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FOREWORD 

This report was prepared by Monte Palmer, Ph.D. The level of effort specified 
for this report was less than three person-months. 



TABLE OF CONTENTS
 

Page 

Chapter 1: Introduction 1
 

Ensure the Sustainability of Local Development
 
Projects and the Transfer of Technical Support Programs
 

of Local Units
 

to Local Governments
 

Semi-Autonomous Agencies
 

Chapter 2: Protect Your Investment: Work with the GOE to 4
 

Chapter 3: Help Revise the Local Administration Law 8
 

Chapter 4: Decentralize! Local Governments Need Room to Breathe 10
 

Chapter 5: Make Maintenance a Top Priority 13
 

Chapter 6 Stress Project Impact 16
 

Chapter 7: Take Practical Steps to Increase the Productivity 18
 

Chapter 8: Improve the Technical Support Services Available 26
 

Chapter 9: Increase Public Awareness of Locai Government 32
 

Chapter 10: Place Greater Reliance on the Private Sector and on 35
 

Chapter 11: Stress the Internal Transfer of Technology 39
 



Chapter 1 

Introduction 

1ACKGROUND
 

Local administration has traditionally been the weakest link in the 
Egyptian administrative system. This is unfortunate, for most of the 
services vital to the health and welfare of Egypt's citizens are delivered at 
the local level. 

Reflecting this concern, the enhancement of local administration has 
ranked among the foremost priorities of the Government of Egypt (GOE). 
This priority emphasis has b.en supported by the United States Agency for 
International Development (USAID). 

During the course of the past decade, the joint efforts of the GOE and 
USAID have produced formidable improvements in the institutional 
capacities of local governments and in the quality of services provided 
thereby. Collectively, the BVS and LD II proL ,ms have resulted in the 
implementation of some 16,000 local development projects. 

Much, however, remains to be accomplished. The GOE emphasis of the 
past decade was on the provision of vital services. Urgency dictated that 
the construction of water, building, and transportation facilities take 
precedence over concerns of maintenance, evaluation, and master
planning. These latter concerns have only recently come to the fore. 

Essentially, local administr:tions are mid-stream in the development 
process. Many critical infrastructure projects are either in place or are well 
along in the implementation process. Other than roads and some 
buildings, however, the majority of these projects will not be sustainable 
without parallel effort in the areas of operation, maintenance, and 
institutional development. This topic is discussed at length in Chapter 2. 

USAID is now re-evaluating its mode of involvement in the local 
government sector. Current LD II contracts terminate in approximately 
nine months. The LD II program, in its entirety, will terminate in less 
than two years. 

The suitainability of local development projects implemented during the 
past decade depends largely upon two factors: 1) the smoothness of the 
transition from LD II to the GOE and 2) the ability of the GOE to improve 
the institutional capacity of its local units in the areas of maintenance, 
eva!uation, monitoring, and planning. 

It is within this context that this report examines practical steps for 
enhancing the institutional capacity of local governments in Egypt and the 
delivery of services thereby. 



The Enhancement of Local Adm'nistraf ion in Egypt 

PURPOSE AND CONTENT OF THIS REPORT 

Recommendations presented in this report have two basic objectives: 

Objective 1: To provide USAID, its contractors, and the GOE with 
strategies for improving the quality of provincial local 
government in Egypt as presently constituted. 

Objective 2: To outline bdsic considerations that must be addressed in 
the transition of LD II technical assistance programs to the 
GOE. 

This report is divided into an introduction and ten additional chapters, 
each of which examines a specific strategy for enhancing the quality of 
local admini3Tation in Egypt. Chapters 2 through 11 each contain two 
types of recommendations: general recommendations and 
implementation recommendations. Each general recommendation is 
accompanied by requisite background information. 

Recommendations contained in the report are based upon five sources of 
information: 

* 	Reports prepared by USAID and its contractors 

" Interviews with members of the Chemonics staff (Egyptian and 
expatriate) 

* Results of the Al Ahram project on Egyptian bureaucracy and 
related empirical studies conducted by Monte Palmer and his 
colleagues 

" Local press and media 

* Interviews 	with approximately fifty individuals representing 
diverse perspectives of the problems of local government in Egypt.1 

ADDITIONAL COMMENTS 

Several obsez ,ations are in order before moving to the general body of the 
report. 

* Local administration has many facets. It includes the GOE and its 
lotal units. It includes residents of the local communities. It 
includes private sector firms on which local governments depend 
for services and support. It includes Egyptian universities and 
research institutes. And, it includes USAID and USAID-supported 
contractors. Each has a part to play in the enhancement of local 

1The agencies represented in the interviews include the Ministry of Local Affairs and its 
local units, ORDEV, the University of Cairo, the American University in Cairo, the Sadat 
Institute, the Al Ahram Center for Strategic and Political Studies, the Higher Technology 
Institute, USAID, the Wilber Smith Organization, Arabsoft, the American Research 
Center in Cairo, and the senior management of several private sector firms. 
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administration. The more these parts are integrated, the better the 
fia laproduct. 

" Improved evaluation g.roced ires are central to any sustained 
improvement in the quality of local administration in Egypt. It is 
hard to know where you are going it you do not know where you 
have been. 

* Local administrative units are dependent upon LD 11 funding for a 
major portion of the:r development budgets. This dependency can 
be used to enforce er,hanced performance in the areas of planning, 
evaluation, monitoring, and maintenance. 

" 	Most of the recommendations contained in this report are not new. 
Rather, they appear with distressing regularity in the LD II/USAID 
literature T7his suggests that the problems in question are multi
dimensional in nature They are no- amenable to a quick fix. 

The report does not address broad questions of administrative reform in 
Egypt The reader shou.d nole, however, that major enhancements in the 
quality of local adm:nisranion in Egypt are dependent upon such reforms. 



Chapter 2 

Protect Your Investment
 
Work with the GOE to Ensure the Sustainability of Local Development 

Projects and the Transfer of Technical Support Programs 

RECOMMENDATION 2.1 

Stress the sustalnabllity and Instltutlonalzation of LD Nprovincial 
projects. It makes little sense to support projects that will sit Idle 
or be severely underused. 

Discussion 

The sustainability of LD I provincial projects requires that one of two 
conditions be met: 

Condition 1: 	 LD II protects be institutionalized with the support of 
USAID contractors prior to the termination of the LD I1 
program, or 

Condition 2: 	 Adequate measures for the institutionalization of local 
development projects be undertaken by the GO1 and its 
local units 

Institutionalization/susaab:h.ty as used herein implies that: 

" The project has been, completed by the local unit and is operational. 

" The local government possesses the capacity to operate the project at 
reasonab.e leve's 

" The project .s be;ng used effectively bv the local unit. 

" The project is being maintained by the local unit 

Compelling evidence suggests that few L) 11 supported projects at the 
provincial level are capable of being institutionalized by Egyptian local 
governmens at the present time :actors influencing this assessment 
include the following 

Factor Z: Serious p:oberns exist in the area of pro,,ect maintenance. 
1.1) II has made poress in this area, bu, muc- remains to 
ix done 

Factor 2: The technical/manag-,men! capacity of vi!lage 
governments remains inadequate. 
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The Enhancement of Local Administration in Egypt 

Factor 3: Existing training programs are inadequate to meet the
technical needs of local governments. It will be several 
years before these needs can .be adequately met. 

Factor 4: Technical support services available to local governments 
remains inadequate. 

Factor 5: 	 Popular participation in the local government process is

just beginning to take root. 
 As yet, the public remains an
ineffective source of control over local activities. 

Factor 6: 	 The Government of Egypt lack- tl.e financial mechanisms 
to continue many LD II projects without further assistance 
from USAID. 

Factor 7: 	 The capacity of local units to fund projects from local
 
sources remains underdeveloped. The problem is 
a
complex one that involves legal obstacles, a lack of
administrative 	technology, mass resistance, and poverty. 

Factor 8: 	 Legal constraints obstruct the ability of local governments to
institutionalize many LD II and Bab I projects. 

Factor 9: 	 Few local units have made maintenance a priority item. 

Factor 10: Pilot studies have only recently (1991) designed indicators 
for assessing the quality of services delivered by provincial
local governments. Indicators of institutional capacity have 
yet to be approached. 2 

Factor 11: The sample design for assessing project performance on a 
national basis was not completed until September 1991. It is 
not entirely clear what works and what does not work. 3 

Factor 12: 	 Many of the experts Literviewed indicated that providing
block grants to local units without the accompanying
technical assistance results in delays, waste, and the shifting
of funds to secondary priorities. 

Factor 13: 	 Many planners at the local level assume a continuation of
USAID funds in one form or another. They have yet to 
consider strategies for alternate funding. 

2Indicators for Rural Development in Fgypt: A Pilot Study, Chemonics, June, 1991.; Reporton the ConstructionofService Delivery Indicators, Chemonics, June, 1991.3Sample Design Alternatives for SubprojectField Visitation System (ME 4-02), Oct. 1991. 
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Implementation Strategles/Recommendations 

1. 	 Units of local administration should be encouraged to focus on project 
sustainablility during the transitional period. New projects should not 
be initiated They will merely detract from the sustainability effort. 

2. 	 USAID contractors should increase their emphasis on evaluation. It is 
difficult to develop strategies for sustainabifity without fundamental 
information concerning the status of proj.xts and their effectiveness 

RECOMMENDATION 2.2 

Take whatever measures are necessary to assure the bunster of 
LD IItechnical support programs to the Government of Egypt. 

Discussion 

Inadequate planning for th,: termination of I.)II techniral assistance 
programs will severely undermine the substartial accomplishments of the 
1.1) II Program. Roll:ng stock cou!d break down, pipes could silt up. 
maintenarce facilities could 1e converted into offices, and management 
procedure. could revert to tradftio:al patter.,, 

Precisely how much of the 1.1) II effcrt ,%ould be lost as a result of the 
inadequate transfer of Lf) II techrica! su;,;Xort programs to the GOE is a 
matter of conlecture An.educated g.iess :s tha! at least 70 percent of the 
effort involved in projectis Ges:g;'ed to improve the institutional .opacity 
of local government units would b cancelled Also, aroun~d 70 percent of 
all protect, would requre more than :nciden.al maintenance A number 
of Egyptian experts fir.d these assessments to be optimistic. 

Several factors suggest that it w:ll K- e.ceptionall, diff:cult to successfully 
transfer 1.1) II technical support services to the GWE pr;or to the end of the 
UD 1 Program 

Factor 1: 	 Problcms with susta:r.ing pro;ects and institutionaliing 
the process will comnpour.1 the difficulties of the transition 
process The lack of adequate inforrnat:on concerning the 
state of th( p)ro)ects to be ri.in.tained and the proects' 
effectiveness will b*e part~cularly problematic 

Factor 2: 	 Discussions of program tra:'sit;on within USAID appear 
to bt.in :r i::fa:icv The goal has been set, but details 
have vet to be wormke owt 

Factor 3: 	 The Gove-nn'.:-' of Egypt possesses imrperfect information 
concernir.g t'e trarsfer of the L.1) II program Neither the 
Ministry of Lo'a' Admr.-s'rat;on (MLA) nor its comForent 
units have begutn 'he planning process in the absence of 
detailed :nformatuon irom USAI). 
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Factor 4: 	 Egyptian contractors are not currently organized to provide 
the technical assistance and other secondary support 
services required to assure the sustainability of a continued 
local development program. 

One of the successes of the LD II Program has been the development of a 
highly skilled cadre of Egyptian experts in the areas of local government 
and rural development. Provided the proper institutional support, these 
cadres possess the capacity to facilitate both the sustainability of LD II 
projects and the smooth transition of the LD II program to its successor 
agency. That institutional support is currently in question. 

Implementation Strategies/Recommendations 

1. 	Begin the program transition process immediately. The longer the 
wait, the more will be lost. The transition from BVS to LD II is a case in 
point. 

2. 	 Make the MLA an integral part of the transition process. It is this 
organization which will have to assure the sustainability of LD II 
projects. 

3. 	 Make Egyptian personnel currently associated with LD ii an integral 
part of the transition process. They should be encouraged to join or 
form private sector corporations for that purpose. 

4. 	 Retain a limited number of expatriate technicians to facilitate the 
transition process. Expatriate technicians should serve as resource 
personnel for the Egyptian agencies assuming responsibility for the 
provision of technical assistance to LD II projects. 

5. 	 Assign a full-time individual to monitor the transition process. The 
role of this individual should include coordinating, trouble-shooting, 
monitoring, and evaluating. This individual should have the 
confidence of all of the parties involved in the transition process. 

6. 	 Hold a series of conferences with the MLA, the governors, and the 
markaz chiefs to discuss the transfer of LD II and the sustainability of 
LD II projects. Such conferences will force local officials to confront the 
reality that LD II is ending. 

7. 	 Focus the work plans of USAID contractors on the transition process, as 
these contractors are familiar with the program. 

7
 



Chapter 3 

Help Revise the 
Local Ad ministration Law 

RECOMMENDATION 3.1 

Seize the present opportunity to assist In the revision of the Local 
Administration Law. Such an opportunity may not come again for a 
iong time. 

Discussion 

Current local administration laws ardI regulations impair the process of 
lo:al government in five key areas: 

Area 1: They limit experimentation and flexibility at the :ocal level. 

Area 2: They establish pattorns of responsibility, authority, and 
accountabilty ,ha-. are simultaneouslv fragmetited and 
overlapping 

Area 3: They da.nperi effective popular participation in the local 
governme: t proce.;s 

Area 4: They make local officials reluctant to make decisions for 
fear of cither break:ng a rale or offending a senior official. 

Area 5: They provide local officials with a shield against 
innovation and charge 

Revision of the Laca; Administration Law is currently being discussed by 
the GOE. The Loca: Ad:mirstratuon Committee of the Mallas Al Shab 
(Parliament) is hold-ng hearmrs on suggested reorms and anticipates 
issuing a report in mid-Decem..,er (A more realistic date is probably the 
end of January) Action by the Ma;las Al Shab on the proposed reforms 
will be comflle:ed during the present legislative session This willye the 
last opportunity to substantially alter local government procedures for 
some time. It is essential to act now. 

The prognos,. for ,:epassage o-' a sunst'itially reformed 0oca: 
administration jaw is qu.: favora';e lroposcd reforms possess the strong 
suprort of the governors, ma:y of whom are active in the hearings. The 
GOE also appears comm:tted :o limited reforms in the areas of 
decen~rahzaion and pri'.at:zation 

8 



The Enhancemnt of Local Administration in Egypt 

Legislators and senior officials are busy people. They do not have either 
the time or the resources to make a detailed analysis of the complexities of 
local government reform. They want reliable information presented in a 
coherent manner. USAID and its contractors possess that information. 

Implementation Strategies/Recommendations 

1. 	Provide legislators, the MLA and other interested parties with a clear 
summary of the major problems extant in the present Local 
Administration Law. For each major issue, the summary guide should 
provide three types of information: 

* A clear reference to the offending articles 

" Simple and persuasive examples of the problems that the offending 
sections of the law cause for local administrator 

" Alternative language that would cause minimal conflict with 
interests opposing the law. 

2. 	 The summary guide should place particular emphasis on three issues: 

Issue 1: 	 Increasing financial autonomy for the local units 

Issuie 2: 	 Clarifying authority, responsibility, and accountability 
patterns 

Issue 3: 	 Providing locally elected councils with more specific
 
authority
 

3. 	 Encourage the MLA to engage a senior constitutional lawyer to assist 
with technical legal issues. 

4. 	 Discuss the desired reforms with the Minister of Local Administration, 
his staff, and othei- senior Egyptian leaders who have direct access to 
the legislative process. 

5. 	 Increase public awarei,2ss of the local reform law and its implications. 
A conference bringing together reporters, academics, legislators, and 
local officials would be a major step in the right direction. Such 
conferences do have an impact on decision making. (The last such 
conference was held in 1986.) 

9
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Chapter 4 

Decentralize! 
Local Governments Need Room to Breathe 

RECOMMENDATION 4.1 

Find ways to provide local governments with Increased budgetary 
flexibility. 

Dlscuss;un 

It will be difficult to strengthen the institutional capacity of local units 
without some increase in budgetary authority. Increased budgetary 
flexibility appears to be the number one priority of local officials, regardless 
of their rank or position. If properly informed, these officials will provide 
a strong base of support for decentralization efforts 

IXlegation of increased btidgeary flexibility to local governments may not 
necessarify require a ma;or restructuring oi the Local Administration Law. 
A decree of the Minister of Finance or the Prime Minister may be 
sufficient 

The consequences of incremental increases in financial flexibility are 
predictable, manageable, and re,'ersible. As such, they represent a non
threatening starting point for efforts 'odecentralize authority to local 
administrative units 

Implementation Strategies!Recommendations 

1. 	 Begin to provide local units with gradually increasing, unrestricted 

funds. 

2. 	 Increase the ability of local units to initiate local taxes. 

3. 	 Allow the local unitf to place GO[: funds in interest-bearing accounts. 

4. 	 Allow local governmen's to retai:n a,: es and user taxes at the local 
leve
 

5. 	 Give local governments the authority to impement revolving funds 
for specific purposes. 

Make all efforts to include enabling legislation for the above 
recommendations in thi' Local Administration Law currently under 
discussion by the Egyptian Parliament 

13 
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RECOMMENDATION 4.2 

Continue direct USAID funding to the local governmonts. 

Discussion 

USAID funding to local government is the primary force in the 
decentralization process If funding stops, this pro4,ess will lose its 
momentum 

Implementation Strategies'Recommendations 

1. 	Corainue to earmark funds for local governments. General allocations 
to the %'inist:yof Planning or the .Mimstry of Finance may not reach 
the local level 

2-	 Make efforts to assure that the decentralization process does not stop at 
the governoiate leve. Decentra!izatio must proceed at all level. 

RECOMMENDATION 4.3 

Link Increased budgetary flexibility to Improved performance In the 
areas of planning, performance, and accountability. 

Discussion 

Decentralization is a two-way sree't It makes little sens. to provide 
additional resource%to units that lack the capacity to allocate those 
resources effectively In fact, rushing the decentralization process could 
well be counter-pioductve 

The ability of l-ca' units to benefit from increased financial autonomy 
varies con:,iderablv bo'h between: and wi'lon gove.norates 

Indicators requ:red to assess the capacity of local units to benefit from the 
decentralizat:on process have ye: to -e developed 

Implementation StrategiestRecommendations 

1. 	 I)o not force the decenralzaior process Many local units are not 
ready for decentralization 

2 	 Develop reasonabie :wd~cators for assessing the capacity of local units to 
effectively utilize greater at:onon'v 

11 
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3. 	 Tie increased financial autonomy to the demonstrated capacity of the 
local units to improve the mobilization of local resources. The 
enhanced mobilization of local resources will both strengthen the 
independence of the local units and ease the GOE's burden of local 
administration. 

4. 	 Make continued project funding contingent upon the ability of the 
local units to sustain new and existing projects. 

5. 	 Provide strong support for decentralization in those areas in which the 
GOE is anxious to decentralize. Decentralization in one area will 
stimulate decentralization in parallel areas. The important thing is to 
get the decentralization process started. 

6. 	 Increase fiscal autonomy at a pace that allows adequate opportunity for 
monitoring, technical assistance, and the adjustment of 
decentralization strategies. 

7. 	 Clarify the functions that the local administrative units are expected to 
perform. Assure that they possess the authority, resources, and 
technical assistance to execute those functions. 

12 



Chapter 6 

Make Maintenance A Top Priority 

RECOMMENDATION 5.1 

Tie funding to maintenance. 

Discussion 

Deficiencies in the area of maintenance represent the single most 
important obstacle to the sustainabiiity of ID 11projecls. This continues to 
be the case despite the tremendous emphasis placed on maintenance by 
both US.\ID and its 1.1) II contractors. 

The reasons for the continuing problems in the aica of maintenance are 
complex Frorn a fiscal perspect;ve, 0 & M 'unds are inadequate. Most of 
the currently availab:c C & . funds are provideJ f.om the special 
account. 

From an administrative perspective, maintenance is difficult. Local staffs 
either lack the necessary mainteiaace skilis or are disinclined to use them. 
Skilled technicians .re scarce, exrnsiv.e, and difcult to monitor. 

From a political perspective, new projects engender greater popular 
support than do maintenance projects It is also difficult to persuade 
popular councils to allocate f ,ds for maintenance projects 

Thus, in one way or another, inain.enanceoccupies the bottom rung of 
local government priorities. 71tis will not change without drastic 
action. 

Implementation Strategies/Recommendations 

L 	 Tie MI.A funding for future local proiects to the successful 
maintenance of exisiig projects. 

2. 	 Establish adequate maintenance evaluation F'ocedures These 

procedures should be simple to apply and easily understood by all 
parties. 

3. 	 Intensiiy the ino."itorin:; of maintenance pro;ects, with particular 
emphasis on quality contro! 

4. 	 Encourage the MLA to incr( i.,e its level of funding for maintenance 
projects. 

13 
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RECOMMENDATION 5.2 

Work with the governorates to develop or Improve centralized 
supply systems In the areas of water, wastwate, rolling stock, 
and buildings. 

Discussion 

Most local governr&,nts attribute their maintenance wccs to a lack of 
adequate spare parts and supplies. Critical parts, tkh absence of which may 
cripple a project for months, are difficult to obtain. Many must be 
imported from abroad. 

Implementation Strategies/Recommendations 

1. 	 Increase technical assistance to the governorates and marakez in the 
areas of procurement and warehousing 

2. 	 Extend existing networks designed to facilitate the inter-governmental 
distribution o! spare parts Increas 'd computerization might be a 
he!pful step in this direction I'arts needed by one unit are generally 
available somewhere in the admi:nistranive system. Private sector 
dealers might also be enouraged to establish such a network. 

3. 	 Encourage integratwd sector :rogram,; to use equipment p ovided by a 
single contractor or a single country As things ct,:rently stand, spare 
parts for the same s,'c.or are imported from four or five countries. 
ihey art not always comnp;:tihle 

RECOMMENDATION 5.3 

Launch a public education campaign to focus attention of the 
Importance of malntalnlnu public property. 

Discussion 

In this regard, the effec:ve mainrtnance of development pro;ects requires 
the active sttppcrt of 'he local population The maintenance of local 
government projects in Fgypt sufiers on two counts. Firs', the Egyptian 
population. is disinclined to treat pu'blic property with respect Second, 
there appears to be :.ttie incli:atior on the par- of the loo.a councils to 
allocate funds for rnainte:'ance .purposes 

This is a deeply roo'ed pro!henm that will !b solved only with time and 
education It is, however, a crtocal probiem lfforts to alleviate it must 
begiv' immediately 

14 
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Implementation Strategies/Recommendations 

1. 	Curriculum materials at all education levels should place greater 
emphasis on the importance of maintenance. 

2. 	 Efforts to build maintenance awareness should be tied to current GOE 
efforts to build environmental awareness. The two issues are 
inseparable. 

3. 	 Efforts to build maintenance awareness should also be tied to on-going 
GOE efforts to increase worker productivity. Again, the two issues are 
inseparable. 
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Chapter 6 

Stress Project Impact 

RECOMMENDATION 6.1 

Avoid proliferation and fragmentation. 

Discussion 

Political pressures have inclined local councils to expend their LD II and 
Bab UI funds on a proliferation of small projects. This has fragmented 
resources, made planning and coordination difficult, overwhelmed the 
limited management/mainlenance capacities of the local units, 
compounded already severe problems of accountability and evaluation, 
made it difficult to attract cualifed contractors, and diluted the ability of 
the general popula,:on ano :ts elected councils to monitor tht 
development process 

Restricting the decision-making capacity ol local councils could well 
threaten progress that has been made in the areas of democratization, 
decentralization, and privatization A difficult choice must be made 
between the goal of greater administrative efficien:y and the goal of 
political and economic hleralization 

Implementation Strategies/Recommendations 

1. 	 Stop funding small and fragmented projects. Loca' governments have 
adequate resources to fund small pro.cts. The) need help with the big 
ones. 

2. 	 Terminate stalled or inoperable projects and encourage governorates to 
transfer funds, if avaiable, to corn.pleting other projects or starting new 
ones. 

3. 	 Seek a reasonable baance tween the goal of efficiency and the goal of 
decentralization Th~s cat: be achieved by improving the level of 
planning coordinat:o:n between the local units and the GOE. This 
theme is elaoxrated in Recon-mwu ndation 7.1 

4. 	 Revise the invr;. panning cr.teria outlined in the Interim Planning 
Guidelines (Che.nonic' l.; 5-02) to reflect these concerns. The revised 
guidelines should also be adjusted to meet the needs of the new MLA 
program 

16 
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RECOMMENDATION 6.2 

Do not try to cover the waterfront. All of Egypt cannot be served 
the time allotted If a high qua!ity of performance is to be 
maintained. 

Discussion 

Early phases of LD II attempted to provide a uniform level of 
development across Egypt's 26 provinces. This effort strained the capacity 
of USAID contractors. It also undermined efforts to monitor the quality 
and effectiveness of LD II projects. 

Implementation Strategies/Recommendations 

1. 	Stress projects that can be rendered sustainable during the remaining 
period of LD II. 

2. 	 Concentrate on the implementation of LD II projects in administrative 
units manifesting a high level of cooperation with LD II contractors. 
These projects have the best chance of being sustained. 

3. 	 Stress the extension of successful projects. It will be easier for the GOE 
to build upon the experience of successful projects than it will be for 
them to start from scratch. 

17
 



Chapter 7 

Take Practical Steps to Increase the 
Productivity of Local Units 

RECOMMENDATION 7.1 

Improve organizational procedures within the context of the 
present law. 

Discussion 

Productivity in local government units is depressed by a variety of 
organizational practices that originate in precedent rather than in law. 
Alteration of these practices is Possible through informal negotiations. An 
administrative revolution in not required. 

It is essential :o distinguish between organizational changes that can be 
treated informally and organizational changes that require either legal 
sanction or a maj.- revision of administrative regulations. Confusing the 
two issues wil'. prevent action from being taken on those adjustments that 
can be made at th2 informal leve: 

Implementation Strategles/Recommendatlons 

1. 	 Simplify reporting procedures. An inverse relationship exists between 
the number and length of forms on one hand and the quality of 
information provided on the other. The following steps would make a 
good beginning in this direction. 

Step 1: 	 Sinipify the r.mber and complexity of reporting forms. 

Step 2: 	 Eliminate demands for informat-on that is not essential to 
the planning/accountabdity process 

Step 3: 	 'xtend the !c'ngh of report:ng periods, where appropriate. 

Step 4: 	 Work with various internatuonai development agencies to 
attempt to simplfv, and standardize reportr.g forms 4 

2. 	 Simplify routine adrninistrative procedures The rece,: "D II-i' reportexcellent example ot 
on cash management procedures provides an 

4 
"h, inscludcs agcnoc su-i as the World Bank and USAID 
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ways in which record keeping can be simplified.5 Similar procedural 
simplifications can be extended to other areis of local administration. 

3. 	 Clarify inadvertent procedural contradictions that make local officials 
hesitant to act Egyptian officiAls are extremely rule conscious. They 
will delay action rather than render themselves vulnerable to 
accusations of misconduct 

4. 	Extend and simplify information systems cuirently being designed by 
LD N contractors. Sector planning is wonderful if there is 
communication between the sectors. Unfortunately, housing 
directorates sometimes operate in considerable ignorance of marka2 
water and wastewater activities and vice versa. A similar information 
vacuum sometimes exists between planning offices and finance offices. 

5. 	Encourage the min.istries of finance .nd panning to provide 
governorates and marakez with better information on how much 
rroney they will receive in their Bab lit (planning) budgets The 
markaz chiefs also need be-ter Bab III estimates from the governorates 
In current practice, villages make est:m'ites in ignorance of the funds 
available This encourages -hem to overbid for fear of losing available 
funds. Such overb~dd:ng make:. village off.cials appear unrealistic in 
the eyes of the governor, who picks and chooses among the projects 
presented wi'h little reference -o the neds of the villages. Obtaining 
budget iniormation :n,advan:ce wl: not solve all of the problerns faced 
by local planners :n -gyp:., wil cearly be a step in the right-i 

direction 

RECOMMENDATION 7.2 

Stimulate Individual performance. 

Discussion 

Productivity in local buceaucracies is depressed by problems of 
overstaffing, by the inab~lity lo f:re non-productive employees, by a salary 
scale that is prohibitively !ow, by an incentive system that rewards 
longevity rather than performance, and by personnel procedures that place 
minimal emphasis on ma'ching sk:*ls with .positions Gisen these 
circumstances, ach.eving subs.antia! increases in unit productivity will be 
difficult, at best Some progre.s, however, can be made 

Implementation Strategies'Recommendations 

1. 	Work with avaiable ::cewit'es The mc-ntives listed below have 
roven to be at least marg:'aly effective w:thin the Egyptian 
ureaucratic context T'ieir u't:;tv would be markedly enhanced by the 

existence of a reasona.ie saarv base 

SManual: Cash Managemrnt Procedures (Chcrmon;cs LF 5-01) 
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* 	 Unk individual productivity to recognition and status. Prestige is a 
particularly powerful motvator among Egyptian officials 

" 	Find ways to provide differential salary increases. Some local 
government officials have been exceptioG:.lly innovative in this 
regard. 

" 	Encourage participation in ,raining programs, which will stimulate 
productivity to the extent that training is linked to performance. 
Training programs represent prest:ge. They also provide 
allowances and other opportunities for side paymeitts. 

" 	 Utilize prestige ivcent'ves that have b,.Nn adopted successfully by 
the Egyptian private sector. Such incentives might include special 
awards for employee of the month as well as prizes for exceptional 
productivity Nominal pr:zes could be awarded by the popular 
councils or by ;ocal ninrcl-ants To be effective, prestige awards 
must be made on the bas:s of demonstrated merit 

" 	Give productive employees computers. It will increase both their 
productivity and the:r prestige 

" 	 Devote extensive fiel research to examining the manner in which 
local officia's have exper:mented w.th informal incentives. 

Reinforce skills providcd by the Advanced Seminars and related 
training programs. The Ad!vanced Seminars hae been very effective 
in 	upgrading tI-e skils o:f .officials. Skills, howe',er, extinguish 
rapidly if the., arc no: ue or re:iforced The Sakkara Training Center 
could be upgraded ior this purpoow Indeed, the Sakkara Center could 
be 	made the central un: :: Lx,rJ::a-mg MLA training 

3. 	 Provide regular on-the-job trainingprograms. Regularized on-the
job training programs serve a numnis of lunctions I. stimulating 
productivity For exatuple, t'ev 

* 	Reinforce off-sote trainang programs 

" 	 Assure that employ.es :vl~y :ssess the practwai skills they are 
assumed to possess Th:s :s a part~culariy important consideration 
since technica: tra:n:rg faci'ites , Egypt place limited emphasis on 
field experience and lack adeu:,- :atboratory facilites. 

" 	 Provide tr.,ining to emp:ovees assigncd to positions outside of their 
skill areas. Such tr.aung provides m:sassigned employees wiih the 
skills neces:.ary to de teir, job In so do:ng, it helps reduce the 
inse:urity a:nd :t~?e.sin t. a, acm'pany working out-of-field. 

" 	Facilitate the grat-a :: rd.ct;on of new technologies This is an 
important cons:dera.:o, as m.mv local off-c:als currently possess 
minimal techrica: skp.l, ard cannot absorb everything at once 

" 	Make traxning a normal par: of local government, thereby 
overcoming tlhe inita! resistance that often accompanies ad-hoc 
training programs 
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4. 	Make on-the-job programs profitable. This is a good way of rewarding 
productive employees. 

RECOMMENDATION 7.3 

Strengthen the position of the "workhorses"-those Individuals 
who get thlngs don!. 

Discusslon 

An interesting aspect of bureaucracy in Egypt is that things are 
accomplished Most of what gets done, unfortunately, is done by a limited 
number of irdividuals. These individuals, sometimes referred to as the 
wrkhorsts, are the backbo:'e of iocal bureaucac4" 1id the key to 
improving local administration in i-gvpt Accordingly, every e.ort must 
be made to increast' the size of the workhorse group and to facilitate the 
activities of the individuals in the group Ster, should also be taken to 
retain their services n the pubic sector 

Implementation Strategles:Recommendatlons 

L. 	Find out what makes a work'orse tick. What motivates the 
workhorses? How can the workh'orse group be extended? Ilow can 
more workhorses be recruited into !oca: umis 

Very little informat:on e:,! ont' nature of workhorse groups 
Given the importance ol t!-.se groups (and individuals) to the 
enhancement of loca: governm0nt. in !:gypt, urgent attention should be 
devoted to their iden-t. icanto;a, their charact,.,ristics, Ind their 
motiva:ion. The more such nfor raton is available, the easier it will 
be to facilitate the perfor.mince of h~gly motivated individuals and to 
recruit and promwo.e mdivilua:s with similar characteristics 
Preliminarv effor's in th:s direc':on were undertaken as par. of the Al-
Ahram project 

2. 	Concentrate organ:zat;ona: resources such as computers, intormation 
systems. and secretarial suppt).t ;:, the hands of tt.e workhorses. Since 
they are the ones doing -*',e work it is important to make it IX)ssible for 
them to succeed 

3. 	Direct training programs toward proven members of the workhorse 
groups. This w!l: 

Impact 1: 	 IProvade sk::ls to thoseindv~duals most likely to use them 

Impact 2: 	 Improve the quah'y of traning sessions b, assuring that the 
trainees are mot:vated to acquire the skills in question. 

Impact 3: 	 Improve the prest;ge and morale of the workhorse
 
individuals
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Impact 4: Set a precedent for linking training to performanice 

4. 	All efforts must be made to provide workhorses with meetary and 
prestige incentives. This will have two advantages: it will boost the 
morale of the workhorse groups and it will stimulate some less 
productive individuals to work harder 

5. 	Experiment with organizational arrangements that maximize the 
effectiveness of workhorse individuals. There is no single 
organizational framework that will achieve this end. In some cases, 
the effetiveness of wor,.horse groups might be enhanced best by 
insulating them from the confusion of normal bureaucratic routine. 
The creation of semi-independent agencies would be an excellent 
mechanism for this process In other situations, talent.; of the 
workhorses might be used bc!er by placing workhorses in supervisory 
situations leibil.tv is '*ne ey 

RECOMMENDATION 7.4 

Stress leadership development. 

Discussion 

The quality of leadership appears to be the single most important variable 
distinguishing productive u:'its from less productive units Some leaders 
are simply more effect;ve in strnula::g the productivity of their 
employees than other leader.s 

Implementation Strategies/Recommendations 

1. I'romote workhorses to supervisory positions Doing this serves two 
key objectives First. .t puws high!v motivated individuals in 
supervisory posit.ons Suc supervisors wil be more likely to demand 
quality perfor~mance i.o:: their emp;oees than less highiy motivated 
supervisors Second, it v-s;)t;:,,hes ner;t as t:e cri-er:on for promotion 
This does no, requ:re a :nod:f:cat:o o f the !aw to Ix- imp!emen'ed, but 
it does require t:'at pr offidua"o::-or:ente.!sbe in charge of the 
promotion process 

2. 	Increase both the iuan'.ty and c:ual:ty of supervisory training programs 
available for local oc:a The program for training village chiefs is 
an excellent st,:p in th.s direct:on This program should be extended to 
other supervisory o.".c;:a's 

3. 	 Ensure that trai:ung of ioa! ofi:c;als :ncludes motivational skills as 
weli as echn:ca. -rain:.% 

4 	 Make supervisors accountable for the performance of their employees. 
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RECOMMENDATION 7.5 

Promote Informal communication among local government officials. 
Such Informal communicatlons should occur both horizontally 
(btween similar units) and vertically (hierarchically within units). 

Discussion 

Egyptiar bureaucratic practice stresses the compartmentalization of 
.. promotesfunctions. The advantage of this type of system is that 

specialization and responsibility. Its disadvantage is that it makes 
and leads to "turf warscoordination and information sharing difficult 

that preclude effective cooperation between units 

Structural rigidities are compOunded by rigidities in informal 
communication patterns Co:'versations betwee supervisors and 
subordinates tend to be r:tuai:st:c and status-bound 

Increasing informal comrmunicaiors within and between local 
administrative units will

• Ease prublems of structural rigidloy by increasing informal
 
communication and coordnation.
 

* Promote the brainsorning' of solutions to common problems. 

" Strengthen professionah-sm -.mong technical and senior level 
employees 

" Enhance the dissninat~on of techno!ogy 

" Stimulate competition among officials and units. This is an 

important key to transferring successful pilot projects. 

Implementation Strategies/Recommendations 

1. 	Officials should be encou~aged to form professional associations at the 

local and regional :e.el. l.1) II co'£d provide seed money for such 
associations 

2. Local units should !e encouraged to form village and municipal
 
associations Guidei:xes for establishing village and municipal
 
associations :n "ThrdWor!d co;:ntr;es is discussed in Cities
 
International. (Fa1,199i) 

3. 	 Build on the experience of the Advanced Seminars in stimulating 
group problem so!ving Tl.e success of these seminars in building 
informal communmcat;ons was one of the bright spots of the program. 
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4. 	 Institutionalize the local administration newsletter initiated by 
Chemonics. Use the newsletter to highlight successful pilot programs 
and build positive competition between administrative units. Some 
plOgress has aiready been made in this area 

5. 	Sponsor regular local government seminars and conferences in which 
local officials are encouraged to discuss common problems and 
solutions to these problems. 

RECOMMENDATION 7.6 

Assign excess workers to public worka projects. 

Discussion 

Local administrative units are severely overstaffed There is simply not 
enough work to go around Less productive workers, who make up the 
majority, compete with their more productive counterparts for office space 
and equipment, both of which are in short supply. 

Assigning excess workers :o public orks protects would serve to 
unclutter loca, adminrstrative oIices, .1ccomolish additional tasks, and 
encourage casual workers to find other empioyment. It might also serve 
as 	an effective training opportunity 

Implementation Strategies'Recommendations 

1. 	Identify simp.e pub'ic works pro;ects that could be implemented by 
excess personr.el Fuch projects might range from the cleaning of 
draining ditches to the tutoring o. school children. Particular emphasis 
should be placed on mnareenance prolects 

2. 	Use public works pro-ects to build basic skills This would enable some 
public employees to f.nd emnipoyment in the private sector 

3. 	 Provide start-up grants to get public work protects off the ground. 
Long-term funding could be provided by th money saved i, salaries 
and contractor fees 
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RECOMMENDATIOH 7.7 

Attempt to recIa3slfy employe .sInto their fields of spclalization 
and Interest. 

Discussion 

The graduate assignment policy has resulted in i..any employees being 
placed in positions outside of their area of expertise, where they lack the 
skills to be effective in the;r assigned position. They also lack the interest 
and the i iotivation require.d to do a good ob. 

Implementation Strategies!Recommendatlons 

1 	Eyperiment with informal procedures that allow more highly 
motivated employees to assu:ne responsibilities within their are.. of 
interest. Some on-th-;ob tra.nirg might facilit.,,e this process, 
particularly in areas requiring coniputer-related skills 

2. 	Seek forma' b reclass..:cano:.s ir employees who have improved 
their produc:vi ty thro;igh informal procedures. ,fat all possible, tie 
recla-sification to promoto: an~d ircreased salary. 
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Improve the Technical Support
 
Services Available to Local
 

Governments
 

RECOMMENDATION 8.1 

Make a realistic assessment of the technical support services 
available to local governments In Egypt. This list may vary from 
region to region. 

Discussion 

The ability of local governments to su.;tain LD 1Iprojects is severely 
handicapped by the weakness of the secondary support systems available 
to them This weakness is particularly severe in the areas of training, 
technical assistance, planning, and project monitoring/evaluation 

Secondary services d.-ring the past decade have been provided largely by 
the GOE and USAII) contractors USAHI is phasing out its programs of 
direct support to the local arena Supp.rt services provided by the GOE 
(including governorate level) are both expensive and slow. 

GOE organizational charts tend to be excessively opt.mistic in their 
portrayal of the support services available to local governments. A 
number of support organization'. listed lack bxth the technical staff and 
the funds to effect:ve!%, meet the needs of the local governments. 

Many smaller local government units appear to be unaware of the range 
of secondary sup; )rt services available to them in the areas of instruction, 
technical assistance, and planning 

Implementation Strategies/Recommendations 

I. Commission a thorough survey of the s-ipp)rt services available to 
local goverr.ments This survey should contairn a rigorous evaluative 
component and the ensu:ng report should evaluate available 
secondary services in the iollow;ng sectors 

" Government oi '.,p: and i~s loca, urits 

" Specialized pubi-c adlmin.stration, planning, and instructional 
institutions 

* Universities and technical schools 
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Private secor firms 

2. 	 Systematically interview local officials at all levels to ascertain both 
their needs for support services an i the adequacy of existing agencies in 
meeting these needs. 

3. 	 Interview the stafts of USAID contractors to ascertain both the needs of 
the local governments fo: support services and the adequacy of these 
services le Local Administration Development (LAD) program is 
wincing .own, and such information will be lost if the appropriate 
staffs (Egyptian and expatriate) are r.ot interviewed shortly. 

RECOMMENDATION 8.2 

Improve the access of local governments to secondary support 
services. 

Discussion 

Many local governments, particularly village units, are unaware of the 
secondary services "tvailable to them They also lack basic skills in 
tendering contracts, evaluating bids, and monitoring contracted services-
Progress has been made an this area, but i: needs to be extended 

Implementation Strategies/Recommendations 

1. 	 Provide all levels of local governmen, with comprehensive 
infoar.ation on the variety of suppor, services available to them. 

2 	 Continue to assist local govermren- :n tendering contracts for support 
services 

3. 	 Assist local governments in chsterig their secordary support needs to 
the greatest extent possible. L.arger contracts will enable local 
governments to attract a wider range of private sector bidders. 

4 	 Stimulate private sec.or frms -ooffer !oca.government package 
services in the areas of tra:ning, plarnir.g, and technical assistance. 
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RECOMMENDATION 8.3 

Wor with specialized publ.c admlnlstraUon centers such as M 
Sadat Inutltute and the NaUonal Institute of Planning to enhance 
the quality of lechnlcal and training services offered to the local 
governments. 

Discussion 

Egypt possesses a large number of institutions designed to improve the 
quality of public service provided by the Egyptian bureaucracy and its local 
units. The effectiveness of these institutions varies considerably. 

Local governments are often required to use GOE agencies in meeting 
their needs for technical assistance and training. This is particularly true 
of Bab IIImonies. Anything that can be done to improve the quality of 
,hese institutions will have a direc: :mpact on the quality of local 
administration. Particular emphais should be placed on strengthening 
the Sakkara Center 

Implementation Strategies/Recommendations 

I. 	 Work to improve the quality of the best public sector institutions. This 
can be done through a variety of mechanisms including specialized 
training programs, research grants, and the exchange of personnel with 
U.S. institutiors 

2. 	Encourige cooperation between public sector and private sector service 
organizations Public sector service orga;nizations might be encouraged 
to conrac, a large ;xrtion of their current activities to the private 
sector. 

3. 	 Upgrade the Sakkara Center 

RECOMMENDATION 8.4 

Strengthen links between local governments and local universities. 

Discussion 

Egyptian academics represent the intellectual elite of Egyptian society. As 
such, the) const:tute a largely untapped reservoir of ta nt that could be of 
tremendous benefit to local governments 

Forging a 1w!: between universities and local governments will be a 
difficult task ;or a variety of reasons, the most important of which are 
outlined below. 
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Reason 1: Egyptian universities do not currently possess a strong 
tradition of public service. 

Reason 2: The research of Egyptian professors tends to be excessively 
theoretical. Theory is often valued for its own sake rather 
than as a mechanism for solving the many practical 
problems facing Egyptian society. 

Reason 3: Programs in the area of local government and public policy 
are underdeveloped. This is particularly true of the regional 
universities. 

Reason 4: Many faculty members at local universities do not reside in 
the local area. Rather, they live in Cairo or Alexandria and 
commute to the local area two or three times a week. This 
is less of a problem at the remote universities. 

Reason 5: Cooperation between universities and local governments is 
obstructed by a variety of bureaucratic complexities. 

Despite these problems, it should be possible to forge a strong link between 
universities and local governments. Many faculty members are genuinely 
interested in the improvement of Egyptian society. Egyptian academics are 
also severely underpaid. Many highly qualified faculty members would be 
more than willing to work with local governments if remuneration were 
adequate. 

Implementation Strategies/Recommendations 

1. 	A study should be made of the points at which Egyptian academics 
could best serve the needs of local governments. Both academics and 
local officials should participate in this process. 

2. 	 The format for involving Egyptian academics in the local government 
process should be tailored to the task required. Several formats suggest 
themselves: 

" A large number of research grants on local government topics could 
be made available to Egyptian academics on a competitive basis. 
The grants should be sufficiently generous to attract quality 
applicants. Some assistance might have to be provided in grant 
writing. The Ford Foundation (Cairo) has had considerable 
experience in stimulating grant participation among Arab scholars. 

" Instructors of engineering could be awarded contracts to conduct 
periodic inspections of technical facilities. Such inspections should 
be combined with oii-the-job training programs for local personnel. 
These contracts would be most appealing if offered as private 
ventures. 

" Local universities could be encouraged to conduct periodic on-site 
short courses for local personnel. Successful participation in the 
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short courses should carry tangible benefits such as an increase in 
salary. 

3. 	 Recipients of local government grants should be required to present 
the results of their research at special conferences and seminars 
designed to provide practical solutions to local problems. They should 
also be expected to publish the results of their research. A special series 
of publications could be established for this purpose. 

4. 	 Contact between universities and local units must be institutionalized. 
It must be something that local units can adjust to and embrace as a 
resource. 

5. 	 Gran's should be made to regional universities for the purpose of 
initiating or strengthening multi-disciplinary local government 
centers. The development of such centers could play a crucial role in 
replacing the technical assistance and training currently being provided 
by USAID and its contractors. 

6. 	 Academic departments in the areas of engineering and social services 
should be encouraged to establish local government internships for 
their best students. As things currently stand, Egyptian students 
receive little practical experience in either laboratories or in the real 
world. Both the local governments and the students would benefit 
from this arrangement. 

7. 	 Local government institutes in regional universities should be 
encouraged to establish links with local government and university 
extension centers in the United States and Europe. Such links would 
increase the prestige of local government centers in Egypt. 

8. 	 Faculty members should be encouraged to establish private sector 
companies as appropriate. This would provide a mechanism for 
providing them with reasonable compensation for their efforts. 
Faculty working with local governments via private sector firms 
would have an added incentive to involve their students in the affairs 
of local government. 

RECOMMENDATION 8.5 

Encourage cooperative programs between technical (vocational) 
schools and local governments. 

Discussion 

Many of the skills urgently required by local governments are at the 
skilled and semi-skilled level. This is particularly true of the skills 
required for the routine maintenance of water, wastewater, road, and 
building projects. Local technical schools teach these skills, but have little 
opportunity to provide their students with practical experience. 
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Graduates of technical or vocational schools are more likely to remain in 
rural areas than are university graduates. 

Implementation Strategies/Recommendations 

1. 	Advanced students in technical schools should be encouraged to spend 
an internship working on practical problems in rural areas. Small 
grants to assist students participating in the internship program would 
facilitate this process. Such an internship program would have two 
added advantages. First, it would serve as a basis for recruiting skilled 
individuals into local governments. Second, it would enhance the 
overall quality of technical training in the local work force. 

2. 	 Encourage the spread of technical schools in the provinces. 

3. 	 Encourage existing technical schools to concentrate in subjects of 
particular concern to the local region. 

4. 	 Provide graduates of these programs with elegant diplomas. Do 
whatever else can be done to make semi-skilled occupations seem 
prestigious. This area requires extensive research. 

5. 	 Provide cash awards to interns who discover innovative ways to 
improve the quality of maintenance in their area of expertise. 
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Increase Public Awareness of
 
Local Government
 

RECOMMENDATION 9.1 

Stimulate public awareness of local government and Its role Inthe 
delivery of vital services. 

Discussion 

Egyptians appear to know very little about the local governments upon 
which they depend for the delivery of vital services. They also seem 
profoundly disinterested in the topic Sustained improvement in the vital 
servicesprovided by local governments is unlikely to improve without 
increased popular involvement in the local government process 

Increased popular awareness of local aL irs is also central to the process of 
decentralizatio. Little is to be g,.inea by decentralizing authority1 to 
units that lack the institutional capacity !o use that authority 
effectively and in which the public possess so little interest. 

The same logic applies to the question of democracy. Ihow can people be 
expected to get involved in local government if they do not understand 
what it does or how it works? 

Information on local government :s not readily available to the general 
pUlation A persona: survey of Cairo's major Arabic language

~kstores failed to produce a'singe xbok or pamphlet on the topic of local 
government Even books descrob:ng the structure of the national political 
system were d~fficu.t to find 

Coursework concerning Fgyptian local politics is extremely limited in 
secondary schools and universities The American University in Cairo 
(AUC) has a courtc in its catalog, but it has not I.xe taught for years. 

Implementation Strategles'Recommendations 

1. 	Make a concerted effort to deve'op and d:stribule informatnonal 
materials on local government topics The materials should target at 
least three dist:nct audiences the ge:nera! population, secondary school 
students, and university students. 
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The materials for the general population should be attractive and 
simple. Graphics and illustrations should take precedence over lengthy 
written materials. The same is true of sccondary school materials. 

Secondary school materials should be suitable for brief curriculum 
units ranging from a few hours to a few days. Students should be 
encouraged to visit local offices and to interview local officials. They 
should also be encouraged to take the materials home. 

University-level materials should be of limited size and suitable for 
inclusion in general classes on politics, public administration, and 
business administration. 

2. 	 Ensure that the content of the materials stresses three themes: the 
relevance of local government to the individual's health and welfare, 
how local government works, and how it can be influenced. Once 
developed, the materials should be provided free to schools. They 
should also be distributed at popular council meetings and made freely 
available in local government offices. A possible format for 
distribution in government offices might be "help-yourself" counter 
displays such as those used by Planned Parenthood. 

3. 	 Ask President Mubarak to mention improved local government in his 
speeches. It fits well with his emphasis on increased productivity and 
decentralization. 

4. 	 Develop films on local government for use in schools and television 
spots. Egyptian television tends to use a large number of such short 
topics. High quality spots might attract considerable attention. 

5. 	 Provide the media with information about both positive and negative 
aspects of local government. They will use the materials presented as it 
makes their job easier. 

RECOMMENDATION 9.2 

Stimulate "adopt-a-street" and other environmentally oriented 
programs designed to build community Involvement. 

Discussion 

"Adopt-a-street" and related programs have been implemented in Cairo 
on a limited basis. They should be easier to organize in the less chaotic 
environment of the villages. They also cost little and force individuals to 
come to grips with the problems of local government. 

Involving school children in "adopt-a-street" programs would provide the 
following advantages: 

Advantage 1: 	 Build environmental and community awareness among 
the next generation of citizens. 
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Advantage 2: 	 Promote awareness of local problems among the parents of 
the participants. 

Advantage 3: Provide a way of linking community involvement to 
academic curriculum. 

Advantage 4: Be politically safe and easy to organize. 

Implementation Strategies/Recommendations 

1. Provide a small amount of funding to intermediate and secondary 
schools that implement "adopt-a-street" or related environmental 
programs. 

2. 	 Tie funding for the "adopt-a-street" programs to the introduction of 
brief curriculum units on local government and ways to influence it. 

3. 	Provide additional cash awards to the schools that do the best job. 
Competition is a powerful force. 

4. 	 Provide prestige awards to the students who are most effective in 
getting their parents involved. 

RECOMMENDATION 9.3 

Promote the use of public hearings Inthe planning and 
Implementation of GOE projects assisted by USAID. 

Discussion 

Public awareness of local governments is dampened by the lack of 
opportunities for popular participation in the decision-making process. 
Limited experience exists with the use of public hearings in the planning 
and execution of LD II projects. This experience suggests that people will 
participate in public hearings. 

Implementation Strategies/Recommendations 

1. 	Study the use of public hearings at the local level. Such hearings could 
be a powerful tool in promoting awareness of local governments. They 
also could have negative impacts if inadequately controlled. 

2. 	 Extend experiments with public hearings in non-sensitive areas. 

3. 	 Use questionnaire surveys to examine popular attitudes toward 
proposed GOE projects. Such projects will provide useful information 
to the GOE staff and will build public awareness of local government 
activities. 
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Chapter 10 

Place Greater Reliance on the Private
 
Sector and Semi-Autonomous
 

Agencies
 

RECOMMENDATION 10.1 

Encourage the private sector to play a more vlgorous role In the 
provision eid manienance of local services. 

Discussion 

Local governments in Egypt lack both the resources and the authority to 
effectively execute their assigned responsibilities. Greater reliance on the 
private sector should alleviate this problem by allowing local officials to 
concentrate their efforts on a limited range of functions. 

Greater reliance on the privae sActor should also improve the quality of 
services provided to the loca, community. Simply stated, the private 
sector can attract and retain more ;uaified technicians than the public 
sector. They pay better 

Implementation Strategles'Recommendatlons 

I. 	 Extend the percentage of GOE allocalions tied to private sector 
contracting. LD 1Iprograms have made considerable progress in this 
area. 

2. 	Facilitate the ability of the private sector to participate in provision and 
maintenance of loxal services This is a complex process that will 
include: 

" ldentify:ng suitable private sector contractors 

" Making pro;ects sufficient:% large to attract competitive bids 

" 	Providing grants to sma*l firms !acking adequate equipment and 
staff 

" [eveloping local vocationa: training programs 

" Simplifying tender and related administrative procedures 

3. 	Create new private sector firms as discussed in Chapter 2. 
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RECOMMENDATION 10.2
 

The private sector should not be viewed as a "qulck-fix" for the 
problems of local government In Egypt. There are no quick fixes for 
the problems of local government In Egypt. 

Discussion 

The ability of the private sector to alleviate the problems of local 
administration is mitigited by several factors. 

Factor 1: 	 Many local government projects simply are not of interest 
to the private sector. 

Factor 2: 	 The private sector suffers from many of the problems that 
beset the public sector such as a shortage of skilled labor, 
excess:ve regulaion, and an irregular supply of spare parts 

Factor 3: 	 The Egyptian priva:e secor is severely under-capitalized 
Few private sec.or fi: ms .possess the finar.c.al resources to 
tackle si.za,:,, pro;ects Those tieat do often find themselves 
overextended and unable to delivt-. -ontracted services on 
time The rumber of b.ankruptcies in th past year has sky
rocke~ed 

Factor 4: 	 Without careful pann.ng, extensive reliance upon the 
private stc.tor might wel, create as many problems as it 
solves Your .ac.ors are of particular importance: 

SPr-ivate sector firms tend to hire the most qualified local 
labor, the workhorse groups described earlier, thereby 
depriving local governments of their most effective 
workers 

* 	 Private sector firms emp.oy fewer worke-s than public 
sector agencies In a country suffering from endemic 
unemployment and underemployment, local 
governments have little choxce but to retu in redundant 
employees, ruard:ess o"the uinancial and s'affing 
burden ;hez ent 'herin 

anv:::n.lo~l:il pr; vate sector 
firms cra:tv :::-:.) - v situa.ions, w%-hich result in 

" 	 The of quialhfied 
ly l) 

delays,,:aw :~a,'e.Iormance Indeed,t and inflated :osts. 
one o: the rna;r reasons c:ted for delays in the 
completion of L.l)ll-assised pro;ects has been contractor 
negligence and .nd:fference 

* 	 Local govern::ents lack the capacity to effectively 
monitor a wide range of private sector activities. 
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Implementation Strategies/Recommendations 

1. 	Work with the local authorities to ascertain those functions that the 
local private sector is best positioned to accomplish effectively. This 
will vary from region to region. 

2. 	 Build upon success. Extend private sector projects that have proven 
effective. 

3. 	 Punish poor performance. Cancel unfulfilled contracts and seek 
alternative suppliers. This may be difficult in the short run. 
(Recommendations for ir..proving contractor support services are 
addressed in Chapter 7.) 

4. 	 Concentrate private sector activity in areas in which competition exists. 
This will also vary from region to region. 

5. 	 Provide local governments with enhanced information concerning 
contractors and contracting procedures. (This topic was also elaborated 
in Chapter 8.) 

6. 	 Upgrade the capacity of local governments to monitor private sector 
performance. 

RECOMMENDATION 10.3 

Maximize cooperation between local bureaucracies and the private 
sector. 

Discussion 

Relations between public and private sectors are complex. On one hand, 
private sector growth is stymied by excessive regulation and bureaucratic 
harassment. On the other hand, local governments are a major stimulus 
of private sector growth. Both parties have everything to gain from 
greater cooperation. 

Implementation Strategies/Recommendations 

1. 	Explore joint ventures between village councils and local technicians. 
Local technicians need capital to form private sector companies. Local 
governments require both services and competitive contractors to 
perform those services. 

2. 	 Experiment with semi-private cooperatives. Such a mechanism could 
be particularly effective in providing needed services to the rural areas. 
Egyptians have had considerable experience in this area. 

3. 	 Make coordination of the public and private sectors an integral part of 
the planning process. Current assumptions about what the private 
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sector can and cannot do are unrealistic. In some instances the private 
sector is under utilized, while in others the p:ivate sector lacks the 
ability to play the role assigned to it. 

RECOMMENDATION 10.4 

Encourage the use of seml-autonomous agencies to provide
services Inareas of little in Interest to the private sector. 

Discussion 

Semi-autonomous organizations offer an effective mechanism for 
alleviating many of the problems besetting local governments. Over
staffing can be reduced, authority patterns clarified, and accounting 
procedures simplified. 

Egypt possesses experience with a wide variety of semi-autonomous 
organizations. The experience of the independent water companies in 
Beheira, Kafr El Sheikh, and Damietta are particularly relevant to the rural 
communities. 

Semi-independent organizations, however, are basically part of local 
government. They do not possess the flexibility of private-sector firms. 
Two points are of pa,:ticular importance in this regard. First, the directors 
and governing boards of semi-autonomous agencies are appointed by the 
governor. As such, they are an integral part of the political process. 
Secondly, the flexibility of semi-autonomous agencies in regard to hiring
practices and incentives is constrained by public law. This is also the case 
in regard to fiscal regulations. 

Thus semi-autonomous organizations should be viewed as mechanisms 
for marginally increasing the productivity and accountability of local 
governments in selected areas. They are not a panacea for Egyptian 
society. 

Implementation Strategies/Recommendations 

I. 	 Extend the use of semi-autonomous organizations to areas in which 
the private sector enjoys an effective monopoly. 

2. 	 Evaluate the experience of existing semi-autonomous organizations, 
something that has not yet been done. Use that experience to design 
new pilots. 

3. 	 Make approval for semi-autonor.ious organizations contingent upon 
adequate staffing and funding procedures. 
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Chapter 11 

Stress the Internal Transfer of 
Technology 

.Recommendation 11.1 

Capitalize on the positive side of Egyptian development. Some 
units of local government work far better than others. Find out 
why. 

Discussion 

It is easier to build upon technologies that have been successfully 
employed by Egyptian agencies than it is to import technologies from 
abroad. This objective cannot be achieved without a clear basis for 
distinguishing between successful and unsuccessful projects. 

Evaluations of successful performance are contingent upon a clear 
statement of the goals to be achieved. LD II contained a variety of goals. 
These goals are listed below. 

Goal 1: To improve the institutional capacity of local governments. 

Goal 2: To improve the delivery of vital services. 

Goal 3: To promote democratization. 

Goal 4: To promote decentralization. 

Goal 5: To promote privatization. 

Implementation Strategies/Recommendations 

1.Develop a research design for comparing the relative performance of 
local government units in regard , each of the five LD II goals 
outlined above. Development, 1he research design should include 
the following steps. 

Step 1: 	 Develop clear indicatorsof successfor each of the five goals 
indicated above. 

This will be a difficult task in regard to institutional capacity
and democratization. Both concepts are complex and 
difficult to pin down. In terms of institutionalization, 
particular emphasis should be placed upon planning, 
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implementation, evaluation, maintenance, and the 
mobilization of local resources. 

Keep indicators simple and tangible. Subjective 
evaluations will simply fall apart. 

Step 2: 	 Evaluate each goal independently. 

Treating the five goals collectively will merely !ead to 
confusion. 	 Links between the five goals can be examined 
statistically 	at a later point. 

Step 3: 	 Consider the following when evaluating each goal.
(These considerations have figured prominently in 
interviews 	as an important variable in the differential 
performance of local government units.) 

" Leadership, including the skills, aspirations, leadership 

styles, and political connections of the unit head 

" Technical skills and professionalism of the unit staff 
* Level of decision-making discretion available to the local 

unit 
* Level of financial and technical resources provided to the 

unit by either the GOE or foreign donors 

" Economic resources of the local community and the 
distribution of these resources 

* Availability of technical support services either from the 
private sector or the GOE 

" Proximity to Cairo or a regional capital 

" Attitude of the relevant popular council 

" Level of political awareness of among the local residents 
including their demand for services 

Step 4: 	 Apply the evaluation procedures to a random sample of 
local governments at all levels using sampling procedures 
developed by Chemonics M&E Section in reference to the 
overall evaluation of LD II-P programs. 

2. Discuss strategies for implementing the results of this research with 
both the GOE and the USAID community. Informal seminars would 
provide an excellent vehicle for such discussions. 
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RECOMMENDATION 11.2 

Facilitate the exchange of Information and experience within the 
USAID community. 

Discussion 

Little effort is made within the USAID community either to share 
information or to bring the experience of diverse agencies to bear on
 
common problems. The exchange of information between contractors is
 
infrequent and depends largely upon informal friendships. Information
 
and experience remain fragmented, efforts are duplicated, mistakes are
 
repeated.
 

Implementation Strategies/Recommendations 

1. 	Organize regular seminars between the USAID program officers and 
the relevant contracting personnel. Quarterly meetings would seem 
reasonable. The seminars should be informal and focus on four central 
themes: 

Theme 1: What is being done? 

Theme 2: What kind of information is lacking? 

Theme 3: What similar kinds of problems are being experienced? 

Theme 4: What works well and why? 

The seminars should be organized both by sector and by region. 

2. 	 Commission periodic studies concerning what works and why. This 
information tends to be project specific and gets lost with the departure
of contracting personnel. Such studies would be of assistance to both 
contractors and the local governments. 

RECOMMENDATION 11.3 

Attempt to transfer private sector experience to the public sector. 

Discussion 

Manifest evidence suggests that the productivity of private sector firms is 
igher than that of their public sector counterparts. Preliminary research 

in this area suggests that some, but not all, private sector practices may be 
transferable to local governments. 
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Implementation Strategies/Recommendations 

1. 	Make a detailed study of the factors that have inhibited the ability of 
the public sector to play an effective role in the delivery of services at 
the local level. 

2. 	 Examine the extent to which the private sector has been able to 
overcome these difficulties. 

3. 	 Find one or two local units willing to experiment with the application 
of private sector management techniques to local administration. The 
Tenth of Ramadan City may be interested in such an arrangement. 

RECOMMENDATION 11.4 

Improve mechanisms for the Informal exchange of Inforn=ilJon and 
Ideas between the USAID community and all major segments of 
Egyptian society. This would certainly Include government
officials, the private sector, and the Intellectual community. 

Discussion 

The Egyptian community and the USAID community possess different 
types of expertise. The USAID community possesses a wealth of technical 
experience, but often finds it difficult to expend that expertise within the 
context of Egyptian society. The Egyptian community, by contrast, 
understands the needs of Egyptian society, but often lacks the requisite 
technology to meet those needs. A symbiotic relationship thus exists 
between the two communities: each can benefit from the other. 

Egyptian expertise is vital to the success of USAID projects in at least two 
key areas. 

Area 1: 	 Egyptians have a far greater understanding of the depth and 
complexity of their problems than do USAID contractors. 
Egyptian experts can anticipate probable problems and 
suggest ways to avoid them. They also know how to get 
things done informally. 

Area 2: 	 Egyptians possess considerable technological expertise in 
solving local problems. They know what technologies have 
the best chance of being successful in Egypt and they know 
how those technologies might best be extended. 

Current levels of interaction between USAID and Egyptian communities 
do not promote the effective exchange of information. The termination of 
LD IHmakes improved communication of vital interest to both parties. 
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Implementation Strategies/Recommendations 

1. 	Take time to consult with members of the Egyptian community. Listen 
to what they have to say. 

2. 	 Promote opportunities for the informal exchange of ideas between 
USAID and Egyptian communities. Periodic seminars might be an 
effective step in this direction. 
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