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I. EXECUTIVE SUMMARY AND RECOMMENDATIONS 

The Neighborhood Urban Services Project provided finance (over $89 million) and technicalassistance to local urban government and PVOs of Greater Cairo and Alexandria to construct2,800 small infrastructure subprojects to improve the delivery of basic services (clinics,schools, water, lighting, etc.) to the residents of these over crowded cities. The NUS Project waspart of the Decentralization Sector Support Program (DSS I) which provided a total of $600million to almost every level of local government. The four purposes of the NUS Project are: 

Support Administrative Decentralization 
Increase Public Participation in Local Government 
Strengthen Local Government Capability to Deliver Services 
Improve the Quslity of Life for Urban Residents 

SUPPORT ADMINISTRATIVE DECENTRALIZATION 

Findinos. NUS has greatly increased the volume of service facility construction activity at thedistrict level, and also the local delivery of important and desired public services. Localgovernment performed the tasks of assessing needs, prioritizing, choosing, overseeing privatecontractors, coordinating among local bodies and with other levels of administration, and followup and supervision. Over 1200 subprojects were handled directly (through contracts with local
building firms) by the 23 districts. 

The great majority of local officials totally approve of the goals of NUS and of the criterion ofdistrict decision and implementation of subprojects. 

Conclusions. The record of completion of facilities at or above the usual level of quality provesthat such tasks can be handled at the district level. The NUS strategy of learning throughrepeated implementation of small and medium size subprojects is asound and effective model for
strengthening local development. 

The important ingredient to continuing this progress and increasing the capabilities of localgovernment is the focus on the relationship between the district and higher levels ofadministration. The governorates and the technical secretariate am8ng need to be able toprovide support to district activity. 

There remain many constraints on the ability of local government to handle effectively smallinfrastructure service projects. Some of these constraints are addressed in L.D. It, others arethe subject of policy dialogue at higher levels. 

INCREASE PUBLIC PARTICIPATION IN LOCAL GOVERNMENT 

Findings. NUS provided the means (subprojects) for the popular council to become involved inanumber of significant local decisions, and for private voluntary organizations to apply forgrants to improve and expand their delivery of services. 

The increased involvement of the popular council a sourceis of some tension in district 
government. 

oQlusin. The NUS Project has substantially increased the number of significant localdecisions that involve the popular council. The popular council already had a role under law, butbecause there were so few activities locally decided upon and implemented, this authority 
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The institutionalization of the training process was partially successful, but it was aslow anddifficult task. The TA training group had difficulty, especially, finding trained trainers whocould effectively carry out the adult learning tecnniques that are the hallmark of effectivetraining programs. 

The training program lagged behind other inputs and the opportunity of the feedback betweenformal training and the on the job "raining associated with subproject implementation wasdelayed. 

nmclusions. formal training providedThe
implementation of NUS subprojects. under NUS had little direct impact on theIt may have an impact on the subproject process of L.D. II. 
Creating a permanent and institutionalized training process of this magnitude is atask almost asgreat as that of building 2800 additions to schools, WCs, and youth centers. Training involvesseveral facets, including repeated project orientation, exposure courses,workshops, skills brush up, team buildingand new skills acquisition. NUS did not have the resources toperform all of the above to the degree needed for significant impact. 

Recommendation. A roorm of training of trainers(TOT) should be a lead component of theSakkareTrainingCnter in order for it to provide significant support to the large training andorientation programs of the urban and rural service delivery projects.professionals is a special skill that must be taught to 
Training busy adult 

a large cadre of trainers if the broadtraining mandate of LD I is to be realized. 

IMPROVE UALITYOFLIFE 
Suboroiects. 

FindiM NUS is completing almost 2800 subprojects through local government and privatevoluntary agencies. The subprojects implemented by the districts stress utilities and smallinfrastructure (35%) and education (35%). For PVO subprojects, 80% are in the categoriesof clinics, nurseries, and skill centers. 

Estimates by the TA contractor indicate that a many as four million residents of greater Cairoand Alexandria benefit from these services. 

The average cost of a district subproject is about LE '10,000, and many Egyptian officials feel
that this small 
 size limits the impact.
constructed at the same 

On the other hand, several subprojects are usuallyfacility over time, thus increasing the impact while maintaining theflexibility and manageability of the sn ll size. 

During the three year evaluation,
patriate visited 

teams of engineers and social scientists, Egyptian and exapproximately 200 subprojects. With few exceptions they found thesesubprojects, schools, clinics, nurseries, street lighting, youth clubs etc. to be appropriate andappreciated by those in charge and heavily utilized by the public. 

Conclusion. The NUS system of local selection and implementation of subprojects is responsiveto important and felt needs of a brrad section of the local population. Much of the subprojectwork is an essential catching up on two decades of neglect during a period of rapid increase inurban population. 

Recommendation. Small infrastructure/service subproiecsshould be continued under the 
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present system of district level subproject selection and implementation. 

Maintenance and the Sustainability of ServicesFindinos. The TA contractor and USAID project management took a number of steps to addressthe issue of maintenance. They encouraged the OOE to distribute the maintenance fund to thegovernorates and districts. The TA carried out two thorough surveys of the maintenanceproblems of the FY 8 1/82 and FY 82/83 subprojects approximately one year after their
completion. 

The TA survey found that over 60% of FY 81 /82 subprojects need some maintenance and that20-30% are deficient, damaged, or unutilized in some important respect. A program toperform the maintenance on the FY 81/82 subprojects is moving, but as of December 1985,only 4% of the mainternnce fund had actually been spent. The survey of the FY 82/83subprojects indicates an improvement in the early maintenance situation, suggcsting that thesesubprojects were better built than the earlier ones. 

Like other aspects of training, maintenance courses came during the last year of the NUSproject. Local officials' responses to survey questions about maintenance indicate a distantperception of aproblem or of the need for programs of preventive maintenance. 

Conclusions. Maintenance remains a crucial issue for the sustalnability of the specificsubprojects and for the sustainablity of the capability of local government to deliver urban 
services. 

The LD II's increased emphasis on maintenance, preventive maintenance systems capability, andthe issue of financing of recurrent maintenance costs, is an important development and needs toreceive all the attention that is currently planned. 

Recommendation. Do Identified Maintenanceon NUS suboroiects. The TA contractor under theLD II urban services project should make getting the maintenance done on the NUS subprojectsfrom FY 81/82 and 82/83 a top priority. Unless there is an aggressive push to do thismaintenance, the NUS subprojects are in danger of deteriorating and thus losing the momentumand morale created by the NUS accomplishment. These subprojects should provide alaboratory
for demonstrating approaches to preventive maintenance. 

NUS PROJECT ASSESSMENT 

The NUS Project delivered all of its inputs and achieved its ambitious output targets. In thisrespect it produced immediately tangible results of demonstrable value to large numbers ofurban residents, especially, but not exclusively, in poor and crowoed neighborhoods. 

Moreover the project has moved urban local government in the direction of increasedresponsiveness to public needs, increased public participation, and increased capability ofdecentralized administration as called for in Egyptian local government laws. The project hasthe strong support of the broad spectrum of local officials, employees, popular council 
members, and PVO representatives. 

Certain program aspects such as formal training and maintenance lagged behind or fell short oforiginal projections, due to various competing pressures. Furthermore the design of the NUSProject failed to address the crucial area of long term financing of local government initiatives.These three areas are addressed more vigorously in the design of the L.D. I I follow on projects. 

4
 



FINDINGS 

60% OF COMPLETED SPs NEED 
SOME MAINTENANCE 

z TA SURVEY SHOWS 20-30% SIGNIF-
z ICANTLY DEFICIENT, DAMAGED, OR" . UNUSED. TA HAS TAKEN STEPS TO 

ADDRESS MANY MAINT. PROBLEMS 
DIST. OFFICIALS NOT VERY CON-

CERNED ABOUT MAINTENANCE 

w NUS IS COMPLET ING 2800 SPo L) SPs ARE APPROPRIATE, APPRECIAT-
SED, AND HE AVIL Y USED BY PUBLIC 

C AVERAGE COST OF SP, LE 40 K -
SEVERAL SPs AT SAME SITE IN-
CREASES IMPACT 

TA TRAINERS WORKED HARD TO 
K ~INSTITUTIONAL IZE TRAININGTIOF 

WAS DELAYED AND HAD 
7 LITTLE DIRECT IMPACT ON NUS 

oDIFFICULT TO FIND REQUIRED
OF GOOD TRAINERS 

00 U
CL LOCAL GOV. DEPENDENCE ONZ CENTRAL TRANSFERS IS INCREAS-ING DUE TO GROWINC WAGE AND 

U U~GYT.i -.cv DEBT MAINTENANCE LINE ITEM 

0 NCS EOER O ETI0 ICOTRCVRFO 
SERVICES THROUGH PVOs 

ETAN 

NUS HAS STIMULATED MUCH 
DECISION MAKING AT LOCAL LEVELBY PROVIDING SOMETHING ABOUT 

C. DECISIONS AND CHOICES NEED TO 

ALL NECESSARY SKILLS NOT AVAIL-
ABLE AT DISTRICT LEVEL. 

K LOCAL POPULAR COUNCIL AND PVOs 
INVOLVED INSUBPROJECT SE

-_ LECT ION.o, THERE ARE TENSIONS AND SHARP 

ccu POPULAR COUNCIL AND MINISTRY 
z CL DEPT. PERSONNEL. 

T PIN
ONLY 44% OF POP. COUNCIL LEAD-

. ERS RECEIVED TRAINING. 

CONCLUSIONS 


MAINTENANCE REMAINS 
A CRUCIAL ISSUE 
FOR SUSTAINABILITY 
OF SPECIFIC SUB-PROJECTS AND OF 
LOCAL CAPACITY TO 

PROVIDE NEEDED 

SERVICES 

NUS SYSTEM OF LOC
 
SELECTION OF SPs IS 

RESPONSIVENEEDS OF A 

TO 

BROAD RANGE OF 

POPULATION
 

ATANN RGA
THIS SIZE IS A 

COMPLEX UNDER-
TAKING 

TRAINERS ARE
THE KEY ELEMENT 

DURING THE LAST 

GOVERN-HAS BECOME EVEN ORATE AND MUNICIPALMORE DEEDNTAXSYTMSSMR EEDNTXSSESS
NOT LESS, ON THE THEY CAN COLLECT WHAT 
CENTRAL GYT. FOR ISLEGALLY DUE THEMFINANCES. 

FOCUS ON PARTNFR-DIST NEEDS BACK SHIP BTWN DIST.
UP - NOW FROM TA - AND HIGHER LEVELS-
INFUTURE FROM GOE GOVERNORATE AND 

NUS HAS GREATLY 
MULTIPLIED THEU T P IE THOPPORTUNITIES FOR EXPAND WORKSHOPS 

POPULAR COUNCIL FOR POPULAR COUNCILSAND PVO INVOLVEMENT 

LOCAL DECISION 
MAKING 

I\
 

RECOMMEND AT IONS 

LD II MUST PUT EMPHASIS ON 
COMPLETING MAINTENANCE 
ALREADY IDENTIFIEDFOR NUS SPs 

USE NUB SPs AS A 

"LABORATORY" FOR
 
DEMONSTRATING STRENGTH
 
OF PRE VENTIVE SYSTEMS 

LOCALLY IMPLEMENTED SMALL 
INFRASTRUCTURE SUBPROJECTS 

SHOULD BE CONTINUED 

RIIGO
 
TRAINERS (TOT)
 
PROGRAM SHOULD
 
BE A LEAD COM-
PONENT OF SAKKARA 

PRANN OJECTART 

PILOT PROJECT TO 
MODERNIZE 



I. 'TRDUTIO US PURP0SES'AND ESOJRCES 
-" '' , -

NUSNrDOSSM 
''~ 

The four jiurPoses of the Neiglhborhood Urban Service Pr8c pdith ework 4r e -

P nainof thematerial inthis evaluation report, The are 

.- potAdministrative Decentralizatio 

* -'-StrengthenLocal O3overnment Capabi Ity to'Deliver~5ervic
 
~7~~ 4Improve'QIuality of Life for Urban Residents 


i< 

~~hd ~Decentralization -etorSupport Prooram 2<.;'. . .. 
PSione of the fWe."AID prjcsdeveloped between 1978 and .198 1 wihwere grouped 

< 

into 
SDentralizatibon Sector SupprtProgram (DSS I) DSs,Iproy ided through these projects~;'
ibl4 financial resources( $600 million) to falmosteer unit o-lblgvrmn oea 

1in 4l- t prco'ideiImproved basic, services, ncreibe their; pr d -vetionaryfTunds through
i'w,-stment, and purchlase, heavy equipment. More than 46,600 subprojects ha~v been~4
imleetd o'er 800 small loans made, and oyer, 2,000 items-of. equipment deliy'ered. Funds 
wre also provided for, large ror
training progrms '(over 60,000 participanits), <and technical. 

-Y ' h pr'ogram is being continued under the Local Development 4I I Progr~m, which,4'building on the7i['
aXpa,- 'Ierce of., DSS I, addresses a numriber 'of~the important 4constraints to the long term
siista inability of locally implemented small and medium infrastructure subprojects for delivery

c~~4'- c evcs .,u 

F44. L) 
 The 'p 4U ie $444.~
Prjc o 10 . ilo ,o hc 7 . m lini 

Mm.4480sbpoetsipeene 4o 
y oa 

ryt 4.rmetadloal44-~i%.. 1,,~tr orajan and4 negboho asocaton in the4 23 districts< of4 the four urba 
gpv.'- 4''I4'4<'o Cairo, , Gai"'4" a an Aexndia 

i. E.-1 in AsitneWlu ".44' mt Awae W rvddatemo - xarae nK- Fg4...'. professionals4 wh wo ke wih t er.4ccr!.i . o u t r a tst e p e e.. . ,u . p u . p o u n.4.,-.'.on. . . a d . i pe e.. tt, In assure'44.4..4 acc4 ptble qu lit o 
-ubpi-ojects,~~~~
to.4 craea4n~eetifrainsse~ ~ ~ ~ 

o rcigalap Opoet 

NU~4 Reoure~D~lverd 4, 4 , 

' 

. 

.4 

)4~'4 

2<~~5
 



activity, to plan and implement training programs, to oversf the PVO grants program, and to 
solve problems that presented themselves. 

Training. The evaluation survey indicates that 75% of the current district level managers and 
engineers (over 500 officials and technicians) received une or two six-day training courses. 
The TA contractor's records indicate that NUS delivered over 35,000 training days to local 
officials, technicians, and PYO board members. Another 800 training days regarding the 
maintenance of heavy equipment were provided in participant training in the United States for 
technicians. 

.Maintenance and IncentiveFunds. The 3overnment of Egypt (GOE) contributes the equivalent of 
$13.9 million, of which $6.3 million is earmarked for a maintenance fund, and $4.2 million 
for an incentive fund. 

III. NUS EVALUATION PROJECT (1983-86) 

NUS also provides a special three year, periodic, "rolling" evaluation and monitoring effort 
funded by USAID and performed by the International Science and Technology Institute (ISTI)
Inc., and the Social Research Center (SRC) of the American University in Cairo. Between 1983 
and 1986, the combined American and Egyptian team carried out the following evaluation 
activities.
 

Sample Surveys 1983, 1986
 
A major effort of the evaluation has been 
 the surveys of district level officials and NUS
 
subproject sites.
 

Approach.The success of NUS in strengthening local government in a sustainable way depends
directly on how it is accepted by those local officials who implement the program. The 
interviews administered in this final phase stress acomparison between the NUS experience and 
the way things were done before NUS and still done in similar types of district activities. NUS 
does not occur into a vacuum, and districts already had activities, systems, procedures, and 
staff. NUS comes into that previous structure, not to replace it, but to improve its operation. 

Sample. In 1983, the Egyptian researchers of the Social Research Center interviewed over 200 
officials in all districts and visited asample of 50 district and PVO subproject sites. 
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In1986, they returned to interview 121 local officials and popular council members in 13 out
 
of 23 districts, and again to visit a representative sample of 100 government and PYO NU5
 
subproject sites.
 

At the subproject sites they interviewed the director of the facility, or in infrastructure
 
subprojects, citizens benefitting from the service. 
 This sample of subprojects represents the
 
total of NUS subprojects by type of activity, and also by the mix of subproject types in each of
 
the 13 sample districts.
 

The full report of the Survey of District Local Government end NU5 Suboroiects, including the
 
database generated by the questionnaires, is included as an annex to this report. [111-7].)
 

District CaseStudies (Helwan. Shoubra. Alexandria East) 1984
 
The special case studies fucused on the structure and process of local administration and contract
 
management in the districts, and on the relationship of selected PrOs to the communities they
 
serve. 
 These studies also provided a mid-project insight into the combined impact of NUS
 
activities on three sample districts. These reports comprise the NUS Evaluation Phase I1.
 

Contract Management and Subproject Maintenance
 
District Decision Making

Privbte Voluntary Organizations in Six Cairo Neighborhoods
 

Consultants' Studies 1985, 1986 
The following special studies and reviews were prepared by consultants to the NUS Evaluation 
Project. The final four are included as annexes to this repurt. 

Facilities Rehabilitation and Maintenance (Evaluation Phase If)

Engineers' Training Review
 
District Subproject Maintenance Review
 
Local Covernment Finance
 
Private Sector Impact Review
 

Final Report Format 
This brief final report provides acomprehensive evaluation of the Neighborhood Urban 5erviws 
Project, drawing upon the findings of 11 separate evaluation reports, surveys, and stuoies 
carried out over the last three years. 
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The material is arranged as responses to 10 basic questiuns about the impact of the NUS Project. 
These questions are derived from the original scope of work and were developed in collaboration 
with USAID project management and evaluation officers. These 10 questions are divided among 
the four purposes of NUS and local government in Egypt. 

Puriose: Suoort Decentralized Administration 

1. Are local institutions more responsive local needs levelsto than higher of 
administration? 

2. From the NUS experience, should modifications be made in allocation ofresponsib liiies among district, governorate, and central institutions? 

Purpose: Incre.-se Public Participation 

3. To what extent has NUS increased the role of the popular council in the selection of 
district subproject? 

4. Hnw has NUS increased public participation through the PYO grants program?
 

Purpose: Strenqthen LocalGovernment Capability
 

5. What are the attituLktb of local officials towards the NUS approach emphasizing locallychosen and implemented small and moderate sized service subprojects? Is there evidence 
that these attilide. arrs changing? 

6. Is there evidence of improved technical capacity of districts Incarry out NUS type
activities? 

7. Whet role has formal and on-the-job training played or not played in increasing
institutional capacity? 
8. Are improvements in local government capabilities to deliver urban services 
sustainable? 

Purpose: ImproveQuality of Life 

9. How responsive are the NUL: subprojects to the needs and priorities of the urban poor? 

10. Are the benefits and services provided by NUS subprojects sustainable? 

In this final evaluation effort, the emphasis is on the broader aspects of NUS Project impact 
rather then on assessing inputs and outputs. The evaluation team does not pretend to have 
sociologically definitive answers to all 10 questions. Even an evaluation of this scale follows 
partial indicators. These indicators show that the program is leading in the intended direction. 
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IV. SUPPORT ADMINISTRATIVE DECENTRALIZATION 

Egyptian Local Oovernment Laws determine the principles of District administrative 
responsibility and participation of popular councils. NUS provided the resources to implement 
these principles and to develop local government capucity to deliver services. There is a certain 
pragmatic experimental quality to NUS as the practical details of procedures get worked out 
during the course of subproject implementation. The flexibility in the original NUS Project 
design took this into account. Within the centralized political tradition of Egypt, local 
government needed to prove that it would be capable of coordinating and supervising the building 
of schools, clinics, youth centers, street paving, lighting, and other service facilities. 

The clear demonstration that local districts could do the job, and that NUS targets were to be 
thoroughly accomplished ahead of schedule did much to dispel any doubts about the ability of the 
local level. 

Question I Are local institutions more responsive to local needs than higher levels of 
administration? 

Context. Whether the same amount of funds ni ight have been spent equally well or better by a 
centralized authority is aheurestic question. Egypt, through the passage of the local government 
laws has chosen to decentralize certain responsibilities. The NUS record shows that such a 
response is possible and effective. 

Findings. A comparison of the attitudes of different categories of local government personnel 
indicates some differences regarding responsiveness. [I1- 7] 

The attitudes of the service ministry department heads, as revealed in the survey, suggest that 
they are less responsive to local public concerns. They represent the older and more centralized 
way of doing things. Not surprisingly, they are more likely than other district government 
pr,ronnel to be against district level implementation, against the criterion that NUS subprojects 
should serve low income groups, against the NUS selection procedures that involve local 
representatives, and against any extension of the process of public participation, or to not know 
about many aspects of NUS. 
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By contrast, the popular council members are the strongest champions of NUS. They are more 
likely than local appointed officials to see NUS as asignificant and positive departure fr'om the 
regular system, c-pecially regarding subproject selection procedures. They identify themselves 
with the public and they clearly believe that NUS is contributing to public participation, and 
that district level decision-making and implementation is more roponsive than central 
ministerial authorities. (See diagrams of the Contrasts in Attitudes.) 

Local government managers (district chief, secretary general, director of planning and 
follow-up) tend to be much closer to the popular council in their attitudes than they are to the 
service ministries. Like the popular council, they are strong supporters of NUS. 

The selection process, as analyze in the district case studies and revealed in the survey, 
provides aforum at which various local parties are able to contribute to forming the final list of 
subprojects. The process involves compromises between the priorities of each service 
department, the district chief, and the popular council. The process takes into account economic, 
professional, political and personal factors. [ It- 4, 111- 7] 

Those subprojects (such as streeL lightling in poor crowded lanes) championed by the 
popular council represent some of tu;A,rongly felt and locally-based needs. 

The subprojects pushed by the service department heads are based on their professional 
analysis of the priorities in their sectors. 

The district chief and his senior staff have adistrict-wide view into which they integrate 
the sector priorities of the service departments and the specific neighborhood priorities 
of the popular council members. 

Conclusion. When one compares this process with the older decision-making which was largely
in the hands of the central service ministries (with attitudes documented above), one concludes 
that NUS has helped increase the responsiveiess of local government to the needs of the people. 

Question 2. From the NUS experience, should modifications be made in allocation of 
responsibilities among district, governorate, and central institutions? 
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Context. It is not the role of this evaluation to pronounce upon Egyptian constitutional issues.
From a pr'dAcal po,,, of view, strengthening local government involves apartnership between
the governorate and the districts. NUS has experimented with a new type of partnership byemphasizing the lowest levels. Districts and PrOs have accomplished the NUS task with back-up
support from Wilbur Smith and Associates. Some of the support and quality control tasksperformed by Wilbur Smith should not be necessary if the districts were truly capable. Other
support tasks should rightly be provided to the districts by the governorates or central 
ministries, or by private consulting firms. 

The following findings are not intended as recommendations, but represent opinions andsuggestions that emerged during the evaluations regarding the allocation of tasks. We limit the
discussion here to the issue of the allocation of tasks. The possible reallocation of financial 
resources is saved for discussion under the question of sustainability. 

FindinosandSuoestions.
 
EngineeringSupport. The evaluation study on Contract Management arid 5ubproject Maintenance

[11-3] reported that district engineers are rarely qualified to perform the design work on large
and complex structures such as hospitals. Nor does It make sense In light of the scarcity ofhighly trained engineers in the public service to expect to staff each local district with such a 
person. One suggestion emerged that the governorate should have an elite group of engineers toprovide its districts with the highly sophisticated design and quality control support called for
by more complex subprojects. 
 This unit would thus do some of the work now performed by the
TA contractor combined with some of the work regularly (and unevenly) performed by service
directorates (providing standard designs for schools and clinics, for instance). 

PVOsandthe Ministry of ocial Affairs. An issue is whether the PYOs are seen as ameans ofcarrying out the program of the Ministry of Social Affairs, or the MSA is viewed as responsible
for supporting the programs of the PYOs. As mentioned above regarding PYOs, there needs to be an emphasis on strengthing the partnership between the MSA and PVOs. This may involve effortsto improve and update the MSA's outreach program. NUS provided funds to the PYOs but left
much of the direction In the hands of the MSA without any program to broaden or strengthen the 
MSA at the district and governorate level. 
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V. INCREASE PUBLIC PARTICIPATION 

Public participation in an urban setting such as the crowded districts of Cairo and Alexandria is 
acomplex and difficult task. Although there are communities with a sense of identity in urban 
areas, these do not correlate well with the division into districts comprising between 500,000 
and one million people. NUS Project addresses the issue of public participation through the role 
of the local popular council in subproject selection, in accordance with local government law. 
As an innovation and in an effort to involve an urban public beyond the impersonality of the 
district, NUS also initiated the PVO grants program. 

Question 3. To what oxtent has NUS increased the role of the popular council in the selecliurl of 

district subprojects? 

Context. The nature of the local popular council has been evolving since it was first established 
in 1960 (law 124). At present (following law!, 57/1971, 52/1975, 43/1979, 50/1981 ) the 
local council is chosen by election as one of ,everal competing party slates, and the slate must 
include 50% "workers or peasaihts". The local popular council does not possess an 
administrative function, but one of reviewing, questioning, and approving certain 

administrative actions. 

Findings. Although there were procedural variations among the districts, the popular council 

approved the final list of district subprojects each year. 

Inthe survey of district subproject facility directors, 33% responded that the popular council 

was Involved In the selection of their subproject. 

The case studies on local decision-making in Helwan, Shoubra, and Alexandria East Districts 
[11-4] revealed that the popular council is significantly involved in the "horse trading" process 
that creates the annual list of subprojects. The open ended questions in the final survey support 

this finding. 

The open-ended questions of the survey reveal that many executive council members strongly 

question the competence of popular council members in subproject selection. Especially it was 

-12



often stated that they are uneducated, ignorant, and illiterate. 

The survey data both confirm and confute such attitudes. Seventy percent (70) of the popular 
council members interviewed have university degrees. These popular council presidents and 
members are as educated and articulate as any members of the district civil service. 

However, the other side of the coin is important. Thirty percent (30%) of those popular
council members interviewed have only a secondary education or less. Since the interviews 
were with the president and usually a member known to be concerned with NUS, they probably
give an upward skewing to the sample. By contrast, only 5% of the executive council members 
interviewed were limited to a secondary school degree or less. One can understand the 
resentment of district professional personnel at being questioned by many of the popular council 
members. 

When asked how they decide what subprojects are needed, some popular council members said 
they called formal meetings in their constituencies, and others said they discussed it informally 
with citizens, but there was not evidence of a systematic means of contact with their 
constituencies. 

Conclusions. The role of the popular council has been increased under NUS in that it plays a real 
political and decision-making part in subproject selection. It is not a rubber stamp 
organization and its relationship with the local appointed officials varies from strongly
adversarial in some districts to complementary in others. NUS has not changed or increased the 
legal role of the council, but it has provided It with many more subprojects over which to have 
some power of review. A few popular council members in open-ended responses point out that
 
there are two sides to this. 
 The very bulk, variety and pressure of NUS activity sometimes 
causes the popular council to get lost in the shuffle more than formerly when there was only the 
smaller Local Development Services Fund with which to contend. 

The degree of awareness and sophistication of local popular council members regarding the 
nature of their rights and district needs could be improved through special workshops on the 
role of the popular council ( 44% of those interviewed had participated in NUS training). Some 
sessions could be hold exclusively with popular council members, and others could include 
members of the executive council and service ministries. 1here is tension in local government 
regarding tie role of the popular council. They feel left out and inadequate; district 
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administrators' feel that popular council members are ignorant and/or motivated by political or 
narrowly economic self interest. 

Question 4. How has NUS increased public participation through the PVO grants program? 

Context. The traditiun of private voluntary service is an old and strong one in Egypt, rooted in 
both Moslem and Christian practices and values. The survey of the PVO community condur.ted by
the TA Contractor reveals that of the over 3000 PYOs registered with the MSA for Cairo and 
Alexandria, over are in1000 engaged providing important services to poorer urban 
communities. Many of these PVOs are philanthropic institutions, and many others are 
community-based groups associated with neighborhood mosques and churches. 

FinnqX. Of the 44 PVO directors interviewed, 86.4% stated that they had an important role in 
determining the subproject, and 81.8% said that they shared this decision with the PYO Board of 
Governors. 

The PVO directors were given the opportunity to rate the quality and usefulness of the 
subproject, and 84. 1%rated it in the top of three categories - "excellent". This contrasts with 
the directors of government subprojects who rate only 53.3% of their subprojects in this 
highest category. 

The evaluation did six case studies of community-based neighborhood associations which had 
received NUS grants [I1-I. Important findings from these qualitative studies include: 

Neighborhood associations are effective in delivering important urban services to some of 
the poorest areas on a cost recovery basis. This is notieablp in 1he field of solid w3tr. 
removal, cesspool cleaning, educational tutoring, and health clinics, as well as the more 
common programs of day care and sewing training centers. 

Egyptian neighborhood PYOs are multi service organizations, preferring to serve their 
poor communiILies with numerous small services desperately needed services rather than 
providing fewer services of higher quality. Many PVOs used the opportunity of the NUS 
grants to introduce new services not otherwise available to the people of their 
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neighborhood. 

Many PrOs mobilim significant resources through donations and subscriptions, although
these resources generally go toward religious construction rather than service programs. 

Subproject selection sometimes followed Ministry of Social Affairs prugraui priorities
and not necessarily the priorities of the neighborhood association. (Although the survey
results show only 22.7% of PVO directors crediting some role to the M&a in subprojeot
selection. It is likely that this problem was stronger early in the NUS Project.) 

The MSA outreach capability did not always sensitively address the needs and goals of the
PrOs themselves, especially in some of the poorest and "informal" areas where 
neighborhood and mosque associations are keenly attuned to local felt needs. 

The MSA attitudes toward such PVOs is similar to that of other service ministry personnel
and executive council members towards the popular councils. 

Only 22% of the PYO directors interviewed received training under the PVO core courses. ThePYO training courses were aimed more at board members, on one hand, and technical staff (daycare staff) on the other. None the less, future training on basic management issues aimed at the 
directors would be appropriate. 

Conclusions. The PYO prants program is asuccessful innovation which provides direct support
to a wide variety of locally based non-governmental and semi-governmental servicT
 
organizations.
 

Under L.D. II, the PVO grants program is being expanded to serve other cities and the rural
governorates as well. 
 Amore effective partnership between the MSA and the PYOs needs to be
developed, perhaps with a program to improve the outreach cdpdbility of the Ministry of Social 
Affairs. 

Under NUS, grants were outright and usually on a one shot hrs. A special category of PYOgrants available on a matching basis could provide an incentive for increased mobilization of
private resources for selected urban service delivery programs run un dcost recovery basis. 
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Vt. STRENGTHEN LOCAL GOVERNMENT CAPABILITY 

This is the most difficult task of the NUS project, and the area where most work remains to be 
done. The issue of susLainability is of special importance. Building thousands of subprojects, 
once, with outside funding and outside TA is of little lasting value if the capability to continue 
serving the people in asimilar mode is not established. Many constraints are outside the control 
of the NUS project. Others are being addressed in L.D. II now that the NUS approach has gained 
credibility. It Is a slow process. 

Question 5. What are the attitudes of local officials towards the NUS approach emphaslzing 
locally chosen and implemented small and moderate sized service subprojects? Is there evidence 
that these attitudes are changing? 

Context. The success of NUS in strengthening local government in a sustainable way depends 
directly on how the project is accepted by those local officials who implement the program. Do 
they sae it as a good program? Do they see it as their program, or as something foreign and 
extra? Additionally, the NUS project embodies a new set of attitudes in its criteria for 
subproject selection, and in its principles of decentralized responsibility and accountability. 
Are local officials coming to accept these goals, procedures, and criteria? 

Findinos. 
Approval. The respondents to the survey overwhelmingly approve the general goals of NUS. 
Seventy-six percent (76%) answered that they "totally" approve the project goals. Although 
11% felt they were riot aware enough of the goals to answer the question, only 2.b,% 

disapproved. 

More specifically, they approved three of the five specific criteria for subproject selection: 
Subprojects should serve low income people; be completed within one year; and be decided and 
implemented at the district level. 

The size limitation on subprojects and the priority of rehabilitations and additions over new 
structures still are not widely accepted, with about 60% of the respondents strongly oppo-sed. 
On the; ohUer hand, the average budget of adistrict subproject Is only half the LE 83,000 limit, 
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due partially, it seems, to the local wish to spread the limited rcurces among competing needs. 

Ownership. There is a sense of "ownership" of NUS at the district level. It is seen as a 
legitimate Egyptian government activity, with the same gouls and subject to the same rule, & 
other government activities. Only 28.1 %of the respondents feel that NUS goals differ from 
other local government projects. 

More specifically, the senior management people (district chiefs, secretary generals, heads of 
planning and finance) insist that NU5 subproject selection procedures are much the same as for 
the Local Services Development Fund. They also see the prLxcss of contract selection and 
district planning as largely the same as their regular procedures. 

On each of these questions, those few (for most questions about 30%) who feel the NUS 
procedure is different were asked to compare it with the regular procedure. Most of these 
respondents stress the superiority of the NUS procedures. 

Chanse. Many of the general attitudes are the same ones revealed in the 1983 survey. To quote 
from the 1983 survey: 

The current interviews ore full of complaints about the shortage of staff in relation to theworkload, the low government salaries (the incentives issue), the amounts of paperwork,etc. These are standard complaints of civil servants and many of them cannot be affected bythe NUS project. (Phase I Evaluation, Summery of Interviews, [1-2] p.5) 

Most of the respondents in 1986 state that NUS added to the workload. However, they also report 
that incentive pay has been provided, and surprisingly, half of the respondents state that the 
amount of Incentive pay Is adequate. Furthermore, most of the respondents state that they found 
their own involvement with NUS to be very beneficial (60.9%). It seems that amorale problem 
revolving around work and pay has softened. USAID project management and the TA contractor 
deserve much credit for'resolving this incentive problem through the NUS Steering Committee. 

To the Egyptian researchers and interviewers, local government officials appear more positive 
and less suspicious of NUS than during the interviews of 1983. The responses to the open ended 
questions are more pragmatic and more knowledgeable than those of three years ago. ( ee the 
discussions and translated quotations from the open ended questions as presented in the Survey 
Report [111-7].) 
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Question 6. Is there evidence of improved technical capacity of districts to carry out smell 
infrastructure service activities similar to NUS subprojects? 

Context. There is evidence of improved local government capability, but to acertain extent one 
must still go on faith. The evidence is indirect and the final scure is not yet in. 

Findinas. Whether local guovernment is or is not more capable, it is important that District 
leadership reports that it is more efficient. Sixty-two percent (62. 1%) of the district chiefs, 
secretaries general, NUS coordinators, and directors of planning and follow-up respond that NUS 
has increased their "efficiency in carrying out their regular duties". 

Early NUS problem areas now occur less frequently. For instance: 

Districts have improved their abilities to deal with (or avoid) poorly performing 
contractors;
 

Problems of poor site selection have diminished; 

Coordination among concerned governmental bodies and utility authorities has improved. 

Bringing about these improvement is much to the credit of Wilbur Smith and Associates, who 
enforced such things as soil analysis, legal clearance of site ownership, agreements of collateral 
authorities and utilities as prerequisites for subproject approval, and who compiled "blacklists" 
of poorly performing contractors from their management information system. 

It is premature to test most indicators of improved technical capability. For a true test one 
would like to compare the data on the last 100 NUS subprojects with the data from the earliest 
100. Important indicators would be the percentage of districts' subprojects that are completed 
on time and on budget, the percentage of subprojects that have serious maintenance problems 
immediately after the the expiration of their one year warranty period. Such data is only now 
being compiled on FY 82/83 subprojects and preliminary analysis by the TA Contractor shows 
some improvement. However these subprojects are from the first year of TA activity. One needs 
to wait at least for the data on FY 83/84 to begin afair test. 

-18



Question 7. What role has formal and on-the-job training played or not played in increasing 
institutional capacity? 

Context. The Project Puper stressed that training under NUS was to serve directly the goals and 
activities of the project, rather than significantly upgrade the skills and credentials of 
individual trainees. The project paper idealistically called for astrongly integrated,program of 
TA, training, and subproject implementation. 

Findinqs. 
Tar.ts. The TA contractor's training program met its targets. The sample survey reveals that 
70Z of the present district leadership and engineers received training under NUS. Oiven the 
turnover at this level (for district chiefs, especially) this coverage is very good. Coverage of 
service ministry heads and popular council presidents and members was less complete (40%) 
but these are large and difficult to target populations. 

Timing. The major deviation between NU5 implementation and the Log Frame of the Project 
Paper related to a major disjunction between the delivery of training resources and subproject 
resources. The implenrritttion of subprojects was considerably sprr,dcd up and the 
implementation of the formal training program was substantially deluyed. Courses on 
subproject planning and monitoring did not begin until 50%ol the subprojects were completed 
and another 25% were already well underway. (See graph of subproject and training patterns 
of inputs.) 

Because of the delays in the formal training program, it had little impact on district 
performance of the NUS subprojects, and the synergy between formal training, technical 
assistance and the subproject implementation process envisioned in the project paper was 
partially lost. 

Quality. The local government personnel who attended training courses responded favorably 
when asked to evaluate their quality and relevance. The survey shows that of the 62 resprndents 
who participated in training, 80% gave the courses the highest marks both for course quality 
and relevance. Sixteen percent ( 16Z) put one or more of their courses into the second category 

- 19



ALLOCATI ONS25 IN LE MfILLION 

SUBPROJECT ALL OCATI ONS20 

15 ._ 

10 

00 8283 84 1.85 86 

5000 

. ..................... .**:
10000 

15000 _ 

TRAINING DAYS DELIVERED20000 

25000
 

30000 

TRAINING 
35000 DAYS 

TIMING OF INPUTS 



of being fairly good and partially relevant. And only two respondents rated their course as poor. 

The curricula delivered and the training manuals produced are more general and theoretical than 
hoped for in the project paper. (See Consultant's Report on Engineers' Training [Il - I 0], and 
Survey Questionnaire [111-7].) This was in large part aresponse to the practical difficulties of 
locating trainers competent in the style of training envisioned. None the less, many of the 
training sessions did include acertain combination of general lectures, specific site visits, and 
group discussion. The TA training group had to retain much of the responsibility for quality
control and course monitoring, some of which was supposed to be handled by the training 
institutes. 

Conclusions. One lesson from NUS is that it may be more difficult to create a large, effective, 
locally institutionalized training program than it is to construct 2800 small subprojects. 
Although NUS training met its targets and was well received by the trainees, it did not fully meet 
the ccoceptual goals of contributing to the on-going NUS implementation process. 

Question 8. Are improvements in local government capabilities to deliver urban services 
sustuinable? 

Findings. Sustainability depends on finding solutions, or at least partial solutions to three
 
critical constraints: 
 finance, technical support, and local leadership. 

The means of lonQ term financing of NUS type activity are not )et in place. An NUS type project 
may increase the administrative capability for local government to carry out tasks, and it may 
increase the role of the public in selecting activities, but it is not sustainable if local 
government remains dependent upon central allocations for funding over which It has limited 
discretionary authority. 

The amount of local government budgets deriving from central government transfers (over 
which local government does not have control) is in fact increasing, due to the growing wage bill 
and the increased cost of debt maintenance. As a result, the funds in the budget available for NUS 
type capital investments and for the operation and maintenance of such facilities is decreasing. 
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Sustainablity depends on two developments. First the GOE will need to reallocate aportion of its 
budget for capital investments so that local levels have more authority over their usage, as in 
the NU5 district subprojects program. 

Second, more resources must be mobilized locally for the delivery and maintenance of public 
services. 

Resources could be mobilized through aNUS Revolving Fund that would provide loans to public 
and private organizations to carry out certain municipal services on aself-financing basis. The 
most likely activities would be solid waste management, street cleaning, sidewalk repairs, and 
parlng services. 

An NUS Participation Fund would systematically encourage public participation and PVO 
involvement in providing capital/maintenance costs for NUS type services. Perhaps a certain 
amount of subproject funds could be set aside for those priority situations where local citizens 
raise aportion of the costs required. 

Another way to mobilize local resources is to help the governorates and municipalities collect all 
of the taxes owed to them under current law. If the record-keeping system and collection system 
were modernized, it is estimated that local government could increase its revenue by 25%. 
Although this is not a large part of the total budget, it dues represent asignificant percentage of 
the governorate's discretionary income. Such funds could have an important local impact. 

To go one step further, the system of real estate, cleansing fund, and other taxes and licenses 
could be rationalized within the framework of current law. Some taxes cost more to collect than 
they yield in revenue; others are more elastic sources of revenue and would respond well to '. 
concentrated effort. (See the Consultant's Study of Local Oovernment Finance [111-8].) 

Thehiher level practical support for localsubroect implementation is not Yet in place. As 
discussed earlier, districts need certain kinds of support in order to carry out NUS type
activities. At present much of this support is effectively provided by the TA Contractor. The 
capability is needed at the governor'ate or Amana technical secretariat to provide this support 
and guidance function in the future. 

The turnover of senior district manaement ersonnelmakes it difficult to create a stable local 
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overnment cadre. The survey results confirm that the district chiefs arrive in their posts late 
in their careers, and often from outside local government. Over 35Z of the district chiefs are 
55 years or older. Of the 12 chiefs Interviewed, 33.3Z have been In local government for less 
than five years. Twenty-five percent of the district chiefs (25Z) have been in their present 
position for only one year or less. The information on education suggests that many of the local 
management personnel come to local government from careers with the military or police. 
Forty-three percent (43%) have their degrees from police and mititary academies. 

The case studies on district decision making [11-41 stressed that under the Egyptian system of 
local government with its centrifugel tendencies at the district level, the success or failure of a 
district's program is particularly dependent upon the effectiveness of one senior person, the 
district chief or secretary general. The survey data show that this one key person is most likely 
new to local government, even newer to his present position of responsibility, and approaching 

retirement. 

Conclusions. Much remains to be done. One does not transform an entire bureaucracy in just a 
few years. Under the LD II Project, the continuation of NUS type subprojects, the regularization 
of the maintenance fund, the plan to institutionalize the training program, the broadening of the 
PVO grants program, the increased emphasis on rehabilitation of structures, and the initiation 
of local resource mobilization all address important issues of sustainability as revealed in the 
NUS experience. 

VII. IMPROVE QUALITY OF LIFE (SUBPROJECTS) 

The NUS project is completing about 2800 subprojects through the local government and the 
private voluntary agencies. These subprojects are the concrete realization of NUS goal to 
improve the quality of life. 

[As of January 31, 1986: 1,166 district subprojects had been started and 1,031 completed; 
1,284 PVO subprojects have been started, with 1,0 13 completions. Special subprojects total 
343. The total number of subprojects started is 2,793, of which 2,387 are completed-] 

That so many subprojects are being completed is a major achievement. At the beginning of NUS 
many Egyptians and other residents of Cairo doubted that such a project could produce (through 
local government and local private building contractors) an average of more than one subproject 
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8 day for five years. Anyone who has ever tried to have minor plumbing, carpentry, or
 
electrical work done at his Cairo home can appreciate the magnitude of the achievement.
 

The districts are directly completing about 1200 subprojects at an average cost of about LE
 
40,000. The largest number of these (over 35%) 
 are in the area of education. Typically, they
 
comprise an addition and rehabilitation to an existing school. Utilities and small infrastructure
 
subprojects also make up over 35% of the portfolio. Many of these are street lighting or street
 
paving activities, but there are also small water and sewerage subprojects in this category.
 
Over 15% of the subprojects are in the area of health. 
 Although the numbers of subprojects is 
not so great here, health subprojects, clinics and hospitals, by their nature, serve avery large 
number of people. They also account for adisproportionate share of the subproject allocations. 
Youth centers, government-run nurseries, and other social services account for over 10% of
 
the government subprojects. 
 The smallest (about 2%) sector of subprojects is that concerned
 
with markets and food security.
 

The portfolio of PVo subprojects is strongly weighted to clinics, nurseries, and skill centers
 
which together constitute about 80% of the total. 
 There are also multi-purpose centers, income
 
generating programs, hostels, and programs for 
 the handicapped and elderly. The PYO 
subprojects, with an average allocation of under LE 8,000 are considerably smaller than the 
government ones. 

The overall subproject portfolio differs from that envisioned in the project paper. The number 
of PVO subprojects are half of the target, but their average size is double what was anticipated. 
This change reflects that inflation mat the LE 4,000 subproject almost obsolete, and the 
number of qualified PYOs is less than originally thought. Another change in the PVO portfolio 
was the reallocation of about 10% of the funds intended for individual PVO grants to the 
construction of four multipurpose centers, one for each governorate. 

The change in the government subproject portfolio is its division into two categories, district 
and special. The special funds coordinated certain activities and allocation decisions at the 
governorate-wide level, although much of the implementation was through the districts. Under 
NUS, 36% of the funds esrmarked for district subprojects were reallocated to the special 
subprojects. The LD II Project Paper specifically limits the special funds to 25% of the total 
for government subprojects. 
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Quebhw, 9. How responsive are the NUS subprojects to the needs and priorities of the urban 
poor? 

Context. NUS was not designed to meet all the needs of the urban poor nor necessarily the most 
pressing needs. One might argue that the desperately poor find the services of schools, clinics, 
youth clubs, and childcare nurseries to be frills. They have greater needs such as decent housing 
and employment. Also some of the pressing needs of urban citizens, not just the poorest, do not 
lend themselves to district level, NUS-type solutions. The overall systems of sewerage and 
transportation cause more immediate inconvenience. As one harried district official complained 
during the first year of NUS, AID wants him to prioritize among nurseries, youth clubs, and 
classrooms when the streets are knee-deep in backed-up sewage. There are other projects 
adressing these large problems. 

Findinas. 
Site Visit Observations. Several ISTI/SRC evaluation teams including Egyptians and Americans, 
social scientists and engineers have made site visits to over 200 subprojects since 1983 and 
have found that the subprojects are with few exceptions, appreciated, appropriate, and their 
services heavily suscribed. 

User ReSoonse. The district subproject survey found that 83.32 of the facility directors felt 
the subproject responded to reel and important needs. Although 50% of these stated that these 
needs were not necessarily the very most important. 

The responses to the open-ended qu.mtions of the survey reeel that even those who disapproved 
of the possible political motives of the American project, stated that NUS provided much needed 
and appropriate services. 

?rjntrasts, In general the PVO sites are more highly regarded and in better condition than the 
government subprojects. Among the government subprojects, those in the education sector are 
most highly regarded, followed by health; and the market subprojects are most problematical. 
[111-7, pp. 51-59] Small infrastructure subprojects such as street lighting and paving are 
much appreciated.by users interviewed in 1986. However, the 1984 case studies on street 
lighting subprojects [11-4] revealed problematic aspects in crowded areas - vandalism, 
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maintenance and operation problems, disputes. 

Subproiect Size and Imoact. A look at the record, reveals that the mal!)rlty of subprojects are 
parts of asequenced package of additions and improvements to the same site or facility. NUS 
delivered over 1,000 district subprojects of an average size of LE 42,000. One frequent 
criticism from Egyptians about NUS is that such small and fragmented subprojects do not 
adequately address the huge needs of Egyptian urban poverty. 

However, of 67 Cairo subprojects originally selected for sampling by the SRC, 59 were found to 
take place at 23 sites. The average cost of these 59 subprojects is LE 42,700. Amore accurate 
picture of NU5 impact might recognize that 23 sites and facilities received NU5 subprojects of 
an average cost of LE 109,000 per site. From this standpoint, NUS subprojects have astronger 
and more coordinated impact yet retain the flexibility envisioned by the size and duration 
limitations stated in the project agreement. (See Consultants' Review of NUS Private Sector 

Impact [111-9].) 

Conclusions. The evaluation finds no reason to recommend a change in the current selection 
criteria regarding subproject size limitation. Few subprojects approach the limit, and there 
are procedures in place for making exceptions. Although the small size of subprojects might 
reduce their impact, this is offset by the cummulative impact of such a large number of such 
activities. Furthermore the tendency to construct multiple subprojects at a single facility over 
several years increases the impact while retaining the maximum flexibility and immediacy of 
impact. One positive result of this is that it creates a kind of ad hoc phased planning with a 
several year time horizon. L.D. II should build on this and Incorporate such planning more 
comprehensively into district level planning. 

Question 10. Are the benefits and services provided by NUS subprojects sustainable? 

Context. This depends progress in the area of maintenance. Inthe broadest sense, maintenance 
of public facilities Is an organizational complex of activities, including cleaning, periodic 
replacement of parts and fixtures, periodic upgrading and refurbishing, timely repair of 
unplanned breakages, as well as long term financing and investment protection. The 
maintenance of most local public service facilities is done in the very narrowest sense or 
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responding to an operational crisis. 

The provision for maintenance of NUS subprojects was contained in the project agreement 
calling for the OQE to set aside funds equal to 10% of the construction costs of the subprojects 
into district level maintenance funds. 

Findings. The final evaluation Consultant's Maintenance Review [II-I 1] (annexed to this 
report) shows thet although the TA contrfctor conducted an excellent survey of the maintenance 
needs of over 600 subprojacts of FY 81/82 and FY 82/83, few NUS subprojects have actually 
received maintenance. The needs have been identified for the districts, funds have been released 
to the districts, and a contract mechanism for maintenance work is essentially in place in most 
districts, but still, progress has been very slow until recently. As of April 30, 1986, out of 127 
FY 81 /82 subprojects needing maintenance, 63 are completed, 21 started, and 18 not started at 
all. 

Maintenance was not part of any of the training courses on project planning or supervision until 
aspecial course on the topic was added during the last year of NUS. Nor was a maintenance plan 
or budget required as part of the initial subproject proposals and plans. Relatively few TA 
contractor resources have been used to create or strengthen a preventive maintenance plan 
regarding service facilities at the district or governorate level. 

Many of the maintenance problems of NUS subprojects result from inadequacies in the original 
design and workmanship. Plumbing work poorly done and then quickly over-utilized inevitable 
results in backed up toilets in school yards. [11-3] This aspect of the maintenance problem was 
aggressively addressed by the TA Contractor in their work with the districts. 

A major madeTA effort has been regarding heavy equipment maintenance and governorate 
maintenance garages, but the rate of progress has been frustrating and the LE 7 million assigned 
to the effort remains largely unspent. 

Recurrent Costs. Although the NUS Project provides for the 10% maintenance fund, the 
mechanisms for its use were unspecified. USAID project management and the TA worked hard to 
make sure those funds were released to the districts. Also the fund is anomalously situated in the 
Bab Ill budget for.one time capital expenses, rather than appearing as a recurrent line item in 
the normal Bab II annual budget for 0 & M. The design of LD II corrects this for the future. 
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The Egyptian government is already spending a large amount of its own scarce resources for 
maintenance of school, clinic, and youth center structures, but the funds go to crisis 
rehabilitation rather than aplanned program of preventive maintenance. [11-6] 

The subproject and local officials surveys [111-7] reveal a complacency with the quality of 
construction work and avery distant awareness of the NUS requirements regarding maintenance 
of subprojects. To date there is little concern with maintenance on the part of local officials. 

Conclusions. The area of maintenance, both the specific maintenance of completed NUS 
subprojects from the NUS maintenance fund, and the general development of district and 
governorate level maintenance plans and organizations need priority attention under LD II. The 
separate maintenance TA contract and project designed for LD II focuses its attention on the 
maintenance of heavy equipment. The issue of subproject and similar facility maintenance 
remains to be dealt with largely under the successor urban services project. The sustainability 
of the specific subprojects and the sustainability of local capability to provide services both 

depend on progress in this area. 

Viii. NUS PROJECT ASSESSMENT AND SUMMARY OF RECOMMENDATIONS 

The NUS Project delivered all of its inputs and achieved its ambitious output targets. In this 
respect it produced immediately tangible results of demonstrable value to as many as '1million 
urban residents, especially, but not exclusively, in poor and crowded neighborhoods. The funds 
have gone directly into structures and equipment making possible the increased delivery of 

needed and desired basic public services. 

Mor.ver the project moved urban local government in the direction of increased 

responsiveness to public needs, increased public participation, and increased capability of 

decentralized administration as called for in Egyptian local government laws. The project has 
the strong support of the broad spectrum of local officials, employees, popular council 

members, and PVO representatives. 

Two important aspects of the project, formal training and maintenance, lagged behind or fell 
short of original projections, due to various competing pressures. Furthermore the design of 

the NUS Project failed to address the crucial area of long term financing of local government 
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initiatives. These three areas are addressed much more vigorously in the design of the L.D. II 
follow-on projects. 

Summary of Recommendations 

1. Expand the training workshops regarding the role of the popular council. Through such 
workshops some of the tensions between elected and appointed officials may be reduced, or at 
least come to be better understood as part of the normal process of democracy. Workshops 
should also include issues such as ways to keep contact with and solicit suggestions from the 

wider public. 

2. Design a pilot project to modernize the tax record keeping and collection systems of the 
governorates and municipalities. This could increase local revenues by 25%, a significant 
percentage of the governorate's discretionary income, and such funds could have an important 
local impact. To go one step further, local revenue collection could be rationalized within the 
framework of current law. Some taxes cost more to collect than they yield in revenue; others 
are more elastic sources of revenue and would respond well to aconcentrated effort. 

3. Increase Local Mobilization of Resources through participation funds, revolving loan funds to 
support the privatization of selected services, and PVO matching grants. A "Participation Fund" 
would set aside district funds to give priority to subprojects for which citizens, through the 
popular council and local PVOs raise a share of the subproject costs. A revolving fund would 
provide loans to organizations providing selected services on a self financing cost recovery 
basis. PVO matching grants would set aside special funds from the PVO grant program to give 
priority to PYOs which raise 25% of the cost of asubproject. 

4. Aprogram of training of trainers (TOT) should be a lead component of the Sakkara Training 
Center in order for it to provide significant support to the large training and orientation 
programs of the urban and rural service delivery projects. Training busy adult professionals is 
aspecial skill that must be taught to a large cadre of trainers if the broad training mandate of LD 

II is to be realized. 

5. Do Identified Maintenance on NUS subprojects. The TA contractor under the LD II urban 
services project should make getting the maintenance done on the NUS subprojects from FY 
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81/82 and 82/83 a top priority. Unless there is an aggressive push to do this maintenance, the 

NUS subprojects are in danger of deteriorating and thus losing the momentum and morale created 
by the NUS accomplishment. These subprojects should provide a laboratory for demonstrating 

approaches to preventive maintenance. 

6. Small infrastructure/service subprojects should be continued under the present system of 

district leve] subproject selection and with the current criteria regarding subproject size. 
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English/Arabic Presentation Summaries
 



NUS PROJECT ASSESSMENT
 

NUS PROJECT IS A MAJOR. 
 -. 4 ' . ,J_ : ,l JJ ,SUCCESS. 
 A..ht 

IT HAS MOVED LOCAL GVT 
 Lv Ii11 1 ,_ II aS..I
SIGNIFICANTLY IN THE 
 . ._J - O 
DIRECTIONS OF:
 

INCREASED RESPONSIVENESS TO 
 • , II-...,,I L-. .1 
PUBLIC NEEDS,
 

EXPANDED PUBLIC 
 . . - 1 .iLJI -
PARTICIPATION,
 

IMPROVED CAPABILITY OF 
 I,3 1. . . ,l.
DECENTRALIZED ADMINISTRATION. 
 .
 

MAJOR SUCCESS DOES NOT MEAN 
 " L.II t I 1 .L..aJI t.L- J1 14A..
PERFECT, AND SIGNIFICANT 
 • .L.a 
PROBLEMS REMAIN TO BE SOLVED.
 

GIVEN THE SIZE, COMPLEXITY, 
 0- L -IL...'I e. 1 J- .AND EXPERIMENTA. NATURE OF 
 . . 
THE PROJECT, THE FACT THAT IT 
 6iI lI ., ,.1.-..ACHIEVED ALL ITS OUTPUT 
 11J,. 1 &..u j
TARGETS, DELIVERED ALL ITS 
 -

SPECIFIED INPUTS, AND MADE
 
PROGRESS TOWARD SUCH
 
AMBITIOUS PURPOSES IS A MAJOR
 
ACCOMPLISHMENT.
 



i- I 11 a- .31 

SUPPORT DECENTRALIZED ADMINISTRATION
 

FINDINGS: 
 -. 1I .
 

NUS HAS STIMULATED MUCH 
 .
 
DECISION MAKING AND 
 L- -.-....
t,.I 
 l Ft 
'':PLEMENTATION ACTIVITY AT 
 0_I.J I 4. - a-h 
'HE LOCAL LEVEL BY PROVIDING . . AL I
SOMETHING ABOUT WHICH 
 • a )hiJ, I
 
DECISIONS AND CHOICES NEED TO
 
BE MAD-E.
 

FULL RANGE OF NECESSARY
 

TECHNICAL SKILLS ARE NOT 
 -..jL.e -

AVAILABLE AT DISTRICT LEVEL 
- . 
ESPECIALLY CERTAIN
 
ENGINEERING SKILLS.
 

CONCLUSIONS: 
 - ________ 

THE NUS APPROACH OF LEARNING .- tI A J

THROUGH DOING CONCRETE 
 JN1- W-a .J..:J .

PROJhCTS IS A SOUND AND 
 ' 1 I - . 
EFFECTIVE MODEL FOR URBAN 
 .. ' ;L . '8 - SI jA.,
DEVELOPMENT.
 

DISTRICT LEVEL NEEDS BACK UP 
 .
 
SUPPORT. THIS SUPPORT IS
 
PRESENTLY PROVIDED BY THE TA 
 .. L- ., o . 
CONTRACTOR, BUT NEEDS TO COME L".LAI 1 L.-A 
FROM THE GOVERNORATE OR 
 . ,.I " I I .-

CENTRAL GOVERNMENT IF
 
DECENTRALIZED ACTIVITY IS TO
 
BE SUSTAINED.
 

RECOMMENDATION: --- ,-jl
 

L.D. II MUST FOCUS ON THE 
 aJ
. Li.. ". -1:1JI 
PARTNERSHIP BETWEEN DISTRICT 
 • L&I . L -I .. L- .". j
AND HIGHER LEVELS -
GOVERNORATE, AMANA, AND 
CENTRAL MINISTRIES. 



IImE. E PEE[BC PARICIPATION 

FINDINGS:
 

LOCAL POPULAR COUCIL AND PVOS 
 . , - . L.-JI m I 
SUBPRGJECI' I , INVOLVED IN SELECTION . &;:.II j 

TH)'?E ARE TENSIONS AND DIFFERENCES , 
 _ ...
 
Il\ ATTITUDES B'TIWEN POPULAR .. - -
COUJNCIL AhD4 MINISTRY DEFT. • - i _ 
PERSONNEL 

ONLY 44% OF POPULAR COUNCIL 1 .z ./. ._ " 
LEADERSHIP RECEIVED TRAINING *• _iNJl L .'a 1 

CONCLiSIN: 
 I
 

NUS HAS CREATLY ULTIPLIED THE L_. I L....,._AJ_ . 
OPPORTUNITIES FOR POPULAR COUNCIL IUi._jj lu L -12" L _z La.b t.. 

AND PVO INVOLVEMENT IN LOCAL 7 A I L.&I j L L.DEC3IS ION MA!KI NGW,;I I . J "A ; . ..
 

POPULAR COUNCILS" REIATION TO . -JI 
 . 
PUBLIC AND PVOS" ABILIa"h TO . 4 ., JI . _ 
MOBILIZE ICAL RESOURCES BOTH NEED  L,.1"i 1,_.1'
FURTlHER ENCOURAGEMENT AND " • JI- ,,, *.j 
DEVELOPME1JT 

REOMEDATIONS:_ 
_ _ 

EXPAND TRAINING WORKSHOPS FOR ".j t..wl 6 t__4zJl 

POPULAR COUNCILS , .: J _ . - - It 




TRAINING
 

FINDIf : 

TA CONIACIOR PROVIDED 35,000
TRAINING DAYS THROUGH CORE COURSES .IN ENGINEERING, PROJECTl PLANNING,
FINANCE, PVO ISSUE. L" Ij"iJ* IJ" . 

TRkZNING WAS SIGNIFICANTLYDUE IO9 VARIOUS DELAYEDFACTORS. 
*-.*. . 

DIFFICULT TO FIND TI- REQUIRED
 
N OF TRAN 
 A .. ,UALIFIED. , ,.. .S. 

CONCLUlSIONS: 

A TRAINING PROGRAM OF THIS SIZECavPLE UNDERTAKING. ISTRAINERSA L THE KEY ELEMNT. * . ., _ .-• ,- i 

TRAiNING OF TRAINERS (TOT") PROGRAM 
SHDOULD BE A LEAD CCtPONENT OF
SazjKARA TRAINING INSTIUTE. 

. . 



LOCAL RESOURCE MOBILIZATION L.JJ IlI 

FINDINGS: . " 
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 O*. " I , 1
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SURVEY OF LOCAL GOVERNMENT AND NUS SUBPROJECTS
 

Laila Shukry El Hamamsy
 
and
 

Donald P. Cole 

INTRODU CTION 

The stated goals of NUS are 1) to contribute to the improvement of the 

quality of life of the population of Greater Cairo and Alexandria through 

the provision and improvement of basic services and infrastructures, and 2) 

to use procedures that promote the Government of Egypt's decentralization 

policy. In the process, the capacity of the districts to plan and execute 

improvement projects was to be enhanced through the provision of training 

for local government personnel in the form of short-term training and on

the-job experience as participants in decision-making or as administrators 

and executors of various phases of project activities.
 

LOCAL GOVERNMENT DECENTRALIZATION AND PUBLIC PARTICIPATION
 

It is within the framework of the existing local government system, ini

tiated in 1960 and increasingly strengthened over the years, that tile NUS 

Project operated. To evaluate the role that NUS played in the system, it 

was deemed important that the views of various categories of participants 

in it be solicited concerning the manner in which the local government 

system itself is carrying out, in practice, its decentralization and popu



lar participation policies. It was 
also thought necessary to obtain their
 

opinions about how the NUS Project and its program of service improvements 

related to the local government system and the extent to which they felt it 

contributed to the reinforcement of local government policies. Although 

some of the outlooks are naturally biased, as each category would tend to 

view the system and the NUS contribution from its own vantage point and to 

be influenced by its own definition of its rights and responsibilities 

within it, it was felt that an examination of these views, with whatever 

points of differences or of strain they reveal, are important. After all, 

it is these people who make up the system and they are the ones who must 

sustain whatever new approaches have been introduced by NUS. 

The survey covered 121 local government personnel in 13 districts (ten in 

Greater Cairo and thrte in Alexandria). The interviewees included 20 mem

bers of popuLa): councils, 23 district chiefs or general secretaries, 18 

heads of planning and finance, 25 project or housing engineers, and 35 

representatives of service ministries. The responses obtained through per

sonal interviews show that the participants in the local government system 

are very much aware of and are committed to its overall goals. Most of
 

them are sophisticated in their analyses of its achievements so far, as 

well as of the difficulties that stand in the way of a full realization of 

its goals. They speak frankly of what they perceive as the shortcomings of 

the system and are conscious that local government still has some way to go 

to reach the desired decentralization and popular participation. 

The opinion survey revealed that the local government system is generally 

seen as not decentralized enough because, according to respondents, the 
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main financial 
resources are still centralized as are the planning and exe

cution of large-scale projects. The lack of well-trained technical staff 

at the district level and the fact that the appointment, promotion, and 

transfer of service ministries' personnel dL I still centralized are also 

viewed by some as impedements to decentralization. 

The study also pointed to notable differences between the viewpoints of 

some of the executives, particularly service ministries' personnel, in one 

hand, and of popular representatives, on the other. Whereas the latter 

find that there is still need for greater participation of the Popular 

Council in decision-making; some of the former believe that the involvement 

of popular representatives in decision-making and in the follow-up of the 

work of the technical personnel acts, at times, as a constraint impeding 

the efficient implementatiori of their particular programs. 

Operating within the above context, the NUS Project has acted as a much 

needed Lubricant for the more effective functioning of the local government 

system at its grass roots. By providing funds for the execution of service 

improvement and infrastructure projects of a size that can be planned and 

executed by the districts, NUS injected the necessary fuel into the local 

government system to energize tne processes of decentralization and of 

popular participation. As some members of the local government personnel 

expressed it, "Without projects at the district level like those of NUS, 

how can you talk of decentralization?" and "How can the districts become 

independent without local resources?" 

At the same time that NUS helped accelerate the process of decentraliza

tion, it also provided the opportunity for areas of weakness and points of 
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strain in the local government system to reveal themselves. This should be
 

seen as a positive result because the recognition of these shortcomings 

genercLed discussion debate prompted attempts to come to gripsand and 


with such basic issues as: how much decentralization 
 and how much central 

control are necessary to meet the real needs of the people while, at the 

same time, achieve a geographically balanced and equitable development; 

what is the role and authority of the executives and of the popular 

representatives; how much authority over the executives should the popular 

representatives wield and how much freedom is necessary for public ser

vants, particularly technical service staff, to decide on and to execute 

programs relating to their own fields of responsibility and expertise. 

While many found that the NUS Project was different from the usual service 

improvement programs, in that its funding and execution contributed in a 

basic way to decentralization, fewer mentioned the role of INUS in
 

encouraging popular participation. It seems that the activities 
 of NUS 

involved more directly, and the TA team moreworked closely with, the
 

government personnel 
 than the popular representatives. A ofnumber Popular 

Council members remarked that the NTUS Project did not encourage enough 

their participation in decision-making or in training programs. Five of 

them, to make the point strongly, did not approve the condition set by the 

NUS Project that NUS subprojects be planned and executed at the district 

level, explaining that they refuse to approve such a condition so long as 

Popular Council members are not allowed to participate more fully in deci

sions relating to such district projects. 

It is important that the participation of the elected members of the local 

government system be given special attention. As it is composed today, the 
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Popular Council is the youngest body in the local government system and the 

role of its members may not be as clear and well-defined as those of the 

persuti-. :i local government, per se, and of the service ministries, both 

ot whom constitute the Executive CounciL. li.:; role needs to be defined in 

such a way as to encourage their more effective participation as represen

tatives of and spokesmen for the general public and as potential mobilizers 

of community resources and talents in the service of the district. The 

participation of the general public by communicating its general opinion or 

by providing additional resources was not very apparent in the NUS program. 

The voluntary agencies represent another important venue for public par

ticipation, but the PVO leadership is not always emanating fromi the 

district it serves. A number of community development voluntary asso

ciations, however, do exist whose leadership comes 
from within the district
 

and whose main goals are to mobilize community resources for upgrading 

neighborhood services and the quality of the environment. Such asso

ciations need to be encouraged and their work facilitated through the pro

vision of technical assistance and managerial 
 training to expand their 

service and increase their impact. 

CAPACITY-BUILDING
 

Sustaining the goals of the local government system of decentralization and 

popular participation needs funds, activities, but more important stilL, 

people at the district level with the skills and capabilities neces -ry to 

keep the system moving efficiently and effectively. ,NUS, in recognition of
 

this, has included in its program an important training component. As men

tioned earlier, the NUS training took two forms - formal, short-term 
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training sessions and on-the-job experience for tne personnel of the 

districr. 

NUS provided the opportunirv for the various categories of local government 

personnel to be involved, in varying degrees, in rhe -,hole gamut of activi

ties related to project execution - the assessment of needs, the deter

mination of priorities; and the planning, designing, follotw-up and 

supervision of projects. Tnis type of learning-by-doing was highly appre

ciated by most of the local government personnel involved, who indicated 

Chat they had benefited greatly from it. A large number also expressed 

their appreciation of the opportunity to work in conjunction with the TA 

teams and felt that they had learned much from the experience, both in 

terms of technical know-how and managerial skills. 

The execution of NUS subprojects allowed the various bodies of the local 

government system - namely the Executive Council and the Popular Council
 

-greater opportunity for interaction and 
 cooperation and for the members to 

gain added experience in the exercise of their respective rights and 

responsibilities. The re were wide dif fe rences, however, among the 

districts as to how smoothly and effectively cooperation was achieved bet

ween the Executive and Popular Councils. According to observers, much 

depended on the quality of leadership in these bodies. 

Insofar as the more formal, short-term training is concerned, just over 

half of the local goverament personnel interviewed had participated in tor

mal training organized by NUS. Most of these felt that this training was 

useful; but three-quarters of those who had attended felt that additional 

or improved training was needed. In particular, they felt that it should 
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be of longer duration tnan the few days or weeks during which some of the 
training was offered; and that it should be of a more practical nature and 
m.ore uirectly relevant to their specific jobs. They expressed notthe need 
only for more technical training, especlal!y f,)i engineers, but for prac
tical training in management, in pruject planning and execution, and in 
dealing with local government procedures and processes. They would like to 
see changes in the mettiods of training, with a greater use of field visits 
to observe and stuay actual, on-thle-ground projects. Furthermore, they 
would like to have more workshops using case studies for debate and 
discussion, and fewer tneoretical, academic lectures. 

The NIJS experience also pointed to the great need of building the capaci
ties of the districts themselves to undertake the type of construction, 
renovation, and maintenance activities that were involved in tie execution
 
of NUS funded projects. The most frequently mentioned difficulty that 
faced local government personnel in their work within the ITJS Project was 
tne poor performance of tie contractors, specifically the latter's inabi
lity to meet deadlines or to undertake quality work. The lack of skilled 
workers for the small-sized projects that are likely atto be undertaken 
the district level can be a serious obstacle to any attempt at increasing 

the decentralization of project execution. 

Altnough Egypt has been known for its abundance of skilled workers and 
naster craftsmen, in recent years it has seen a decline in their number and 
quality. This is due to two factors - international labor out-migration 
and the expansion of free and compulsory education. The former has drained 
the country from some of its skilled talent; while the latter has drawn the 
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young away 
from the apprentice-type 
training (traditionally 
provided in
 
what were family-type workshops) and into the general school system with 

its limited emphasis on the teaching of practical skills.
 

It is suggested 
 that workshops be established in the districts that would 
retain some of the features of the traditional apprenticeship system in 
which the young learn under the supervision of a master craftsman or 

"osta", while at the same time providing trainees with the opportunity to 
receive at least the minimum schooling prescribed by law. Such workshops 

may be either totally private or semi-private; but there should be a formal 
relationship between them and the district, a formal system for the 

recruitment and graduation of the trainees, and provision for their even
tual deployment within district projects. This proposal may be timely at 
this particular juncture because of the recent trend that has seen large 
numbers of Egyptian skilled workers returning from countries to which they 

had migrated.
 

DISTRICT SERVICE AND INFRASTRUCTURE IMPROVEMENTS
 

Through the planning and/or execution of 2793 subprojects over a five-year 
period, NUS achieved its goal of helping upgrade and expand existing basic 
services and essential infrastructures that are of direct benefit to the 
public, particularly of the less-advantaged areas. This evaluation is 
strongly endorsed by the personnel of local government and by popular 

representatives, most of whom stated that the main achievement of NUS was 
that it actualLy helped realize greatly needed projects. Furthermore, the 
project users (who included the persons in charge of services and members 
of the public at large) felt that, to a large degree, the successfully exe

cuted projects did indeed meet 
important needs.
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There were, however, some reservations. Many do understand that the type of 

projects NUS executed were those that are not usually covered by the regu

lar budgets; that there is a need to spread benefits, and that projects 

have to be of a size that can be planned and executed within the capacities 

available at the district level. However, they are left with a sense of 

frustration because of the large magnitude of needs in every service sector 

and the fact that NUS only addressed a small number of their many problems. 

Many saw the upper funding limit of LE 83,000 as the most negative aspect 

of NUS, the second being the restriction that the projects be limited to 

improvements or extensions of existing services and facilities. They felt 

that, if NUS goals are to assess and meet the most urgent needs of the 

district, then the extent to which projecta meets such needs should be an 

important zriterion not to be subordinated to what is seen as an arbitrary 

funding limit. These conditions, it is felt, 
resulted in projects that are
 

essential and much appreciated, but that are in no way the only nor 

necessarily the most essential ones. 

The other reservation concerning the impact of NUS on district improvements 

has to do with the quality of some of the work executed on a large number 

of the projects. Most of the blame was placed on the contractors, some of 

whom were found to be incompetent. Occasionally, blame was also directed 

to NUS in cases where the executed project provided only fragmnentary and 

partial improvements or did not include essential equipment for it to 

achieve a genuine improvement of a service or an infrastructure. 

Behind some of the reservations seems to be the following uneasiness or 

concern: Is NUS a one-shot affair? is there an after-NUS? If there is 

no sequel, then how will all the other needs be taken care of? 
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There would have been a better understanding of the limits within which NUS 

has been operating and some notion as to what to expect in the future if 

NUS has been presented, not as an independent project, but as part of a 

comprehensive plan to upgrade and expand district services and facilities. 

Such a plan would necessarily indicate short-term and long-term targets, 

funding sources, and division of responsibilities between various levels of 

local government. 

Many of the NUS subprojects would have been taken care of if funds had been 

available, over the years, to take care of maintenance and of the gradual 

expansion of facilities and equipment within the services and infrastruc

tures of the districts. By the same token, continuity of the NUS-type 

program would be assured if regular budgets for maintenance, small improve

ments and additions were to be made available in the future. 

To be able to continue programs similiar to the NJS, given ttie current 

funding limitations which are likely to extend into the future, the 

encouragement of the participation of tne general public (whether through 

the PVOs, the Popular Councils or other direct means) can perhaps provide 

an important source of tunds and of energy to ensure that what NUS started 

does not become the end of the road. 
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EXECUTIVE SUMMARY 

1. Overall NUS Subproject Maintenance Activities
 

The NUS project has addressed the subproject maintenance problem on
 

several levels and through several mechanisms. 

First of all the inclusion of the 10% subproject maintenance set aside of 

GOE money in the project agreement signalled the importance of main

tenance, put the responsibility with the GOE, and assured the availability 

of resources. AID project management and the TA contractor have worked to 

make sure that those funds be released. 

The TA contractor has through its maintenance surveys, formal training 

courses, and on the job training acted to bring about maintenance actions 

by the districts.
 

Additionally, NTUS has used the vehicle of the evaluation contract to study
 

and review district level subproject management and maintenance proce

dures, and to prepare a study of the costs associated with a program of 

rehabilitation and preventive maintenance of urban services.
 

Finally, the design of the next phase of Local Development, LD II, builds 

upon the experiences of NUS, regularizing, expanding, and focusing on the 

maintenance issue. 

2. Maintenance Fund 

The maintenance fund called for in the project agreement has been
 

established, funds have been distributed to 
the districts, and maintenance 

activities have begun on early NUS subprojects. M1uch work remains to make 

sure that the process continues and that the subprojects in need of main

tenance receive attention. 

To date less than 4% of the GOE money earmarked for subproject maintenance 

has been expended. Another 46% of the maintenance fund has been distri

buted to the districts, but not yet expended. Fifty percent of the 

maintenance fund has not yet been disributed to the districts.
 



This delay is partly the nature of maintenance which should not take place 

during the first year of subproject life when the work is supposedly under
 

warranty from the construction contractor. Hence for the FY 82/83 subpro

jects, 82% of the funds have been distributed, and for FY 83/84, 56% of
 

the funds have been distributed to the districts.
 

The maintenance fund of NUS was designed as a one shot affair and as such 

is somewhat anomalous in that it comes to the districts as part of the Bab 

III budget for capital investments and not as part of the annual Bab II 

budget for operation and maintenance. For LD II this anomaly has been 

corrected and the maintenance fund of subprojects will be a regular
 

recurring item of Bab II and in theory returned to the central government 

if not spent. This will provide an improved financial mechanism and
 

incentive for the districts to regularize their maintenance activities.
 

3. Subproject Maintenance Activities
 

Subproject maintenance activities take place within the context of the TA 

contractor's surveys of the maintenance needs of subprojects. The survey 

of 200 FY 81/82 subprojects was carried out in 1984. The TA contractor is 

now completing a similar survey of the 415 subprojects of FY 82/83. These 

surveys are a major undertaking of the TA contractor and they indicate 

that over 60% of the completed subprojects are in need of maintenance 

attention. 

The records of the FY 81/82 survey show 20% - 30% of the construction 

subprojects seriously deficient, damaged, or unused; and 29% of the equip

ment subprojects in which equipment is unused. (FY 81/82 Maintenance
 

Survey pp. 5 -10)
 

The TA contractor took a number of steps to guide the districts in 

addressing this problem.
 

First. The TA contractor took preventive steps to minimize the repetition 

of specific maintenance problems in later projects. Site selection cri

teria were strengthened to include soil analysis and other factors. 

Design problems were addressed through having some districts subcontra.t 
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the more complex design tasks to private firms. Problems of workmanship 
quality were addressed through better contractor selection procedures. 

The distribution of engineering staff among districts was rationalized. 

More coordination and planning between directorates, districts, and uti
lity authorities was encouraged in the subproject planning process. 

Second. The TA contractor designed and implemented a training course for 
district engineers on the topic of building maintenance. This course has
 

been given seven times to over 150 district engineers and technicians. 
The course combines lectures, discussions, a visit to an NUS site, and 

study of an actual NUTS subproject.
 

Third. The FY 81/82 maintenance survey itself provided the districts with
 

the detailed survey forms from each of the subprojects in order to provide 
a guide of the maintenance. To date, the required maintenance has been 

completed on 30% of these subprojects and initiated on 19%.
 

However, the fact that maintenance has begun on 100 district subprojects, 

maintenance based on a systematic survey and provided for in a regular 
manner by GOE funds allocated to the district level, is an event of some 

i.portance in Egypt. 

The maintenance remaining NUS is ajob on large one. If the surveys on 
the first t-wo years' SPs are a guide and assuming an improvement in the 
quality of subprojects completed, 300 to 
400 NUS district subprojects will
 

need urgent maintenance attention; and at least 100 of them will need this 
attention v .ry badly. Procedures are not yet well enough established in 
District Governments to allow them to carry out the tasks of systemati

cally surveying subprojects, identifying maintenance 
 priorities, and 
implementing the work. Major impetus and input from NUS project manage

ment and the TA contractor are necessary. 
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RECOMMENDATIONS
 

1. Each district should immediately prepare a plan and schedule for 
addressing the unmet maintenance needs identified 
for FY 81/82 and FY
 

82/83 district subprojects.
 

2. The TA Contractors for LD II should help and encourage the districts 

to establish procedures and processes for the development of maintenance 

plans, schedules, and budgets for new proposed district subprojects. 

3. The TA Contractors for LD II should assist the districts and the 

governorates with the establishment of procedures and processes for the 
development of annual maintenance programs for all facilities and equip

ment within their respective responsiblities.
 

4. 
LD II TA Contractors should assist the governorates in developing an 0 

and M Management Infromation System for reporting and documenting actual 

maintenance costs on all subprojects.
 

5. The LD II TA Contractors should develop a public awareness component 

to maintenance programs at schools and public housing areas. This effort
 

could include development of graphics and signage regarding proper use to 
be posted at public facilities. Meeting with schoolmasters and public 
housing resident associations to provide useage information and increase 

awareness of maintenance problems could also be initiated. 
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NUS AND LOCAL GOVERNMENT FINANCING
 
SUMMARY OF MAJOR FINDINGS, CONCLUSIONS AND RECOMMENDATIONS
 

BACKGROUND
 

1. Scope and Purpose
 

NUS was basically designed to increase the capacity of the local governmentsystem to adequately provide neighborhood urban services. Completion of NUS isresulting in over 2600 sub-projects that badlyarea were needed Greaterand Alexandria. Also, NUS a 
in the Cairomade significant impact on the technicalcapacity of GOE officials at the Governorate and District levels within the

project area. 

The purpose of this paper is to assess the role and implications of NUSon the financial capacity of local 
fundingthe government system to provide neighborhoodurban services. In particular, the assessment is focussed on concerns with thesustainability and extension of the valuable achievements attained by this NUS

project. 

MAJOR FINDINGS 

2. NUS Local Financial Role
 

" NUS financing 
 played a very valuable and important role in relation to thelocal government finance system in the Greater Cairo area and Alexandria.the first time in local government in Egypt, NUS created three 
For 

specifically aimed at upgrading the adequacy 
new mechanisms 

of neighborhood urban services.It introduced additional capital investments at the district level.established lta special Maintenance Fund. And it increased the role of PrivaLeVoluntary Organizations (PVOs) in providing neighborhood urban services. 

" More specifically; NUS increased 
provided 

financing for capital investments normallyunder the GOE budget by a total amount of about LE. 62 million overthe last five years. This constituted an average annual increase of about10-20% in capital investments. Also, the special Fund establishedMaintenance forcalls for allocating about LE. 4.5 million to ensure the continuityuf sub-projects completed under this project. Moreover, NUS increased existingfinancing by an average of about 30% to support PVOs in providing urb,-!.neighborhood services. In sum, NUS did not onlyCapital increase financing for JuLhand Maintenance ex:penditures, but also provided great discretion tomeet local priorities at the District level. well, startedAs it mobilizinglocal private resources, through PVOs, and this reduces the d&pendenc.y on the 
government. 

* All these achievements were not, however, without cost. NUS finuncinrreinforced and indeed increased the dependency of the local government finaricesystem on outside grants, rather than reorienting it towards self-financing.Also, in ensuring the creation of the Maintenance Fund, NUS increased budgetarypressures on the central GOE budget, rather than setting mechanisms forgradually building such financing payments theby beneficiaries. Finally,although it triggered local resource mobilization through PVOs again, NUS 
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ocal- GovernmentFinancial System2 

Governorate Level: .. .. "2... 
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rent'
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~->II)Opeeration and Current' Finance (15%) and then (Bab II & IV) Caital 
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'First 
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'cthe la s souce' of local "revenues' is 'from "'Revenue Sharing" (literallyi 2 ' 
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Giaa a case study. revealed, more severe -problm ~Lh os e ULhe-<-tin~ liL 
overnorae level) Growth in capital expenditures (Bab III & IV) is declining
nd= an-increasing' portion i~s' beinig cmitdocpa]py n BabV)

rather than new capital investumsents (Bab, III). Allocations ance 
eXpenditures are, very small; -with, only 5% of, total expenditues budgeted for 
Operation and . Current Finance (Bab 11). Also, growth of maintenance 
allucations de- lrning theaover few etsobeen 

4On the revenue 'side at ~the~ urban/muniia level1, thei Prpet T'' (o 
Bulgss'not a major sourace o tn for 

kl)u anof ouniil~ srie.I195/86, revenues~ f rom this. tax cotiue ony
revie oftl expendituresin the: City of Giz.-,Mor impttly,a detaildr Ievio buget~ estim&ites and actual collection~ ofYthis~ tax in~ Giza revealed 
an, absolute , neessity to Lupgrade the~ adiitaie fiinyo revenueTcolletion, management and refor~m of local revenues. in 'urban ,areas.. f 

~Development nt Julyutilizednamons 1 teCyofGiza.O 	 epndureis ecessa. in 	 th,fully
~~side, the bulk~ of, spending' under~ this aco6unAt isbeing used lar'gely4 to,

supplement insufficient financinig. for maintenance 4and capital, allocations under 
th Ct, uget On thrveniue side, this Acnt is4 not.used for income, 

' 

Lw~~O 	 expeenOiitu 

~ capital curren 	 for' the badly neededor ependi tres 	 NUS-typ of sub-projects.7 

~~"~CONCLUSIONS'AND RECOMMENDATIONS" ~/ ~ 

4. Conclusions 
S~ecia 'accontf~rmSeagzcec Thereveue geeratng p ttalmv ofteSecacontfr 	 ericesad oa 

a Three~basic conditions are necessary, to ensure, continued sustainabilL of 'Nu'-'' 

acivmns First is sufficint fujture, 'growth in capital_ 'aes'tm'erhLand maintenance expenituires. 'Second~ is adequate discretio.,'iry power azpreictbiity fo,,local, financing 'at the :Distr-ict/Cit. level. And "tnir-, 
is a 'systemnatic rather than~-voluntary) increase in the~ role of" PVC's~ 

?vfj"lo6\v'er, the' existing~local gover~nmen finance system~i if altered,n~ot does iot.Jj"~av6 	 ,the capacity, to indepe'ndently. ensure. the, availability, 'of-these necssa:y'
condiin in th~e f~uture.' *A number of C'ntat /itton are faced.-

Groth s,,declining for. capital inves*,nents and' ,maintnce xndtis
Discretionary-power and predictabiltar low.n expenditue
r'elatively: arculrl 
Ciy/Muni6'ipal. -level."This is de t o only ndrihiza~ion of potenL',a>Y1e istic. local. revenue ,sources, but,, also -total absencie of. basi adminhistrativF,.

efflciency- inevnu collection, 'tax managmn and re form. n' addition,,
th e 	 isn 



y mt ~hn~i'pace' to continu~e ~i increasinpiofPs d apopulaparicipaio n in o
 
rban services.
 

*oe'nsur'e NUS .' suetainabil 'y,,:future: activities .'and ,funding unde nD- II 	 have to,- pay'L special attention to adrs e above,; li Losa 
esin loral gvrmnfinance,. sYS em. kIn tensive effortsaare 
nestw ro .First- is t-o maximize,, Loca Resource Mi lizao 

o rau~y ncIse grw',pei bility an discret ioni, 1 o ac --	 in, 



revenues. Second is' to', review anid reform fiscal relations between ~central andL1loalgovernmens 0oincrease their capaity for LRM and hencerdc ~hideperia ncy on central transfers. 4 

5.~Recommendations ~A , 

* Upgrade Administrative; EfficiencyK localfor rvenue collection~ and reformsi th n'theolingi trends' fo various. w governing loca oermnfinance. preliminry aaecmn ~ .fort's modernization ~'andd'dnistrativj' effiiecy oA~f'Arevenue collections indicates that Taxer
revenues ca b nras~ by abouit 25% i&n the City ofGia 
oEtbiha "NUS Reovn -ud ht"Yudb amda-ecuaigstei'ein g, nad financing h s'n&cGn

'e~tbliN entK ofA EJLAoILIAh' 

Oganaoando 
 Pbi Cmaieo provide neig'hborhood urban services on,economic an self-financing bai. h target wouidO be.collections sogauallyincaseofrom~n 'be eiciaries" for~improved, .municipal srie uc sfo 

-'epairs:,parking ~'Asrvices;AA etc., as ,desirable and feasile. 2A"AAA 

a Es.-I14ish an "NUS Patcpto ud htwould systematicallyJ ecu'ag ,-A 

' sntimulate Popula~r Participationi and
an~d V~ in, proiding" capital/ tiante nance(_peidtres 0 required for municipal' servjces: Such~ a~ 'TP7r t*AAonA'AA' 

woul hihs inetv toNS esbprojects' (e.g., shiftinig'-, A'e Arortron a, idrt ?Lo ~a pae od for ~whichAbeeficiaries would vout l 
A 

tueI(sav tocpA con 25%'/) /mitenance exenitre require 'A~d. ? 

Tw and, re'iform,, as dsrbethe -central-local. fiscal, transfers. EffortsA'A in this area should have a" dual objective.~First is . to'inces/te'te theA 
r-Li)aciy f local governmentE,- to mobilizeA and? 'gradually mnaximize

A r, .curces. .Secon'd, A'is 
their. localto increase' the predictability of ranses'rlte 

cenraltoAocal. governmnts. .Analysis' of ,central~ current~txriasfers'84/85)2 reveals "an~implicit eqaizto formula built~ in 
(n FY,

the allocations oL~central j transfers.,In addition tio this imotatequalization'rle ~central'frris fr should also.b Yaimed,Y_ 
effotfr Local 

atL s tim lating/r'e wardin local goyver'nmenL 
 A
Resource -Mobilizationi. 
-Ap-

' 7 A 4 4 ~ A 4 A ~ A_wA, 
2 .? 

"0 Ai.. ' A '' 
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