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EXECUTIVE SUMMARY 

The Government of Egypt has drafted a new presidential decree to support the desired 
restructuring of the water supply and wastewater sector. The proposed presidential 
decree is comprehensive in its approach in that its underlying purpose is the 
achievement of the following changes in the sector: 

Decentralization of the planning, implementation, and delivery of services to local 
government; 

Corporatization of the utility function to facilitate financial and operational 
sustainability of these enterprises; 

Creation of a regulatory structure that allows for the rational liberalization of tariffs to 
reflect the true cost of sewice accurately; and 

Creation of a regulatory and business environment that encourages and facilitates 
private sector participation in the water and wastewater sector. 

As documented in this report, the primary objectives in conducting the organizational 
analysis of the National Organization for Potable Water and Sanitary Drainage 
(NOPWASD) are to: 

Identify near-term actions that NOPWASD can implement to improve its operations; 

Identify priority actions that NOPWASD will need to take to fulfill the new functions 
and roles delegated to it under the proposed sector reform initiative; 

Develop a change management time schedule to ensure that the transition of the 
organization is practical in terms of the sector's other demands; and 

Provide guidance to donors on options for providing technical assistance to 
NOPWASD to facilitate this institutional reform process. 

Organizational Policy issues for NOPWASD under Sector Reform 

The major challenge facing NOPWASD is to make the organizational and skills transition 
from an organization that defines and executes the water and wastewater strategy of the 
Government of Egypt to one that develops policy and standards, recommends needs 
and strategies, and facilitates implementation of those strategies at the local government 
level. 
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Current NOPWASD Organizational Structure and Operational 
Performance 

NOPWASD is a highly specialized, multi-skilled organization that has sought to staff and 
organize itself, over the years, to be fully self-sufficient in meeting its responsibilities as 
the principal developer of water and wastewater infrastructure for the Government of 
Egypt and its local governments. 

As of this writing, NOPWASD staff is composed of nearly 2,000 professionals and 
support personnel, more than 40 percent of which are associated with project 
implementation activities in the field and are working in regional offices and at project 
sites throughout Upper and Lower Egypt. 

The organization is highly fragmented, with too many staff directly reporting to the 
Chairman. There are some overlapping skill sets between various central departments. 
There are a large number of non-mission critical staff members who consume 
management time within the organization and whose services might be more efficiently 
and cost-effectively procured from the private sector. 

The organization is not using sufficiently detailed strategic planning and priority setting 
criteria in establishing the needs of the country, particularly in light of the limited financial 
resources available to address those needs. In addition, the organization suffers from a 
lack of the sophisticated program and project management systems that would provide 
for more accurate data and better decision-making tools. 

Because NOPWASD is too isolated from local units of government, public economic 
authorities (PEAS), and water companies, there often is a "lack of ownership" in the 
project delivery process and final acceptance of the completed facilities by these local 
government units. NOPWASD needs to bring the local units of government into the 
process as early as possible and encourage them to take as much ownership as 
possible. Local government commitment of personnel and resources should be a 
prerequisite to funding the projects. 

Recommended Actions to Improve NOPWASD's Performance and Capabilities 

To create a framework for improving performance, the authors of this report have 
categorized the issues and recommendations in this report into three major categories: 

Improving NOPWASD's performance in its traditional role; 

Developing capacities within NOPWASD in new areas of responsibility as stated in 
the draft decree: and 

Developing capacities within NOPWASD to support decentralization in the sector. 
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Improving NOPWASD's Performance in its Traditional Role 

A majority of the recommended improvements under this category are focused on 
improving procedures within NOPWASD by: 

Increasing the responsibility of consulting engineers sewing NOPWASD during 
construction; 

Focusing resources on completion of long-delayed projects; 

Making local governmental units and PEAs responsible for land acquisition and 
rights-of-way, as a condition of project initiation; 

Significantly increasing the involvement of local government in construction 
inspection and acceptance; 

Improving project budget and schedule control; and 

Developing a reorganization plan to focus activities and responsibilities of operating 
units, and limiting the staff who directly report to the Chairman or to a senior 
management team. 

Developing Capacities within NOPWASD in New Areas of Responsibility as 
Stated in the Draft Decree 

Improve needs assessment surveys and strategic planning procedures; 

Develop project planning, priority setting, and capital phasing criteria; and 

Develop protocol for role at Technical Secretariat to the Interministerial Policy 
Coordinating Committee (IPCC). 

Developing Capacities within NOPWASD to Support Decentralization in the 
Sector 

Transition into a grants management role overseeing PEA contracting; 

Build capacity to assist PEAs in utility management problems and technical 
assistance problems focused on performance improvement; 

Increase professionalism in the sector through certification of operators; and 

Develop capabilities to provide technical support to PEAs during privates sector 
participation (PSP) service procurements. 



Schedule of the Change Management Process and Opportunities for Donor 
Assistance 

The report presents a suggested schedule for the change management process within 
NOPWASD. This transition process must be managed carefully, since there are projects 
in process that must be addressed daily. In light of this, the suggested schedule has 
been structured to be implemented over five years. 

There are clearly areas where donors can and should get involved in providing technical 
assistance to NOPWASD to facilitate this transition process. Particular areas where it 
would appear that donor assistance would be helpful are: 

Proiect budget and schedule control to include fully supporting the management 
infirmation system function within NOPWASD in defining data management and 
reporting needs, selecting software, and training in application and use; 

Policies and procedures for proper needs assessment surveys and strategic 
planning, as well as project planning, priority setting, and capital phasing; 

Utility management capacity building both within NOPWASD as well as in the PEAS; 
and 

Design and implementation of an operator certification program. 
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CHAPTER 1 
BACKGROUND 

Introduction 

The Government of Egypt has indicated that the water and wastewater sector in Egypt needs 
major restructuring so that it can be both timely and efficient in responding to the needs of the 
Egyptian people for reliable and cost-effective potable water and sanitary drainage services.' 

Under the current laws of the Government of Egypt (Presidential Decree No. 197/1981), the 
National Organization for Potable Water and Sanitary Drainage (NOPWASD) exists and is 
empowered to act as the national authority, under the Ministry of Housing, Utilities, and Urban 
Communities, for the purpose of consolidating and nationalizing the water and wastewater 
sector. 

A new presidential decree has been drafted, with the technical assistance of a Legal, 
Institutional, and Regulatory Reform Program (LIRR) advisory team, funded by the United 
States Agency for International Development (USAID), to support the desired restructuring of 
this sector.   his proposed presidential decree is comprehensive in its approach in that its 
underlying purpose is the achievement of the following changes in the sector: 

Decentralization of the planning, implementation, and delivery of services to local 
government; 

Corporatization of the utility function to facilitate financial and operational sustainability of 
these services; 

Creation of a regulatory structure that allows for the rational liberalization of tariffs to reflect 
the true cost of service accurately; 

Creation of a regulatory and business environment that encourages and facilitates private 
sector participation in the water and wastewater sector. 

The primary objectives in conducting this organizational analysis of NOPWASD are to: 

ldentify near-term actions that NOPWASD can implement to improve its operations; 

ldentify priority actions that NOPWASD will need to take to fulfill the new functions and 
roles delegated to it under the proposed sector reform initiative; 

Develop a change management time schedule to ensure that the transition of the 
organization is practical in terms of the sector's other demands; and 

Provide guidance to donors on options for providing technical assistance to NOPWASD to 
facilitate this institutional reform process. 

1 For the remainder of this report, sanitary drainage will be referred to as wastewater. 



Background 

NOPWASD's current responsibilities in providing water and wastewater services are quite 
broad and highly centralized. There are a number of specific problems that could be 
highlighted and that need to be addressed within NOPWASD's current organization. However, 
current responsibilities, and the procedures and practices that have been established to fulfill 
these responsibilities, have created three problems that are of principal importance: 

Because decision making on project needs, planning, design, and implementation is highly 
centralized, there is little "ownership" of the process of creating water and wastewater 
infrastructure, at either the municipal or governorate level, until the time of facility turnover. 

Because of this lack of local ownership, many local governments have chosen not to 
accept a facility, for a variety of reasons, which then leaves NOPWASD in the position of 
serving as the operator of those facilities, with no off-setting income. 

This "top-down" approach has, more recently, placed NOPWASD in a "demand-for- 
services" situation, where they are unable to meet that demand in a timely and efficient 
manner. 

Comparison of Current and Draft Presidential Decrees 

Table 1 compares the responsibilities of NOPWASD under Presidential Decree No. 197/1981 
with the responsibilities as currently contained in the draft presidential decree to support the 
desired restructuring of the water and wastewater sector. 

A simple reading of both the current and draft presidential decrees may leave the impression 
that little has changed for NOPWASD in this sector reform process, except that some of 
NOPWASD's responsibilities have been increased, particularly in strategic planning and 
project prioritization, while others have been clarified. It is critical, however, to keep in mind the 
underlying purpose of the entire sector reform process to achieve the changes in the sector. 
Therefore, it is not so much that NOPWASD's responsibilities will change but that NOPWASD 
will change the way in which it fulfills those responsibilities. 

Approach and Methodology Applied in the Analysis 

To provide an objective understanding of the issues that needed to be considered in 
conducting the organizational analysis of NOPWASD, FORWARD reviewed a number of 
documents, including: 

NOPWASD Organizational Analysis terms of reference (TOR) prepared by USAIDIEgypt; 

Draft Decree of the President of the Republic concerning Reorganization of the 
Waterwastewater Sector, dated 23 August 1999; 

Presidential Decree No. 197/1981 on the establishment of NOPWASD; 



Table 1 
Comparison of Current and Proposed NOPWASD Responsibilities 

I Presidential Decree No. 19711981 I New Draft Presidential Decree I 

specifications for water and wastewater projects. I provide technical assistance, and verify conformity. 
5. Provide technical consultation in the fields of 1 5. Set criteria for selection of projects from local 

1. Develop general, national level plans for water 
and wastewater works and follow up with their 
implementation. 
2. Coordinate plans for potable water and sanitary 
drainage to achieve integration between the two. 

3. Conduct studies and research, which are specific 
to safe drinking water, and sewerage and sanitary 
drainage and participate in setting criteria for 
potable water and wastewater disposal. 
4. Set conditions and standard technical 

I water and wastewater. / authoritieslcompanies to include in NOPWASD plan and jointly I 

1. Work as the Technical Secretariat for the Water Sector in 
support of the Sector for Housing and Utilities of the Ministry of 
Housing, Utilities, and New Urban Communities. 
2. Prepare strategic plans at the national level for the water and 
wastewater sector, relate them to the state development plan. 
and submit them to the Sector for Housing and Utilities. 
3. Supervise implementation of plans and programs under ltem 
(2) above after Sector for Housing and Utilities' approval. 

4. Prepare guidelines for sector plans at governorate level, 

6. Establish training centers to enhance efficiency in 
design works, implementation, and operation and 
maintenance of water and wastewater utilities. 

prepare investment plan. 
6. Implement large governorate-level projects incorporated 
under the national capital grants program for wateraupply and 
sewerage infrastructure. including the design and preparation of 
studies, tender documents. specifications and contracts; 
analyze tenders; award contracts; and supervise implementation 
and acceptance of the same and transfer of assets and 
obligations to the entity in charge of operations and 

1 maintenance. 
7. Assist governorates in studies and research; / 7. Set codes and specifications for materials. requirements, and 
prepare designs of large-scale projects or projects of 
a special nature and supervise implementation. 

equipment for establishment, operation, and maintenance of 
water and wastewater utilities in cooperation and coordination 
with competent agencies; participate, in coordination with all 
competent entities, in developing a system to monitor 
compliance of all concerned entities.. 

8. Assist aovernorates in draflina contracts for 8. Set codes and specifications for ~erformance criteria and 
projects under ltem (7) for tend& and negotiation, methods of evaluaiion of water andwastewater plants and 
and review and examine tenders. networks in terms of technical and environmental aspects. 

impact on occupational health, safety factors, disaster control. 
and contingency plans. 

I 9. Develop and implement programs for the preparation of 
human resources to enhance the technical 'nd administrative 
performance of the staff in the sector, through establishing and 
managing training centers. 
10. Conduct studies and applicable research to address 
technical problems in the fields of the sector. 
11. Upon request by publidprivate legal entities, or Arablforeign 
countries, act as advisor and provide expertise, technical 
assistance, and services in waterlwastewater projects. 
12. During the first operation cycle, undertake operation. 
maintenance, and supervision of plants of which their 
implementation NOPWASD finishes, until the expiry of the 

1 guarantee period. 



Functional organizational and responsibilities chart under sector reform prepared by the 
LlRR Technical Advisory Team dated 25 August 1999; and 

Explanatory Memorandum to the Cabinet-Proposal for Reorganization of the 
WaterNVastewater Sector with draft presidential decree dated 26 July 1999. 

In addition, extensive interviews were conducted with officials, both inside and outside the 
NOPWASD organization, with FORWARD staff traveling to NOPWASD regional offices 
throughout Egypt. 

In addition, selected interviews were conducted with responsible local officials at the 
governorate level to include water and wastewater public economic authorities, water 
companies, and elected local officials. 

The schedule of interviews is included in Annex A. The purpose of interviewing officials outside 
NOPWASD was to gain a better understanding of the nature of the coordination and 
cooperation that might be required under the proposed presidential decree. 



CHAPTER 2 
ORGANIZATIONAL POLICY ISSUES UNDER SECTOR REFORM 

The major challenge facing NOPWASD is to make the organizational and skills transition from 
an organization that defines and executes the water and wastewater strategy of the 
Government of Egypt, to one that develops policy and standards, recommends needs and 
strategies, and facilitates implementation of those strategies at the local government level. 

In this challenge, the starting point is very clear, and the end-point, as defined by the draft 
presidential decree, is reasonably clear. However, it is the path from the first condition to the 
second that is fraught with uncertainty. This organizational change management problem is 
recognized by many senior Egyptian government officials and USAID, and it is the basis for 
undertaking this organizational analysis. 

While the field investigations and interviews that support this organizational analysis were 
being conducted, a new government was named in Egypt. The significance of this transition on 
the issues considered in this report is reflected in two newspaper articles printed during that 
period. 

On 15 October 1999, in the AIAhrarn newspaper, the renamed Minister of Housing. Utilities 
and New Urban Communities, Dr. Mohamed I. Soliman, stated, "The Ministry's plan for the 
coming phase includes completion of certain projects currently under execution by the 
Ministry. Water and wastewater sector reform is the first on this list . . ." The minister also 
went on to refer to the "coordination with other ministries and concerned organizations and 
authorities, for the completion of all aspects of legal and administrative affairs to reach the final 
shape of the structural reform of the water and wastewater sector to enhance its efficiency, 
reduce water losses, and increase private sector participation in the operation and 
maintenance, and in the construction of new projects." 

The second article appeared on 18 October 1999, in The Egypt Gazette, where new Prime 
Minister Atef Ebeid "stressed keenness on decentralization, transparency and to put the 
governmental machinery in top shape through the recruitment of experts of the highest 
caliber." 

Although the following are not the only points to be addressed, they do highlight some of the 
key issues that NOPWASD faces as it makes the transitions to its new role: 

How to gradually reduce direct responsibility for planning, designing, constructing, and 
operating the water and wastewater infrastructure across Egypt, and to increase the focus 
on policy development; 

How to direct assistance to the Sector for Housing and Utilities of the Ministry of Housing, 
Utilities and New Urban Communities for determining service delivery standards, needs 
assessments, and implementation priorities; 

How to reduce the disputes with local utilities in the planning, design, and implementation 
supervision of current and future Bab Ill projects, which continue to be defined as part of 
NOPWASD's role in the draft presidential decree; 



How to improve the process of certification and acceptance of new facilities by local 
utilities; 

How to makeadjustments and train NOPWASD staff to assume a responsible role in 
helping to build management, technical planning, project implementation, and operations 
and maintenance capacity in local governmental water and wastewater enterprises; 

How to manage the process of organizational change within NOPWASD; and 

How to quantify the timing, resource, and management requirements for organizational 
restructuring within NOPWASD. 



CHAPTER 3 
ASSESSMENT OF CURRENT NOPWASD ORGANIZATIONAL STRUCTURE 

AND OPERATIONAL PERFORMANCE 

NOPWASD is a highly specialized and multi-skilled organization that has sought to staff and 
organize itself, over the years, to be fully self-sufficient in the execution of its responsibilities as 
the principal developer of water and wastewater infrastructure for the Government of Egypt 
and its local governments. 

At the time of this writing, NOPWASD staff total nearly 2,000 professionals and support 
personnel. More than 40 percent of them are associated with project implementation activities 
in the field and are working in regional offices and at project sites throughout Upper and Lower 
Egypt. 

Current Organizational Structure and Staffing Levels 

The current organizational structure of NOPWASD is presented in detail in Figure 1. The 
organizational structure is built around a group of central departments, which represent the 
core functional activities of NOPWASD, and a large number of general departments and 
offices that provide a variety of support services. 

The critical management alignments and lines of reporting are divided between the Chairman 
of NOPWASD, who has essentially 17 direct reports, and the Head of the Projects Sector, who 
has 5 direct reports. The Head of the Projects Sector, who oversees all design and project 
implementation (construction phase) and more than 50 percent of NOPWASD's personnel, 
also functions as the Vice Chairman, although there is no such authorized title within 
NOPWASD. 

The actual staffing level during the field work phase of this analysis was 1,963 professionals 
and support personnel. The staffing of the organization by central, general, and other 
departmentsis presented in ~ab le2 .  This table further dibides the staffing by principal 
disciplines and skilledlunskilled labor. Lastly, the table is furlher divided under each discipline 
to show the number of people who are permanent employees of NOPWASD and those who 
are contracted employees. 

Observations Regarding Staffing Levels 

Although the organizational analysis project was not intended to make a specific 
recommendation on the total number of employees within NOPWASD and the proper staffing 
levels of particular departments, there are observations that can be made from the staffing 
data. 



Figure 1 
NOPWASD Current Organizational Structure 
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Table 2 
NOPWASD Staffing Matrix By Skills and Departments Showing Permanent and Contract Workers 

Departments and Skills 

. - .. . . 

Project Implementation 

Finance &Administration 

Organization & Admin. 
Citizen Relations 
Central Statistics 
Public Relations 
Office ofthe Chairman 

Legal Affairs 
Technical Inspection 
Motor PoolNVorkshop 
Testing 
Office of the Vice Chairman 

Totall 461' ~~~ 1171 -- 5781 -. ~. 751 .. . ~ ~ .  241 991 ~- 69: 21: -901' '18 4 221 14 9, 231 1421 278: 4201 308 70i 3701 161  4 1651 171  2 7  19811409 554!1963 

. 

E~!neers-,_ 

Management - 1 2 1  01 211 31 01 
' ~ ! ~ ~ ~ . ~ ] ~ I ~ _ o ~ ~ ~ ~ ~ ~ ~ ~ - o ~ ] - ~ - o ~ ~  

0 01 0 Ol 01 0 0 01 0 O! 01 29: 0 29 
Subtotall 211 01 211 31 Oj ,... 3 4i 01 4 11 0 1 0 1 -  oi 01 01  0 1  01 Oi 01 01 01 01 01 0 Oi 01 29! 0: 29 

. P . . . C . . ~ L ~ T P ~ I . ~ C L L ~  P P C T I  P '  C ! T I  P i  C i T I P I  C i T I P i C '  T P I C T  
A c c o u ~ s  jC , 

i-.~ _ .  
T - -P~  Adminlstratlon ... [..i _Lp_wyer$-- Chemists I Technlclans I Clerks I Labor-Skld I Labor-Unskld I Total 



In terms of engineering expertise, the Design Central Department has 24 contracted 
engineers, or 19 percent of its total engineering staff, and the Project Implementation Central 
Department has 88 contracted engineers, or 25 percent of its total engineering staff. 
~uihermore, the Project lmplem&tation ~ent ra i  Department has 263contracted personnel 
that are classified as technicians (functionallv referred to as construction inspectors), or 85 
percent of their total ~onstruction'~nspection~staff. If retaining technical skills is important to 
NOPWASD's success in performing its duties, it would appear that NOPWASD is very 
vulnerable to changes in the economy. Contracted employees have little reason to stay with 
NOPWASD if they can get another job that might pay more or have other benefits that are 
more valuable to the contracted employee. The result is a potential loss of expertise within the 
organization. 

The total staffing of the Finance and Administration Central Department seems rather high. 
Since 150 (45 percent) of the total of 345 personnel are classified as clerks, there is a 
significant opportunity to introduce computers into the operations, increase effectiveness and 
information management, and reduce the long-term cost of labor. 

The total staffing level of all general and other support departments is 405 personnel (21 
percent) of the total organization of NOPWASD. Furthermore, 185 (46 percent) of that total is 
located in the Motor PoolNVorkshop General Department. There are far too many people 
performing activities that are not core activities of the organization. 

Comments and Observations by Selected Departments 

The following provides observations made on the core central departments, plus other support 
general departments, and local government authorities such as public economic authorities 
(PEAs), water companies, and governorates. 

Central Department for Planning, Follow-up, and Technical Assistance 

Planning, Follow-up, and Technical Assistance performs some unique and widely diverse 
functions within NOPWASD. The planning function initially appears to be a form of strategic 
planning and needs assessment for the entire country. The planning is based on a concept of 
a five-year plan rather then an annual rolling program with a five-year horizon. Upon closer 
examination, the planning function seems to lack the procedures and planning criteria that 
would be expected to be used in trying to allocate scarce financial resources. Some of this 
may result from the fact that priority setting and project authorization is largely a political 
decision. 

The department's "follow-up" role is to schedule the use of national capital grants program 
funds for water supply and sewerage infrastructure that are approved by the Ministry of 
Planning. This approval comes back as specific project funding levels for the first budget year 
and lump sum amounts for the remaining four years. 

This central department also performs a technical assistance role to water supply and 
wastewater utilities in local units of government and PEAs, which is not common in a planning 
unit. This technical assistance is largely in the area of water treatment processes and chemical 
dosing and seems to overlap with similar resources in the Central Department for Research 
and Studies. 



The department also provides oversight and management for all contract operations and 
maintenance (O&M) engagements with the private sector to operate facilities that are not 
assumed by local government after the construction contractor's contractual warrantee period 
ends. Twenty-three systems are currently under extended contract O&M because the local 
unit of government, or PEA, had declined to take over ownership and operational 
responsibility. If administrative changes are not implemented, this number is expected to grow 
dramatically over the next three to five years as more projects are brought to completion. The 
funding of these contract O&M engagements is from a "rehabilitation" fund that allocated to 
each of the governorates from the national government. In turn, needed rehabilitation does not 
take place and other aspects of the infrastructure deteriorate. 

The following are specific observations and comments on activities and procedures of the 
Central Department for Planning, Follow-up, and Technical Assistance that affect operational 
efficiency and effectiveness: 

The strategic planning and priority system does not seem well documented and does not 
provide information on how to allocate scarce financial resources. 

It is not clear that a proper needs assessment is being performed based on defined service 
levels that can be afforded by the end user. 

The technical assistance function provided by this central department seems to be 
overlapping with the Central Department for Research and Studies. 

Managing the contract O&M function in this central department does not seem to place the 
priority issue of facility transfer where it belongs, which is more properly in the Central 
Department for Project Implementation. 

Central Department for Design 

This central department is responsible for taking a particular project, once approved for 
funding by the Ministry of Planning, and managing the project through the technical report. 
detailed design, and construction biddinglaward phases. Although staffed with engineers in a 
variety of disciplines, it accomplishes the bulk of its responsibilities by engaging private sector 
consulting engineering firms to prepare the technical reports and detailed designs. 

The staff of this central department numbers 198 professionals and support personnel. Within 
the last two years, the Central Department for Design was reorganized by geographic area, 
which has distributed scarce personnel resources in some proportional manner among four 
defined geographical areas of the country. This is not the best way to maximize the utilization 
of special disciplines, nor does it properly address the project management issue, which is a 
constant, growing problem for NOPWASD. 

Because the turnover rate among technical staff is high, the staffs average number of years of 
experience is low. The staff is not competitively compensated. An engineer working at 
NOPWASD with five years of experience could make three to ten times as much working in a 
similar position in the private sector. 



This central department has between 40 and 70 projects in various stages of design. There 
was no clear project management system in place, except for some simple spreadsheet 
programs that were prepared by the staff. Consequently, it was very difficult for the staff to 
present the current status of projects and the costs to date on projects. In addition, staff time 
spent on individual projects is not recorded or analyzed. 

The Central Department for Design suffers from having no clear standards for the technical 
report phase of projects. This is a critical issue in any engineering design project. 
Consequently, the quality, accuracy, and completeness of the technical reports prepared by 
both domestic and international consulting engineering firms is very unpredictable, 
inconsistent, and difficult to enforce to a standard. 

There are often long delays between design and the start of construction. The Central 
Department for Design must correct problems in the design that are found in the field because 
the consulting engineering firm has been paid and has no further responsibility for the 
particular project. 

The following are observations and comments on the activities and procedures of the Central 
Department for Design that affect operational efficiency and effectiveness: 

Distribution of the various technical skills of the workforce by geographic area may not be 
the best use of talents. It also does not properly address the project management function 
as a unique responsibility. 

Project management and engineering economics skills seem lacking among the design 
personnel. 

Project schedule and cost control systems are not adequate and should be a fully 
integrated system with project implementation. 

Technical report standards to be followed by consulting engineering firms do not exist and, 
therefore, are not applied. 

Consulting engineering firms are not provided with clear standards for design and 
documentation, and they are not asked to take sufficient and appropriate responsibility and 
risk, which should extend into the construction phase. 

Central Department for Research and Studies 

This central department is involved in a wide variety of activities that are not clearly reflected in 
its name, including evaluation of vendor technologies, coordination of donor projects in the 
feasibility phase, standards review, quality assurance/quality control of all plants that 
NOPWASD has under contract O&M (laboratory function), industrial discharge monitoring in 
new communities, approval of filter media supplied to NOPWASD projects, and technical 
support on noncompliance at waterlwastewater plants. 

Of the 45 personnel in the department, 26 are chemists or chemical technicians. The activities 
of this group of employees seem to be somewhat redundant with the chemists in the Central 
Department for Planning, Follow-up, and Technical Assistance. 



The following are observations and comments on the activities and procedures of the Central 
Department for Research and Studies that affect operational efficiency and effectiveness: 

It is unclear why this central department is coordinating donor activities on projects. 

Feasibility studies should be limited to truly research-related studies and not project-related 
studies, which are best managed within the technical report and detailed design process. 

The chemical research activity seems to be functionally overlapping with the Central 
Department for Planning, Follow-up, and Technical Assistance. 

Central Departments for Project Implementation for Both Upper Egypt and Lower 
Egypt 

Project implementation consists of two central departments known as Upper Egypt and Lower 
Egypt. Project implementation assumes responsibility for a project immediately after the 
contract has been negotiated and signed by the successful construction contractor. 

Each of the two central departments is further divided into organizations, with each 
organization responsible for the construction activities in two to three governorates. Table 3 
quantifies the distribution of personnel resources in each of the central departments in Upper 
and Lower Egypt. 

Table 3 
Distribution of Personnel and Projects by Central Department 

-- 

I DiscialinelSkill Tvoe I 
Managers 
Civil Engineers 
Chemical Engineers 
MechlElec Engineers 
Supervisors 
Administrators 

Total Personnel 

I 

Within each governorate. NOPWASD has a General Director for Construction and a number of 
civil engineers, mechanicallelectrical engineers, and site supervisors assigned to him. Another 
position, the General Director of Planning, documents the progress on the projects in his area 
and consolidates the input of the various site reports into a report that is sent to the Head of 
the central department. It was reported that this position works with the local governorate to 
determine facility needs and provides this information to the Central Department for Planning, 
Follow-up, and Technical Assistance. 
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NOPWASD has a significant number of major projects that are extensively delayed in terms of 
their final completion dates. This has resulted from four operational policies: 

1. Projects that were direct, non-competition awards, where NOPWASD must approve the 
specialty subcontractors and the final equipment to be supplied to the project. These 
were design-build, cost-plus contracts. Many of them are in some form of litigation 
because of disputes between the general contractor and NOPWASD. 

2. Projects that split awards between civil and mechanical contractors, and the mechanical 
contract has not been awarded or the equipment being proposed has been rejected by 
NOPWASD. Quite often, once the final equipment is approved, there is a need to modify 
the civil work, already in place to accommodate the approved equipment. This is all at 
added cost to NOPWASD and the Government of Egypt. It was reported that all new 
contracts are awarded as single general contractor projects, with single contract 
responsibility. 

3. Projects that cannot be completed because the land needed for an element of the system 
has not been acquired. This was particularly obvious when a treatment plant was built, 
but the networks were not complete because of land acquisition delays. Therefore, the 
treatment plant cannot be brought online, and the investment is temporarily of no value to 
the people. 

4. Projects that were not fully funded and therefore continue to suffer, and the new five-year 
plans require new project starts to be responsive to a political agenda. This problem 
persists today with no obvious solution strategy. 

All of these delays have been, and continue to be, extremely costly to the Government of 
Egypt in terms of change orders resulting from changed conditions and interest on late 
payments due to the contractors. This is indicative of poor project planning and poor financial 
scheduling at the outset, then later by poor project management beginning at the technical 
report phase of a project. 

The project management tools that were used by the heads of the two Central Departments for 
Project Implementation were totally inadequate for the size programs they are managing. 
These tools were in fact unique to each manager based on what he felt he needed, and they 
were either generic spreadsheet programs or word processor programs. There is no uniform 
project tracking and management system within NOPWASD today. 

The following are specific observations and comments on activities and procedures of the 
Central Departments for Project lmplementation that affect operational efficiency and 
effectiveness: 

The Manager of Planning's role in making needs assessments seems misplaced and of 
limited use in providing accurate project level data because of the lack of a standardized 
reporting system. 

The timing-and frequent delays in-project funding make construction management 
totally inefficient. 



Project scheduling and budget management programs and procedures are totally 
inadequate. 

The inability to transfer completed projects to the responsible local government body will 
create a major problem over the next three to five years, if not solved. 

Central Department for Training 

The Central Department for Training manages an extensive training course program based in 
the center of Cairo and Damanhour, 90 kilometers south of Alexandria. The training courses 
are presented for NOPWASD staff; governorate, PEA, and water company staff; and other 
people interested in the field. The training courses cover the technical areas of design, project 
execution, and operations and maintenance, as well as organizational administration and 
finance. 

Table 4 presents data on the size of the training program and level of participation of 
attendees. 

Table 4 
Central Department Training Program 

The Central Department for Training, which is very much training facility based, is proposing 
more training facilities be built in Egypt, including a proposed site in Obour to replace the Cairo 
facility and new training facilities in New Luxor, New Minia, and the Canal Cities. 

The Central Department for Training draws its trainers from a variety of sources, including staff 
from NOPWASD, Cairo University and American Cairo University. and Cairo Water 
Organization. 

Course attendance is voluntary, and attendance fees are paid by their respective governorates 
or organizations. 

The following are observations and comments on the activities and procedures of the Central 
Department for Training that affect operational efficiency and effectiveness: 

The training facilities are too removed from the people needing the training (Upper and 
Lower Egypt). Greater use should be made of other institutions of learning for facilities and 
faculty. 

There are no apparent training needs assessments being performed to define the training 
most necessary to meet Egypt's capacity-building needs in the sector. 



Training programs need targets. These targets should be operator and utility manager 
certification. 

General and Other Departments 

The organizational analysis was intentionally limited, in terms of a detailed analysis, to the core 
technical central departments. However, the organizational analysis team did conduct 
discussions with senior managers in some of the general departments and other departments 
to gain a sense of appreciation of their role within NOPWASD's overall mission. 

The following are observations and comments on the activities and procedures of various 
general and other departments that affect operational efficiency and effectiveness: 

The overall organizational structure has too many direct reports to the Chairman. 

It is questionable whether NOPWASD needs to staff its organization to perform the 
functions of Central Statistics, Testing, and Motor Pool and Workshops. 

The Consultation Unit creates a potential conflict of interest situation because it provides 
services to the private sector. Instead, it should function inside the Central Department for 
Design and focus on consulting support services to public legal entities and Arablforeign 
countries. 

Governorates, Public Economic Authorities, and Water Companies 

An analysis of governorates, PEAs, and water companies was not a part of the project. 
However, interviews were conducted with the following organizations to gain an understanding 
of the motivation and capacity of local units of government to carry a larger responsibility for 
water and wastewater infrastructure project development, implementation, and operation and 
maintenance. 

Qena Governorate 

Minia Water and Wastewater PEA 

Daqahliya Water and Wastewater PEA 

Damietta Water Company 

Despite the perception that is shared in Cairo amongst NOPWASD staff that the local units of 
government lack the capacity and expertise to manage their own infrastructure programs from 
beginning to end, there is clear evidence that this is not accurate in the field. 

Although the two PEAs visited are not at breakeven in terms of their operating costs, each of 
their financial performance statements appeared to be improving, year-by-year, with increased 
revenues and improved collections. These PEAs suffer from sizeable overstaffing (labor costs) 
because of the requirement that they had to assume all of the waterlwastewater staff in each 
of the municipalities in their governorate, when the PEA was formed. 



The municipal officials of Qena are ready and willing to form their PEA and assume greater 
responsibility for their waterlwastewater infrastructure, once the draft presidential decree is 
signed. 

The Damietta Water Company does meet all of its O&M costs out of revenues, and it is not at 
its current regulatory tariff maximum. It does have some advantage over the PEAs in that it 
was formed only to provide water supply services and it was allowed to pick only the number 
of personnel that it felt it needed to operate and maintain the utility. 

Based on the above, the following observations and comments can be made: 

Governorates must move rapidly to form PEAs, once the new presidential decree is signed. 

Capacity building at the PEAlwater company level must be a top priority for NOPWASD 
over a sustained (10-year) period. 

PEAs seem to be moving in the right direction in terms of assuming responsibility, building 
capacity, and improving financial performance. 

Water companies are proving that a water supply utility in Egypt can operate at or better 
than break-even in terms of its O&M costs. 



CHAPTER 4 
RECOMMENDED ACTIONS TO ADDRESS NEAR-TERM 

AND LONG-TERM NOPWASD ORGANIZATIONAL ISSUES 

As pointed out in Chapter 2, NOPWASD will be in the midst of a transition once the draft 
presidential decree is approved by the Parliament and signed by the President. It is currently 
estimated that the signing of the decree will take place early in 2000. 

Also, as pointed out in Chapter 1, it is not so much that NOPWASD's responsibilities change 
but that NOPWASD change the way in which it fulfills those responsibilities. 

This chapter addresses specific issues facing NOPWASD and recommended actions that 
could be taken to deal with those issues. There are three major categories of issues and 
recommendations: 

Improving NOPWASD's performance in its traditional role; 

Developing capabilities within NOPWASD in new areas of responsibility as stated in the 
draft decree; and 

Developing capacities within NOPWASD to support decentralization in the water and 
wastewater sector. 

Defining a Re-engineered NOPWASD 

This report has attempted to provide the observations and guidance necessary so that 
NOPWASD can "re-engineer" itself to efficiently, cost-effectively, and responsively perform its 
stated duties and responsibilities. It cannot be repeated enough times that NOPWASD's 
greatest challenge will be to learn to "steer more and drive less." From the perspective of 
totally understanding the needs of the sector, defining the policies to address those needs, and 
developing the strategic plans to fulfill those needs. NOPWASD should be seen as the 
"steward" of the sector. 

NOPWASD is, first and foremost, a technical organization, and, therefore, it is capable of re- 
engineering itself. However, that re-engineering process must be defined by the fundamental 
guidelines stated above, or it will naturally result in an organization that will ultimately pursue 
"business as usual." 

In re-engineering itself, NOPWASD must take a serious look at its current organizational 
structure and simplify that structure to be less fragmented, while also reducing the number of 
direct reports to the Chairman to only executive staff and the senior management team (Figure 
2). Within this organizational structure, NOPWASD should further examine all non-corelnon- 
mission essential activities to determine whether these may be better performed by some type 
of out-sourcing arrangement. 
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Stated Issues to be Addressed and Recommended Actions 

The following describes the three major categories to be addressed, with the issues related to 
each category listed. With each issue, there is a stated action, as well as a discussion of that 
action explaining why and how it should be implemented. 

Improving NOPWASD's Performance in Its Traditional Role 

In the near term, NOPWASD can take a number of actions to improve its overall performance 
that are within its current capabilities and authorities to implement. 

Issue 1: Completion of currently uncompleted and long delayed projects. 

Action: Immediately review all uncompleted projects, determine and rank the 
project need, and prepare an estimated cost-to-complete and time-to- 
complete report on each. Prepare a strategy to address funding needs 
and timing. 

Discussion: A number of policy and administrative decisions were made previously 
about construction contract awards and construction contract bidding 
structures that have now created cost and efficiency problems. There are 
a number of partially completed, yet essentially stopped, construction 
projects. Each of these projects needs to have a specific, individual 
action plan prepared that addresses the following: 

Identify the steps needed to resolve any legal barriers to project 
completion (contractors' lawsuits); 
Determine the extent and estimate the cost of any re-engineering 
needed; and 
Schedule the availability of funds to complete the project, so that each 
project proceeds only when full funding is identified and construction 
can proceed cost-effectively. 

Resolving this situation as quickly as possible will return credibility to 
NOPWASD's capital planning and development program and will . - 
communicate how NOPWAS~ will manage its programs in the future to 
maximize the effectiveness of funds spent. 

Issue 2: Timely completion of land and right-of-way acquisition. 

Action: Notify local governmental units, PEAS, and water companies that land 
and right-of-way acquisition is a local responsibility and that projects will 
not proceed to the next phase until titles to required land and rights-of- 
way, as defined in the technical report and design documents, have been 
obtained and provided to NOPWASD. 

Discussion: This action will immediately improve the efficiency and timeliness of 
project delivery, and it will reduce the cost of future re-design. In addition, 



it will begin to cultivate the active participation of the local unit of 
government (governorate or local municipality), or the responsible PEA or 
water company, so that it becomes an "owner" in the early stages of the 
project. 

NOPWASD must start to communicate to the local units of government 
that it sees its involvement in the delivery of water and wastewater 
facilities, through the national capital grants funding program for water 
supply and sewerage infrastructure, as a partnership with local 
government. If the local units of government cannot assume the 
responsibility to secure title to land and rights-of-way, then they are in no 
position to assume responsibility for the waterlwastewater assets either. 
Only in this way will the ultimate consumers of water and wastewater 
services see that it is local government-not the National government or 
NOPWASD-that is not delivering on its promises. 

The notification of this proposed change, although within the authority of 
NOPWASD to do unilaterally, should be made in a collaborative way, by . - 
pointing out past problems and current project delays resulting from the 
lack of titles or rights-of-way. The local units of government and PEAS 
should be provided with early, transitional support by NOPWASD in this 
process to demonstrate the intended nature of the partnership between 
NOPWASD and the local units of government. 

Issue 3: Design engineering contracting and technical repoddesign 
standards. 

Action: Review and revise technical report standards and design standards, and 
document these in manuals of practice. Strengthen consulting contracts 
to transfer more design risk to the consultants and to ensure compliance 
with standards. 

Discussion: NOPWASD should reviseldevelop its technical report standards and 
design standards and enforce compliance with those standards by its 
contracted consulting engineers. 

The technical report, generated prior to final design, is possibly the most 
critical stage in a project cycle. It is this stage when the detailed, 
technical "road map" for the project is prepared; where all of the actual 
site conditions and technical assumptions are finally reviewed; and where 
the design criteria are agreed upon between NOPWASD and the 
consulting engineering firm. In that regard, consulting engineering firms 
must be held accountable to have fully determined the site conditions of a 
project before the start of design. 

The technical report must have a defined level of technical detail, and it 
must provide all of the basic design data and construction cost estimates 
to support the final design process, the estimated capital cost, and the 
scheduling of capital funds. 



Even such simple things as the size of drawing sheets on a NOPWASD 
project should be a standard, with the location of sheet titles and type of 
drawing sections (civil, yard piping, structural, electrical, mechanical, 
instrumentation, etc.) all defined. 

Issue 4: Construction contracting with single responsibility. 

Action: Ensure that all construction contracts (civil/mechanical/electn'cal) are bid 
as the responsibility of one construction contractor, who shall identify his 
principal subcontractors in his original bid. 

Discussion: Every indication is that NOPWASD has abandoned the idea of splitting 
contracts between different types of work and awarding this work to 
different contractors. This practice clearly places NOPWASD in the 
middle of the project and exposes it, and the project, to conflicts, which 
NOPWASD will always have to resolve. 

The direction in global markets is to move more toward turnkey or 
design-build contracts, which are bid on a performance and quality 
specification basis, and which further place the responsibility on one 
single contractor, thereby making the enforcement of the contract 
requirements more simple for an organization like NOPWASD. 

NOPWASD must understand that this overall approach to contracting, 
although more effective in terms of having single contract responsibility. 
places a greater need for clear and accurate bidding and construction 
agreement documents. Again, this strengthens the case for having well- 
documented standards a& procedures ihat must be followed by both 
consulting engineers and contractors in working with NOPWASD. 

Issue 5: Consulting engineering services during construction. 

Action: Engage the consulting engineering firm that did the design work to review 
and approve shop drawings. Hold them responsible for reviewing and 
approving change orders, during construction, before submission to 
NOPWASD. 

Discussion: If NOPWASD is going to continue to review shop drawings, it will be 
continuing to relieve the consulting engineer from further design 
responsibility. This situation is similar to the one that NOPWASD created 
when it split construction contracts, in that it placed itself in the middle of 
the process and thereby assumed a responsibility that is best left with the 
service provider-in this case, the consulting engineer. 

If a construction contractor submits a change order with a request for 
increased compensation, the consulting engineer must first justify this to 
NOPWASD and explain why it is not a design error. 



NOPWASD should move as quickly as possible to implement a pilot 
program in this area to see what it will take to eventually transfer all of the 
shop drawing review effort to the consuiting engineering firm that did the 
design. 

Issue 6: Construction inspection and acceptance. 

Action: At a minimum, involve governorates, PEAS, and water companies in the 
construction inspection aspect of all projects, and provide qualification 
and on-the-job training to build PEAIwater company capacity. Notify 
governorates, PEAs, and water companies that no new construction 
contracts will be awarded unless the governorate, PEA, or water 
company has identified and committed the required number of personnel 
to participate in the construction inspection phase. 

Discussion: Currently, NOPWASD, through its Project Implementation Central 
Department, provides construction inspection on all projects that it 
undertakes. This central department feels itself to be understaffed for the 
number of projects that it must inspect. At the same time, the existing 
governorates, PEAs, and water companies want to be more involved in 
the projects at every stage. 

Since NOPWASD is increasing the situation where local units of 
government and PEAS do not want to accept projects once they are 
completed, then NOPWASD should encourage early and significant 
involvement of local units of government and PEAs to build a sense of 
ownership and responsibility for the facilities. In turn, if local units of 
government and PEAs are totally involved from the start of construction, 
it will be harder for them to argue that the facilities are faulty. 

In the future, NOPWASD should make the bidding of the construction 
phase of a project contingent on the local unit of government's or PEAs 
broviding the required number of site inspectors and requiring that these 
site inspectors take and pass a NOPWASD course on site inspection. 

As a further enlargement on this policy, NOPWASD should require 
governorates and PEAs to provide personnel, on a seconded basis to 
NOPWASD to actively participate in a project from its inception in the 
technical process. 

Issue 7: Project budget and schedule control. 

Action: Redesign and upgrade project management reporting. Build 
management information system capability to institute readily available, 
computer-based, project management systems. Prepare monthly 
standard project performance, project schedule, and budget summary 
reports for all design and construction projects and distribute them to the 
Chairman and the senior management team. 



Discussion: NOPWASD's current project management reporting systems do not 
gather the type of data and provide the type of timely reports that a major 
development and implementation organization, such as NOPWASD, 
should have. Senior central department managers are left to their own 
resources and techniques to design and develop systems using standard 
spreadsheet programs that are inadequate to do the job properly. 

NOPWASD should assess this problem starting from the point at which a 
project is authorized to proceed from the Ministry of Planning, since it is 
at that point in time that a final budget has been defined and an 
expectation for project completion has been created. 

Such a projecttprogram management system would track a project 
throughout its life and provide management with accurate, timely reports 
to identify problems and make decisions. Such a system would require 
time reporting of all personnel in the engineering and project 
implementation process, as well as accurate cost and budget information. 
The system would allow for reforecasting of completion costs and 
completion schedules. 

It is impossible for NOPWASD to be successful in its mission of 
improving the delivery of water and wastewater services across Egypt 
until it starts to take control of its information management needs. 

Develop NOPWASD's Capabilities in the New Areas Stated in the Draft Decree 

The issues addressed below assume that the preceding recommendations will be 
implemented and build on that assumption to develop NOPWASD's capabilities further to 
respond to its added responsibilities as stated under the draft decree. 

Issue 8: Needs assessment surveys and strategic planning. 

Action: Develo~ needs assessment guidelines, master planning guidelines, and 
technical report (facilities planning) guidelines to a s s i s t ~ ~ k s  and water 
companies in performing their future planning and technical evaluation 
responsibilities. 

Discussion: This issue and action is a clear example of how NOPWASD's role must 
change under the draft decree. NOPWASD, in this instance, has a clear 
responsibility to set the standards and the requirements for PEAS to 
receive funding for nationally funded capital projects for water supply and 
sewerage infrastructure. These guidelines must be comprehensive and 
clearly understandable so that all needs assessments, master water and 
sewerage plans, and technical reports meet a common standard and so 
that NOPWASD is provided with the information necessary to integrate 
these needs into the national plan. 



Issue 9: Project planning, priority setting and capital phasing. 

Action: Develop project priority-setting criteria for submission to, and approval 
by, the Sector for Housing and Utilities of the Ministry of Housing, 
Utilities, and New Urban Communities, and apply capital phasing models 
to maximize effective timing and use of funds. Increase training of 
NOPWASD technical staff in the areas of project financing, budgeting, 
and phased capital planning. 

Discussion: By drawing from the outputs of the proceeding issue, needs assessment 
surveys, and strategic planning, NOPWASD is the only organization in 
position to apply project priority-setting criteria and then develop a capital 
phasing program tied to alternative funding scenarios. 

In this area, NOPWASD will need to build greater capability and capacity 
within its organization in the area of project financing, budgeting, and 
phased capital planning. It is envisioned that this would entail a 
combination of finance specialists and engineers, who will receive this 
special training. 

lssue 10: Technical Secretariat role to the Sector for Housing and Utilities of 
the Ministry of Housing, Utilities and New Urban Communities. 

Action: Develop a protocol for actions to be taken by NOPWASD in the fulfilling 
of its Technical Secretariat responsibilities. 

Discussion: For the Sector for Housing and Utilities to be effective in its duties, it is 
critical that the role of the Technical Secretariat, NOPWASD, be clearly 
understood from the outset. The role of a Technical Secretariat is not to 
be obedient and simply wait to do whatever it is told, but rather to 
develop the annual and scheduled agenda and provide the supporting 
information that the Sector for Housing and Utilities will need to fulfill its 
responsibilities. 

In this regard, NOPWASD should develop a protocol to include the 
following duties: 

Prepare a yearly calendar for the Sector for Housing and Utilities with 
specific schedules for submitting documents and holding meetings 
and with topics that are tied to the strategic planning and budget cycle 
of the water and wastewater sector; 

Conduct investigations and prepare reports, as requested by the 
Sector for Housing and Utilities; 

Present an annual report on the national needs of Egypt for water and 
wastewater facilities and services; 



Present an annual project priority list, with a phased capital plan, for 
review and approval by the Sector for Housing and Utilities; and 

On behalf of the Sector for Housing and Utilities. NOPWASD should 
prepare and conduct an annual donor briefing session to assist 
foreign donors in understanding the infrastructure needs of Egypt and 
to aid in channeling available funds into the highest priority projects, 
as well as into governorates or PEAs that are best prepared to absorb 
the funding. 

The organizational responsibility within NOPWASD for the Technical 
Secretariat function would probably be best placed in the Central 
De~artment for Plannina. within the recommended oraanizational structure. 
~ h k  proposed ~echnicaj~ecretariat Support ~ e ~ a r t i e n t  would be staffed 
with personnel having a cross-section of professional skill sets to include 
infrastructure planning, capital planning, financial budgetinglforecasting. 
construction management, and utility management. This group initially would 
not total more than six to eight personnel and include technicians and clerks. 
This General Department would use other parts of NOPWASD, as needed, 
to provide information to support its efforts. 

NOPWASD's attendance at presentations before the Sector for Housing and 
Utilities, as the Technical Secretariat, would always be in the person of the 
Chairman of NOPWASD. 

Develop NOPWASD's Capacities to Support the Decentralization of the Sector 

Issue 11: Grants management and PEA contracting review. 

Action: Develop procedures that will facilitate project contracting by all PEAS 
while providing the necessary oversight to insure the proper expenditure 
of national capital grant funds for water supply and sewerage 
infrastructure by the PEAs. 

Discussion: Over time, NOPWASD should remove itself from all of the direct 
engineering design and project implementation functions that it currently 
fulfills. In doing this, it will take on a "grants management" role to ensure 
that the funds provided by the national government are properly applied 
to the approved projects by the PEAs. 

This process may necessitate that NOPWASD develop minimum 
reauirements that a PEA would have to meet to be allowed to undertake 
its own engineering design and project implementation programs with 
national funds. These are defined as "deleaated authorities." meanina 
that NOPWASD has the primary authority Gut that it can determine how 
and when this authority is delegated. Delegated authority also can be 
withdrawn if the PEA performs its delegated duties poorly. 



Issue 12: Utility management capacity building and technical assistance in 
utility performance improvement. 

Action: Redesign and expand NOPWASD's training programs to address 
comprehensive utility management and the related issues of strategic 
planning and business planning, financial management, tariff policy, 
maintenance management, demand management, and unaccounted-for- 
water reduction. 

Over time, reorganize NOPWASD's project implementation unit to 
provide a regionally based utility management, operations and 
maintenance technical assistance service to the PEAs. 

Discussion: This is an area where NOPWASD must grow its capabilities to support 
the overall needs of the sector to build capacity in utility management and 
cost-effective operation and maintenance management. This type of 
structured mission can provide high caliber, operational audits of PEAs, 
particularly when they are out of compliance, to assist in the development 
of performance improvement programs and provide the training needed 
to improve performance. 

Issue 13: Improve professionalism in the waterlwastewater sector. 

Action: Develop and propose a program for testing and mandatory operator 
certification. Decentralize training facilities and training delivery to 
improve access to training in geographic areas of greatest need. 

Discussion: Training is most effective when it is related to a qualification that an 
individual needs to obtain to retain a job. Therefore, NOPWASD could 
play a major role in improving the professionalism in the sector through 
the development of regulations, for passage by the proper authorities, to 
make certification a requirement. This would not be just a one-time event, 
since maintaining certification could be dependent on an individual 
attending or receiving a prescribed number of course hours during a 
specified time period, such as five years. 

To make this effective and practical, NOPWASD will have to rethink its 
training programs so that they are more decentralized and easily 
accessible to all of the employees of the PEAs. 



CHAPTER 5 
CHANGE MANAGEMENT TIME SCHEDULE AND 

DONOR ASSISTANCE OPPORTUNITIES 

This chapter presents a suggested schedule for the implementation of a change management 

DI 
process. The transformation of NOPWASD must be managed carefully, since there are a large 
number of projects in progress that must be addressed daily. At the same time, the various 
governorates, PEAs, and water companies are at different stages in their ability to be equal 
and responsible partners. 

P 

Change Management Program and Schedule 
6 

As Figure 3 shows, the Change Management Program has been structured to be implemented 
over a five-year period. Based on observations made during the field investigation portion of 

I the analysis, both NOPWASD and the current and future PEAs (current governorates) appear 
motivated to bring about the changes presented in the Action Plan. These changes would 
allow projects to go to completion more quickly and would increase local government 
participation to improve project acceptance. 

Within a particular bar, which reflects the scheduling of an entire "action," there will obviously 
be a number of more detailed actions that will need to be individually defined and scheduled. 
This organizational analysis was not intended to go into that level of detail. However, such a 
detailing of the Change Management Program must be done immediately. This, obviously, will 
require the input of the management team, and their senior staff, to prepare and agree to 
these detailed actions. 

Areas for Donor Technical Assistance 

There are clearly areas where donors can and should get involved in providing technical 
assistance to NOPWASD to facilitate this transition. Particular areas where it would appear 
that donor assistance would be helpful are: 

Project budget and schedule control to include fully supporting the management 
information system function within NOPWASD in defining data management and reporting 
needs, selecting software, and training in application and use; 

Policies and procedures for proper needs assessment surveys and strategic planning, as 
well as project planning, priority setting, and capital planning; 

Utility management capacity building within NOPWASD and the PEAs; and 

Design and implementation of an operator certification program. 

In this regard, NOPWASD should prepare donor briefing packages in each of the above areas 
where it wishes to receive consideration for donor technical assistance. These packages 
should be of sufficient detail for the donors to understand clearly the scope and magnitude of 



the requested assistance and the ultimate benefit that will be derived from the expenditure of 
funds. 

NOPWASD should make a formal presentation to the donor group in Egypt of its technical 
assistance needs, with all donors receiving a copy of the various briefing packages for their 
review and consideration. Providing the donors with a copy of the NOPWASD Organizational 
Analysis Report, along with NOPWASD's current actions to implement the recommendations, 
might also serve to demonstrate to donors the seriousness that NOPWASD has placed on 
sector reform and its role within that reform. 
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ANNEX A 
INTERVIEW SCHEDULE 

PRRnOUS PAGE BLANK 

Name and Title - Meeting Topic 
Tim Alexander and Mohamed El Alfy, USAlD 
Topic: Reconfirm project direction and objectives 
based on inception report. 
(Conducted by telephone with Alexander only) 

Eng. Sami Emara, Deputy Chairman, NOPWASD 
Osama Abdel Rahman, Mgr. of lnt'l Coop. 
Talat Kandiel, Manager of CAOA Coordination 
Topic: Develop consensus on organizational 
analysis objectives and support of Chairman. 
Eng. Saeed Momtaz , Head, Central Department 
for Engineering Design 
Topic: Discuss all functions of the department, and 
meet section managers as appropriate. 
Eng. Mahmoud Ibrahim, Consultant to Dept. 
Eng. Fatma Hamana, Gen. Mgr. Computer Lab. 
Eng. Mohamed Zaki Mohamed Nasir 
Eng. Saeed El Gohary, Gen. Mgr. Hydraulics 
Eng. Samir El Nahas, Head, Central Department 
for Planning 
Topic: Discuss all functions of the department, and 
meet section managers as appropriate. 
Eng. Wedad Mohamed Aly, Gen. Mgr. Planning 
and follow-up 
Eng. Ashraf Zakaria, Plng. & Follow-up 
Eng. Fatma Kamal Aly, Gen. Mgr. Tech Support 
Eng. Maged El Tayeb, Chemical Hygiene Support 

Shafie El Dakrouri, Chairman, NOPWASD 
Topic: Status report on analysis and policy 
questions. 

Eng. Samira Nicola, Central Department, 
Research and Studies 
Topic: Discuss all functions of the department and 
meet section managers as appropriate. 
Eng. Ahmed Hossam Eddin Kotb, Sr. Eng. 
Eng. Howida El Mayati 

Eng. Sayed Tantawi, Head of Contracts 
Dept. of Procurement and Contracts 

Date 
Tuesday, 
Sept. 28, 1999 

Wednesday, 
Sept. 29, 1999 

Thursday, 
Sept. 30,1999 

Friday, 
Oct. 1, 1999 
Saturday, 
Oct. 2, 1999 

Time 
08:30 - 11:30 

13:OO - 16:OO 

09:OO - 15:OO 

09:OO - 15:OO 

08:30 - 09:OO 

09:OO - 12:OO 

13:OO - 15:OO 



Date 
Sunday, 
k t .  3. 1999 

Aonday, 
k t .  4. 1999 

'uesday, 
k t .  5, 1999 

Time 
1O:OO - 13:OO 

13:OO - 13~30 

Name and Title - Meeting Topic 
Eng. Mohamed Tawfik, Central Department, 
~ o w e r  Egypt Implementation 
Topic: Discuss all functions of the department and 
meet section managers as appropriate. 

Eng. Moustafa Abul Fath, Central Department, 
Upper Egypt Implementation 
Topic: Discuss all functions of the department and 
meet section managers as appropriate. 

Eng. Ahmed El Kadi, Gen. Mgr. Projects 
Consulting Unit 

Fly to Luxor and spend the night in Luxor 
Meet with Mohamed Hassan, Project Mgr. 
Tour of Luxor Water Treatment Plant 

Drive to Qena 

Eng. Adel Salama, NOPWASD Lower Upper 
Egypt Regional Mgr. 

Governor Safwat Shaker, Qena Governorate 

Meeting with Governor and Qena Popular Council 

Drive to Minia (5 hours) 
Eng. Adel Sharabas, NOPWASD Northern Upper . . 
~ ~ y ~ t  Regional Mgr. 
Eng. Eid Osman Hegazy, NOPWASD Gen. Mgr. 
for Minia Governorate 

Samir Abo El Lail, Chairman of Minia PEA and 
President of Minia City Council 
Eng. Mahmoud Abu Zied, Vice Chrmn Technical 
Abdel Salam Abdel Hameed, Gen. Mgr. For 
Finance and Administration 
Abdel Wahed Khafagi, Mgr. Employee Affairs 
Eng. Adel Sharabas, NOPWASD Northern Upper 
Egypt Regional Mgr. (continuation of prior mtg.) 

Drive to Fayoum and spend the night 



Date 
Wednesday, 
Oct, 6, 1999 

Topic: Discuss all functions of the department and 
meet section managers as appropriate. 
Hassam Aiy, Mgr. of Finance 

Thursday, 
Oct. 7, 1999 

Time 
10:OO - 12:30 

11:OO - 12:30 Gen. Ahmed Shehab, Chairman Daqahliya PEA 
Eng. Shawky Mattar, Vice Chairman 
Abdel Salam Nasser, Mgr. of Finance & Admin 
Eng. Moustafa Hegazy, Vice Chairman 
Eng. Amal Mansour Moustafa. Mgr. of Planning 
and Follow-up 

Name and Title - Meeting Topic 
Sam Coxson, PADCO Party Chief for Middle 
Egypt Institutional Strengthening Project 

13:OO 
09:45 - 13:OO 

Friday, 
Oct. 8, 1999 

~ 12:30 - 13:30 Tour of Mansoura Water Treatment Plant 

Drive to Cairo 
Fathi Mansour, Central Department, Finance and 
Administration 

13:30 Drive to Damietta and spend the night. 
Sunday, 07:30 Drive to Damietta 

Saturday, 1 07:30 Drive to Daqahliya 
Oct. 9, 1999 

09:30 - 10:45 Eng. Maher Nassif Megalah, NOPWASD Gen. 
Mgr. for Daqahliya 
Eng. lbrahim El Sherbini, MechIElec Gen. Supr. 

13:OO - 14:30 

10:OO - 11:45 Eng. Mohamed Dessouki, NOPWASD Reg. Mgr. 

Eng. Fouad Mohamed Aly, Head of Central 
Department of Training 

12:OO - 14:OO Gen. Ahmed Kadry, Chairman. Damietta Water 
Co. 
Eng. Mohana Mikhaiel, Gen. Mgr. for Projects 
lbrahim El Selntti, Gen. Mgr. Admininstration 

I 1 15:OO Drive to Cairo 

20:OO Dinner with Farid Sweliem. Consultant, former 
Chairman of NOPWASD. CGOSD. AGOSD 



Oct. 13, 1999 
13100 - 16100 

Name and Title - Meeting Topic 
Fathy Sheihk - Under Secretary, Ministry of 
Planning 

Date 
Monday, 
Oct. 11, 1999 

Tuesday, 
Oct. 12, 1999 

Ahmad Gaber, President, Chemonics Egypt 

Time 
10:OO - 12:OO 

Meeting with Tim Alexander and Mohamed El Alfy 
of USAlD at USAlD offices 
Eng. Sami Emara, Deputry Chairman, NOPWASD 
Osama Abd El Rahman, Mgr. of Int'l Coop 
Samira Nicola, Central Department, Research and 
Studies 
Tim Alexander and Mohamed El Alfy, USAlD 
Topic: Summary observations from interviews and 
field trips. 

13:OO - 16:OO 
11:OO - 12:OO 

/ 12:30 - 16:OO 1 Project Analysis at EQI Offices 
Friday, 

Project Analysis at EQI Offices 
Eng. Mahmoud Sarnagawi, lSt Under Secretary 
for New Communities, Ministry of Housing 

Tim Alexander and ~ohamed  El Alfy, USAID 

Oct. 15, 1999 
Saturday, 
Oct. 16, 1999 
Sunday, 
Oct. 17, 1999 

Hassan Aly Hassan, Deputry Gen. Mgr. Financial 
Affairs and Mgr. of the Budget 
Discuss Bab Ill Funding 

Eng. Yassin Bahi Eddin, Mgr. Of MIS Department 
Discuss management systems and reports 

10:30 - 12:30 

08:30 - 10:OO 

Magd El Din Ibrahim, 1'' Under Secretary for 
Utilities, Ministry of Housing 

Nader El Bayoumi, Gen. Mgr. Personnel Affairs 
Talat Kandiel, Manager of CAOA Coordination 
Shafie El Dakrouri, Chairman of NOPWASD 
Eng. Sami Emara, Deputy Chairman 
Osama Abdel Rahman, Mgr. Of Int'l Coop. 

Eng. Salah Eddin Hussan, Gen. Mgr. of Testing 
Department 
Hassan Omar, Mgr. of Statistics Section 





ANNEX B 
ACRONYMS 

IPCC 

LlRR 

MIS 

NOPWASD 

O&M 

PEA 

PSP 

TOR 

USAID 

Interministerial Policy Coordinating Committee 

Legal, Institutional, and Regulatory Reform Program 

Management information system 

National Organization for Potable Water and Sanitary 
Drainage 

Operation and maintenance 

Public economic authority 

Private sector participation 

Terms of reference 

U.S. Agency for International Development 
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