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LDII - URBAN PROJECT TRACKING SYSTEM

B -1D

The automated Project Tracking System (PTS) was originally developed during the
Neighborhood Urban Services project to monitor the infrastructure projects for whick
USAID block grant funds were disbursed. During LDII the system was enhanced with

an Arabic user interface and was deployed in the governorates as the first application in
the new MIS centers. Governorate staff were trained to enter data and maintain the sys-
tem, and a set of reporting procedures was coordinated between the planning and follow-
up departments of the governorate, the MIS centers, and the TA contractor. The
complexity of the system and the reporting detail have grown continuously througliout
NUS and LDII. Ongoing technical assistaiice from the MIS ana BSDS project teams is
required to maintain the quality of che izformation system.

PROJECT TRACKING AND REPORTING

The project tracking system is in fact a combination of manual paper and automated sys-
tems all working together to provide LDII Urban with information vital to the manage-
ment of the project as a wiiole and each sub-project. It combines requirements of the
investment planning process, ongoing technical assistance, and progress reporting to
USAID and governorate management. Tracing the process through its annual cycle is
the best way to understand the relatiorsiips between the systems which comprise it:

1) The project tracking process begins when the finzl LDII Urban investment
plan is approved. Final investment plan data for each governorate is entered in
the Project Tracking computer System (PTS). This occurs at both in the MIS
centers and in the parallel English system maintained by the project office.

2) Form 3 worksheets are completed by District Planning and Follow-up field
staff for each sub-project on a monthly basis. These sheets contain engineering
and financial data related to the project and are the primary monitoring tool.

3) Completed Form 3’s are forwarded to the governorate planning and follow-
up department for review, after which they are then sent to MIS {or entry into
the Project Tracking computer System.

4) From th= updated computer data, forms 13 (financial data) and 14 (en-
gineering data) are generated for each project. These reports are verified and
corrected by the planning and fo. w-up department to insure the accuracy of
the database.

5) Aset of final form 13’s and 14’s is sent to the LDII Urban project office for
entry into a parallel english system maintained by the contractor. Management
reports generated by this par. llel system dre used for technical assistance by
the BSDS team.



6) On a quarterly basis, each MIS center generates management reports in-
cluding Table 1, Table of Transfers, and graphical reports. These are reviewed
and approved by the planning and follow-up director and the general secretary
of the governorate,

7) Copies of the management reports are forwarded by each gevernorate to
the Cairo planning and follow-up department and the LDII Urban project of-
fice. The Cairo planning and follow-up department t' .1 forwards a complete
set of reports for all six governorates to USAID/T.

8) The LDII Urban TA staff compare the management reports received from
the governorate with similar reports generated by their parallel English sys-
tem, After verifying the accuracy of the governorate system, a set of con-
solidated reports is generated in English for transmittal to USAID/LAD and
inclusion in the contracto~’s Quarterly Progress Report.

INSTITUTIONALIZATION

The institutional objectives of LDII require that the contractors offload ongoing respon-
sibility for sub-project monitoring to their GOE counterparts. The Urban program
began this process two years ago when a fully bilingual Project Tracking computer Sys-
tem was first installed in each governorate. With the help of field TA from BSDS, the
governorates began in earnest to monitor and report their own sub-project status. Since
then the effort 1o institutionalize has continued. Formal lines of reporting have been
shifted from the LDII Urban project office to the GOE. Cairo governorate is now used
as a clearing house tor the urban governorates through which reports are transmitted
directly to USAID withiout contractor intervention. This has been facilitated by special
enhancements to the automated Tracking System which permit reporting in English
from the native arabic system installed in the GOE.

The project office continues to maintain a parallel computer Tracking System in the
project office for several reasons. First, it provides a mechanism for verifying the ac-
curacy of the governorate data gathering efforts. Second, it provides instant ad-hoc
reporting capabilities in the project office 1o support TA efforts with accurate informa-
tion. Third, it allows consolidation of data for the six governorate for periodic reporting
purposes, transmittal to USAID, and for comparative analysis. The parallel tracking sys-
tem could be dismantled and progress reporting would continue to USAID directly from
the governorates with good accuracy. The institutionalization of project monitoring in
the GOE is probably assisted by the parallel system which puts pressure on the GOE to
maintain their own systems carefully.

Ongoing efforts are planned for the remainder of LDII to further the institutionalization
of project reporting in the GOE. A key element of this is the migration of the project
tracking computes system to the planning and follow-up departments in each gover-
norate. By so doing the liaising activity between the MIS center and the Planning and fol-
low-up departments will be reduced to simple problem solving and cccasional training.
The Planning department will maintain the Tracking System data itself, and will receive
immediate benefits from the ad-hoc query capabilities of the system much as the project
orfice does now. In addition, the timeliness of data entry and rcporting will be improved.



Additionally, placing the automated system in the planning department will provide a
computer platform for the implementation of other related systems.

INTEGRATION OF PTS WITH OTHER SYSTEMS

The Project Tracking process is integrally related to the processes of investment plan-
ning and sub-project rating. Both of these additional processes have been successfully
automated in pilot governorates with arabic software. Both processes are performed
manually by the planning departments and should be integrated with the functioning of
the Tracking System which shares much of the same data. In addition, the tracking sys-
tem should be expanded to include projects wich funding sources other than USAID
block grants. These systems working together in the planning and follow-up departments
will bring real project management to the GOE in a desireable and sustainable manner.
We hope to accomplish this in the remainder of LDIL

INTEGRATION OF URBAN AND PROVINCIAL SUB-PROJECT TRACKING -
Lpix

The Urban and Provincial LDII projects have very similar functional mandates, yet have
evolved very different information systems to support them. Major reasons for this re-
late to the gecgraphic areas in which the sub-projects are dispersed, the types of report-
ing required by USAID, and different sub-project classification methods used
respectively by Urban and Provincial. All of these requirements have evolved over time
and the systems which fulfill them have undergone similar evolution, each in a unique
direction. Even the software used to accomplish the automation is different. For these
reasons, it is impractical to expect one or the other system to adequately monitor the
othe ’s sut-projects without major revision. It is much more} :ctical to evaluate the
capabilities of both systems, settle on a unified set of requirements, and initiate a con-
cise system development effort to automate them.
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ALEXANDRIA GOV.
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EXHIBIT &
LD Il URBAN INVESTMENT PLAN
EXPENDITURE RATES - FY 89
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EXHIBIT 6
LD Il URBAN INVESTMENT PLAN
CONSTRUCTION IMPLEMENTATION - FY 89
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EXHIBIT 9
LD Il URBAN INVESTMENT PLAN
EXPENDITURE RATES - TOTAL PROJECT
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EXHIBIT 10
LD Il URBAN INVESTMENT PLAN
CONSTRUCTION IMPLEMENT. - TOTAL PROJECT
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