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USAID/Cairo requested the Environmental 
Health Project to assess the current 
institutional arrangements for water and 
wastewater utilities in the governorates of 
Fayoum, Beni Suef, and Menya and to 
recommend the most appropriate institutional 
options. EHP carried out this activity from 
April to September 1995. The assessment and 
analysis of potential options is found in a 
companion repon (Fzndr'?zgs and Institutional 
Optionsfor Future Management of Water Supply 
and Wastewater in the Govmorates oflayourn, 
Beni Sue$ and Menya, EHP Activity Report 
No. 10). This "options report" describes the 
actions needed to implement the recommended 
options. The third report (Summary Report: 
Institutional Development for Water and 
Wastewater Utilities in the Governorates of 
Fayoum, Beni Suef; and Menya, EHP Activity 
Report No. 12) summarizes the activity and 
highlights key issues. 

This action plan provides a road map for 
both the long- and the short-term 
transformation of the current water and 
wastewater services in each of the three 
provincial cities into unified, modem water 
and wastewater utilities. These actions were 
reviewed with the governorates of Fayourn, 
Beni St~ef, and Menya with a particular focus 
on the short-term bridging time period. The 
review process was well received, positive, and 
forward-looking. These efforts contribute to 
the final stages of the Provhcial Cities 
Development (PCD) Project and are designed 
to indicate future actions to operate and 
maintain infrastructure and sustain efforts 
begun under that project. 

A presidential decree for the formation of 
economic authorities for water and wastewater 
to serve the full governorates of Fayoum, Beni 
Suef, Menya, Aswan, Dakahlia, Gharbia, and 
Sharkia was signed and issued on September 4, 
1995. When this development was announced 
to the team by the governor of Beni Suef, the 
governorate staff observed that USAID 
leserved a great deal of credit because the 
assessment for institutional options created 
high-level interest and stimulated a desire to 
prepare the governorates for the future. 

Purpose and Gods 

The aaivities described in this action plan aim 
to create fully functional water and wastewater 
utilities in the selected governorates to meet 
the health needs of the Egyptian people for 
safe, affordable drinking water and proper 
sanitary waste disposal. An important outcome 
for both Egypt =d USAID is to protect the 
considerable investment in physical w ~ r k s  
incurred in the PCD Project over the past 
thirteen years. 

Specific targets and objectives, outlined in 
the action plan, are designed to ackeve the 
following outcomes: 

Sustainability 
Financial and commercial viability 
Managerial delegation 
Operational autonomy 
Modem utility structure and organization 
Corporate p ~ ~ g  
Consumer relations and public 
information 



Activity Areas for Transformation 

While recognizing that any transformation 
strategy requires the simultaneous engagement 
of a]. parts of the organizational system, targets 
and activities can be identified in specific 
organizational subsystems. The work plan 
spcifies actions in the areas listed below. 

Restructuring for organizational 
autonomy. This includes all activities 
leading up to the formation of a new water 
and wastewater utility. Once the utility has 
an initial organizational charter and legal 

. . .  
status, restructuring actlvltles may include 
creating an organizational structure, 
preparing job descriptions, and setting up a 
personnel system. 

Coyrate planning. This activity area is 
designed to establish an ongoing capacity 
for short- m d  long-range strategic planning 
and to set up a spearhead unit working for 
the executive director and the board of 
directors to accompIish organizational 
change. 

Administrative and personnel systems. 
Modem utility management uses 
performance measures to organize staff 
responsibilities. Performance managemenr: 
means that all major work activities will 
need to be studied and performance 
indicators designed. All job positions will 
require classification, and a manpower 
study and plan will need to be developed. 
P e r s o ~ e l  policies an.2 procedures will need 
to be established to provide the incentives 
and the personnel management structure 
for flexible and responsive management. 

Financial systems. For each water and 
wastewater utility to develop the capacity 

to operate as a business rather than a social 
service will require a transition to modern 
accounting and financial management. 
Primary goals for systems development 
include automated billings, easily 
maintained files and records, and access to 
the financial data needed to assist 
management with decision making. 

Commercial and consumer systems. New 
commercial systems will need to be set up 
so that customers receive bills and make 
payments on a timely basis, for cash flow 
purposes. Because the new utilities will be 
operating as commercial enterprises, cost- 
effectiveness measures will need to be 
designed into their systems. The utilities 
will need to develop new ways of 
interacting with and educating consumers, 
based on a w o m e r  service approach. 

Operations and maintenance. The 
activities in this category will result ir, a 
long-term program to ensure that all 
equipment is operating efficiently, with 
preventive maintenance systems in place. 
Objectives include efficient operations for 
production and treatment plants (process 
control) and maintenance of quality 
standards. O&M activities also include 
attention to the distribution network and 
the development of kak detection and 
water loss prevention programs. 

Staff development and training. This 
activity area is designed to ensure that 
workers have the necessary skills. It 
includes developing a training capacity (and 
the ability to access training resources). 
Initially, a core group of committed senior 
managers with solid managerial experience 
and the understan* and skills for 
modern utility management will need to be 



created and supported. A senior 
management development program is 
anticipated for the first several years of the 
transformation process. 

Specific objectives and suggested actions in 
each of the above areas are detailed in Chapters 
2 and 3. 

Priority Actions 

The team believes that all of the actions 
identified and reviewed by the governorate 
staff are essential to achieving progress for the 
water and wastewater sectors. It is especially 
important that completed water treatment 
plants operate with local staff resources and 
that the gains that have been made are 
sustaihed. During the next year, it is 
recommended that priority be given to two 
areas, as explained below. 

The first area is the demonstration of a 
positive commitment by the newly emerging 
organizations to cost savings and financial 
management. Action items include: 

~ Decreasing the amount of unaccounted-for 

I water 
Increasing collections 
Setting up a financial management system 

The second major area is the preparaticn of 
staff to work as managers in a commercial 
organization rather than a social services 
organization. The recommended action is to 
provide a beginning management 
development program so staff understand the 
essentials of commercial utility management 
and begin to develop a vision of, and some 
essential skills to manage, a commercial water 
and wastewater enterprise. 

Conclusions 

Reviews by each governorate of the 
recommended short-term actions to create a 
unified local water and wastewater utility were 
positive and forward-looking. This was 
particularly true of the working-level staff in 
each governorate. Bridging action priorities 
have been defined, and, it is hoped, will be 
supported within the context of the last year of 
the Provincial Cities Development Project. 
The fact that the Government of Egypt issued 
a presidential decree forming the structure for 
new general economic authorities in the 
provincial cities is a very important and 
hopeful sign. 

The third report in this series describes 
proposed monitoring activities and indicators 
over the life of the institutional strengthening 
process, as well as important follow-up for the 
next year. 

vii 



1.1 Background utility management. The institutional option 
recommended, and for which these activities 

The USAD Cairo Mission requested the are designed, is the general econ 

Environmental Health Project (EHP) to A detailed description of the org 

conduct an assessment and recommend actions form of the economic authority is p 

to assist the three governorates of Fayoum, the options report cited above. 

Beni Suef, and Menya in their efforts to 
transform their potable water and wastewater 
organizations into financially viable, 
autonomous, self-sustaining entities. These 
efforts are part of the final stages of the 
Provincial Cities Development (PCD) Project 
and are intended to indicate future actions to affordable water and s 
operate and maintain infrastructure and sustain systems to manage the provision o 
efforts begun under that project. EHP 
conducted this activity from April to 
September 1995. 

wastewater utilities in the selecte 
A companion "options report" ("Findings governorates. It is important for 

and institutional Options for Future 
Management of Water Supply and Wastwater in 
the Governorates of Fayoum, Beni Sue$ and 
Menyj," EHP Activity Report No. 10) provides 
an assessment of the systems existing in the 
three governorates and discusses potential 
institutional options for their future requirements for the future 
management, operations, and maintenance. improvement efforts are impleme 

several years: 
While the options report provides detaijed 

discussion on the issues, constraints, and The capacity to make 
recommendations for each governorate, this 
report describes the specific actions required in 
the immediate (one-year) and intermediate 
(five- to seven-year) time frames to achieve the 
transformation required for viable future 
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The capacity to select, remunerate, 
devrl~p, and promote staff, without the 
burden of existing civil service regulations. 

The authority to charge agreed-upon tariffs 
for water and wastewater services and to 
recover at least the operations and 
maintenance costs. 

1.3 Action Plan Goals 

The action plans that follow are designed to 
serve several purposes. First, goals and major 
actions are presented for the complete 
transformation of the current water and 
wastewater services to single utilities over a 
five- to seven-year period. Second, a short-term 
(one-year) set of bridging activities are 
presented that are designed to prepare the way 
for the longer-term program and for possible 
project activities. Each program is presented 
generically and is tailored for each governorate. 
Individual variations and comments on short- 
term actions are presented below in section 3.3. 
Any detailed design for project activities for 
each governorate will require follow-up study 
by US AID. 

The action plan outlines s?ecific targets 
and objectives to achieve the goals that have 
been determined. Overall, the action plan 
targets and objectives are designed to achieve 
the following outcomes: 

SustainabiIity. Utilities should be 
economically self-sufficient and 
institutiondy and financially autonomous, 
with the capacity to operate, maint2in, and 
manage water and wastewater utilities and 
to plan and adapt to changing market and 
population conditions. 

Financial and commercial viability. 
Utilities should be Mly funded from 
retained revenues, with fees and tariffs 
established to meet cost-effective 
operations and maintenance needs. Tariffs 
should be structured within a program to 
offset system depreciations and provide 
financial renewal and replacement, 
consistent with national policies for 
gradual subsidy reduction. 

The utilities should also be capable of 
establishing enforceable regulations that 
allow them to r e h e  service for 
nonpayment. 

Managerial delegation. Utilities should 
fully own and control the facilities. They 
should control the 0 & M budget, assets, 
and debts, md should be able to provide 
administrative services and suppofi. 

Operational autonomy. The utilities 
should have authority to establish bylaws 
and regulations, ~art icularl~ regarding the 
following: 

1. Wages, salaries, and incentives, to 
attract and retain qualified, 
experienced, and skilled workers. 

2. Establishment of a high-level 
management group with an 
undemanding of and commitment to 
modem commercial management. 

3. Procurement, contracting, ar,d 
commercial activities to meet the 
utility's efficiency and financial needs. 

Modern utility structure and 
organization. The utilities should be able 
to establish an efficient organizational 
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structure, with jobs and promotions based 
on performance standards. Utilities must 
be capable of altering organizational 
structures to meet changing service needs 
without delay or interference from higher 
government officials unfamiliar with 
commerciJ utility management. 

Corporate plannmg. Utilities need the 
capacity to conduct andlor manage short- 
and long-range plans to anticipate future 
demands for service and technical planning 
and studies. The corporate planning 
function should assist top nnanagement in 
developing and maintaining key 
management information and special 
improvement programs. 

Consumer relations and public 
information. The utilities must be able to 
interact positively with the local 
community. This includes interaction with 
political and other groups and building an 
efficient system for consumer relations. 
The utilities must provide appropriate 
consumer education and informat: 3n 
regarding the use and conservation of 
water resources and the contamination of 
water sources. 

1.4 Activity Areas for 
Transformation 

While recognizing that any transformation 
strategy requires the simultaneous engagement 
of all parts of the organizational system, targets 
and activities can be identified in specific 
organizational subsystems, such as financial, 
operations and maintenance, and so forth. The 
team has divided the work plans into activity 
areas. All activities require the following 
inputs: 

Technical assistance (advice, skill transfer, 
expert activities to install new systems) 

Interventions by current utility managers 
to improve performance (executive 
decision making, team management, and 
performance management policies) 

Commodities (equipment such as 
computers and rehabilitation inputs) 

Systems development (golicies and 
procedures, aandards, work routines) 

Management and organizational 
rewmmring activities (structural changes, 
decentralization) 

Training (team development and 
Mtutional strengthening, skill 
development, attitudinal change and 
conceptual formation) 

The following activity areas are addressed 
in the action plans: 

Restructuring for organizational 
autonomy. This includes all activities 
leading to the formation of a new water 
and wastewater utility. Once the utility has 
an initial organizational charter and legal 
status, structuring activities may incIude a 
strategy for contimed development, 
addition of reorganized rnarkezl units, and 

'A m a r k  is a politid furisdiaion that 
exists as a subdivision of a governorate. A city, such 
as Beni Suef or Fayoum, is both a markez and a 
city. Each markez has an appointed chief and 
administrative staff. City mayors are appointed by 
the Prime Minister and are also chiefs of the 
marakez. (Note: the plural form of m k e z  is 
marakez.) 



continued organizational improvement. 
During the transition phase, activities are 
designed to define positions, create an 
organizational strumre, and delineate the 
roles and responsibilities of all actors, 
including the board of directors. 

Corporate plaming. This activity area is 
designed to establish an ongoing capacity 
for short- and long-range strategic pluming 
and to set up a spearhead unit working for 
the executive director and the board of 
directors to accomplish organizational 
change. 

Administrative and personnel systems. 
Modcrn utility management uses 
performance measures to organize staff 
responsibilities. Performance management 
means that all major work activities will 
need to be studied and performance 
indicators designed. All job positions will 
require classification, and a manpower 
study and plan will need to be developed. 
Personnel policies and procedures will need 
to be established to provide the incentives 
and the personnel management structure 
for flexible and responsive management. 

Financial systems. For each water and 
wastewater utility to develop the capacity 
to operate as a business rather than a social 
service will require a transition to modem 
accounting and financial management. 
Primary goals for systems development 
include automated billings, easily 
maintained files and records, and access to 
the financial data needed to assist 
management with decision making. 

Commercial and consumer systems. New 
commercial systems will need to be set up 
sc that customers receive bills and make 
payments on a timely basis, for cash flow 
purposes. Because the new utilities will be 
operating as commercial enterprises, cost- 
effectiveness measures will need to be 
designed into their systems. The utilities 
will need to develop new ways of 
interacting with and educating consumers, 
based on a customer service approach. 

Operations and maintenance. The 
activities in this category will result in a 
long-term program to ensure that all 
equipment is operating efficiently, with 
preventive maintenance systems in place. 
Objectives include eiiicient operations for 
production and treatment pIants (process 
control) and maintenance of quality 
standards. O&M activities also include 
attention to the distribution network and 
ohe development of leak detection and 
water loss prevention programs. 

Staff development and training. This 
activity area is designed to ensure that 
workers have the necessary skills. It 
inciades developing a training capacity (and 
the ability to access training resources). 
Initially, a core group of committed senior 
managers with solid managerial experience 
and the understanding and skills for 
modern utility management wilI need to be 
created and supported. A senior 
management development program is 
anticipated for the first several years of the 
tmsfomatian process. 



2 ACTIONS REQUIRED THROUGHOUT 
THE TRANSFORMATION PROGRAM 

2.1 Transformation Design The objectives and actions provided below 
are the framework for overall, long-term 

I The desired result of transformation activities transformation. ~ is to establish high performance water and 
wastewater services in the target cities. In 
addition to the efforts of staff within each local 2.2 Restructuring for 
organization, changes will be required at the 
overall policy level of the sector. The 

Organizational Autonomy 

leadership of the governorates, working with Objective: Completed obctives and activities in 
USAID staff, can help to bring about these this area will result in the development ofposition 
changes at the national level. The actions descriptions that enable the restructuring of the 
recommended, described in the companion current water and wastewater organizations into 
"options paper," include tariff and subsidy single core organizations. This will occur initially 
reform, a shift from central to local control, in  the cities with new watw treatment plants and 
and policy reform for subsides. These changes will eventually include incoporation of all 
will support local initiative and responsibility. districts within the governorate t o f o m  the 

utility. 7%e organiuationalfoundation will be 
The transformation of the utilities into lad during the utility'sfirst year of existence (the 

fully operational modem utilities will require "bridging" yead. nese activities are described in 
several years. Systems development and Chapter 3 below. Ho-, a consldera ble 
organizational change require concomitant number of activities to expand and adjust 
changes in human and organizational behavior. functions will take place after the foundation 
New incentive and reward systems need to be yeau. Cuwently, there are no corporate planning, 
developed that are not limited to commercial, or training functions, nor is there a 
remuneration, but also include job satisfaction, senior management team. To create departments 
which caa be created by establishing not currently in existence will take time. 
managerial and employee behavior standards Activities relating to role cclnn&ztion and job 
that receive recognition and attention (both design will continue ~ o u g h o u t  the life ofthe 
corrective and reinforcing) within the work tran$ownation A recommended strategy is to 
culture. Many of these activities will require begin the organizational improvements in the 
attitudina and behavioral change. A new cities with new water treatmeiztplants, 
generation of management needs to be capitalizing on the momentum created by the 
developed. work ofthe PCD, and t he reah  to extend the 

organizational improvements and structures to 
each m r k e z  within the gouwnorate. 



Actions: 

1. Consolidate the required utility activities 
into an integrated structure, with clear job 
descriptions and roles and responsibilities. 
Design a management structure that allovs 
open and rapid communication so that the 
new utility can perform as a commercial 
operation. 

Conduct a study to establish the 
organizational structure so that 
commercial and operational functions 
are given prorninerce and reward 
within the system. 

Design the required structural 
relationships and a plan to incorporate 
new branches and offices within the 

Submit the revised organizational 
structure from the board of directors to 
the Central Authority for 
Organization and Administration 
(CAOA) for review and approval. 

Issue the approved organizational 
structure plan as a formal directive 
from the chairman of the board. 

2. Prepare written, initial job descriptions and 
responsibilities for all senior positions. 

Conduct the necessary job audits and 
manpower studies. 

Develop job descriptions. 

Submit job descriptions to the board 
for approval. 

Obtain concurrence by the president of 
h e  CAOA and receive official 
approval (unless it is within the scope 
of the new authority to be able to set 
structural and position descriptions 
without higher approval). 

Obtain approval of the Ministry of 
Finance for job funding (unless 
delegated to the new authority). 

3. Prepare personnel files and set up a 
personnel system for new staff. 

Ccllect data on existing staff at facilities 
and in sections of the municipalities, 
marakez, and governorates. Inventory 
occupational grades, ages, 
qualifications, salaries, and education. 

m Design and adopt a plan for the official 
transfer of staff to the new authority. 

2.3 Corporate Planning 

OEjective: The corporate planning department for 
division) will need to be established under the 
executive director. 7% department mil be 
responsible for developing annual operational 
plans and long-range strategic plans and fbr 
managing special programs, such  as the 
management information system a d  selected 
problem-solving initiutives for troubksome 
pe$omrance areas. lbe objective is to ser up this 
department and have it fd ly  operatiom! as soon 
as possible. This unit will serve as the pn'mary 
countmparr t~ the technical assistance team As 
technical assistance is phnsed out, the stafof this 
department will continue to manage ongoing 
institutionai change m-thin each sqsnization. 



~ Actions: 

D 
1. Form a corporate plamkg department. 

Include financial, technical, social- 
consumer, administrative, and information 
expertise. The board should nominate 
specific individuals who will form the 
nucleus of the corporate planning 
department (refer to chapter 3 for activities 
to establish this department). TI. 
depaiiment wdl be responsible for 
management information, budget 
development, annual operational planning, 
and strategic planning. 

2. Design special programs for top 

B management in the following area5: 

~ Five-year financial plan. 

A plan for the transfer of staff from 

D existing departments to the new utility 
(see below). 

A ~ l a n  for the evaluation and transfer 
of assets and liabilities. 

D 
A phased plan for rate increases. 

A plan for unaccounted-for water (see 
below). 

b 
3. Conduct regular planning exercises in the 

following: 

Annual operational plans linked to a 

b budget process. 

Ann& budget submitted to the 
Ministry of Finance. 

b 
A long-range strategic plan with regular 
updates every one or two years. 

4. Design a aanagement iqf~rmation system 

Establish ;a management infonnat~on 
system (MIS) responsible for reguiar 
monitoring and performance 
evaluation, based on a system of 
performance indicators for all major 
recurring activities (water quality, 
billing and collection, consumer 
complaints, cost-effectiveness in energy 
[electric billsJ, etc.). 

I Set up a performance indicator system 
with "anagement by deciding what 
information should be regularly 
monitored, and for what purpose. 
Collect and analyze the performance 
data required and set up recorcting 
mech~sms .  

a Train senior and supervisory staff in 
how to review, understand, and make 
choices on the basis of the performance 
data. One primary indicator of task 
acconiplishment in this area will be tire 
capacity of staff to analyze accurate 
monthly reports. 

5. Diagnose specific performance problems 
under the guidance of management and 
conduct strategic programs to correct 
deficiencies. 

I Conduct a n n d  and ongoing ~roblern 
diagnosis acrivities. 

Provide senior managers with ongoing 
infornation and u-aiaing opportunities 
in utility management. 



2.4 Administrative and Personnel 
Systems 

Objective: Set up ccmptiterized rc~orci-keeping, 
stores and ~u~brpliies, and acquisitions a:~d 
pmc~rement. PZan and develop rim regtdations 
abuigrcscedziresfor board approval. Establish 
bylaw for i n t m l  regulations for personnel, 
procurement and selling, contracting, stores, and 
record-keeping andfiling. Esta Elish other 
regulations as .reeded. k l c p  an institutional 
!iiWary. 

Actions: 

1. Study existing administrative systems 
(listed above as record-keeping, stores and 
supplies, and acquisitions and procuremmtj, 
collect data on regulations implemented in 
similar organizations, and carry out an 
administrative systems development 
program. 

Prepare a draft of proposed regulations 
for board review and adoption. 

8 Issue the new regulations. 

Train staff and begin implementation 
of the new regulations. 

Objectzve: Set up a personnel management and 
reccrd-keeping system. 

Actions: 

1. Develop performance indicators for all 

staff. Develop a performance review 
program and train supervisory staff  in 
procedures for annual performance 
evaluation based on indicators. Usse the 
process to determine promotion, 
exceptional salary increases, bonuses, 

incentives, etc. These actions should be 
donlmented in the form of a personnel 
managemer~r information system and 
should be included in a personnel policies 
manual. 

2. Develop a personnel policies manual that is 
accessible and understandable to dl 
managers. 

3. Develop a manpower plan to establish 
positions requi ' aoC to predict 
manpmver neec, over time. 

Conduct work measurement analysis 
qf tht zuthoriey9s activities within the 
organizational structure. 

Write any new position job 
descriptions arid required performance 
standards. Include analysis of 
performance standards, work load, and 
job specifications. 

2.5 Financial Systems 

Objective: Prcroide the utility organzzcrtzon with 
the capacity to undwstand its current financial 
status. Establish the capacity to produce monrbly3 
qudytmly, and annuci!fimncial status reports. 
Design and i n d l  an upgraded accoun.++zg mew 
to manage a commercially operated utility and 
detennine the unit c o s ~  Finuncially control the 
facilities, O&M Irudget, assets, and debts with a 
ccrnputmied accounting system. Provide the 
systems and capacity requiredfir cost-center 
management fir selected functions and 
geographically based service inrrallations. 



Actions: 

Establish a system for cost accounting, 
starting with the USAID-hded water 
treatment plants as examples for 
impleinea~ing cQn accounting in the 
plants, and provide information for this 
purpose. Evaluate the experience and 
generalize the system to all other facilities. 
The following activities are required: 

Nominate an accountant assigned to 
keep the books and project O&M 
expenses and compare them wirh water 
production costs. 

Collect information, in cooperation 
with the acco~mting department, on 
the amount of all O&M expenses in all 
facilities (material, spare parts, fuel, 
power, wages, allowances, etc.). 

h d y z e  expenses for different facilities 
and services. 

r Add other indirect expenses. 

Determine the cost per unit for each 
service (actual). 

Determine planned improved cost per 
unit for each senrice (standard). 

Present periodic financial reports on 
O&M expenses and water production. 

2. Organize the finance and accaunLng 
deparement . 

Set up a computerized system. 

Develop a f h g  system. 

3. Establish a five-year phased plan for tariff 
restructuring, in cooperation with the 
corporate planning department. 

4. Prepare a plan for transfer of assets and 
liabilities, as follows: 

For each city and village, prepare 
information on the assets on the 
liabilities belonging to water and 
wastewater utilities in agreement with 
the chief of the Iocal unit (treatment 
plants, network, vehicles, buildings, 
stores, furniture, etc.). 

The governor issues a resolution that 
estimates t!le value of the transferred 
assets and liabilities and defines the 
authority's share capital until 
revaluation procedures, authorized by 
Minister of Finance resolutions, are 
undertaken. 

@ The chairanan of the board requests the 
Minister of Finance to form 
committees to evaluate the assets and 
liabilities to be transferred zo the 
organization, 

2.6 Commerciai and Consumer 
Systems 

Objectiw ?%e task of this activity is to reorganize 
and develop the water revenue department (e.g., 
stafing procedures, computerization). 7 % ~  most 
important outcome is the - -tablishment of a 

commercial system that -tly manages 
billing and coZkctio~z and service insdation and 
cutoff: The objective is to produce equitable, 
repmlZSZve, and reliable tustomer service. 
Gnnmercialuctivitiesshould& the 



accounting of water consumption and should 
enable communication with consumers. 

Actions: 

1. Organize and set up the commercial 
functions. 

Form a task force to implement a 
program for collection of arrears. 

Set up a meter rectification and repair 
program (in conjunction with the 
operations and maintenance 
department). 

Develop meter reading procedures. 

Develop a computerized billing system. 

Identify the top consumers and the 
most important accounts in arrears; 
collect arrears aggressively. 

Establish indicators to measure 
improvements and decide on incentives 
for achievements. 

D Establish enforceable regulations that 
will authorize the utility to refuse 
service for nonpayment. 

Monitor performance indicators 
weekly and monthly. 

2. Establish a consumer relations function; 
organize the consumer service department. 

D Examine current complaints and 
develop procedures to respond to 
consumer requests within a minimum 
time 3eriod. 

Set up a system for monitoring 
consumer requests and complaints. 

Provide appropriately skilled, service- 
oriented staff. 

3. Review consumer complaints, inquiries, 
and questions. Identify responses and set 
targets for performance. Begin with those 
items that are easily identifiable. 

Facilitate consumer contacts by 
identifying easily accessible locations 
throughout the utility service area. 

Assist in solving consumer problems 
with the utility. 

Periodically assess consumer reactions 
and level of satisfaction with their 
interactions with the utility. 

Produce and provide information 
manuals to consumers on the various 
elements of water and wastewater 
service that affect them. 

Participate in studies for planning 
work space and layout of consumer 
relations offices. 

4. Set up a consumer education program. 

Develop essential messages that should 
be communicated to consumers abouc 
the water and wastewater organization. 
Set up and conduct information and 
education programs for targeted 
populations (school children, mothers, 
and industrial customers and other 
large users). 



2.7 Operations and Maintenance 

Objective: Develop reliable preventive 
muintenance, process control systems, and 
procedures for maintaining distribution and 
collection networks. Ensure that all process 

I control, equipment, and distrihtion network ~ facilities are operating within the standards set for 
efficient operations. 

Actions: 

1. Train staff in the 0&M of 41 systems 
where perfo-mance problems are related to 
knowledge and skilis. 

2. Set up a standard operating procedures 
(SOP) program and maintenance routines 
for all equipment, tools, rolling stock, 
laboratories, and grounds and work areas. 

3. Set up a preventive maintenance program. 

4. Train senior O&M managers to prepare 
budgets and forecast needs. 

5. Establish a work order program for all 
technical tasks. 

6. Automate all of the O&M systems 
(preventive, SOP, and work order). 

7. Design and conduct continuous water loss 
and network surveillance and correction, 
and assist the commercial department in 
deve!opment and conduct of the 
unaccounted-for water program (leak 
detection and network and meter 
rectification program). 

8, Set up and automate a mapping program 

I for all pipe grids and related connections ~ within the network. 

2.8 Staff Development and 
Training 

Objective: Develop the capm.ty within the 
organization to maintdin staflpwfonnance 
standards and ensure a motivated and skilled 
workfirce. Ensure that le&hip ,~nd staffare 
stimulated to learn new ideas and h,:ve the 
opportunity f i r  continued improvement. Set up 
the training function for these purposes and 
provide staff with a program for skills 
development appopiute to performance 
standards in all job categories. Provide training to 
assist mamgement in meeting its goalsfor cost- 
effective operations. 

Actions: 

1. Department formation: Identify and 
nominate personnel to work as training 
officers. Preferably, the training 
department will work under the direction 
of the corporate planning department 
during the initial years to stress the 
importance of staff development. 

Training needs assessment: Undertake 
annual surveys by the training officers, 
with the advice of a consultant training 
advisor, to assess the authority's training 
needs. This survey should address the areas 
of greatest need for utility performance. It 
should help with the design of future 
training activities. 

3. Training plans: Establish a short-term 
immediate training plan focused on the 
change of the water and wastewater 
services from activities operated by a local 
government entity to economic and 
commercially oriented utilities operated by 
an autonomous body. Prebinary needs 
identification includes the following: * 



Training of managers in improved 
managerial skills. 
Team work and communication skills 
for team mer ers. 
Technical and hands-on training in 
operations, maintenance, and process 
control. 
Network maintenance, fittings, and 
meter installation and repair. 
Motor and pump equipment 
maintenance and repair. 
Record-keeping. 
Computer-use. 
Consumer relations. 
Accounting, bookkeeping, and 
commercial systems. 
Personnel management. 
Training of trainers. 
Training for personnel whose jobs will 
change. 

4. Training programs: Publish and provide 
an annual calendar of training events and 
arrange training for all personnel, giving 
priority to the areas of critical need. 
Training should include on-the-job 
appraaches (such as internships) and 
attendance at existing training programs in 
other institutions, as we11 as specific 
programs designed to improve utility 
performance. 

5. Establish a management improvement 
program. 

Design and develop a program that will 
provide ongoing training to senior staff 
in modem management techniques. 

Conduct at least two training events 
for senior staff each year for five years. 



1 
IMMEDIATE ACTIONS TO PROVIDE A 3 BRIDGE TO THE TRANSFORMATION 
PROGRAM 

3.1 The Bridging Time Period: 
Preparing for the Transition 

The overall objective of the b r idpg  time 
period (approximately one year) is tofacilitate 
the changes required to trangorrn water and 
wastewater service organizations fiom their 
current form to new, single utilities. 

A general description of the major 

new organization and oversee 
developmental activities. 

Provide a basis for the future financial 
system. 

Operate and maintain all facilities to the 
highest efficiencies obtkable under 
existing constraints. 

objectives, actions, and activities required to 
prepare for a transition to new utilities is 3.2 Objectives and Actions for the 
provided below for all three governorates. Bridging Period 

L Where there are specific differences for 
individual governorates, note is made in 3.3, 3.2.1 Restructuring for 
"Action Plan Review Comments, Organizational Autonomy 
Commitments, and Requests for Technical ~ Assistance by the Three Governorates." 

1 
Major priority actions in the bridging 

period are to: 

B Define the legal s m m e  and set up an 
official organization. 

I 

Set up planning processes for the future 
(corporate planning). 

E Begin cost saving and income enhancement 
I efforts in operations, billings, and 

collections. 

Prepare and develop a core group of 
management leaders who will manage the 

+ 

ObjecptcPtve I: Establish the legal structure fir an 
economically independent, institutionally and 
financiully autonomous organization. 

Actions: 

1. Form a transition planning committee to 
design and manage the transition year 
activities. 

Function: This transition committee 
will form the nucleus of the future 
corporate planning function (a 
department of the new authority). 
During the transition period, the 
committee will plan the organizational 
transformation process and will 



monitor its progress (see Corporate 
Planning, below). 

The decree to appoint the chairman 
and key personnel is issued by the 
governor. 

Committee members: The committee 
should consist of financial, The chairman of the board requests the 
administrative, and legal experts who 
work with counterparts from the 

governor to nominate other external 
board members from the represented 

governorate and municipal staff. organizations. 

2. Prepare a draft  residential decree to n The organizations specified in the 
establish an economic general organization 
within the Law no. 61/ 1963. 

Issuance of the presidential decree. 

decree provide the authority with the 
names of their representatives on the 
board. 

A decree for the formation of the 

Note: A presidential decree for the formation of 
board is issued by the governor. 

economic authorities for water and wastewater 
to serve the full governorates of Fayoum, Beni 
Suef, Menya, Aswan, Dakahlia, Gharbia, and 
Sharkia was signed and issued on September 4, 
1995. As of this writing, the only remaining 

I legality is to publish the decree in the official 
I gazette. The governorate staff in Beni Sq~ef 

observed that the activities by USAID to move 
, ahead with the current assessment for , institutional options created interest and 

stimulated actions to prepare the governorates 
for the future. The decree specifies the official 
positions that must be represented on each 

I board of directors. 

3. Form a board of directors 

4. Detennine a temporary location for the 
new authority. 

Determine space needs and a suitable 
temporary location. 

m Obtain the necessary funding. 

Set up temporary offices. 

Key Indicators of Success 

Transition/planning committee formed 
within one month. 

Board of directors formed within seven 
months. 

m The governor designates the chairman 
and key personnel of the authority Temporary offices set up and in use within 

named within the presidential decree six months. - 
and presents his nominations to the - 
concerned authorities (hhistry of 
L O C ~  Authority and the prime 3.2.2 Corporate Planning 
minister) 

Otjective: To create an overall plan to transf om 
the authority into an independent autonomous 



rrtility; establish the corporate planning function. support of staff who will be transfwred into the 
D Ensure that the organizational transformation new authority and enlist the support of the 

process is planned and monitored. affected organizations. 

Actions: Actions: 

1. Develop a phased plan for the transfer of 1. Design the organizational structure. 
staff to the new authority. Identify which 
staff members need to be transferred. 2. Prepare position descriptions for all major 

officers (the six or seven top positions). 
2. Develop a phased plan for the transfer of 

D physical assets to the new authority. 3. Design and conduct workshops to 
Conduct an inventory of assets. communicate with staff about new roles 

and responsibilities and to enlist their 
3. Oversee the financial systems development support in making the transition. 

process. Develop and conduct a 

8 monitoring program. Key Indicators of Success 

4. Oversee the unaccounted-for water Tentative list of staff  to work in the central 
program activities conducted by the O&M office of the new authority identified 
section. Develop and conduct a monitoring within six months. 

I) program. 
Preliminary organizational structure 

Key Indicators of Success designed within six months. 
1 

Staff for the new organization identified Position descriptions for key staff and 
and a plan in place for their transfer within board written within eight months. 
one year. 

Workshops to communicate with 
Plan for transfer of physical assets concerned staff and organizations held 
developed within six months. within six months. 

Meetings conducted by the steering 
committee to oversee transition activities at 3.2-4 Financial Systems 
least once a month. 

Objectire: To deveIqp a detailed picture of the 
a current f i n a n d  stat- of water and wastewater 

3.2.3 Administrative and Personnel mites and develop a framework for a future 
Systems system of budgebebrag and revenne forewting. 

Objective 2: Design an outline of the structure of 
D the new authority. Lkuelop a draji staffing and 

manpower plan for the start-up period. Enlist the 
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1. Estimate the costs required to operate and 
maintain the systems the authority will be 
required to manage. 

D Hire an accounting firm to work with 
the transition committee. 

Develop a preliminary audit of the 
costs incurred during the past fiscal 
year of record for the Bab I and Bab II 
accounts for city and marakez water 
supply and wastewater systems. Array 
costs for water and wastewater 
separately. 

2. Develop a preliminary chart of accounts. 

3. Develop a budget for the next fiscal year. 

1 The accounting firm hired in Action 1 
above will prepare Bab I and Bab II 
budgets for city facilities for the next 
two fiscal years. To accomplish this 
task, the firm will use the preliminary 
chart of accounts and will incorporate 
information and data from physical 
audits (see section 3.2.6) and from the 
budgeting work already ccmpleted in 
the three cities by USAID'S PCD 
consultants. 

Summarize the budgeting 
methodology, including a description 
of how the preliminary chart of 
accounts was used, in a brief report. 
The report should be suitable for use as 
an instructional manual. 

4. Open a special bank account for deposit of 
authority revenue and other income. 
During the transition year, establish a 

special bank account within the Ministry 
of Finance to separate income acco-mts for 

- 

the water authority. 

5. Prepare a plan for the transfer of O&M 
funds (in cooperation with the corporate 
planning department) from the existing 
facilities in cities and villages to the new 
utility. ( 08rM funds include Bab I and I1 
accounts.) 

Prepare information on the funds 
allocated to the marakez facilities 
(separated from the funds for local 
units), including the amount spent and 
the remaining funds. 

Prepare a budget for the remaining 
period of the fiscal year. 

Key Indicators of Success 

Accounting firm hired. 

Preliminary chart of accounts completed. 

Auditing work completed. 

8 Budget estimates completed. 

8 Bank accounts opened. 

3.2.5 Commercial and Consumer 
Systems 

Qbjective I: Detennine what is needed to 
establish a modern, reliable billing and collection 
system that in&& meter reading and 
commercial record-keeping. Begin commercial 
activities aimed at realizing increased income. 
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Actions: 

1. Develop options for increasing collections 
and establishing the billing system. 

Identify the largest 200 to 300 *users 
billed from meter readings and check 
the status of their arrears payments. 
Repeat the examination for an equal 
number of the largest users billed from 
estimates. The billed amounts should 
be examined and customers contacted 
for collections and, if necessary, 
adjustments made to billed use levels. 

Identify 100 large nondome~ic users 
billed from estimates, and determine 
the feasibility of installing new or 
repaired meters for these users. 
Examine the feasibility of initiating a 
meter calibration program for 200 to 
300 of the largest nondornestic users 
billed from meter readings. Initiate 
pilot programs for meter calibration. 

Develop additional options for an 
aggressive collections system. These 
options should include: 

a. Examining the feasibility of 
consumers paying bills at places 
other than governorate offices (i.e., 
to collectors, or at banks, post 
~ffices, electric company offices). 
Initiate a pilot program. 

b. Examining the feasibility of 
turning over collections for all 
large users to a private firm or the 
electric utility. 

c. Developing incentives for users 
who make prompt payments and 

for collectors who accept payments 
at local stations or at consumers' 
doors. 

2. Develop a general strategy for 
commercializing the water and wastewater 
utility. The strategy should include options 
for streamlining meter reading, billing and 
collection, computerization, and the use of 
outside organizations (public or private) for 
some or all fwrctions. 

Ohective 2: Begin to develop a program fir 
consumer relations and consumer education. 

Actions: 

1. Plan and design a public awareness 
campaign. 

2. Begin to educate the public about the 
establishment of a new water and 
wastewater utility and what the 
consequences for consumers will be. 

Key Indicators of Success 

Begin work on a program to immediately 
decrease accounts receivable. 

8 Increase the percentage of collections 
compared to billed revenues by at least 
10% over a six-month period. 

List options for a future aggressive 
collections program, 

List strategies for a modem utility billing 
and collection system. 

Evidence of action completed to inform 
public. 



~ 3.2.6 Operations and Maintenance 

Objective: Develop a framework for efficiency 
i m p m e n t  in  operations and maintenance. 
Maintain the level of operational efficiency and 
training provded by the P(=D/USA ID 
c o d t a n t s .  Operate the USAID-constructed 
facilities with a minimum of breakdowns and 
within water service standards d u h g  the 
transition period. 

Actions: 

I. Conduct a physical audit of the water and 
wastewater facilities to determine the 
general condition, status, and quality of 
O&M programs and the expenditures 
needed for effective system performance 
for all facilities within the city (excluding 
marakez systems). 

B Hire an engineering firm to conduct 
the audit and prepare a detailed report 
for all facilities, indicating immediate 
needs regarding spare parts, 
rehabilitation, and short-term training. 

Conduct worksk~ps to monitor 
progress and consider findings to date. 

Provide selected shore-term training 
interventions and a budget for spare 
parts, following the audit's findings. 

Prepare a formal review of the audit 
report, indicating how the 
recommendations will be 
implemented. 

2. Decrease the amount of unaccounted-for 
water by 5 to 10% through a water loss 
p r o s  that includes leak detection and 
meter rectification and repair. 

Design rhe water loss program and 
decide on a strategy for meter 
rectification and/or replacement. 
Estimate program costs. 
Train selected staff in leak detection. 

Begin a leak detection program. 

Key Indicators of Success 

Firm hiired to implement the audit. 

D Workshops conducted to identify actions 
required by rhe audit team. 

Plan developed to implement the audit 
team's recommendations. 

Water loss reduction program 
implemented. 

3.2.7 Staff Development and 
Trzining 

Bbjectzviz Develop a core group oJcmmitted 
stafwho ?dl become the new managm of the 
authon'ty. Help this group become aware ofthe 
essentials ofutility mamgement and the 
corresponding cotscep~. Develop a vision fir &e 
futtcre and establish a ba-sisfor rhe I~ng-tert~a 
managenlent devel-t of sta8 

Actions: 

1. Assess skill levels. Conduct a training needs 
assessment. 

2. Provide plant managers and key O&M 
staff with a short; training program in the 
basics of utility management. 



3. Provide senior leadership with a vision of 
future possibilities by conducting an 
introduction to utility management that 
includes on-site visits to existing water and 
wastewater utilities within Egypt and in 
other countries. 

Key Indicators of Success 

I Needs assessment completed and a list of 
priority training needs available to form 
the core design for making funding and 
design decisions about future training by 
the end of eight months. 

After implementation of the initial 
management program, key managers are 
able to articulate a vision for the future 
water authority and have formed a core 
group with ideas and plans for future 
utility management. 

3.3 Action Plan Review Comments, 
Commitments, and Requests 
for Technical Assistance by the 
Three Governorates 

The bridging actions described above were 
reviewed in full-day meetings with the 
leadership and staff  of each governorate. The 
action plans were essentially accepted as 
reasonable and needed. During the review 
process, however, comments and commitment; 
were made, as were requests for assistance in 
carrying out the actions. These are summarized 
below. 

3.3.1 Fayoum 

Restmcturing for Organizational Autonomy 

Transition committee: A proposed committee 
is under consideration. 

Corporate Planning 

Plan for asset transfer: Some technical and 
financial assistance is required to implement 
this plan effectively. 

Plan for financial systems: Evaluate the 
Senorres Markez b&g and collection 
experiment before expanding it to the other 
marakez. A pilot effort to computerize bills has 
been made in two very small villages. 

Plan for staff transfer: The staff believe that 
an inventory of staff is not enough, that the 
plan should include standards to enable the 
transition committee to evaluate staff 
performance in selecting people. 

Admisis&gtice und Personnel Systems 

The framework for an appropriate 
orgaukcationd structure for the water 
authority has been prepared and discussed 
within the governorate, including the function 
of the various departments. 

For wastewater, the suucture for the 
Fayoum City department already exists. The 
Dutch consultants have been focusing on 
manpower development and performance 
improvement. The Dutch intend to begin 
work on a long-term strategy for the 
organizational structure to provide wastewater 
services. 



Financial Systems 

Developing a cost accounting system: 
Technical and financial assistance will enable 
the system to be completed before October 
1996. 

Developing a complete chart of accounts 
will require technical and financial assistance. 

The final step in the transition action plan 
should be to prepare the following year's 
budget (after all other data is available). 

Commercial and Consumer Systems 

Collection of arrears: Consumers should be 
classified by arrears (age of account) as well as 
by amount of consumption. Governorate 
participants said that they can start 
implementing such a program immediately, at 
least in the city. Senorres Markez (mentioned 
above as a computerized billing experiment) is 
very relevant and should be used as a guide. 
That experiment should also serve as input to 
develop the components of the future billing 
and collection strategy. 

Consumer awareness strategy: This 
program should initially concentrate on 
promoting an image of improved service under 
the new organization &at wiU counter the 
popdarly held t.-lief that a new organization 
will only r e d t  in higher tariffs. 

Operations and Maintenance 

Evaluation: The ability to conduct a thorough 
waluation of existing facilities is limited. To 
cover more than just the city or even to 
complete both water and wastewater facilities 

will depend on the number of teams that can 
be dedicated to the task, which in turn will 
depend on available technical and financial 
assistance. 

Unaccounted-for water in the system will 
have to be studied in more detail before a 
specific target for reducing the current level 
can either be set or agreed to. 

Redu 'ng network losses and unaccounted- 
for water will require technical and financial 
assistance. 

Data on the rehabilitation needs for all 
facilities exist at the governorate planning 
department, but need to be located and 
updated. 

Staff Development and Training 

Manager training: The most critical need is 
training of future managers in the principles of 
commercial operation of a utility, a concept 
that is new co all involved i? the governorate. 
There is a desire to learn from similar 
experiences, either in Egypt, such as in 
Alexandria or Damietta, or abroad. 

3.3.2 Beni Suef 

Restmct~tring for Organizational Autonomy 

Governorate participants said it will be 
important for a transition committee to 

oversee activities until the new authority is 
operative, especially finding a temporary 
Iocation for the authority. They want to 
determine a good candidate for chairman of the 
committee. 



Corporate Phnning 

~ Technical and financial assistance will be 
needed with the proposed survey of assets and 
with setting up financial systems. 

Administrative and Personnel Systems 

~ It is important that the committee in Beni Suef - 

be able to learn about other experiences in 
Egypt. This effort will require technical a d  
financial assistance. 

Financial Systems 

Technical assistance will definitely be needed 
in setting up the chart of accounts and cost 
accounting systems. 

Commercial and Consumer Systems 

Although actions to increase collections and 
reduce arrears and unaccounted-for water are ~ critical and should be monitored carefully, the 
focus of the transition committee should be on 
setting up a strategy for the commercial 
operation of the new authority. 

Operations and Maintenance 

Technical assistance will be critical to this as 
well as to other actions in the transition period. 
The three governorates should determine 
common needs and discuss them with USAID. 

S~f iEa~~e l ipnzen t  and Training 

Assistance will be needed in learning about 
experiences in other authorities in and outside 
of Egypt. 

3.3.3 Meirya 

Restructuring for Organizational Autonamy 

Governorate participants agreed that a 
transition committee is desirable to oversee 
acti-lities until a new organization is operating. 
They said h e y  thought that locating a 
temporary headquarters for the new 
organization cm be done very quickly. 

Coqwrate Phnning 

Participants said that planing for asset transfer 
and labor was definitely possible during the 
remaining period in the PCD Project. 

Administrative and Personnel Systems 

Participants said that some technical and 
financial assistance will be required, especially 
in helping them learn about the experiences of 
other agencies, such as those in NexancG-ia, 
Cairo, and especially Fayoum. 

They also said &at meetings with the 
Ministry of Housing, the National 
Organization for Potable Water and Sanixary 
Drainage, and the V&q of Lo& 
Adminimation would be impreant in 
developing structures and defining roles for the 
various departments of the new org&tion. 



Financial Systems Operations and Maintenance 

It will he important to foster a shared approach To survey the facilities and determine the cost 
between the technical staff and financial staff of proper O&M will require supplementary 
who will be responsible for defining the assistance. 
budgetary needs for O&M. The EHP team 
believes that some team buildkig would be More importantly, technical and financial 
helpful because the two sections have aot assistance will be needed to develop and 
worked together in the past and have not implement an unaccounted-for water program 
belonged tc the same organization. Both immediately. 
groups need to understand that they will be 
working for the same organization and that it 
is to their advantage to develop a budget StaffLkve!opment and Training 
together. 

Actions need to be taken to ciete 
Separating war&# and wastewater individuals who will form the core 

expendimes in city budgets for the other management group of the new organization so 
marakez is possible within the transition that they can receive participant training 
period. Technical and financial assistance will activities, both in Egypt and in other countries. 
be required to prepare charts of accounts and 
cost accounting systems for the new utiiity. 

3.4 Priority Actions 

Commercial and Consumer Systems The team believes that a1 
and reviewed by the go 

Compiling aiiears in the city is a first priority essential to moving fo 
for local staff, to be followed shortly thereafter important that completed P 
by implementation of a program for collection, plants operate wit$ local 
especially from large accounts. The governor that the gains that have be 
insisted that a special committee be set up for sustained. All of rhe obje 
arrears and unaccounted-for water. need to be met. If 

among them to provide sho 
Public awareness and publicity was not recommended priorities sh 

seen by officials as a top priority at the time of areas, as discussed be1 
the review meeting. The governor thought that 
he should be the person to announce the The first area dem 
formation aud purpose of the new authority. commitment by the n 
However, the EHP team believes that organizations to cost 
members of the public need to be made aware management. Actio- -& ~ L C W  I-- iil 

of the importance of paying their bills. include: 

Decreasing the ainomt of unaccounted-for 
water 
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Increasing collections current water and wastewater services to fully 
Setting up a financial system operational, modem water and wastewater 

utilities. The review of short-term actions by 
The second major area is to prepare the each of the governorates was positive and 

staff to work as managers in a commercial forward-looking, This was especially true of 
organization rather than a social services the working-level staff at each governorate. 
organization. The actnon to be taken: Bridging action priorities have been defined, 

Provide a beginning management 
development program so staff understand 
the essentials of commercial utility 
management and begii to develop a vision 
of, and some essential skills to manage, a 
commercial water and wastewater 
enterprise. 

3.5 . Conclusions 

This action plan provides a road map for both 
long- and short-term transformation from the 

and, it is hoped, will be supported within the 
Context of the last year of the Provincial Cities 
Development Project. The fact that the 
Government of Egypt issued a plesidential 
decree forming the structure for new general 
economic authorities in the provincial cities is 
a very important and hopeful sign. 

The third report in this series describes 
proposed monitoring activities and indicators 
aver the life of the institutional strengthening 
process. 


