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PREFACE
 

This report is intended to serve two purposes. First, it
 
describes thR 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, 1981a). 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 
1981) was funded by USAID/Cairo

and the project on the Organization and Administration of
 
Integrated Rural Development (IRD), a four-year contract that
 
Development Alternatives, Inc. has with tie Agency for 
Inter
national Development's Office of Rural Development and Development

Administration. 
 With USAID funding the IRD project 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 is currently under review.
 
Though this orocess has involved more people and the project

design has been 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, r)avid 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 late 1970s, policy of
a decentralizing

decision 
making was being formulated and legislated Egypt.
in
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

be implemented. Given 

to
 
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, pilot
the 

project is no 
longer useful as an applied research tool.
 

Implementation. The 
design is implemented in the

established sites using the particular approach relevant
 
to the site. 
 If 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"so
 
important that the implementat.on be well documented to
 
provide records needed for careful evaluation.
 

http:implementat.on
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Evaluation/Distillation of Lessons. 
 After completion of
 
the implementation phase, the activities are analyzed to
 
determine successful and unsuccessful approaches, clarify

the implementation 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 knowledge 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, 1981a).
 

The concept underlying the pilot project stressed the
importance of devolving authority [], 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 context, 
but at the same time a subject

where insights could be yielded through short-terni activities.
 

This report documents the three remaining steps in the pilot

project cycle: 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
 
workshops, and administering a pilot project.
 

Based on the lessons, a preliminary design for a long-term

follow-, o project was developed. A description of the long 
term
 
program is contained in section four.
 

In addition documenting completion of the
to the pilot

project cycles, this report also contains four annexes. Annex A
provides some bacKground 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
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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 OP WORK
 

The first scope of work for the pilot project (Lewis, 1981)

proposed a series of skills development 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).[l] Both projects are funded by AID's Offi e of Rural
 
Development and Development Administration. In a6 dition, 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 Tem-

Duration Of Service Participation 

Member Dates 
Person 
months 

by ,
phase Resoonsibi1 ities 

,Jerry Silverman July 5-Decenber 17 4.5 I, IIT Mn,taniaged DAI project resources. 

Coordinated activities of all DAI, SAMS, and INP 
services during phases I and 11. 

Provided 
and SAMS. 

liaison with, USAID/Cairo, ORP, SLG, INP, 

Conducted needs 
and Qalyubia. 

assessments in Assiut, New Valley, 

Coordinated design 
executive planning 

and implement,.'ion of 
seminar in Port Said. 

the 

Sexved as subteam 
implementation of 

coordinator 
the Qalyubia 

for des; qn and 
workshop. 

Wrote 17 reports/papers for submission to USAII). 
Jay Ro~engard June 17-December 21 5.0 I, II, 1i1 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 budqet. 

Provided liaison with 
managemenit issues. 

USAID/Cairo on contract 

Participated in design and implementation ofQalyuhia Workshop as member of the subteamn. 
•John Hannah ,JLune 17-July 15, 

August 14-October 8; 
3.0 I, II, [II Provided 

SLG, INP, 

liaison 

and 
with 

SAMS. 
USAID, ORP, 

and November 
Deceml er 10. 

11-
Conducted needs assessment in Assiut. 

1,ei-ved as subteam coordinator for design and 
i.iplementation cf Assi ut workshop. 

Wrote 5 reports/p-ipers for submission to IJSAID. 

(continued) 



T'able 1. (Continued) 

Duration Of Service Participation 

Member Dates Person
months by

phase Responsibi] ities 

David Stanfield August 1-August 

November 6-

December 2. 

31; 2.0 I, III Provided liaison with USAID, ORP, SLG, ORDEV, 
CAPMAS, INP, and several universities. 

Observed the executive planning seminar (Port 
Sai d). 

Provided 

requirements 
an assessment of 

a,,, design of 

information system 
information system 

methodology for BVS. 

Edwin Charle August 1-August 31 1.0 1 

Wrote 1I 

Observed 

reports/papers 

the Executive 

for submission to USAID. 

Planning Seminar (Port 

Sa id) 

Contributed to team's consideration of workshop
evaluation criteria and recommended proced-ires. 

Contributed to team's considerat-ion of BVS 
monitoring and evaluation syst2m assessment. 

Note: Phase I is pilot project planning, phase Ii is implementation, and phase III is evaluation/lesson distillation and rede-igu 
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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
September 9, to

1981. During this phase the emphasis was on
consultations with central and local 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 t,e 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 planning effectiveness.
 

In fact, given the differences between three
the sites,
was somewhat surprising to 
it
 

find almost unanimous scepticism about
the effectiveness of a training program based 
on the teaching of
generic planning skills. 
 The view that emerged during preliminary

consultations in each of the 
 governorates an6 made
was most
explicit during the three-day (Augtst 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
 

'4editerranean. 

. KAFR EL- DKA A
"""'....... SH EIKU. .. ' .',.. SAID 

BEHERA""
 
~~GHARBI 
 :.


"-' .
 .. : SINAI
 

SI.........BoudSHARQIAo
 
DELTA 
 ovNDrI Iort 

Hi aUPPER .. " m / 0-m. 0 
Wester . )' FA"OU IL IA
 " 


S Eastern 
 CAIn n 
Desert Weser GIZA Eastern SUEZ
 

\. .\Desert 
 Desert
 

Western .',"FAYOUM//I

De s er t " , . .,
 

MENUFI 

Lake ALLESouce EGYTb IA".......
 
%°"}' ------ Boundaries of
 

t \WANI
I Cultivated Areas
 

ASWAN...... Boundaries of 
AS 
 Governorates
 

/7 IUT
 

thig Dan .' km. 50 kmn. 100 km 
mae ,VALLEY ,0,. 

Source: Ei-Toabv (1576) 
- n: Governorates participating in the 

pilot project. 



12,
 

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 related
that resource of functions to
 
outputs;
 

At the institutional 
 level, a limited 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 anet

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 
o 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 was to project
workshop focus 
on identification, in
Qaluvubia on project pla,-'ning, and in New Valley on area-based

planning and resource inventory. Table 2 provides a synopsis of
 
each of the three workshop designs.
 



Table ?. Workshop Synopsis 

Element Assiut 

Object i, es Reach pr.l iminary consensus among 
governorate and markaz officials 
as to .hat planning functions to 
be pertormed at what levels. 

levelop fraimework for organizing 
and coordinating planninq functions 
at tovertiorat e level. 

)evelop and test system for 
p)rojec-t ident ifiation and 

prena rat ion. 

Develop skills in project 

identification and 
preparation. 


identi fy specific requi rements 
for follow-up and lonq-term 
support to local government in 
planning and management. 

Participants Approximately 40 

Governorate: 


Genieral directors 


Execut.ive Department planning 
directors 


Cha irman, deputy chairman, 
and chairman of the Buidget anti 

Comm i t te () f tte Loca I Popil1a r
Counci I 

Directors general of central
services; 


Mark ,z/Villaqe: 


*Markaz managers 

Markaz planning directors
 

New Valley Qalyubia 

Develop information base for Distinguish between cross
governorate/regional planning. 
 sectorial program-level planning


and specific project-level

Introduce, test, and refine planning, between area developpreliminary planning framework ment programming and locationfor governorate/regional specific projects.

planning. 

Establish and initiate theClarify planning roles and 
 work of governorate, markaz,
functions within context of and village cross-sectoral

planning framework, program planning teams. 

Initiate preparation of 
 Develop skills 
for effective
regional plan. 
 integrated planning, including

plan-oriented 
resource mobiliza

tion and creative public.
 

Complete one integrated, area
focused program plan.
 

H 
I-

Approximately 45 Approximately 35 

Governorate/regional: 
 Governorate:
 

Planninc )ffice staff
 
General directors
 

Organization and Training

Executive department planning 
 Office staff 
di rectors 

.xecutive Department planning
Chairman, vice-chairman of the, officers 
Popular Counci l , and clia irmen

of 
Popular Council Committees Finance and Budget Office 

staffGovernorate and Regional

planning officer. 
 Budget, planning, 

technical staff of the 
Popul ar Council 

Markaz/Villaqe: 
 Markaz/Village:
 

Executive anti Popular Council Executive ant Popular Council 
cha irmen staff 

(cont i rused) 



Table 2. continued 

Element 

Content/ 
t iue tab Ie 

Assiut New Valley 

A major assuml)tioln of the workshop Orientation to local governmentdesiqin is that imuch of the knowledge laws and policies.
art expertise for effect ive local 
gove-nment platn inq already exists l)ata collection. 
among p1 antlers .t the lqovernora te 
and ma'rkaz levels. lowever, ma jor Plannitqg systems development.
defictriies exist in how thiskttowledge anl expert ise ititerrelat es Clarification of planning roleswithil it a )1,tnnirig system ard itt and functiohs. 
methods for or(alnlizi 

q and applying 
this knowledcle and expert ise within Area planning. 
an orgatlizational etivironment an' 
planni ng framew,irk . Thus , much ofthe content of the workshop will 
t- drawn from the participants own 
knowledge, supplemented by techniques
for problemitnalysis, organizing and 
carrying out plannitig activities, 

project identi fieat ion and projectpre'ltrat iort. 

The alpproximtate time perinds and 
phases of the two-week workshop are: 

ClarifircatLion of planning roles 
and fitLions (2 Lays). 

Int toltction of p l a ttning frarnework(4 days). 

Proj,-ct id-on tiflcation and prepara-
tion (6 lays). 

----------- Qalyubia 

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

Orientaf ion. Review of laws,regulations, prol)lems already 
identified. Nature of the system 
training as only one response--nWi 
comprehensive--to problems. 
(2 dlays). 

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

Team design of planning formats, 

identification of specific skillsrequr ired to prepare plan using 
formats. (3 days). 

Traitinq in specific skills reqnired
but not yet acquired to prepare plan 
usintg formats (3 days). 

Assiglnents for implement ing pl anning tasks to specific individuals 
within each program planning pro
gram team (I day). 

The actual schelu ]e will take into 
cotts i derat iol ti me demndtis of the 
:i&niot level ptersontel who will be 
lar t ic'ipat intI. 

M tIhols/ 
mate!ril I 

The workshop wi l I he cornductel it)
Arabic, ,isi tt lmtotrrials alapted 
Itom soutres within and otttside 
Eypt is well as others level,)ipfd 
sleoifical ly f,)r this ptoject. The 
pr iina-y critria will he thiei r 
Iirecl relevatte : ande-] prrt i-al 
appl icrtion on tilie ob. In- I tiled 
itt the mitori.tlIs will be worksht.ets 

for project ihnt ific.ttion aid 
Pt lat rat ir,. 

Material : 

Prelimintary planning frate-
work, 

Source books ("gazateers") 

Probletm workbooks. 

Discussion/working groups engage1d 
itt proli]em identiificatioi ,aindl 
strjeturtal/funct ional design work 
usilt :onsul tat ion rather than 
I ect ires. 

Diu ritrg follow-ot planiing itple
mentat ion phase (Oct. 31 -Nov. 19),
the emphalsais on "learring by doing". 



Table 2. continued 

Element 
 Assiut 


Methods wi I I emnphasize individual 
alrid group problem-solving techri i
flues, and l earning through iriiiuedi-
ate appl ication to actia pl.nning
activities. 

Evaluation 	 A baseline evaluation will be 

establ ished through: 


Individual interviews aiog 
sel ec:tl] workshop )art icipants
prior to the workshop; 

Self-assessment on "Aie first (lay 
of workshop on pla.riing funictions 
alr pl1la m i q activities. 

A group evaiti on will be coi.,icted
midway through workshop to assess 
progress toward workshop objectives 
ard to iriet ify areas (of modifica-

End of workslh)p evalliat ion will 
include: 

Inuividual evaluat ion of workshop 
and extent to whi ch objectives 
were achi ieved: 

Forria I wri t ten 	 statement by 
part i,-ipantOs as a group ottlining
results of workshop. 

Follow-rip evaluairati ors ar- propo;ed 
after two aid six monmtis . 

Per formance 	 Ilent if i cat i n of p1 ann, fietirig lioris 
cr i tt-r ia t hroiqiotit glov rnror,ite .ini, ma rka z 

leve Is. 

is- siqi arid )cept taTce of pl a ninq 
frImiwork, itichl iinq speci fi4:
foriiiI1 s fort ipro ji. irdefi i f i (a ion 
aid l'.p.lral i,ii. 

New Valley Oalyubia 

tiethods 

BrairistZorming. 

Individual and group problem
 
sol ving.
 

Objectives setting.
 

Case studies. 

Self-evaluation by participants. Self-evaluation and workshop 
evaluation interviews with trainees 

Evaluation by Senior Governorate at mid-point and at the completion
workshop. of the workshop. 

Follow-ip evaluations by work- Follow-up evaluation interviews with 
shop participants, trainees at completion of program

planninq document. 

L-J 
Evaluation by consultant team of 
Prograin P1an Document. 

Evaluation of program planning 
doctment by gove.nor, chairman of 
the Poptular Council, secretary
general assistant secretary-general,

irector-generaI, techira] 
officers of Maraka:/town and village 
Executive arid Popular Councils. 
(Decembc r) 

Evalrat ion by Steering Committee 

Systematic resources summary. Establishment of cross-sectoral 
program planning teams at 

Acceptance ant application of goverriorate, markaz/town, and 
planning framework. village levels 	with spe*-cified

mem erships 

Initial ,lovelolmont of a 
r qiimI,I pitn. Speci ficat ion of funcd ions in 

the form of written girideli es 

fat" p1 ann i rig teams at each I eve I. 

(cont iiled) 



TA II t 2 . -- CCo-it i n-

E I e-mu"a ................ As ia
 

Pe rf 
cri it 

'ori'lI we
erio 

Eff,ctive apIj it(-t
probl I-isol viiqmln 

ion of Sl)tCi fic 
p Iaiing skil Is 

(cFlt iltled) aS eviienced Iy improved piitLyplans preparerd by qovet1ll olatte 
of 

aril markaz ,iffiials 

Spci fic t'- liunildistionis f(l
10liq-tt-1i1 Lm iraililtics 111ic 

Source: Comupiled by the project Leam. 

New Valley Qal uL~ 

Desiqnt and acceptance by GOE 
ExecitLive and Popular Coinici Iofficials of specific formats 
for plannlninq. 

Eff ' t iye appl icit ion of -;kil isi t-roduciw l in t raini nq prog ram 

and xis,- of formals -o the pre
I).ltaion of in inLiegrated 
proy ram plan (as eviden.ed by
the quality of the completed 
plan) . 

Identification of potential
fuiidjng sources, and potential 
plan subprojects. 

http:eviden.ed
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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 levels, the scope of work specified the

workshops were to be 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 
conventional 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. 

held 
The workshops themselves were each two weeks 
in the respective governorate's capital over 

long and 
a seven 

were 
week 

period: 

Assuit, September 20-October 3;
 

Qalyubia, October 24-November 8; and
 

New Valley, October 31-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 local organizations irrespective of the sector in which
 
they were involved. Further, the problems were 
identified as
 
being the result of deficiencies in: planning systems,

information and monitoring systems, coordination, and effective
 
resource utilization.
 

Follow-up action plans were developed in eaci workshop which
 
established priorities and defined activities to be carried ouL 
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 presented in
 
section three. The detailed reports on each workshop, including

overview descriptions and summary analysis, outline of the process

and exDlanation of techniques 
used, copies of materials used,

analysis of data on nature of local government problems in program

and project planning and implementation in each qovernorate, 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,
t-aining, 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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Table 3. Project Activities and Outputs
 

Activity Output
 

Assessmnent of needs for jimproved Meetings/Discussions
 
decentralized planning perform
ance. Numerous meetings with governorate 

and markez officials in Assuit,
 
New Valley, and Qalyubia. 

Nunberous meetings with Government 
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 #1: Weekly Sumary 
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 Camittee on 
the Ccmpletion of the Planning Phase 
and Proposals for Implementation 
(September 9, 1981).
 

Developnent Through Decentralization 

in Egypt (November 1981). 

(continued) 
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Table 3. Continued 

Activity 
 Output
 

Sponsorship of executive planning Executive Planning Seminar, Port Said,
workshops to review and clarify 
 August 11-13, 1981.

needs and establish training 
priorities.
 

Training Egyptian trainers in Eight Egyptian professionals were

skills needed to lead planning skill introduced to, and used, new training

development workshops. 
 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).
 

Sponsorship of executive briefing 
 Briefing sessions with senior governworkshops to review, modify, and orate and markez officials, as follows:
 
approve the proposed workshop

activities and schedules. Assuit: 

June 30-July 2, 1981 

July 20-21, 1981
 

August 22-26, 1981
 

October 28-30, 1981
 

(continued)
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Table 3. Continued
 

Activity Output
 

N
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, rarkez,

and local officials. Assuit, September 20-October 3, 1981. 

Qalyubia, October 24-November 8,1981. 

SNewValley, October 31-November 10, 

1981.
 

Evaluation of pilot activities. End of project report. 

GOE participant evaluations reported 
in workshop reports. 

Development of a strategy to Reports/Memorandurms: 
improve planning performance
based on lessons learned Thouqhts Concerning the Long-Term
from pilot activities. Project Strategy (October 31, 1981). 

(continued)
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Table 3. Continued
 

Activity Output 

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

Arena II: Regional Planning

(November 11, 1981).
 

Resource Implications of Effective 
Project Planning at Local Levels
 
(November 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

(November 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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Table 3. Continued 

Activity Outnut 

A Proposed Summar% Program 
Description for Planning and 
Management Development In Egypt 
(November 19, 1981). 

* PID: 
1918). 

Issues List (November 20, 

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

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

* 	 Capacity Building in the Regional 
Universities: Research and Training 
Centers for Continuing the
 
Activities Initiated Under the
 
Long-Term Project (November 27,
 
1981).
 

Assessirg Local Goverrment 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).
 

Developmnent of an operationa± cl~n Report: 
for a monitoring and evaluation 
system for the Basic Village 	 Assessing Prcblems and Potentials of 
Services Project. 	 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 led to administrative complications
which are described 
in more detail in section three of this
 
report.
 

2 The Steering Committee was composed of: 
 Ali Fowzi Yunis,
general 
secretary for local government; Mohamed Fag El-Nour,
deputy minister Eor 
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. S. cooperation, Ministry of Economy;
Ahmed El Diffrawy, under secretary 
of state and general
director of 
ORDEV, Ministry uf 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.
 

3 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 number of lessons were learned as a result of the pilot

project activities described in section 
two. In brief, those
 
lessons 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 major 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 local
 
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 include ongoing consultation and
 
support, skills training, and specialized technical
 
assistance in addition to action-planning workshops.
 



28
 

Much of the expertise essential to improving local
 
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 yet to have an on
impact
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 argued (Landau

aid Eagle, 1981; Walker, 1981b), 
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 are
like
usually more efficiently handled by the central government while
 
others are better suited to local control..
 

Given that decentralization strategies 
fall along a continuum

and that 
each activity must be considered individually, the
question is not at what level all
should or most functions be
performed, but, rather, 
what functions are most appropriately

performed at what levels. the
In case of Egypt the question can
be restated as what functions neeO. to be performed at the central,

regional, governorate, marl.az, and village 
levels to achieve

particular decentralization objectives. 
 This nersrective is

generally shared bA.' 
Egyptian planners and. managers.
 

Framed in this way, the appropriate emphasis is given 
to the
fact that decentralization is not in
an end itself, but rather is
 
a means to achieve certain development objectives. becomes
It 
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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" decentralization. Put another
 
way, planners need to determine the apropriate degree of
 
decentralization to build into any particular program 
or project

in order to achieve its objectiveq 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 greater
a 

degree of local involvement (Fowzi-Yunis, 1961) and local
 
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
 
order to achieve greater effectiveness and efficiency in the use
 
of development resources at all 
levels of government.
 

The probleris 
to be addressed by any future activities 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 initiAtives 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 absorbed maintain
largely being to 
 current levels
 
of central operations. This limits 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 not
Egypt has 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 pilot
the project suggests that major
deficiencies in local 
government planning and 
implementation

performance fall within the three principle areas:
 

The absence of well-defined pla nninq 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 become aggregations of discrete
 
activities selected town village
by or executive
 
departments and popular councils from lists of 
standard
 
projects designed by central ministries.
 

The limited capacity of local qovernmen t aqencies 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
administrative 
support operations are
which essential to
 
maintain planning and implementation functions.
 

The limited skills of local government personnel, as well
 
as 
the limited capacity of local government to utilize the

skills and exaertise that arz? 
presently available within
 
central or rEgional governnent offices, specialized

institutes, and universities.
 

Participants in the earlier workshops 
identified numerous
 
analytical and decision-making skills which they are
 
presently lacking 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 implementation operations, rather than"taught" without reference to the systems to which they
relate.
 

A related, hut equally important, aspect of: this problem

is the limited capacity to 
involve local, non-governmental

expertise, 
including neighborhood associations and other
 
non-formal groups, in planning and implementation.
 



31
 

LESSONS LEARNED: TRAINING
 

Content
 

The action planning workshops were well received by

participants and provided an effective wiy to bring local
 
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 performance
 
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 workshops be conducted in 
generic planning and
 
management 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 is, thele is little
 
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 J6
 
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 in
 
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
 

http:developme-.nt
http:plann:.ng
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result, there is no 
doubt that if GOE officials in the three
governorates had a choice--and
been given 
 they were not--about
participating in pilot
a 
 training project, they would have
declined. 
 However, as the participants' evaluations 
of the
workshop clearly indicate, the participatory, problem-solving
approach is now enthusiastically endorsed 
in those three
governorates. The 
result 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 be taught 
through a consultation/participatory 
process

approach.
 

Thus while a consultation/participatory dpproach 
should be
used in Egypt because it is particularly suited to Egyptian
attitudes and behavior, such an approach will not meet all
training objectives. 
 In 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 Loqistics 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 is willing to support the workshop
politically, bureaucratically, and administratively;
 

Proper workshop facilities are available;
 

o A local support st-ucture (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
 
development sequence which is highly deoendent on evolving

preceptions and a changing environment. As a result, a continuous
 
exchange of information and viewpoints is critical workshop
to 

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 piace 
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 o'erating

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 arid 
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 linkea and
 
dependent on each other. In 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 leader 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 not 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 intent, 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 sponsorship of the pilot project arid, 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 define GOE sponsorship and responsibility for the
 
team 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 limiLed time available for the pilot project 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 perioa 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 nne 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 thos- tasks.
 

Hence the problem is not only 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.FlJ 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 Management 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 nf a monitoring and evaluation process 
to provide the
information necessary 
for ongoing review of planning and
implementation performance and for evaluating the effectiveness of

the overall decentralization policy.
 

T1hus, the project should be viewed in 
terms of its direct
impact on local government development priorities 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 support and

capability exist.
 

As far as capability 
is concerned, there is demonstrated
ability at the governorate level for effective teamwork in
design of planning systems and 
the
 

in proolem solving in the context
of program/project identification and design. 
The response to the
pilot project 
indicates that individual capabilities and
willingness to 
accept change in the planning system are not
constraints to the development 
of decentralized planning. 
 W ile
the capability required for 
the initiation of chanae and the
 
manaqement of the change 
process within Egypt needs to be
mobilized and developed, it is not inherently 

both
 
lacking. It is
hoped that the program provides the occasion and 
the means for
realizing Egyptian capability to this end.
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THE PROGRAM
 

Overview
 

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 long- 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 funding

for in-country and out-of-country traininq 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 managenent for local executive, 
popular

council, and regional planning staff;
 

Governorate planning information
and 
 centers which:
 
manage and 
make available information for planning

project implementation from local, 

and
 
regional, -and central
 

sources; coordinate the utilization of external 
(to the
governorate) expertise planning
for 
 and implementation;

and provide on-going, on-the-job consultation and training
to executive and popular council 
staff in planning and
 
management;
 

Monitoring 
system (located at the Sakkara 
Center) to
review the requirements for, and subsequent impact of,
effective local government planning and management

performance 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 projects
of planned 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
 

local
units of government that participates in the
 
project;
 

Orationally defined 
planning and implementation tasks
and the individual 
and team skills necessary for their
 
fulfillment;
 

Development plannina 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 local government laws, such as the
 
Supreme Council for Local Government, the Higher

Committees "or Regional Planning (in each region), the
 
Secretariat of Local Government, the Ministry of Planning,
 
OI1DLV, and CAPMAS.
 

The linking 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 coordinate 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 
 government 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 decentralization 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 its 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 9 per governorate) and then
in the village units (3-4 per markaz). The training at. the rarkaz
and village 
levels will be done by the governorate staff who will
be trained 
by the advisers in conjunction with Sakkara Center
 
staff.
 

Long-term training requirements for governorate, 
regional,
and Sakkara staff be
Center will 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, implementation, monitoring evaluation;
and 
 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.
 

Prolect Scope
 

The project will be implemented in three qovernorates during
the first year and will be expanded to include an additional three
 governorates during 
the second year. The at
rate which
governorates would be 
new
 

included each year thereafter will be based
 
on an assessment of experience during the first 
two years. The
first year'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 funded 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. In 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 resideni- 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 COE implementation agencies.
 

The six expatriate advisers are expected to have the
 

following qualifications and responsibilities:
 

Chief-of-Party. A senior planning and management systems
 

adviser resident in Cairo will be assigned on a long term
 
basis as chief of party with responsibility for providing

comprehensive 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 :esident in

Cairo 
will serve as a consultant 
to the technical
 
assistance team and collaborate with GOE officials on:
 

Identification appropriate existing
of 
 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 ementation adviser
 
(resident in Cairo) to 
be assigned on a long-term basis to
 
a 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 C.'E counterpart 
will be providing overall
 
strategic guidance 
to the long term resident consultants
 
in the various governorates, 
assuring complementarity of

approach while allowing 
 foi- adaptive variation 

practice. The adviser will also 

in
 
be responsible to the
 

chief of party for integrating 
long- and short-term

technical assistance 
into the comprehensive project
 
effort.
 

Area olanninq adviser (resident in Cairo) to be assianed
 
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
 
Planninq. 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 planninq adviser 
(two) will be assiqned
 
on a long-term basis; 
one to Qalyubia governorate and the

other to Assiut region. However, although one of those
two advisers will be assiqned to 
a regional office, both 
will have a GOE counterpart who is the head of the project
secretariat at the governorate level. Placement of the
advisers in the governorate's project secretariat isimportant because of the central role t-o he performed hy
that office in coordinating the planning of cross-sectoral
 
projects and monitoring of implementation.
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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 of
nature 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 in its portfolio

dealing in all or in part with furthering decentralization
 
initiatives. Each of these has, in form or another, a
one 

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,
 
uninteqrated 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 the3e various
 
planning and management systems design and training efforts, That
 
objective must be 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 know the extent
to to
 
which improved local government planning performance results in
 
development impact. Over time improved performance should result
 
in more efficient utilization of limited resources. However,
 
consideration needs to be given to providing 
initial budgetary
 
support to local government planliing activities.
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Financing of Locally Designed Projects
 

The DPMD program will initially focus on improving planning

and implementation performance within existing planning
the 

budgetary process. However, in order serve 

and
 
to 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
 
resources local
central government with requirements, and
"reconcile" local 
government development initiatives with central
priorities and budgetary allocations. The ORP's present capacity
is limited, 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 local government is the present

level of capacity to obtain, manage, apply
and information 

planning and implementation purposes. A 

for
 
precondition for the


meaningful participation 
of local government is 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 be
to 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 in offering incentives to local. government

personnel, further analysis 
should be done--avoiding the impulse

to quickly dismiss high technology as inanpropriate.

Nevertheless, a short-term consultant 
should be included in the

project paper design 
team to assess the appropriateness of

including hardware and software in the funding, and, 
if so, what

would be required for training, maintenance, and software
 
procurement in the program.
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.peii fi: t inufrain.s are sistirat arbitrary. Fobr purlxises of initial 
project-level itvrvolwvou-lit in tile process of decelitraliz(NIplanning and
 
in+tVi(;live-it 'h'velol tn'rt , that tirnlfranme is rensonablle. fll<ever, it is our 

insilertoI Ymitvqimuw't tlhat inclhusion of all qovernorates in the c ]Ltry in 
the project within that tixnfrai w is unrealistic qiver. tile resources which 
can rm-xtWl y lIn expect e to he availablle. 

'11le pl(xlrauin description recCttneils $11 million. 

Mhe ixr.ram descripLion rexiimviins $20 mill ion. 

No response. 

I)'1)iD proqrati is des iqisne to nl)lpsient planninli 
OfIl ii1a-i(ii-erit syst tin desiqna and Lraininq on projects. It provides
for the desiqn for colipehiisive local governent plarnirv, project
ipimmol n, evalnation r:inaqycunt sysltn, ,ind provides('ietti ami 
apfprpr iat e onnsul tat ion and traininq to level rtipimlrove p1anning, project

1 at i (x) evt i t b ini r fotl-ice. res sltISi hi lit y fori)Iniint andI i I t - I(",kvt, 
de-sinlni .1qes't ilit,l is;hinq t echnical ly chi fi." inlsystenI ploc(N lirs anid 
s~ ru-t iles .ii,.1 providillI .onisnii tat in dt railtinq lressps thewtihich 

iniqi e, I ic'hiii.n ctriiI r(mints of sliecific fu jeu-ts Wiuli Ie retained ibyt hosep l-t 5t+tm 

ie url,"t-sli p of aa CXl/tIS'II) Project Ce(m)ldi it innl C-iutil tte qhnitild bO 
limitet too a -nior tepresenta tive of t"lhirinntt y client (1he Office. 
of timqijfual Plailinqian.id e 'iihi of the qniv..r<imnitat es inr'li]b4 in the 
ptojetIt), pills seni. retesemit;atives (if t h. Mini stry of ,:.Mviy, tile 
Sectret ai-i t of Lrc,1l Go',vlll -iit , ;I'PfV,USAID/C(ire. The ccuitieLe's( al 
aitli'rity shldl beI.limited to: (1) aqreattllt fund iilil d0Cisioins; (2)
priject mnonitorirn<; .- (1) servin a "couttand ; as of a/ipl. lIs" whenrt on
ci I jat ion of oinfl ict s is replestr l by any one or- IIire of the primiry 
ililpl im-itat ion cliientsa. 

http:Plailinqian.id
http:pr1r,;r.mn
http:Ilecentr.ii
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j-uirjos.: 
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of thre PIMfl progrum? 
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Ami.'hqm"OKil airl plan ll i1(lri~le atea--tiae3cd prram-iu ark] project.rwymi im"; aml' (3) In uvie Wirrit ion andl techrriu.it sirurlir toqovin ra tc- Irvel p1 armniq skifCfs for proj)et rlccuigi air. iii] aitevilri oil; eq-,Aeat ly area Mlvehopr..rt efforts. 

Lstahl i! tirn-tit oft irrfrorr'rit io'r sy!ntero withlir tire GOI for: (I)irrur ('virrq1 thr inrin'isriion availtable to ripci sior-uikcis rconeierri ri011(rrirr.1 lnuiier- 11ii fjtor in( .inoi evaluijo arid (2) evaltratirrq theevol nt iocii airsi offer 'tivceo. ss of thIe t.Ot)s decent ralizat ion f-01icy. 
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-Resi xrse 

M'avt is the : of the protzs"use preram? is it- a The sc'_ of the DtIfI) prcram slhuld enctirviss three interrelated areas 
tr'ainitq l 

j e t  ? 
ienti fifed hy the pi lot projct: 

1iiil)Vt'uivlt of plann iInq dll' lklfl-i-t it SySt.uiis rich relate resources 
to funict iuls toi (-Atlputs; 

lttl~lOV,_ 
systeltu 

t llt tf wmuy3qtmrrt al 
throKJli orlanizations 

abdinistritive capacity to [uiaintain 
ou'nc tthose syst (is are developld and 

installed; aind 

Ifr()v ,let iof the skills anrni individuals ne-essary to perforn 
rteuired 
Mini of 

ta sks within orqanizationrs. Traininq alone addresses only the
these tW ee inter-related ar d interdependent deficiency areas. 

1111,s, tile pr Seid DII)t MI) proqrawn is not priliri ly a t rainting projt-t. 
lItxal-level senior GOE officials 
alorrst unani;mmis in nri-ii zinq 
convent ional traininq activities. 

intervi-wod during the pilot pro lct were 
that they dinot desire arnther series of 

AltlOxmli tMe wrksljKps conductled during 
the pilot poject phase achieved their slecific, lxit limitet, objectiv,_s 
arnd -'%.reult hit ely ernlo rsfA enthusiast ical ly 1y al I concerned CM)Eofficials at lIth local arml naticnal levels, it sh-ulud be unnderstoxoI that
the pri5.5s useid in s' it wrksltKs i s not t rainimri in the usa l sense. 

It was euuh, asizel 1y all plarticiji-ints in the wrksuops that- effe'-tive
i:!dct of the action planni ng ,axrkshqos wosuld de:pord on a series of 
Ir"(Ira ulut ic fol low-up activit ies which addressed systats design and 

orqtniza-ti rn-l efficiency issues and inst-itut-i onalized recownrled 
ilrovwunits. Alth,)u4h, action planuning %orks lops can ie an effective 
vehicle for idenuLifyirIq prob tlmis arpl needs atI can 
uiesiqniq of effective respotnses, other r*tiil'ls of 
for inqul inutati(-i of such respnsea. 

co)ntriIRute 
assistance 

to the 
are requir-d 

VIP are the ME clients of the pr:-losed project? Given the scope sr ci fied ahw-ve, a riil t ituide of ()-E c ients can Ie 
blent i fiel f1n the lro, ised project . Icluided alitniq letential clieuts 
are: 

"!I /vill aqo leve.l 
c~iut~/vi I 1q:rexosut 

rMrak,-z ut ive 

inlhabitant s (ul tiltute beneficiar ies), 
ive (xunci Is, tc.n/vi 1 llqe jx lpular counUcils. 

x-(-Rici Is, liirakaz popular c"1tuu-i Is, 
tver~sate exueut eiv criu..ils, qovernorate |lopular co umcils, ORDIEV at 
ef.v,.IKorat e, umnrl:az, ani t AVr/vi I lale levels, Offi-e of Reqioutl 
Planuninq,. Ministry of I'lanninq. Supresme Rlioutul Plauuing GOITurittee, 
anl various reihioralI universities. 
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For Vol icy: 

Old)!V, Mevcreta-r i:tt of I x,-ia coviir-r it , the( Suprei*-, COunTcil for Tjic.3I
(~)eKv'.nt lMinist ry of Plannring, cTmirl, sevet-i sector speci fic 

mintist ries, Centi ra I Aiit MAiiy, flit ioinil lilVestilm~Iit Rinik. Silprutte
(i'uij 1 for larulr i' and~ 1 lltiickt ion, C-ibhlJ .e
 

Ijikit 
 is the prcl-stA~ GOr ukinaJ.1ownit strticture As it-. AN1iiwvo, thle i .wr offor the IMMI jiroqram? i.-telt iaI clii t s which vau11 *- ident ifil ads flivji i a lecji ivwt e inrterest iihli/o 
 tiole in the proCIXse'l ptij.ec-t_
is .,,lry Irq'MTe tei:jtat ioni to i nciliid

'Ssibhie it) thle 
is tciiy interested GOE JY3itiesi n~pii iw lit at iotnii vu . cueit_ st ructutre (if thle proec b

Creit irK a ixrtl1 is,] i-owrdjithjiq ccuit e shooiid lx! avoided- the
eXJ*ritiie (if thle pi lot- pro i-It- piovilles st lorvj evidence t: -u~c;tc'i.I (o-irld cle. pl lo.k i~ptiqG O )eF riqenci es. R-Atler,tie scoi , of thle pxjirc run slcumill hce li vill into(- thre-e arenas for 

hIUiil~tT~it4 X~i155,wit 0one In ist y clienht iflipititpitaioli a]~(l''nci 
r )- e ea-c:iiIsh for 

At ei vi I ([iced qoverhici st jilariii] i arI ivimlkpIqiieJit ): the goverIm)rat-e; 

Arenai It (Pecli cmniaI p1 ainl): The office oif Heqierna ~anning; 1.1N arYI 

At eik 1I1 (tMuiiii inhq ad~i eva wi t ion of d-cent rdil i7dtjoil for Potlicy
ileci silu ivikiiir) : Ilhe- Sikkaiia Center 

lk7kAt enda I Nxa ICoettiit Project PanningK alli] 

IuoyJ1w m iwerilora,- s ANKAlil I*' j ncl'Iti ill thle A reafoAwil1In- i"t ? dasm~r to thle qulie:;t ion of tI",,tinny qoveriir,ltPS Shlqlid
hoi. ~ e is *lepcetI~eit ohl tlioe, 
 inltet re1it"-I factors: fi nncialI 
r,-scAui-c#'s,, s;izo o f tocitiild assis-ta.rwl- tonuci, aKl Itihic. It is the~ 
i'onidiieKri jtt I'jicceit Cii. it i fi cr-yeart pro ject i hel vi rfl a reasoivibllyle-iiiIi~ ric!;I Itiq a toto]' of .ipproxiumitrly $2n liilitIII slcilint 

inchuesir tliiga 12 cloveilyccKites: the tliieo qov.-mrater (&ssiutL,~Jc~ii he.110i (Xdyhtiu) ifirhiuled it) the( pcilot. Iuoiqt oontiniux;
ii)ihie il st y-il With exi)XIlsiol bcy tlir*e- .sllin ioii.il loverlr-iltes 
lii ilic ,wicl ci the iwxt lat e yellrs. 

M~iuich fi;aea.e at thei Ic-ai I level shouIl 'ttic. *uiwer tc'I-ii' jcliolotl wr ri fsileri-i.; theo ei ua-o 
'hat ijet ioni -Aloiuld hIR 'eicl y sonior local

of fi'-ils! I hior;elees ill c-ic- of tile qccveorortuscit l'ifiir'Swit') ill the prollstMwill loll wlite ill tile project7 
p1K.ii. 
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Issues Respix ise 

Sloul, fi iniq of projects at lc-al qovertmt*_int 
lev'els te ltovidtl tlaotili this prcjc)selN prorai? 
If not, slhuld it hoe provided tlhrAk;!z another 
pro tNet or projects? 

Substantial fi nancizig of projects at local qovertlivnt, levels is 
current ly being providet by a variety of otier SAIDi projects 
(D-i, DIF. INS., and NUS). tkiever, l imiting f dinq of projects 
at locx:l rio'kernuw-nt levels to only those already piovided throuclh 
IISAID-fili-Icd ani other GelE channels wuiild fall slhort of reeting 
twu of Lhe reasons for providi rq such funois in the cxxtext of the 
p;r x-sei new project. '"lose two oblectLives are: 

Greit i ixi incent ives 
( h-ose rnot in l-tI 

for cirprehensive plannitg of unique projects
in stanlardizd ptoject "shopping lists') which 

lesrrXil to lxvally identi fil neOs; and 

Provilirq a catalyst for ijlprov:nq locjal overnrnrent inplnemntation 
cal-ciity. 'TIerefore, 
incltxlinq s;iinw aditional 

serious cxo:nsideration shoujld INe given to 
block grant funds to qovernorates armd 

irarkaz cotinci Is beyond that provido throi!-ih other, ,itare narrowly 
fociised, derentra Ii z7at ir projects. 

Areta II: Regiotal Plannir 

'1) hi t extentt 
Itbler strateqic 
for th," .,i -

or tie re-defiitiin 

slxild the project address the 
policy question of new roles 

ac 7 :egrot I Planiting (ORP) and/ 

of regions and reqional lyxinlaries 

Ilndec cuirrent 
five areas: 

MFl ply-icy, the ORP's resm-nsibi Iities can be divided into 

in 
H 

(1) Representin Icxral governmnent planninq proposals within the 
Ministry of l'laninq. 

(2) Providirxj oversight concerninq local qoverrunent plans which have 
effects leyesl qovernorate "undaries; 

(3) IniI iat inq plans to resI-l to prohlein which are pL i-Irrily of a 
reglional nature; 

(4) Providinq planning assistance to local qoverimnnts as needed; atd 

(5) Providinq lcwal (overrments with guidelines cXncernitrIg developlent 
x)l ic.-ies and priorities estahl ished at the aitional level. 

At present, 
fiftl flitlt 

OIRP actua-l ly 1,?rform. only 
~ is. the prri×xseni pwoiram 

the first, secondt, and1 
slhczild provide assistance to 

the ORP t() inpriroe and/or ini tiate ierfonni-nce of all 
five fund- icn:; wi thin it s zinnlate. s the pro ject evolves, 
it can I* -ctel that I xi alliti ol areas amnarible to ORP 
resionsihility will stirfacu, witch will rvIpire resl ises to 
iiia ove lc-l an] r-eqional planning and rnlna'lointt effec-tiveness: 

Providing roz aal mnppincl antl levelolltwent data analysis services to 
(lnverlir,1tlSc, al] 



____I:sues 

lOluit a-e thie. p ,ropriate linkaqes letween the

toiin il llanlilnilm pro-x'ess al 
 tlhe orquiniation

ailid lilies of the OPRI' the one lw)"xl aiN local 

,lov,-rniibsit 
 ()iI the otlhet )kill? 

AlifIi: Ojfelrsv 1,miitorifity ai an.d Evaluia ioni 

SiX)IIli tilie pi iicti h1'Ii1 to) desiqn anl .st-Iil ish 

, iiqmr eheisive i'ifoiniiat ic syst ian 
 for i oitririnq 

.. I] 1!~lIii r ifi -h-C-it rtOIi70e p1arii )I 
 i rll lf-mcn-


it j iii, and.I evi iro.
;Jer1-.1to pi forn.imn-e inl order to,,i lt ill ,t Iiyses iusel fi fir ( I: policy-p
ikilj? 

Which GOF ailonm'ies can INe ideil ifi(l as prim-ry 
i;rsof thle d.Ita ;-iN] anatlysis lliliXI-;lich i nriinlvictioll systult? y an 

'rfaillilj 

tiAhi,- -yt ln i ;)st it it iim .ihl .I ilnm-hINlI 
ill I hi ir Iont at ioft of th Ii]- t erln pi)jot
to) l'Iovil, t inin l? 

lPesj isse 

Pet-'Ittlni j ii li't_ ;-ill,r pri,I, lu i lari es for supri-q vorrrate regions
l~lis Iofi -i(x4Nx ( tlile, ari etosystetill criteria.
 

I l vr, silii fica-it exl- Inlinhn of the ORP . nle forres tCxnrl' iin)rov"lefft ivrie ; i l til are.,iW do-sriy al xwve sh,)tld rot- he exlec7ted,] i I itq IlI i iii t I ft xar-year I ink- ft !*-, of the Irolylse] proqriln.
 
ls Oescrilx ;1at )ve, three of 
the fi-e resfionsihil it ies of th OlIo relateIirt t ly toi the l l lalillj and rsill1ilelit 1'(-[ forellice of local 'qoverln llta.",1-ries. arid I ersolnllel. 1herefore, the iti rovcnvint of exist ing mnechanismsfor the alipr. priat e int eqrat ion of I elionaI planninq personnel, especially
 
tho!.;e at the "it(erir-ate level--the local
l qcivert.*nL plautiiny pr(ess
shld Idxi explicitly ad fressvl dinrt 
 the iitici-uit at-ion of tile prolnsed
Il ctiiject. 

V. Al i ",'.,i Yiinis (Mittister atl lleiad of the Secretarial of loc-alGoverunlit_), I-. Fiq lEl-Wxur (Iltjt y inister for leqional Planning),
the Gove-xar and Secret ity--Geriei-a of (Vii yuii i ani! several p-irt.i ci mlts ILlill the! virkslip umoC dti rriq~litfOstat e] th.i t the pro pr 

Ithe pilot project phases have all)sed I pIrp1) -,ain shoild incliwkl p-rcXe1ires for
assessii"I the effectivent;s of 
the GOE's ilecentralization policy and
 
provide ;% thiis 
 flit leviow of E dec-lent rai i.itioni laws anl ilidel ines.III or, et to id xisl,t lh0'e recr ucla t ions in the project., it will beuieie,_.-izy to iol li-t, rwiittain. aIN] an-lyze roovantliirlmie-. ita in a syst*iinticfefforts 

activit i0's are raniqe of
 

Sli'h i'imilt achieve tLheir ()jet ive unless a wide proliirut iially inieqratO. t'l do so will require the 
ules;ikii ird -st-ui i sliiit of a croireliersi ye i tiforirit i. ii
 

sys *t~ iti-t wth ht -list
Ilit~l intic frcrin. projec-level lirsidtoriiiq
for- sI 11v) 1 1Wnt 1 rl Iss-- I i reef I y adr;esSt
ich, lat (--l i (- IYl i my ISSIleSof ''i. tii :;riir lijsiii,t mlik, s. 
A wifev tmii of GO. Inst itit iorr; Wiilid io irit rested, users of (lie lata
 
lip] tiiily:;is prliel


OAi.-il for 
y itie inFooriiNin systiin in(clidlitii the Stiprovy!l'l ini iq airl Pr hic-tinu, the Nat. ioinl lPvel(Irlent 

111i4.1 lihe Ministry (if PIlaiiir, Siupriiw' Ccni'lici1 for _aIl 'Iverrwirit, 
thlii Soreieart it fior li-a I(7v,'rnieit.CA anld OR)Ev. 

ANI a lo l~a, ly i1 irelieisive survey of available trainin n rs s irces withinEilyit ian inist itut io is has not yet tx-en urdlertaken: h+lever, it is notni-e;t -Iy to ,II;,/- I tie -Iit.st r.ionprior to the start- of projI:t 
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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 of problems that were
a set 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 that 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 level 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 not
did 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.[l]
 

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 econon.ic 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 or
failures, successes for that matter. If
 
initiative went unrewarded, then failure also unpunished.
went 

Such blurring of cause and effect came to be the art the
of 

bureaucrat, much to the discomfort of who
those 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 complete that
was so 
 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 it
found very difficult to get

around ministry "technicians" or become involved 
in discussions
 
about the use of resources.
 

http:econon.ic
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THE RESPONSE
 

The decentralization strategy devised as a response to these
 
conditions has parts: direct attack to the
two a increase 

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 limited, 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 mdium-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 of the
 
Supreme Council for Local Government empowered, at least in a
 
limited way, to formulate national strategy and policies for local
 
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 is the
too 

creation of a quasi-independent local development bank in 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 indirect thrust of decentralization is somewhat
 
independent of the direct. The effort 
is to open doors into the
 
bureaucracy as a means to i.ncrease responsiveness to popular

needs. In the local government system this "infitah" policy has
 
meant the formation of Loca2 Popular Councils at every tier and in
 
every local unit. Such coincils are composed of 18 directly

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.
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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.
 

Beyond 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,
 

projects. The 


is whether decentralization will go so far as to include the 
markaz and the village. 

One 
councils 

current issue 
particularly 

is 
in 

'ow much autonomy to grant 
planning and executing p

the 
rogr

village 
ams and 

resources of ORDEV have 
been used to a certain
 
extent in fostering 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 fresenting some new
experience 
with village involverent in infrastructure installa
tion, although that program 
is just beginning. A great deal
remains to be demonstrated 
about the abilities of the village

administrative s!zff 
and elected councils before their full
 
potential can be assessed.
 

Further, the issue 
of the appropriate role 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 vi] rage
councils parti-ularly 
in program planning and implementation,

auditing village 
accounts, and contributinc funds to the totn
 
government in which the markaz seat is 
locted.
 

What Role for Regional Planning?
 

The creation of a regional planning agency 
and a %upreme

Committee 
for Regional Planning interposed between the central
 
government agencies 
in Cairo and the vaiouF governorates
demonstrates the heightened interest in 
 regional planning.[5J

This interest emerged with increased recognition of the importance
of coordination for 
certain programs (water supplies, roads, pest
controls, envir-nmental protection, and 
so forth) and the degree
of "inacxessibility" 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 units. a restraint or
local As containing

influence on local governmental units in some instances, the
 
regional structure can serve as a way to avoid the excess of
"over-decentralization" at same time
the avoiding over-centrali
zation".
 

But, while the Office of Regional Planning can potentially
play a significant role in coordination, it remains under 
utilized. A-,- this point, the office has the capacity fulfillto 

three of its five mandated activities. What the appropriate role
 
for this supra-government level of government to be, how
is to
 
integrate it into 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-i summarizes the "interests" in decentralization as a way

of identifying the various p-essures impiging of the
 
decentralization process.
 

In developing programs for stimulating development through

(ecentralization these interests will certainly provide direction
 
and impetus. The vital, but unresolved issue is whether a
 
coordinating institution 
for advocating decentralization will
 
emerge.
 

A:3 implied in the above discussion, the task of describing

and assessing the extent to which the decentralization policy has
 
evolved at any given moment is frought with difficulties because
 
of the variety of orientations and the ambiguities of the policy

declarations, leqislation, 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 so radical a
 
program 
as to imply the goal as being some sort of extreme
 
individualism without restriction anr 
 limitation. Individual
 
autonomy is clearly the most "decentralized" form of action, but
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Table A-I: Int-rest GOirop Orietat- l)ii T) i)eentr,il ization 
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Riqit. uiresponsiye 
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I il ,liii ,ied . i io co Oin j c 
(ji)wt I k il, di spar it ies 
aiutonlj koverloraL L!ts 

Polo ,idapti)n of pro
irlilis to reg ional 
XOlii it ions 

Al i eriation of localities 
from ilit tonal policies 

Governors Cha I I'-ntges by (ent ra I 
IIniistiries to local 

nit jative 

Aiih iguntius I i nkagos wi th 
nat i oni I ,igenc ies 

[a-k of personnel 
inieri te Iireetion of 

tie ,)vt-i rinora tes 

Elected 
members 

council Inform-it 
th i 

ion 
,reaurats 

hidden by 

lnc i ear mniilat e 

Mi xel (ols t i ttinI. es and 
c-lnfl i-t inq oriec+ntations 

pirodclie Ii.ai utrest when 
iot ,it i)wed I role in 

dec is ion i,-aki nq 
Local bureaucrats Aiti Jiious maniat 

I ina lliti., i nrenl i yes 
aind pr-epa-rain ion for 
Iocal ly getneraLted projects 

P gillar Iistrust of 

qo)Ve rnuient

ll co: leaIpi-!by~- IhfIc liihior-. 

Stratecic orientat ion towards
 
decve development
CleC(lltrt-al ized 

Siipport cI variety 

of approaches to 
identify those 
r-spolisible for 

[rogplI a pil i.lslS 

Open the riovernmental
 
Imnal]i1nct.l lt to popular
 

pressur-!s 

[i'efe- it viable dynainic 
coordinat ion process at 

regional and national levels 

Support greater governorate
 

planning and influence in 

public programs 

Reorient resource allocation
 
to match community objectives 

Prove that local input into programs
 

(,in i miprove tie i r per formaince 

Prove tlhat local respoisibilit-y for 
procgramn provides greater sense of 
pulil i e, s.'-rvi e alld profess iona 

inlv-s tient 

Find new ways to luii Ild rapport 
with local peolple 

1 
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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 decentralization 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 osponsibility 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 of 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).
 

2 	 Some studies revealed that local bureaucracy constituted

than one-third of the civil 

more
 
service in Egypt and amounted to
 

1.2 	million people in January 1981. For more 
statincics see
 
Central Agency for Organization and Administration (1981).
 

3 	 See Sadat (1974), and his series of Messages to the Local
 
Councils from 1975 on. 
 See also Arab Republic of Egypt,

Ministry of Planning, The Five Year Plan 1978-82 
(1978).
 

4 	 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.
 

5 	 Presidential Decree No. 495 of 1977 divided the cruntry into
 
eight economic planning regions each comprising a number of
 
governorates. See also Ministry of Planning (1981).
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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 h-as also contributed to a sense of political disenchant
ment in both the rural and urban areas due to the apparent

deteriorating quality of life. To begin to resolve these
 
difficulties, local government units are becoming more involved 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 into 


program of investments 


vitality through local 
resou

contributions 
rces 
and 

gre
citizen's 

ater program 
participation 

(Maddick, 1963). 

This reasoning underlies the Basic Village Services (BVS) 
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 is, services accessible to all or nearly all people

residing in the local units.
 

In practice, the ability of the village unit to undertake
 
projects is often limited, leaving substantial project authority

in the hands of the governorate and markaz officials. Nonethe
less, siqnificant experiments in local and regional involvement in
 
public utilities projects have occurred. By December 1980 over LE
 
10 million had been authorized in the three initial governorates,
 
as shown in table B-1.[1]
 



Table l-I. Surniiiary of t-Ie BVS Projects in Faoii, Sharkia, and Sohaq Governorates 

Governorat e -

Type of 
proiect 

No. 
r 

of 
s 

Fundiiig 
Authori zed "-

amount (1,E) 
Disbursed 

Fayoum 

Sharkia 

Soliag 

Potable water 
Canal repair 
Roads 
Other 

Potable water 
Hoads 

Potable water 
Roads 

3 
50 
47 
18 

56 
7 

45 
28 

437,000 
1,301,718 
1,150,439 

295.000 

2,627,710 
1,307,498 

2,288,i34 
1,192,488 

401 ,-.-0 
938,448 
711,568 
95,00 

2,031,922 
547,799 

682,716 
198,847 

Total 254 10,599,987 5,610,139 
M 

I 

Note: LE 1.00=US $1.42 

Source: 00)EV, Anniial Report on BVS, summarized by Gardner and others (1981). 
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Figure B-i. Questionnaire 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 SPECIFICATIONS ANL COSTING;
 

a. 	First technical specifications for project
 

constructio, 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-I. (Continued)
 

c. 
Review and/or approval for compatibility
 

wi:h 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: 

c. Preparation of tenders: 

d. Approval of bid: 

e. 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:
 

c. 	Location of funds used for project main

tenance and upkeep:
 
d. 	Performance of project maintenance and
 

upkeep:
 



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 regular national budget. The councils of local government

have traditionally had little 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 by 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 e'-pectation which is the concern of this
 
paper. It is extremely difficult. to introduce such a new,

decentralized, procedure into 
the traditional administrative
 
system, even on an experimental basis. The lines of
 
responsibility and authority in the housiiig departments 
and the
 
roads departments in the various gc.'cernorates have technical
 
standards to enforce and systems to intecratc. Often there is a
 
great unease within such technical depcertments regarding the
 
capabilities of local units for designitg, 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 villaqe involvement
 
in infrastructure projects. The village councils, 
both elected
 
and executive, are learning about the possibilities of direct
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funds.
access to BVS They almost invariably feel that they could
 
use the resources 
more efficiently and effectively than the line
ministries. 
 This feeling is reinforced by the fact that 
some

villages have already proved themselves successful in 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" is
lively, with legitimate concerns on sides. concerns
both Those

point to a clear need for factual evidence regarding the degree to
which program management functions can and be
should decentral
ized. To help generate this evidence and clarify the debate,
types of data two
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 potentials 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 Essential. But, though some objective
procedure is needed, is a simple task.
it not Penetrating the
surface appearance to determine how 
decisions are is
made 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 information 
needed to classify the administrative

decisions could from
come 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
officials will ordinarily be able to provide a fairly 
accurate
 
profile of the actual decision-making process durinq each project
cycle. Figure B-1 shows a checklist which was constructed and
tested in several projects in three qovernorates. Comparisons of

such profiles for different projects programs
and are possible,

including those the
of markaz and goernorate, in order to
describe the relative 
degree of decentralized decision 
making in
 
each administrative arca.
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Formulation of tho 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 tne 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), is an
 
exercise which can re-juire 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 locus 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 quali.ty 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
 
indiv.iduals who are thoroughly familiar with the situation.
 
However, it tries to 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. That they be critical (that is,
 
significant points of choice over a set of options) is, of course,
 
essential. In the CDI, these points relate generally to a
 
sequence of planning and implementing which includes as
 
significant steps:
 

Needs assessment and agreement on the ranking of
 

priorities;
 

http:quali.ty


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 to show 
up among
projects, without being so comprehensive as to unnecessarily

burden 
the evaluators with lengthy questionnailes. They should
ilso closely identify 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 course 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 wlhich observed significant variation in planning and
implementation procedures (indicating greater or 
lesser decentralization) 
is, or is not, able to be detected through existinc or
 
ncw ooints.
 

To Use the CDI
 

For cach 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 assiqned; for markaz level, 3; 
governorate, 2; and central
authorities, 1. Shared decisions for any point are given 
the
 averaqe 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 index
an of decision-making decentralization for the project (see table B-2 an
for 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
"criticility" of cirtain points than others.
 



Table B-2. CDI : Au Example Over Four Projects 

Miniztry of 
I.DF chickenRoads project BVS road BVS road 1'., *-* Point* 
 (Sohag) (Fyoum)_(Sharkeyia) (Sharkeyia)
 

1 1,2 1,4 
 1,2 42a 
 2 
 4 
 2 
 4
2b 
 2 4 2 43a 
 1,2 
 2 
 1,2
31) 2 2
4 2 44a 
 2 
 3 
 2 
 4,3
4b 2 
 3 
 2 
 4,3
4c 
 - 2 - 1.2


5a 
 2 4,2
5b 2 4.2,1
2 
 3,2 
 2 
 1
5c 2 3,2 
 2 2 
6a 
 2 
 4 
 2 
 4
6b 
 2 
 2 
 2 
 2
6c 
 2 
 2
6] 2 4,3 

3 4.3 
2 46e 
 2 
 4 
 2 
 4,3
6f 
 2 

2
6q 2 

3 
4

4 2 46h 2 
 4,3 
 2 
 4
7a 
 2 
 4 
 2 
 4
7b 
 2 
 4 
 2 
 4
7c 
 2 
 2 
 2 
 4
7d 2 4.2 2 4 

INDEX = -- = 1.95CDI 43 64.5T = 43 

IDX22 


64.5 2.RO 2--_=_.g5= 71.83 3.12 
23 
 22 = 71.8323q 


K! Y: Central Authorities = 1, Governorate = 2, Miarkaz 3, V1I lage = 4 

Note: Points refer to quIestions listed iln fi'ure 11-I 

http:2--_=_.g5
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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 ir"talled, 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 village (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 it
costs, 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

kilometer 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.[3J
 

Other aspects of efficiency which might be measured 
include:
 

The time required for project approval;
 

The percentage of funds allocated for project which
a is
 
actually disbursed during 
:ach 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 in
 
villages.
 



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 is effective, thus, involves 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 specific
more 

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 justifications for the introduction of more
 
decentralized decision making in government acticns 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,
 



B-12
 

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, arid 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 
budgets 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
 

1. 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 '.he
 
BVS program and similar non-BVS projects.
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2. 	 Using existing project data in the BVS program it is
 
possible to calculate indices of project efficiency
 
(cost-effectiveness, cost-reduction, and cost-3aving) 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 consultative, decentralized block
 
grant budgetary procedure of the BVS.
 

3. 	 The preliminary indications are that there are indaed
 
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 emerging which
 
reduce the theoretical and actuaJ gains of
 
decentralization.
 

4. 	 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.
 



B-14
 

NOTES TO ANNEX B
 

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

2 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

estimate costs of projects 
before letting bids, so these

standards provide another point of comparison. It should also
 
be possible to compare the projected BVS cost with the actual
 
cost per unit of output 
obtained to see how estimated

efficiency compared 
wih 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.
 

3 Management may be efficient 
and not effective under two
 
conditions: if 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 villaqe may cost 
little per kilometer, but
 
it does not help solve the water problem in that village. A
 
well dug and pump installed rapidly and cheaply are of no
 
benefit until the electric lines deliver power. A water
 
system may serve many people, but if it is not maintained, the
 
benefits will quickly evaporate.
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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 out of field research concerning local
 
development problem=; and
 

Coordina-tiag varoious development efforts.
 

The functions of the center include training, research,

information processing and storage, and 
policy consultations with
 

conference areas, living quarters for the staff and 


different administrative units in Egypt as well as in other 
deve'oping countries. 

The physical facilities include ample class rooms 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 research at the center to include field experiences.
 

The management of the center is tentatively under a board of
 
directors composed of ORDEV, governorate and village

representatives, the Sadat Academy of Management Sciences, the
 
Institute for National Cianning, 
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 problems are not
 
insurmountable but will need a substantial investment of planning

and financial resources.
 

Assuviing 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 efforts 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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