to
support local government;

Operationalized supporting functions for the organizations
specified in the 1local government laws, such as the
Supreme Council for Local Government, the Higher
Committees Ffor Regional Planning (in each region), the
Secretariat of Local Government, the Ministry of Planning,
NRDLV, and CAPMAS.

" The 1linking role envisaged for the regional planning
offices. These offices will be representing local and
regional interests with central ministries, assisting the
Higher Committee for Regional Planning c¢oordinate the
governorate plans, and ensuring that national and regional
concerns are taken into account in local plans;

Implementation of selected development projects to
illustrate the utility of the planning process. They will
also be used to develop management techniques and may
serve as training models;

Evaluation studies of the project's impact that test the
assumption that promoting local governmernt and
decentralized decision making enhances the quality of life
of the majority of the people;

Governorates and markaz plans that integrate their own and
USAID decentralizaticn projects.

The Institutional Development Approach

These activities will involve the regular participation of
the governor and chairman of the governorate popular council,
their respective committees, and their staffs, and the project
technical advisers. Popular council members and executives will
be involved in similar design work in the districts and villages.
The designs will be based upon their area development strategies,
their identification of alternative solutions and their selection
of the one they wish to implement.

Ideally, each governorate will increasingly analyze 1its own
planning needs and its own response. These processes should be

reviewed annually and adjusted to meet new conditions
incorporating the lessons of experience.

A similar institution development approach will be used with
the Office of Regional Planning. At present this office is short
handed and will require considerable staff development as they
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assume their responsibilities as regional planningg coordinators,
technical assistants to the governorates, and representatives of
central planners to the region and of the region to the central
ministries (see annex A). The Sakkara Center, with technical
assistance from the project, will play a major role in organizing
the RPO staff training.

Workshops and on-the-job training will be the primary
mechanisms for assessing local needs and developing skills. They
will be held in each markaz (averaging 8 per governorate) and then
in the village units (3-4 per markaz). The training at the markaz
and village levels will be done by the governorate staff who will
be trained by the advisers 1in conjunction with Sakkara Center
staff,

Long-term training requirements for governorate, regional,
and Sakkara Center staff will be determined by the technical
advisers and representatives of the governorates, regions, and the
Sakkara Center. Areas considered will include regional
development strategies and planning; project identification,
planning, 1implementation, monitoring and evaluation: and
management and information systems. Trainees will only be sent to
appropriate institutions abroad when training is not available in
Egypt. It is worth stressing that the emphasis throughout is on
institutional capacity building not individual training.

Project Scope

The project will be implemented in three governorates during
the first year and will be expanded to include an additional three

governorates during the second vyear. The rate at which new
governorates would be included each year thereafter will be based
on an assessment of experience during the first two years. The

first vyear's work in each governorate will concentrate upon
development strategy, planning system design, general planning
skills, and development of the information system. The second and
third years will focus on relaying the planning skills to lower
levels of government, project identification, implementation
management, monitoring and evaluation, with appropriate
adjustments being made in the overall planning system, based upon
improved skills and experience.

As development projects are identified and approved a small
number will be selected as case studies for training in project
management. These will be Ffunded through existing USAID projects
or directly by the GOE. Appropriate ministries will be involved
in their implementation so that management techniques can be
developed.
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Project Management and Staffing

A sectoral steering committee dealing with all GOE/USAID
decentralization projects will meet periodically to review the
project and provide policy guidance to the Egyptian project leader
and the technical assistance team's chief of party. The committee
will include a USAID representative.

There are several potential GOE clients with important
interests and/or roles in the proposed project. Implementation of
local government planning and management will be handled through
the governorates and regional planning will be organized through
the regional planning offices. 1In addition, the Sakkara Center in
Sakkara will serve as the GOE organizational support base for
continuing the project beyond phase I through phases II and III to
self-sustaining capability within the GOE. The selection of the
Sakkara Center for this responsibility is based on the expectation
that it will expand its mandate by becoming a semi-autonomous
institution under the auspices of the Secretariat of Local
Government. With that in mind, the resident technical assistance
team will provide its consulting services to local governments and
regional planning offices, and the GOE agency responsible for the
design, establishment through the center.

A resident consulting team of 6 foreign and 10 Egyptian
members will assist:

The primary GOE implementation agencies to improve their
performance capacity;

The Sakkara Center in developing its capacity to provide
technical support assistance on a self-sustained basis to
the implementation agencies following the termination of
the external consulting teams services;

The DPMD program will be headquartered at tne Sakkara Center
and four of the foreign and--eventually--six Egyptian consultants
will be located in the governorates.

Four expatriate advisers will have full-time counterparts
from the Sakkara Center staff and functioning together as an eight
person consulting team will provide consultant services to
designated clients within the CNE implementation agencies.

The six expatriate advisers are expected to have the
following qualifications and responsibilities:

Chief-of-Party. A senior planning and management sys-ems
adviser resident in Cairo will be assigned on a long term
basis as chief of party with responsibility for providing
tomprehensive strategic conceptual direction to all
consultants; coordinating their individual and collective
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efforts in a mutually complementary and reinforcing
manner. The-chief-of-party's counterpart will be the
director of the Sakkara Center.

Training specialist. A full time adviser resident in
Cairo will serve as a consultant to the technical
assistance team and collaborate with GOE officials on:

Identification of appropriate existing training
programs both in Egypt and in other countries:

Design of new formal training programs (process and
content);

Development of formal training skills (training of
trainers); and

Development of on~the-job consultation skills.

Infrastructure planning and project imp! 2amentation adviser
(resident in Cairo) to be assigned on a long-term basis to
& counterpart within the Sakkara Center. They will be
jointly responsible for assisting the Sakkara Center in
developing its capacity to provide technical extension
support service to local government planning units. The
adviser and CHE counterpart will be providing overall
strategic guidance to the long term resident consultants
in the various governorates:; assuring complementarity of
approach while allowing for adaptive wvariation in
practice. The adviser will also be responsible to *the
chief of party for integrating long- and short-term
technical assistance into the comprehensive project
effort.

Area nlanning adviser (resident in Cairo) to bhe assiagned
on a long term basis to a counterpart within the Sakkara

Center. Together they will be responsible for assisting
the Office of Regional Planning, in the Ministry of
Planning. The adviser will be responsible to the

chief-of-party for integrating the project's technical
assistance on regional development strategy and planning
into a comprehensive project effort.

Rural development planning adviser (two) will be assigned
on a long-term basis; one to Qalyubia governorate and the
other to Assiut region. However, although one of those
two advisers will be assigned to a regional office, both
will have a GOE counterpart who is the head of the project
secretariat at the governorate lavel. Placement of the
advisers in the governorate's project secretariatv is
important bhecause of the central role to be performed by
that office in coordinating the planning of cross-sectoral
projects and monitoring of implementation.




45

The qualifications and responsibilities of the ten Egyptian
advisers will be of course need to be defined later in the design
process. Additional short term technical assistance will needed,
though the nature of that assistance will have to be determineed
early in the implementation phase.

OTHER ISSUES
Though the previous section provides a fairly thorough review
of DPMD program activities, a number of unresolved issues remain.

These are discussed in the following section and in table 4, at
the end of this section.

Relationship to Other USAID Decentralization Efforts

USAID/Cairo presently has four projects 1in 1its portfolio
dealing in all or in part with furthering decentralization
initiatives. Each of these has, in one form or anccher, a
training component and provides for some planning and management
systems development. At present these efforts are not effectively
coordinated. The best opportunity for such coordination appears
to be at the local levels (governorates, markaz, and villages)
where the programs are being implemented. However, this
oportunity is not being successfully exploited; ad hoc,
unintegrated efforts seem to predominate. The DPMD program has
the potential for exaceberating the situation further by adding a
new set of uncoordinated activities to the mix.

Alternatively, the DPMD can, serve as the mechanism for
establishing integration and complementarity among these various
planning and management systems design and training efforts. That
objective must Te an important consideration in further design
work.

Budgetary Support for Local Government Planning

Current local government budgets do not allocate funds for

planning activities, a constraint which only reinforces
aggregation of often unrelated activities into a governorate
"plan." As the objective of the DPMP program is to improve

planning and management capacity, resources need to be available
to support planning activities in order to know the extent to
which improved local government planning performance results in
development impact. Over time improved performance should result
in more efficient utilization of 1limited resources. However,
consideration needs to be given to providing initial budgetary
support to local government planuing activities.
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Financing of Locally Designed Projects

The DPMD program will initially focus on improving planning
and implementation performance within the existing planning and
budgetary process. However, in order to serve as a catalyst for
improving area-based planning and management, further considera-
tion needs to be given to including grant or loan funding for
locally-designed projects.

Role of Office of Regional Planning

The Office of Regional Planning is presently mandated to
provide technical support to local government planners, coordinate
central government resources with 1local requirements, and
"reconcile" local government development initiatives with central
priorities and budgetary allocations. The ORP's present capacity
is 1limited, and, therefore, the program includes efforts to
address deficiencies. However, a clearer understanding needs to
be developed of the long-term role of the ORP in local government
planning and how this role will be translated into formal
organizational and administrative relationships.

Planning and Implementation Technology

A majority deficiency within 1local government 1s the present
level of capacity to obtain, manage, and apply information for
planning and implementation purposes. A precondition for the
meaningful participation of local government 1is an information
system capacity which draws and maintains essential data from
markaz and village levels as well as regional and central levels.
Thus, the program will include assistance in establishing the
already mandated governorate-level information centers.
Consideration, however, needs to be given to the appropriate level
of information management technology to be introduced. As
microcomputer hardware and software is becoming more inexpensive
and versatile, consideration needs to be given to its
appropriateness within the DPMD program, Studies are now being
done by the World Bank and other donor agencies to determine the
effectiveness of low-cost "user-friendly," microcomputer
applications for development planning and management which should
be referred to in further design work.

Because of the attractiveness of such technology to improve
planning and management effectiveness as well as its potential
positive effect 1in offering incentives to local government
Fersonnel, further analysis should be done--avoiding the impulse
to quickly dismiss high technology as inappropriate.
Nevertheless, a short-term consultant should be included in the
project paper design team to assess the appropriatseness of
including hardware and software in the funding, and, if so, what
would be required for training, maintenance, and software
procurement in the program.



Table 4. Issues aiml Responses Concerning the Decentralized Planning amd Managament PDevelopment (DIMD) Prexgraun

I ssues

Response

(verview

Wt definition and understanding of "decent ralizat ion”
is to te used in the identification of object ives amd
destgu ¢f the DPMD Program?

Bw Tong should the DEMD program last?

How much of the project costs should e contributed by
the GOLY

How mach of the project csots should be contributed
try HISAID?

that proportion of USAID financial assistance should
bein the foum of grants and what. projpovtion, if any,
should Yo an loans?

that are the propsr relationships between the DPMD
program aimd other USAID/Cairo-assisted decentralization
projects?  Other DSAID/Cairo-assisted soectoral pro—
Jjects?2 Other GOE decentralization efforts?

What amghit to be the stinctare and manbership of a
GOF/USAID Project Coordimating Committee?

Pecentralization is, and will reain, a loosely defined corcrept. Amonkg
Payptian officials and efforts to inpose a rigid structure or precisely
defined object ives on what is perceivel as an evolving process will be
strongly resisted.

The program description defines a five-year program with three phases.
Specific timeframes are sanewhat arbitrary. For purposes of initial
project=level involvement in the provess of decentralized planning and
mnaganent developnent, that timeframe is reasonable. However, it is our
considerad judgament that inclusion of all governorates in the country in
the project within that timeframe is unrealistic given the resources which
can reasonably be expected to be available.

‘he program description recamernds $11 million.
Te program description recameends $20 million.

No response.

‘The proposad DIMD program is designed to cmpleanent planning

and minagament. system desiaqns and training on projects. 1t provides

for the desian for camprehensive local government planning, project
inplementation, and evaluation mnagement systems, and provides
appropriate consultation and training to Jdevelop/ inprove planning, project:
implamentarion and evalnation performance.  fowever , respousibility for
desianing and establishing technically specific subsystem procedures amd
siructures and providing consuttation and training which adlresses the
uigue, technical ramirenents of specific projects wnld be retained by
those projects.

The airsbership of a4 GOE/USAID Project Coordinating Cenmit tee should be
limited to a senior representative of each primiy client (The Office

of Regional Planning and each of the qowvernorates included in the
project), plus senior representatives of the Minist ty of Foononry, the
Secretariat of Local Government, ORDEV, and USAID/Cairo.  The comiittee's
authority should be limited to: (1) aqgregate funding decisions; (2)
project vonitoring; and (3) serving as a "court of appals” when recon-
citiation of cmflicts is requested by any one or more of the primiry
inplancatat ion clients.

Ly


http:Plailinqian.id
http:pr1r,;r.mn
http:Ilecentr.ii

Table 4. _{cont inuel)

Issues Res‘nﬁnse

T Wt extent omht the DIMD program be direcied
tawards changes in GOF decentralizaticon 1woiicy
uver time?

Cen weptiunl Framaork

What s the proposed gonl of the DPMD program?

What is the purponse of the PEMD program?

The GOF's inmediate noead is to inprove v_e_l‘fi(.‘ien_cl of planning and
fnplementat ion per formance within existing decentralization quide~

Hines.  Successfual accouplisliment of a project to addtess that need

will requite at least three to forr years.  Mat is the intended
objective of the program. . Rased on the exporience arined through

the dinplamentat ion of (hat Poject amd analyzed by that project's
comprehensive information system, a future follow-up project

might usefully address rolicy changes to correct fundamental deficiencies.

The gl is to assist the OF to inplanent jts olicy objectives

for comnamic and ahninistratjve decentralization. These objec-
tives are pramisad on the assumption that increased local qgovern-
went involvement will result in o mre emitable and sel f-sustaining
developinent precess relevant to both loecal and national interests.

The purpose is Lo assist in the acceleration of the process of eco-
vanic and admini st rat jve development try improving rlaming and inple-
mentation performance within rural governorates and the econanic
reqjions of which they are o part.  Within that overall purmmse, the
Project has three interrelatad subpryrises:

lnq'rnvun*nt of loal aaveriment (‘.i;ncity (nt qovernorate, m‘:rknz,
town, and village levels) to: (1) identify problens within tiwe
Iocality: (7) sort out those amenaidle to local ly managed responses;
(3) design and ptan specific project responses for the amelioration
of those problones; amd (4) implanment those pro jects so as to achieve
the desired raesult. e enphasis is on the design and
inplesntation Oof inteqgrates, area-hased projects.

Inprovessent. of the Office of Reqgional Planning's capacity to:

(1) review the pPlans of local governments in terms of their
tnplications for supra—~governorate area development allocat jon of
resources; (2 identify problems of supra-govermorate area
development and plan appropriate arca-hased program and project
resfonses: and (3) provide informtion ad technical supjort to
Qovernorat e-level planning staffs for project. design arxl inpact
evaluation; espoecial ly area development ef fort s,

Establistuent of infopnt jon systems within the GOE for: (1)

inproving the informt ion available to decision-mikers concerniing
Aoy project monitor ing and evaluation and (2) evaluating the
evolution and effectiveness of The GOE's decent ralizat ion rolicy.

8V



Table 4. (continued)

Issues

Resjonse

What is the scupe of the propose) program?  TIs it a
training project?

WMo are the GOE clients of the proposed project?

The scope of the DIMD program should encougpass three interrelated areas
identifind by the pilot project:

© Tnprovement. of planning and nanagenent systems which relate resources
to functions to outpats;

hrprovesnent of nanagement and acdininistrative capacity to miintain
systems through orgqanizations once those systems are developex]l and
installed; and

Inprovenent of the skills among individuals necessary to perfonn
teqquired tasks within organizations. Training alone addresses only the
third of these three inter-related and interdependlent deficiency areas.

Thus, the projosed DPMD program is not primirily a training project.
Local-level senior GOE officials intervicwsxd during the pilot project were
almst unanimwis in enphacizing that they do not Jdesire amther series of
convent ional training activities. Although the workshops corrduct ed during
the pilot project phase achieved their specific, bat limited, objectives
and were nltimately endorsed enthasiast ical ly by altl concerned COR
officials at both local and national levels, it should e understood that
the provess usadl in sich workshops was not training in the usual sense.

Tt was enphasized by all participants in the workshops that effective
impact of the action planning workshops would depend on a series of
programmitic follow-up activities which addressed systams design and
organizational efticiency issues and institutionalized recammwended
improvements.  Although, action plamning workshops can be an effective
vehicle for identifying problens amdd needs and can contritute to the
desianing of effective responses, other metivxls of assistance are requirad
for inplementation of such responses.

Given the scope specified alove, a miltitule of GO clients can be
identified for the proposed project.  Included among rotential clients
are:

For implementat ion:

Nowt /village tevel inhabitants (ultimite beneficiaries),

town/village executive councils, tawm/villaqe popular councils,
mivakaz execut ive councils, marakaz popular councils,

qovernorate execative coancils, qoveriorate popular councils, ORDEV at
gqovernorate, markaz, and town/villtage levels, Of fice of Regional
Planning, Ministry of Planning, Supreme Regional Planning Comiittee,
and various reaional universities.

v



Table 4. (qlm, inued)

Issues

Respnse

Wat is the proposed GOF management. structure
for the DIMD program?

Atena 1: Loval Govermment Project Planning and
Iplarentation

Hhow moay agovernorates shoald be included in the
project?

Which offices/agencios at the local level should
ber fnctubst when considering the jidentification
of beneficiartes who will part 1cipate in the
Prosgronnd

For policy:

ORDIV, Secretariat of Iocal Governnent « the Supreme Council for Local
Governinent , Minist ry of Planning, CAMPAS, severnl sector specific
ministries, Central Audit Adency, National Investment Rank, Suprome
Council for Planning amd Proohoct ion, Cabinet.

As descritesl above, the mnbver of potential clients which can be identij-
Finl as having a legitinate interest anxl/or role in the projosed project
is very large. he terptation to include as many interested GOE parties
as possible in the implawntation managanent. structure of the project by
creat ing a biraal basead coordinat ing coumitee shonld b avoided- the
experience of the pilot project provides strong evidence that such
wechanises Corkd toward deadlovk between canpetineg GOF agencies.  Rather,
the scope of the program shoald be divided into three arenas for
mnaganent jajoses, with one primary client inplawentation aaeney
responsible for each:

Arena 1 (Local goverrnnt planning and mnaganent ) : the qovermrate;
Arena 11 (Regional plamning): The Office of keqional Planning: and

Arena TIT (Monitoring and evaluation of decentral ization for policy
decision making): The Sakkara Center.

A reasonable auswer to the question of haw mny qovernorates shouald
be included is depondent on thiee interrelated factors:  financial
resoarces, size of technical assistance team, amd time. 1t is the
consideratl Jodganent that o four-year project involving a reasonably
sized team costing a total of approximately $20 million should not
nclode more than 12 governorates:  the three governorates (Assiat,
Hew Valley, and Qalyubia) included in the pilot project continuing
in the first year with expansion by three additional govermorates
during cach of the next three year s,

The answer te Lot quest ion shoutd Te ddecidead by senior local
officials theiselves in each of the qovernotates in the proposel
project .

0s



Table 4. (continuad)

Issues

Responise

Should financing of projects at local qoverpment
levels be provided thiowgh this proposed proqram?
It not, should it be provided throwgh another
Project or projects?

Arena I1: Regional Planning

To what extent should the project address the
broader strategic policy question of new roles
for the Liiice of wemional Planning (ORP) amd/
ot the re~definition of reqions and regional bounlaries

Substantial financing of projects at local government levels is
current ly being provided by a variety of other USAID projects
(Dh-1, DSF, WS, and NUS). However, timiting funding of projects
at local government levels to only those already provided through
USALD-financed and other GOE channels would fall short of meeting
two of the reasons for providing such funds in the context of the
proposed new project.  Those tvo obhjectives are:

© Creating incentives for comprehensive planning of unique projects
(those not included in standardized proiect “shopping lists') which
resporndd to loxally identified neelds; and

Providing a catalyst for improving local qovernment inplanentation
capacity. Therefore, serinus consideration shoinld be qiven to
inclirling sowme additional block qrant funxls to qovernorates arxi
mrkaz councils beyond that provided throih other, more narrowly
focused, decentralization projects.

Undetc current. GOE policy, the ORP's responsibilities can be divided into
five areas:

(1} Representing local government planning proposals within the
Ministry of Planning.

(2) pProviding oversight concerning local government plans which have
effects beyonl governorate boundaries;

{3) Initiating plans o respond to problems which are pilmrily of a
reqional nature;

(4) Providing planning assistance to local qovernments as neoded; and

{5) Providing loral governments with quidelines concerning development
mlicies and priorities established at the mational level.

At present, ORP actually performs only the first, second, and

fifth functions. The proposed program should provide assistance to
the ORP to imywove and/or initiate perfonmnce of all

five functions within its mandate. As the pro ject evolves,

it can e expected that two adlitional areas amenable to ORP
responsibility will surface which will remire responses to

improve loral and regional planning and mainagament effect jveness:

Providina reqioral napping and development data analysis scrvices to
qewernorat es; amd

TS
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Response

What are the appropriate linkages between the
rexjional planning precess and the organi_ation
and 1oles of the ORP on the one hakd and local
quverinent. on the other hoarad?

Arena 111:  Camprchensive M nitoring and and Evaluat ion

Infonmtion Systams

Should the prodiect netp to design and establish

4 camprehensive infomation system for mnitoring
and evaluat treg decnt ralized plaming, jmploemen-
tation, and evaloatiorn perfomance in order to
Generate data and anclyses useful for Gop policy-
aking?

Which GOF agencies can be: ident i fied as primary
users of the Jdata and analysis probwed Iy an
swchoan infonation systenm?

Training

thich Fayptian institation shoald ber incluial
in the inplasatation of the lotki-term project
to provide tiaining?

Petermining the appropriate boundaries for supra-qovernorate regions
hased on sociocconcomic, and ecosystem criteria.

Twever, sianificant expansion of the ORP's role forces tawmrd improvad
effectivenc:. s in the two areas descrilbed above shvald not. be expectod
during the initial four-year timeframe of the projosed program.

s Jdescribel alove, three of the fi-e responsibilities of tha oke relate
directly to the planning and mnagement cer formonce of local goverrment
agencies and persounel. Therefore, the improvement of existing mechanisms
for the appropriate inteqration of teqgional planning personnel, especinlly
those at the governorate level--the local govermaent planning process
should bxe explicitly addressad during the inpienntation of the projnsed
project.

Foo Ali Bavmi Yunis (Minister and lead of the Secretariat of [ocal
Government), Dr. Fag El-Nour {Deputy Minister for Regional Planning),

the Governor and Secretary-General of Calyubia and several pirticipants
in the workshops conducted Auring the pilot project phases have all
stated that the projposed DIMD program shonld inchxle proceslires for
assessimg the effectiveness of the GOE's decentralization policy and
provide a basis for review of GOE decent ralization laws and gquidelines.
In order to address these recamnendations in the project, it will be
necessary to collect, maintain, and anatyze relevant data in a systenntic
mainner. Such efforts cannot achieve their objective unless a wide range of
activities are programmt ical ly integrated.  To do so will reqpiire the
design amd establistient of a conprehensive infonmt ion

Systesr —integrated with, at Jdistinet fram, projoct-level monjtoring

for mmnagament  pacposes--adiiceh o rocet ly addresses strateqic mlicy issues
of vneer L Lo senior GO decision mikers.

A wide range of GOE institutions would be interested users of the data
arel analysis proliced by the informt jon systam incluling the Supreme

Coancit for Planning and Prowluction, the National Devetopment

Rk, the Ministry of Planning, Saprame Comcil for Lix:al Sovernment,

the Secretariat for uxal Government, and ORDEV.

A adevpoately canprehensive survey of available training resources within
Fayptian institutions has not yet been undertaken; hxmever, it is not
DeCessAry to ansacr the auestion prior to the start of project
mplesent at ion.

cs
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NOTES TO SECTION FOUR

This capacity building approach is described in more detail in

Honadle (1981). In brief, this strategy emphasizes seven
elements. Five elements concern the process of building
capacity:

Collaborative style

Emphasis on learning
Involvement of multiple levels

Risk sharing
' Emphasis on demonstration
The other two elements are structural:

Appropriate incentives

Adequate resource bases
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ANNEX A
DEVELOPMENT THROUGH DECENTRALIZATION IN EGYPT

It now remains to be seen, as we stand at the close of
this remarkable age, whether the conflict of local with
centralized authority shall exhaust the elemental
strength of this ancient people; or whether such a
reconciliation can be effected and will again produce
harmony and union, permitting the continuance of the
marvelous development of which we have witnessed the
first fruits (Breasted, 1908: 129 referring to the
decline of the old kingdom, 1975 B.C.).

The series of laws enacted during the 1970s which provides
the legal and institutional framework of Egypt's decentralization
strategy was a response to a set of problems that were identified
as symptomatic of an overly centralized bureaucracy. In the three
years since the enactment of the last decentralization statute
(Law 43 of 1979) there has been a perceptible move toward
decentralization. However, at this juncture a number of issues
remain unresolved thrat will have a significant impact on the
future direction and scope of Egypt's decentralization policy.
This paper provides a brief overview of the rationale behind the
decision to decentralize and the current status of
decentralization in sections one and two. This provides the
background to the current issues that need to be addressed
discussed in section three.

THE RATIONALE FOR DECENTRALIZATION

Of the problems plagueing Egypt during the 1970s, three were

particularly severe: a stagnant economy; a bloated, inefficient
bureaucracy; and a lack of popular access into governmental
decision making. To high 1level Egyptian policy makers these

problems had a common root--an overly centralized government. How
these problems were manifested is the subject of this section.

A Stagnant Economy

After the 1973 conflict, President Sadat became convinced
that a concerted effort had to be mounted to spur development and
get the country moving economically. The overcentralization of
government was identified as an obstacle to this effort. The
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rigidities of the centrally planned economy did not reward
entrepreneural initiative. There was a growing perception that
the government's inability to distribute resources equitably,
esrecially to the rural areas, was due to overcentralization.[1]

A Bloated Bureaucracy

The centrally planned economy generated massive public
employment [2] along with a comparatively large volume of social
services at the expense of profitable, production-related
investments. Implementation problems were not resolved in a
timely manner, if they were resolved at all. Failure to reorder
priorities to accomodate regional and local differences and
demands was commonplace and attributed to centralized planning and
management.

By 1973-74, the massive, centrally managed administrative
apparatus had grown to such an extent that an inordinate
proportion of the econonic surplus went to finance that
bureaucracy.[3] Many resource inputs produced few outputs; the
system simply absorbed resources without producing the desired
gains.

Another symptom of the bloated economy was that it had become
SO complex that it was impossible to define responsibility and
accountability for failures, or successes for that matter. If
initiative went unrewarded, then failure also went unpunished.
Such blurring of cause and effect came to be the art of the
bureaucrat, much to the discomfort of those who dreamed of a
better future for the country. A clear assignment of responsi-
bility, for resolving problems was seen as part of the solution to
inaction and unresponsiveness of government.

Lack of Popular Access to Government

The all-pervasive bureaucracy produced yet another problem,
the lack of access of the people to the governmental
decision-making apparatus. The usual system for organizing and
providing for that access is the political party. But the legacy
of central planning meant that the technocrats' control over
information and resource flow was so complete that it was
practically impossible for citizens to influence the general
directions of economic and social development, much less to shape
the specific program or project objectives, timing, or
implementation. Party officials found it very difficult to get
around ministry "technicians" or become involved in discussions
about the use of resources.
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THE RESPONSE

The decentralization strategy devised as a response to these
conditions has two parts: a direct attack to increase the
authority of lower levels of government and an indirect attack to
increase popular access into governmental decision making at all
levels.

The effect of the first step in the direct attack--the
devolution of certain powers to the 26 governors--has been a
weakening of the foreboding bureaucratic structure from within.
Devolved to the governors is 1limited, but annually increasing,
power over the budgets and personnel of the respective

governorates. This has been accompanied by an increase in the
extent and depth of local and regional development planning and
management. Already local administration has been introduced in

such areas as food security, low-income housing, land-re-~lamation,
the formation of joint-venture investment undertakings. and the
creation of locally raised and communally managed funds to support
small and medium-size revenue producing community projects.

To date, the forces and incentives for decentralization have
coalesced around the governorate. However, there has also been an
increase in funds subject to local control. There has been a slow
but perceptible increase in the interest of the local level to
deliver better public goods and services which should help reduce
the demand-. made on the national government for such services.
This shif:. has been most noticable in some food production
projects, and in low-income housing and infrastructure services.

A potentially significant development was the creation o the
Supreme Council for Local Government empowered, at least in a
limited way, to formulate national strategy and policies for 1local
governments and reinforce their contribution in development. The
introduction of a multi-party system and the recognition of party
politics in local and regional development planning and management

is yet another potentially significant process. So too 1is the
creation of a quasi-independent local development bank 1in the
governorates. In part the bank's mandate is to channel public

sector investment, and in part to stimulate the consolidation of
local, private capital to support public and private investments.

The 1indirect thrust of decentralization 1is somewhat
independent of the direct. The effort is to open doors into the
bureaucracy as a means to Jincrease responsiveness to popular
needs. In the local government system this "infitah" policy has
meant the formation of Local! Popular Councils at every tier and in
every local unit. Such councils are composed of 18 Jdirectly
elected members; of whom at least 1 must be a woman and 50 percent
must represent farmers and workers. This Popular Council is, in
theory at least, intended to monitor and evaluate the action of

the Local Executive Council, the executive coordinating body at
each level of government.



CURRENT ISSUES

Now that the decentralization statutes and initiation have
become palpable policy, a number of issues remain that will
determine the extent of decentralization over the course of the
next several years. These questions are raised in this section.

Bevond the Governorate?

The decentralization of authority and responsibility to the
governorates has been a first major step in restructuring the
governmental apparatus, and yet a limited one in itself. A
further issue, to a great degree dependent on the orientation of
the individual governors and the vitality of the elected councils,
is whether decentralization will go so far as to include the
markaz and the village.

One current issue is how much autonomy to grant the village
councils particularly in planning and executing programs and
projects. The resources of ORDEV have been used to a certain
extent in fcstering this further decentralization. A number of
experiments in local autonomy have been carried out in villages,
with ORDEV income-generating projects and those funded by the Loan

Development Fund (DD-I). The BVS program is rr2senting some new
experience with village involvewment in infrastructure installa-
tion, although that program is just beginning. A great deal

remains to be demonstrated about the abilities of the village
administrative st:2ff and elected councils before their full
potential can be assessed.

Further, the ijssue of the appropriate rnle of the markaz
needs to be addressed. To date the role of the markaz h:3 been
limited to providing a pool of technical expertise to the vililage
councils particularly in program planning and implementation,
auditing village accounts, and contributing funds to the touwn
government in which the markaz seat is locted.

What Role for Reglonal Planning?

The creation of a regional planning agency and a Suopreme
Committee for Regional Planning interposed between (he central
government agencies in Cairo and the various governorates
demonstrates the heightened intesrest in ragional planning.[5]
This interest emerged with increased recognition of the importance
of coordination for certain programs (water supplies, roads, pest
controls, envirecnmental protection, and so forth) and the degree
of "inaczessibility" of agencies in Cairo which, in theory, should
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have the coordination responsibility. Coordination among
administrative levels is indispensible for the economic resolution
of many problems, but if the central agencies had con’ inued to be
responsible for coordination, they could have effectively excluded
the various local groups from participating actively.

The governorates also have begun to develop their own staff
abilities to plan and implement programs. The regional structure
can offer assistance especially in project evaluation and plan
preparation. The regional level can help coordinate development
management among governorates and improve the planning abilities
of decentralized 1local units. As a restraint or containing
influence on 1local governmental units in some instances, the
regional structure can serve as a way to avoid the excess of
"over-decentralization” at the same time avoiding over-centrali-
zation".

But, while the Office of Regional Planning can potentially
play a significant role in coordination, it remains under
utilized. Ac this point, the office has the capacity to fulfill
three of its five mandated act:ivities. What the approoriate role
for this supra-government level of government is to be, how to
integrate it inlLo present policies focussed on the governorate
remain open questions.

Institutionalized Decentralization?

In Egypt there is no single institution providing official
suport and guidance to decentralization efforts (Sady, 1962).
Table A-1 summarizes the "intercests" in decentralization as a way
of identifying the wvarious p-essures impiging of the
decentralization process.

In developing programs for stimulating development through
decentralization these interests will certainly provide direction
and 1impetus. The wvital, but unresolved issue 1is whether a
coordinating institution for advocating decentralization will
emerqe.

A5 implied in the above discussion, the task of describing
and assessing the extent to which the decentralization policy has
2volved at any given moment is frought with difficulties because
of the variety of orientations and the ambiguities of the policy
declarations, legislation, and regulations. One has to add to
these problems the obvious limitation on that policy to some
socially acceptable cost and not interpret it to be s> radical a
program as to 1imply the goal as being some sort of extreme
individualism without restriction ard Jlimitation. Individual
autonomy is clearly the most "decentralized" form of action, but



Table A-1: Interest Group Orientation To Decentralization

Problems identified with

centralized management Strateyic orientation towards
of davelopment decentralized development
National leaders Economic stagnation Support a variety
ol approaches to
Rigid, unresponsive identify those
Lloated bureauacracy responsible for

planned programs
Imbalanced socioecenomic
growth and disparities Open the qovernmental
ainoung governorates management Lo popular
pressures
Poor adaption of pro-
grams to regional Prefer a viable dynamic
conditions coordination process at
regional and national levels
Alienation of localities
from national policies

Governors Challenges by central Support greater governorate
ministries to local planning and influence in
initiative public programs

Ambigunus linkages with
national agencies

Lack of personnel
under the direction of
the governorates

Elected council Information hidden by Reorient resource allocation
members the bureaucrats to match community objectives

Unclear mandate

Mixed constituencies and
conflicting orientations
produce disinterest when
not allowed a role in
decision making

Local bureaucrats Ambiqgquous mandate Prove that locat input into programs
can improve their performance
Inadequate incentives

and preparation for Prove that local responsibility for
locally generated projects program provides greater sense of

public service and professional
Popular distrust of investment

Jovernment
Find new ways to build rapport
with local people

Soutce:  Compiled by the aut hores.,
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not the idea behind Egypt's decentralization policy. What the
limits are, what the appropriate degrees of decentralization may
be are as yet undefined. The support for the philosophies and

intentions of decentralization will undoubtedly evolve into a
search for the "appropriate" degrees of decencralization in
different programs.

CONCLUSION: LIMITS TO DECENTRALIZATION?

Certainly there are many forces which will oppose even
limited attempts to decentralize governmental structures and
procedures. Egypt has evolved an integrated economic and
political system during a unique historical process. The Nile,
invasions and the threat of invasions, and a modern desire to
develop the country have combined to create a highly centralized
system of government. The inherent logic of that system and the
subtle, yet powerful vested interests in maintaining it make the
attempts to introduce a more restricted role for the central
governmental bureaucracy highly problematic.

One part of the problem is the lack of concensus concerning
what institutions will replace that central bureaucracy. Will the
governors be able and willing to coordinate to resolve regional
problems? There are certain policy areas that are simply more
amenable to central governmental versus, local, regional or
private initiative and management (national defense, foreign
relations), but what is the unnegotiable minimum? How will the
irrigation and the electric system be maintained and developed?
Are social and economic investments to be the responsibility of,
and controlled by, private business; or will local governmental
units assume most of the traditional fiscal and revenue roles of
the central government to finance such investments? To what
extent does the "open door" policy imply the appropriation of
public resources for private gain?

The responses to such questions can only emerge over time and
within an evolving political and economic debate. Perhaps the
drama cf that debate today is a little less keen than in previous
periods of Egyptian history, but understanding and defining the
limits of decentralization is undoubtedly of critical importance
to the future of the country.
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NOTES TO ANNEX A

The World Bank (1978) report documents the general economic
malaise of the late-1960s. See also Hamed (1981) for the
policies emerging from these problems. See also Iksam (1980)
and Abdallah (1979).

Some studies revealed that local bureaucracy constituted more
than one-third of the civil service in Egypt and amounted to
1.2 million people in January 1981. For more statictics see
Central Agency for Organization and Administration (1981).

See Sadat (1974), and his series of Messages to the Local
Councils from 1975 on. See alscv Arab Republic of Egypt,
Ministry of Planning, The Five Year Plan 1978-82 (1978).

Critiques of the comparatively weak role of the marakez have
already been aired on various occasions, see the proceedings
of the Conference on Development of Government Management,
Cairo, October 1980, and the Conference on Management of Local
Government. Units, Cairo, April 1981.

Presidential Decree No. 495 of 1977 divided the countrv into
eight economic planning regions each comprising a number of
governorates. See also Ministry of Planning (1981).
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ANNEX B

ADDRESSING PROBLEMS AND POTENTIALS OF DECENTRALIZATION
THROUGH EGYPT'S BASIC VILLAGE SERVICES PROGRAM

A major objective of Egypt's decentralization policy is the
improvement of delivery systems for basic services and utilities
such as portable water, roads, irrigation canals, and sanitation

networks (Ikram, 1981). The rapidly increasing population places
severe physical strains on the existing delivery systems for these
services. The combination of high levels of demand and limited

resources nas also contributed to a sense of political disenchant-
ment in both the rural and urban areas due to the apparent
deteriorating quality of 1life. To begin to resolve these
difficulties, local government units are becoming more involwved in
decisions regarding the expenditure of public funds in the hope of
stimulating local contributions to service infrastructure
programs. The decentralization strategy is to convert the
constraint of limited public resources into greater program
vitality through local contributions and citizen's participation
(Maddick, 1963).

This reasoning underlies the Basic Village Services (BVS)
program of investments in potable water systems, construction of
feeder roads, canal lining, sanitary drainage, and other public

goods critically needed in most rural areas. BVS uses a "block
grant" approach, with a certain amount of money allocated for
village use in selected governorates. The dual objective of this

program is to strengthen the local decision-making apparatus and
to stimulate local participation (money, labor, and material) in
projects funded out of annual capital budgets handled through
Cairo-based ministries.

In theory, the village chairmen in conjunction with the
representatives of the program ministries in the village work with
the popularly elected councils to identify local needs and help
plan and implement projects that meet those needs. Eligible
projects under the BVS program are intended to provide public
goods, that 1is, services accessible to all or nearly all people
residing in the local units.

In practice, the ability of the village unit to undertake
projects 1is often limited, leaving substantial project authority
in the hands of the governorate and markaz officials. Nonethe-
less, significant experiments in local and regional involvement in
public utilities projects have occurred. By Necember 1980 over LE
10 million had been authorized in the three initial governorates,
as shown in table B-1.[1]



Table fi-~1.

Summary of the BVS Projects

in  Favoum,

Sharkia,

and Sohag Governorates

Type of No. of Funding amount (LE)

Governorate _  ____project R projects B Authorizedm‘ Dishursed

Fayoum Potahble water 3 437,000 401,2.0

Canal repair 50 1,301,718 938,448

Roads 47 1,150,459 711,568

Other 18 295, 000 95,000

Sharkia Potable water 56 2,627,710 2,031,922

Roads 7 1,307,498 547,799

Sohag Potable water 45 2,288,134 682,716

Roads 28 1,192,488 198,847

Total 254 10,599,987 5,610,139
Note: LE 1.00=US $1.4?2

Source: ORDEV, Annual Report on BVS, summarized by Gardner and others (1981).

XS]
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Figure B-1. Guestionnaire For The Critical Decision Index

Village Unit
Project Name
Indicate the level of government at which the following

activites took place:

1. SELECTION 'F THE GENERAL TYPE OF PROJECT TO BE FUNDED IN
THE VILLAGE UNIT AREA (i.e., potable water, drainage,

school repair, income-generating project, etc.):

2. SELECTION OF THE SPECIFIC PROJECT TO BE FUNDED IN THE
VILLAGE UNIT AREA (i.e., a road between villages X and Y;
type of water delivery system; number of classrooms
repaired; etc.):

a. Details of project outlines:
b. Physical location of project within the village

unit determined:

3. ALLOCATION OF FUNDS:
a. Who participated in the allocation of funds to
the village unit area:
b. Who would be capable of shifting these funds to
another project in this village unit?

(lowest level):

4. TECHNICAL SFECIFICATIONS ANL' COSTING:
a. First technical specifications for project
construction given:
b. First costing of project construction given:
c. Later technical and/or costing modifications

applied:

5. TYPES OF PROJECT APPROVAL NEEDED:

a. Review and/or approval by administrative
authorities:
b. Review and/or approval of technical

soundness:
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Figure B-1. (Continued)

c. Review and/or approval for compatibility

with regional plans:

6. CONSTRUCTION OF PROJECT:
a. Project funds held at this level during
implementation:
b. Permissioin to draw on these funds to begin
implementation:
. Preparation of tenders:

c
d. Approval of bid:

1]

Contractor contracted by:

f. Technical oversight of contractor's work:
g. Accounting of project construction
expenditures:

h. Authorization of contractor payment:

7. POST-CONSTRUCTION DECISIONS:

a. Decision on the use of savings incurred during
project construction:

b. Decisioin on the allocation of incentive
payments to proper participants:

¢. Location of funds used for project main-
tenance and upkeep:

d. Performance of project maintenance and

upkeep:
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As a structured decentralization incentive, the block grant
procedure funnels money directly from the funding source (in this
case an interministerial committee administering AID-provided
funds), through ORDEV and the governorates, to village councils

and their local bank accounts. Such procedures constitute a
dramatic departure from those traditionally used in public utility
investment projects. In the past, a line ministry, a public

organization, or a Governorate Service Directorate (GSD), with a
plan for the installation of potable water, roads, and so forth,
has carried out projects with the resources made available from
the reqular national budget. The councils of local government
have traditionally had 1little to do with the design of the
projects in the villages and markaz and have practically nothing
to do with securing or administering funds, implementing project
activities, or monitoring performance and evaluating results.

In the case of the community-based BVS projects, however, the
local unit councils can contribute to developing realistic,
workable plans for the use of the block grant; the councils may
decide to oversee implementation, financed in part from village
resources. The councils may also monitor and certify the adequacy
of the work done, issue checks to pay for such work, and see to it
that the project has succeeded in supplying the needed services.

Thus the BVS program is a direct attempt to explore the
viability of decentralization. The usual procedures for carrying
out public utility investments in Egypt are relatively
centralized--they are administered b’ line ministries and funded
out of the central national budget. The village-based BVS program
is potentially more open to local involvement. The expectation is
that this more locally managed system will produce more of
village-level infrastructure at less cost than the centralized
system of management as well as providing evidence as to the
potential for locally managed investments.

It is this last evpectation which is the concern of this

paper. It 1s extremely difficult to introduce such a new,
decentralized, procedure into ‘he traditional administrative
system, even on an experimental basic. The 1lines of

responsibility and authority in the housing departments and the
roads departments in the various gavernorates have technical
standards to enforce and systems to intecrate. Often there is a
great wunease within such technical depertments regarding the
capabilities of local units for designirsg, implementing, and
monitoring projects in villages. The natural tendency is for the
BVS resources to be channeled into the normal decision-making
apparatus and avoid the discomfort and risks associated with
opening that apparatus to local input.

There are pressures, however, to persuade the governors to be
more experimental in the future and allow more village involvement
in infrastructure pnrojects. The village councils, both elected
and executive, are learning about the possibilities of direct
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access to BVS funds. They almost invariably feel that they could
use the resources more efficiently and effectively than the line

ministr.ies. This feeling is reinforced by the fact that some
villages have already proved themselves successful 1in managing
such projects. As a result, in certain governorates the governor

has urged his technical staff to permit experimentation in the BVS
program and thus try out a more decentralized management system.

The debate between the ‘"centralists" and "localists" 1is
lively, with legitimate concerns on both sides. Those concerns
point to a clear need for factual evidence regarding the degree to
which program management functions can and should be decentral-
ized. To help generate this evidence and clarify the debate, two
types of data from the BVS program can be collected and analyzed:
(1) the degree to which the administrative functions for a project
cycle have been decentralized; and (2) the relative efficiency and
effectiveness of the decentralized management system used. Such
data would help identify the problems of decentralized management
as well as its potentia's and clarify the conditions under which
decentralizated public management is appropriate,

MEASURING DECENTRALIZATION

Since the BVS program clearly encourages distinctly new
levels of involvement of the village councils in the management of
funds, some means of documenting the relative success of creating
new management forms is =2ssential. But, though some objective
procedure 1is needed, it is not a simple task. Penetrating the
surface appearance to determine how decisions are made is never
easy and in Egypt with its traditioinal bureaucracy and its subtle
forms of oversight, the problem is that much more difficult. One
option is a checklist of critically important decisions in the
design and implementation of specific projects within the system
(Oates, 1967; Greenwood and Hinnings, 1967). The administrative
level at which each of the critical decisions is made would be
given a numeric value, and these values would be aggregated across
decisions made throughtout the project cycle. [2]

The 1information needed to classify the administrative
decisions could come from people with firsthand knowledge of
specific projects. In the case of the BVS projects, a combination
of the village chairman, popular council chairmen, and the ORDEV
cfficials will ordinarily be able to provide a fairly accurate
>rofile of the actual decision-making process during each project
cycle. Figure B-1 shows a checklist which was constructed and
tested in several projects in three governorates. Comparisons of
such profiles for different projects and programs are possible,
including those of the markaz and governorate, 1in order to
describe the relative deqree of decentralized decision making 1in
each administrative area.



Formulation of thn Critical Decision Index

Three propositions underlie the formulation of the CDI
(critical decision index). The first identifies control of
decision making as being in some measure a function of where in
the bureaucracy the decision is made, irrespective of the quality
of that decision. Since decentralization implies a shift in
control over resources to lower levels of government, it is
possible to define the degree of decentralization, in part, by
identifying the changing locus of decisions and actions taken over
those resources. The locus of decision making is the specific
level of government (village unit, markaz, governorate, and
central) from which the official who decides about the allocation
of resources is a member.

The second proposition concerns the quality of the decision
taken. The amount of control actually manifested in a decision is

heavily dependent on several things: whether it is a decision
made by one person or many, the personalities involved, the type
of decision required, and numerous other variables. Defining

under these conditions what is the real nature of the control
exercised over resources (whether it is an assumption of
unilateral responsibility, a sanction of a decision taken
elsewhere, or mere aquiescence to another's decision), 1is an
exercise which can rejuire strenuous inspection and can easily
lead to an unworkable task.

One response to this problem in other work on ‘"critical
decisions" tools had been to limit the definition of control to
indicating only the 1locus of the last and highest level of
government at which the decision is made, sanctioned, or reviewed.
However, this approach misses much of the true quality of the
decision in eliminating the contributions and weight of
lower-level decisions and actions.

The CDI is a compromise between an unwieldy apparatus to
measure the quality of a decision and one which records only the
last and highest level of decision making. It records all levels
and qualities of decision-making according to the perceptions of
individuals who are thoroughly familiar with the situation.
However, it tries %o avoid total subjectivity by relating the
decision-making to very specific acts which are both easily
identifiable by the respondent and which are easily verifiable.

The third proposition concerns the content of the critical
decisions and actions examined. Thiat they be critical (that is,
significant points of choice over a set of ootions) is, of course,
essential. In the CDI, these points relate generally to a
sequence of planning and 1implementing which includes as
significant steps:

" Needs asgsessment and agreement on the ranking of
priorities;
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Exposition of project details, technical specifications,
and costing;

Execution/contracting of project construction and
supervision:;

Accounting of funds received and expended;
Execution and monitoring of project activities:; and
Repair and maintenance of project facilities and services.

The critical points derived from these steps should also be
sufficiently numerous to permit variations ¢+o show up among
projects, without being so comprehensive as to unnecessarily
burden the evaluators with lengthy questionnaires. They should
also closely idencify specific actions performed at precise
moments in time, rather than more genera. processes, SO as to
eliminate doubt about where the decision occurs and by whom it is
taken.

Content of the CDI

The CDI, as it has been proposed here, will of ccurse benefit
from greater experience in its application. The number, content,
and phrasing of the critical points will require periodic review
and modification. The standard upon which each point should be
judged for inclusion in the CDI should continue to be ar empirical
one in which observed significant variation in plennina and
implementation procedures (indicating greater or lesser decentral-
ization) is, or is not, able to be detected through existing or
new noints,

To Use the CDI

For weach applicable point, a response is required from a
respondent most familiar with the project. The response should
indicate from which level of government the executor(s) of the
decision or action come(s). For the village level, a point value
of 4 is ussigned; for markaz level, 3; governorate, 2: and central
authorities, 1. Shared decisions for any point are given the
average score of the multiple response. The total of these values
for a specific project may then be added and divided by the number
of responses in order to give an index of decision-making decen-
tralization for the project (see table B-2 for an application of
the questionnaire of figure B-1 to four different types of
projects.) Further experience may indicate the need to weigh
certain points differentially to indicate relatively more
"criticality" of cartain points than others.
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MEASURING PERFORMANCE: EFFICIENCY

The projects implemented under the BVS procedures as well as
the traditional system have observable outputs: certain number
of kilometers of potable water pipe are laid, wells are drilled,
pumps are installed, roads are improved, canals are lined. The
cost of each of the components of these activities is also known
either through the terms of the contracts which are let to
accomplish these tasks or through the wvillage (or markaz or
governorate) records of expenditures. The output level and output
goals of these projects are also stated in the contracts or in the
minutes of meetings of the relevant councils. With these data
concerning goals, physical outputs, and costs, it should be
possible to construct indices of the performance of management
structures. One such performance index is the degree to which
resources are used more efficiently.

The notion of efficiency usually refers to some ratio of
input to output for a specified period of time. In the case of
BVS projects increased efficiency means the reduction of costs
for achieving certain physical outputs, such as the cost per
kilcmeter of pipeline, the cost of each cubic meter of dirt moved
for road elevation, the cost of each cubic meter of stone laid for
a canal-lining project, and so forth. These ratios could be
compared with similar ratios for water, road, and canal projects
implemented by line ministries in the recent past.[3]

Other aspects of efficiency which might be measured include:
The time required for project approval:

The percentage of funds allocated for a project which is
actually disbursed during ecach year of the life of the

project; and

The time required to complete a project after it has been
approved and funds are made available.

The development of these indicators should be possible from the
existing record-keeping system and information available 1in
villages.
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MEASURING PERFORMANCE: EFFECTIVENESS

The concept of project effectiveness refers to the degree to
which a desired result is attained through the application of
project resources. The measurement of the degree to which a
project 1is effective, thus. 1involves some comparison of
achievments with project objectives [4] as well as the progress
which this achievement signifies more general goals. A potable
water program is effective in one sense if the planned installa-
tion of 2 wells and 2.5 km of pipe actually occur. Another aspect
of effectiveness is the extent to which other ends are satisfied
by the achievement of more immediate ones; for example, does the
consumption of potable water increase? The achievement of the
first objective i3 a necessary but not sufficient condition of
achieving the second. Dealing in a coordinated way with these
interlinked goals is at the core of administrative effectiveness.
Whether or not such coordination occurs conditions another
dimension of effectiveness, the level of user satisfaction with a
completed project.

The assessment of effectiveness, then, involves monitoring
progress toward goal achievement and popular perceptions of those
achievements, recognizing that some goals are far more specific
and quantifiable than others.

PROJECT EFFECTIVENESS AND THE PROCESS OF DETERMINING PRIORITIES

The assessment of effectiveness does not stop with the
measurement of goal attainment. The process of defining goals
involves the expression of needs, the definition of those needs,
the setting of priorities, and the transformation of priorities
into some specific operational programs with at least some
measureable products. The measurement of effectiveness also
involves the assessment of the goal-setting process itself in
addition to the development of indicators (and data on those
indicators) for measurement of goal achievement.

One of the Jjustifications for the intvroduction of more
decentralized decision making in government actions is to ensure
that the goals which are set for programs respond and relate to
the needs of the people and not only to some official's idea about
what the people need. Another justification for more
decentralized management of resources is that once goals are set,
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if the village or other local governmental units have direct
monitoring responsibilities and if the means for achieving these
goals are at least in part in the hands of the villagers, then
there will be more local and pressure for achieving the
objectives.

But how is one to measure relative effectiveness so as to
include this focus on goal definition? The basic expression of
goals and priorities in the public sector is the budget. The BVS
program was developed to involve the village councils in the
setting of project and budget priorities within a fairly
restricted set of options and alternatives. The villages are
granted a sum of money (in at least some of the governorates) and
are asked to make a choice on how they want to spend that money.
Their choices may or may not be different from the apportioning of
funds according to the traditional system even though this
relatively decentralized process potentially deviates substan-
tially from the long-established public administration methods.
How well does the decentralized process of making decisions define
what projects should be done, at how much cost, and for whose
benefit, within a local and area frame of reference?

To help answer these questions, it is instructive to compare
the mini-budgets of the BVS in terms of the proportions allocated
to water, roads, and so forth with the budget structure of the
governorate for similar programs. If the experimental
decentralized BVS pudgets are similar in structure to the more
centrally defined governorate budgets, we might presume that the
more centrally managed system is fairly well articulated. If the
two budgets are not similar, the governorates might have to
rethink their planning and budgetary processes to make service
delivery more relevant to the priorities of the local people
through decentralizing decision making.

CONCLUSIONS

l. A system for collecting and interpreting data regarding
the degree of decentralization of public administration
in Egypt seems to be possible within the framework of the
BVS program and similar non-BVS projects.
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Using existing project data in the BVS program it 1is
possible to calculate irdices of project efficiency
(costc-effectiveness, cost-reduction, and cost-saving) and
project effectiveness. These indices will permit the
comparison of decentralized project management to more
centralized styles of management, Of particular
importance are data gathered on governorate budgets prior
to BVS programs for comparison with the priorities
developed out of the consul:tative, decentralized block
grant budgetary procedure of the BVS.

The preliminary indications are that there are indeed
effectiveness and efficiency gains by decentrally managed
BVS projects, similar projects implemented by central
ministries. However, the record is only partial and
remains ambiguous. New problems are emsrging which
reduce the theoretical and actual gains of
decentralization.

The analysis of systematically gathered data could help
village, markaz, governorate, regional, and central
government decision-makers define the conditions under
which relatively decentralized management units can
perform more efficiently and effectively than more
centralized units. Such information could be useful for
guiding future adjustments in public administration
practice as well as providing incentives to local units
which exceed certain efficiency and effectiveness
targets.
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NOTES TO ANNEX B

Nine more governorates were added to the initial three in
1981.

An alternative is to identify the highest administrative level
at which decisions have to be approved. While possibly easier
to get agreement, this technique seems to miss the more
interesting dynamics and qualities of decentralization. These
ministries have also developed standards by which they
es-imate <costs of projects bhefore letting bids, so these
standards provide another point of comparison. It should also
be possible to compure the projected BVS cost with the actual
cost per unit of output obtained to see how estimated
efficiency compared wi:h the actual efficiency of the project
management, The projected costs are available before the
funds are authorized and at times are used as the basis for
calculating the incentives for the executive staff.

Management may be efficient and not effective under two
conditions: 1if input is low but not much output is generated;
or if the output which is generated does not solve the problem
originally identified. A water line over level ground which
goes halfway to a village may cost little per kilometer, but

it does not help solve the wa*er problem in that village. A
well dug and pump installed rapidly and cheaply are of no
benefit untii the electric lines deliver power. A water

system may serve many people, hut if it is not maintained, the
benefits will guickly evaporate.
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ANNEX C

NOTES ON THE SAKKARA CENTER
FOR INTEGRATED RURAL DEVELOPMENT

The Sakkara Center is in the final stage of construction and
should be operational by the time the long-term project is
launched. The objectives and design of the Sakkara Center
indicate that the center should be considered for facilitating
certain of the long-term projects's activities.

The goal of the center is to stimulate integrated rural
development through:

Training of executive and popular council members:

Carrying Jut of rfield research concerning local
developrment pcobicm; and

Coordinating various devalopment efforts.

The functions of the center include training, research,
information processing and storage, and policy consultations with
different administrative units in Egypt as well as in other
deve’oping countries.

The physical facilities include ample class rooms and
conference areas, living quarters for the staff and trainees, data
processing equipment, and a library. The center's location in a
rural area of the Giza Governorate provides an opportunity for
training and reszarch at the center to include field experiences.

The management of the center is teata:ively under a board of
directors composed of ORDEV, governorate and village
representatives, the 8adat Academy of Management Sciences, the
Institute for National Fflanning, and the Supreme Council of
Universities.

A possible disadvantage of the Center is its physical
distance from the central governmental agencies in Cairo and
certainly its distance from governorates, markaz, and villages.
This problem complicates the connection of the center with its
primary local government clients as well as more mundane logistic
problem of the availability of electricity, water, transportation,
educational and health facilities. Such proktlems are not
insurmountable but will need a substantial investment of planning
and financial resources.

Assurmiing that* the center becomes functional it would be a
useful location for conducting courses for markez and village
executive and popular council members. The Sakkara Center could
draw on the experienced people in the Cairo area to help in the
training ~fforts as well as the policy oriented research program.,
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It could serve as a depository and reference service for the
various reports and data sets which are produced in various
governmental agencies as well as the long term project itself.
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