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Ollice of Local Development
USAID/Cairo

Gentlemen,

We are pleased to sulait the final copy of the Assessmentof Information System Needs for the
Gira_Governorate. which seas prepared by the LDH (Urban) MIS Technical Assistance team. This
document is the final deliverable under task o Programming, Budgeting, and MIS of our contract with
USAID Cairo No. 263-0182-C-00-8017. “Fhe final report rellects USAID comments on drafl report
findings and rccommendations.

This technical repont identifics departmental areas in the Giza General Directorate which conld
benefit from the application of computer technalogy. The scope of this task defined in the LDiL
Urhau_Final_Diagnostic_Report is limited 1o an examination of fiancial departments only.  The
vetary of Giza requested o awiessiaent include 17 additional administrative departiments

General S
in the goveanoraie, cffectively tripling the scope of work.

The analysis provided by tlis document seeves Lo identily arcas in which automation could
substantially improve decision making throush the availability of information, It is a survey of
automation needs and should not be confused with the “system analysis” required for the design and
programming of any particular system. For cach potential system identificd in the assessment an
estimate of resourees required to perform detailed analysis is included.

We hope that you will find this paper wseful as a strategic guide for ongoing MIS techical
assistance.  We look forward 1o your response and stand ready 1o address areas of concern o¢
furiher interest.

Respectlully submitied,
WILBUR SMITH ASSOCIATES
S Pl

Richard E. Miller
Chicf of Party

cc:  Deloitte Haskins And Sclls
Public Adminisiration Service
Developmental Consulting Group
Engincering and Geological Consulting Office
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SECTION 1

INTRODUCTION AND EXECUTIVE SUMMARY

This document, entitled Assessment _of Information System Needs for
the _Giza_ Governorate is the (inal deliverable under task Gix
(Program Budgeling and Hanagement Information Systom:s) apecifiod
in the Local _Development, [l _Urban__Project Final Diagnostic
Report. The primary purposce of this assessment is to identify arcas
in which automation can be effectively applied within the GIZA
governorate lor the direct benefit of the organization. To this
end, the report prescents a functional description of departments
within the General Sccretariat and assesses potential information
systems, their beneflit:s, and the time required for detailed system
analysis. The report provides a starting point for an automation
strategy within the governorate, and a guideline for AID funded
technical assistance.

Throughout the assessment, careful consideration is given to the
capability of the existing Information Systems department in Giza.
At present, this capability is quite modest. The department has
four IBM microcomputers that were implemented by LDII. The HIS
staff have rececived training in basic computer operations, system
analysis, programming, and sowme software packages. Go far, they
have supported systems that were developed by other oryanizations,
but have not successfully developed systems of their own. Most of
the potential system projects identified in this study arve well
beyond the scope of technical, financial, and personnel resources
available in the qgovernorate. Honetheles:s, these Cindings have
been included to yive a couwprehensive overview of need that should
remain uscful as technology and abilities advance.

The fact finding interviews which form the basis of this asscsswment
cover 23 departments. These arcas of concentration were specified
by the General Secretavy ol Giza and the steering committee
assembled to oversee this assessment. They represent the core
functional and administrative organization within the General
Secretariat and impose a sharp expansion to the terms of reference
specified in the DI _Urban_Project Final Diagnostic Report which
call for assessment in the [inancial area alone. The general scope
of work for this task was thereby increased three fold.

The results of our interviews and analysis show sixteen potential
arecas of automation which could impact decision making in the
governorate (Table 5.1). Each of these has been evaluated on the
basis of technical complexity, potential benefits, and desirce on
the part of the uscr department. From these criteria, the systems
were ranked into a recommended developmental sequence using a
weighted average ncasure. The scquence recognizes that simpler
systems must be developed first in concert with the capabilities
of the existing MIS$ department. Within this [ramework, priority



evolves on the basis of benefits provided. The third factor, user
desire, is considered in revogynition of its critical importance to
the successful implementation ol an information system.

Comparatively small microcomputer applications represent eleven of
the sixteen potential systems identified in the assessment.
Specifically they include the following:

SYSTEM DESCRIIITOLN USER _DEPARTMENTS

1) Inventory Management Inventory, Stock Control, Procurement
2) Project Tracking Planning and Follow-up

3) Wordprocessing Analysis and Follow-up

(Central Agency for Accounting)

4) Budget Planning and ORDEV
Monitoring

5) Wordprocessing Conferences and Committees
(Central Department for Local Units
and Councils)

6) Demographic Database General Department for Local Units
7) Election Administration Election Division

8) Vendor Database Procurecment

9) Statistical Analysis Statistics

10) Loan 1racking System ORDEV

11) Vehicle Management Mechanical Campaign

(Administrative Affairs)

This caliber of system can be implemented using the types of
hardware and software resources currently available in GIZA. The
applications are good projects for the MIS department and will help
apply the skills they have learned in LDII training. The software
resulting from develcopment of these systems would be useful in all
the governorates with little modification.

One systems identified in the assessment represents a more
sophisticated 1level of application requiring a microcomputer
network environment:



SYSTEM DESCRIPI'ION USER DEPARTMENT (S)

12) Wordprocessing Hetwork Secretary and Archive
(20 uscrs) (Administrative Affairs)

This system would require the implementation and linking of
many (up to 20) microcomputers. The size and technical complexity
of this system substantially exceed the current capability of the
Giza MIS department. Hew hardware and software will have to be
introduced to the governovrate along with substantial training in
network and multi-uscr operating concepts.

The remaining four system groups identified in the study must
be implemented on a centralized minicomputer. They include the
following core administrative functions of the governorate:

SYSTEM DIISCRIPT10!M USER DEPARTHMENT (S)

13) Inteygrated Personnel Personnel
Administration.

14) Payroll Accounting, Personnel

15) Integrated Accounting

Accounts Payable Accounting
Accounts Receivable Treasury, Accounting
General Ledger Reconciliation
16) Budget Monitoring Budget Control Dept.
These systems, iwplemented together would create a 40 - GO

uscr environment. A Hew programming language, operating system, and
a host of utility software would have to be mastered by the MIS
department to successfully maintain the systems. Off the shelf
software should be exawined as an alternative to developing such
large applications. A substantial ongoing financial commitment will
be required by the Giza Governorate and/or AID to implement and
maintain systems of this caliber.

An important policy issue emerges from this report with
respect to AID funded technical assistance. Any attempt to provide
automation to the governorate should be tempered by an
understanding ol what can be independently be maintained. Applying
technoloyy without upgrading the knowledge base of the GIZA IS
department will result in systewms that cannot stand alone. A more
practical strateyy «c¢alls for the systematic, albeit slow,
development of capacity within the MIS department itsell. Under
this framework, systems will emerge gradually alongside the skills
needed to maintain them. We strongly rccommend this approach for
ongoing technical assistance.



Our recommendation ror developing MIS capacity in GIZA calls
for a three phase program which systematically addresses the
applications identificd in this asscssment and develops  the
technical infrastructure needed to perpetuate them. The Governor
and General Sccretary should be consulted to define the actual
order of system development. In all phases, development efforts
should be undertaken jointly by the MIS department in Giza and the
TA Contractor. The Contractor will guide and assist the GIZA MIS&
department in the actual system analysis, design, development, and
implementation requircd for cach system. The MIS departmen® will
retain maintenance responsibility for all implemented systems.

In Phase 1, siwple microcomputer applications will be
attempted. Existing hardware and software will be used as Lthe
development platform thereby utilizing resources presently in the
governorate. This will yive the M1IS department a chance to apply
what they have learned, receive hands-on experience, interact with
uscr departments,  and  develop a  sense ol purpose  in  the
organization. Technical documentation should be produced for each
system to permit casy understanding modification and portage for
use in other governorates. Likewise, microcomputer software
developed in  other governorates will be made available for
implementation in GI2A. Given the current level of AID contractor
support, we expect Phase 1 to take between 2-3 years with existing
technology. ELmphasis should be placed on building a capable M1S
team with skills necessary to  implement and maintain more
sophisticated systems.

In Phase [, wmore complex microcomputer based systems will be
attempted. A nmulti-user  operating  system  and  application
developmwent tool will be introduced which can serve the governorate
as its automation needs expand beyond microcomputing. Advanced
programning and daba management training will be given which cover;
Local Area lHetworling, System Security, Multi - User application
Development, and Data Management. Systems developed in P'hase I will
be upgraded as neeceded to multi-user configurations, and off-the-
shelf Arabic application programs will be evaluated as they become
availabtle.

In Phase I11, lenuchy system analysis activities will be
undertaken to deline requirements for the Personnel and Accounting
Functions in the gyovernorate. Hardware specifications from this
analysis will be used for implementation of a central minicomputer
which will be moaintained by the MIS department. Off-the-shelf
software will be evaluated against requirements and utilized if
possible. A necw operating system will be introduced which can take
advantage of the more sophisticated hardware environment. Existing
applications which have outgrown their microcomputer platforms will
be migrated to the new minicomputer for production.



Throughout this strateuy, training will be an integral component.
Each phase will have specific technical areas for which formal
training must Le administerd. As new hardware and software is
applied in the gouvernorate, a direct proportion of skilled
personnel will be required to maintain it. These people nust
recicve training as pavt of cach implementation. In addition, MIS
strategy and managcement concepts must be tauaht to decision makers
in the governorate.

over time, the approach cutlined here will yield comprehensive
information systems throughout the governorate. A simultancous
development ot gskills and application of technology will be
accomplished with minimum waste of programming time and hardware
resources. Lach phase buillds upon the infrastructure developed in
a previous phase without obsolescing equipment, software, and
training in the process. The MLS department will become a support
organization for the rest of the governorate, armed with the
knowledye and tools necessary to address ongoing information needs.



SECTION 2

STATUS OF GIZA MANAGEMENT INFORMATION SYSTEMS

The MIS department in Giza is typical of those operating in
conjunction with the LDII project in other the Urban Governorates.
A single room approximately 8 x 12 meters in size has been
allocated by the governorate to house the department which is part
of a larger inforwation center that includes the documentation
department, computer department and pubtications department. Ten
employces and cne wanager have been appointed by the Gencral
Secretary to operate Lhe computer facility. The LDII Urban Project
has implemented four IBHM XTI microcomputers which are used
respectively for the foilowing purposes:

1. Project Tracking System (Developed by the TA contractor
to monitor BSDS projects statusj).

2. current Budgel Development System (Developed by the TA
contractor to support OHMED current budget development).

3. Capital Improvement Program (Developed by the TA

contractor to support OMED multi-year capital budget
development ~bLAB 3).

4. Trairing.
All of the computers have been equipped with the following
software:
IB DOS Ver 3.2 (Microcomputer operating system)
dBase III + (Data base development environment)
Lotus 123 (Spreadsheet - Financial)
Harvard Graphics
Nafitha (Utility for Arabic character generation)
Sidekick (Text Editor)

The MIS staff in GLZA have received extensive training through
the LDII Urban Project. The curriculum has included most of the
above mentioncu sollware packages as well as courses in basic
System Analysis, PFeasibility Studies, and MIS management.

To date however, Lho department has not successfully utilized
its training to develop and implement an information system on its
own. Joint efforts with the TA contractor will be required to
provide an example of how to apply skills that have becn academical

acquired. The hardware and software currently available in the

G



department can support the development of one or two small systems
however more cquipment will have to be purchased to place such
systems in preduction.

There is some limited information system activity outside the
MIS department in Giza. ‘'vo IBM AT compatible microcomputers have
been implewmented by the LDLD Urban Project in the OMED department.
These machines are currently used for financial torecasting. In
addition, a singlce IBH XP wicrocomputer has been implemented in the
ORDEV department. This system contains a dBase III application
program which reports LDLI provincial project data to the central
ORDEV administration in Cairo.

A project initiated by Central Cabinet Affairs Office has
promised to install two microcomputers with a sector database on
them for use as a reporting tool to the Cabinet. They have provided
extra training to the Mi5 center staff in DOS and Dbhase ITI plus.
They have also provided special training in the use of theivr own
application, which the department will be expected to maintain. The
computers are to be installed in early 1990.

Cairo university suppllied the governorate with a mirrocomputer
personnel application which was never implemented. The progran is
by its nature too small to handle the volumes of data processed by
the current manual personncl system. There appears to have been no
training or support provided with the software to insure its use.
The appliction does not consider the unique organizational
environment in the governorate ana the special systen requiremants
that this presents.

To date, we can see no meaningful attempt to provide
automation to the governorate for its own administrative benefit.
All systems currently implemented at Giza are reporting mechanisms
for one or another oversight organization. The information needs
of the yovernorate itself have gone attended.



SECYTION 3
METHODOLOGY

Classic strategic system planning methodologies break down
quickly in the Government of Egypt operating environment. These
methods presuppose an organization in which boundaries are casily
crossed or synchronized with the apparent flow of information.
Within a Governoralte this is not the case. Ministries and other
oversight agencles dictate much of the administrative process and
departmental structure. The  manual procedures and formal
institurions currently in place are therefore not casily changed
for the calke ol a coordinated information systemn.

Knowledge (information) of the organization is held closely by each
administrator, who may fcel threatened by the probing questions
required to identify potential arecas of automation. In additicn,
the ongoing vole of a fledyling MIS Department (and automation in
general) is not vell understood. There is concern that a department
whose charter is to collect information would quickly rise to
prominence. As consultants, we remain very sensitive to this and
emphasis the cooperative nature of our undertaking at every turn.

Another primary consideration in developing our methodology
was the involvement of the MIS staff in the governorate. The
assessment project presented a valuable oppertunity for Lhem to sece
system investigation and planning in action. To encecurage this, we
insisted that an H1I2 department staff member accompany the TA
interview team at all times.

With these factors in mind, we proceceded to establish clear goals
for the assessment project, which included:

1. Examine the existing level of automation and technical
skills.

2. Determine attitudes and prejudices toward computers.

3 study the business processes of each department and

document them in a summary narrative.

4. Identify beneficial appli:acions of automation
and provide a high level dota flow diagrams where
applicable.

5. Discern the technical and organizational feasibility of
cach application notwithstanding resource requirements.

6. provide an estimate of system scope and technical
sophistication.



7. Prioritize the developmental sequence into an
implementation plan.

8. Provide a concise recommendation.

Although we have included resource estimates as part of our
objectives, we do so with explicit caution. Resource requirements
cannot be¢ accurately defined for any system before a thorouygh
analysis has been performed ending in a logical design deocunent.
Attempting to defining hardware, software, and nanpower
requirements with any degree of accuracy is iwpossible without
imposing the logical parameters that result from such analysis.
With this in mind, We have at least provided estimates of resources
required to perform a system analysis, and whenever our
professional judgement permitted, a potential hardwarc and software
configuration has been cslablished based on an ecarly assessment of
requircments.

Hlaving established our objectives, the next task was sclection
of a site where these objectives could be met. Of the six urban
governorates, Giza was chosen for the pilot assessment for several
reasons. FPFirst, our experience in  implementing microcomputer
application in the MIS department indicated that a cooperative
environment was present at Giza. Also, Giza has both urban and
provincial jurisdiction which renders a study of the oryanization
mere universally relevant than would otherwise be the case. The
site was also proximal to the Cairo based LDIL project office, and
a strong relationship existed between the 1LbII Staff and the
General Seccrelary, whose ondorscement of the project was essential
for it's success. These Lactors wade Giza a loyical choice.

The Project Implementation Coordinator arranged a mecting with
the General Sccretary to review our objectives and solicit his
support. The General Secretary was asked to define the scope of our
study and to assist us in ectablishing a steering comnittec to
guide the process. This committee was cibsequently formed,
congisting of the General Sccretary himself, The head of cach
department to be assessed, the AID MIS coordinator, the Project
Implementation Coordinator in Giza, and the consultant interview
team.

our next step was the development of a structured interview
form, a condensed version of which is included as Appendix C. The
objective of tuis form was to provide consistent and complete
assessment of cach depactwment, while remaining flexible enough to
apply in all cases. The form  sought Lo captuve; reporting
requirements, business processes, usc of standardized documents,
data <ctoraje (Liling), volume and velocity of data, manual
procedures, relationships with other departuents, existing
automation, education, and readiness to accept technology. "o
improve the productivity of our interviews, we also developed pre-

9



interview instructions (Appendix B) which outlined the subject
natter of the interview, and requested that certain materials be
assembled beforehand by the interviewce.

A meeting of the steering committee was helda at the Giza
Governovate to kick off the needs assessment. The purpose and goals
of the study were explicitly stated. The General Secretary re-
emphasized the cocperation of the department heads who would be
involved. Pre—interview preparatory materials were distributed and
discussed. Tt was ayreed that the Project Implementation
Coordinator would avrange the schedule of interviews. Finally, the
interview team was formelly introduced to the department heals with
whom they would worlk in the coming months.

The Interviews themsclves were designed to be brief yet
comprehensive. In most departments, six to ten hours of
interviewing was spread across one to three days. In some cases
information was uncovered which affected other departments and
required a follow up interview for verification. Figure 3.1 shows
the departments of the Giza general directorate (those outlined
in bold were subject to our interviews).

From the fact fi.ding interviews, a narrative was written for
each depavtment describing significant findings and areas of
potential automation. These were reviewed with the department
directors for concurrence and additional comments.

From these narratives, we reviewed potential system
opportunities and coordinated those spanning organizational
boundaries within the governorate. Feasibility measurement criteria
were established as follows:

- The projosed system must be tachnically feasible within
the current state of the art.

- Proposecd systems must provide substantive benefit to the
department or governorate apart from a reduction in
manpower. (Hanpower saving is not perceived as a benefit
by the department directors in the GOE).

- The user department must be willing to accept automation,
and to cooperate with system analysis and implementation
elforts on the part of the MIS department.

- The system nusi not propose obvious violation of
procedures dictated by a ministry or other oversight
organization.

- The department manager must be willing to dedicate staff
to the maintenance of the automated system and provide
for dismantling of any manual system.

10



Feasibility is not considercd from a cost perspective. (Again,
costs cannot accurately be determined without specific analysis of
each potential system). Likewise, technical expertise and manpower
available in the governorate were not determining factors in
feasibility althouyli they constrain the scope of what can be
sustained by the governorate.

For ecuch system detcermined to be feasible under the above
criteria, data (low diagram have been developed (Appendix D). These
diagrams document the information storage, reporting,
communication, processing, and movement within the department. They
provide a benchmark for establishing the boundaries of an automated
system within the existing mannal process. They also establish
information relationships with other departments and considers the
technical consequences of such relationships. In a complete
analysis for any proposed system, this document would be expanded
to reflect the detailed processing and data requirements of the
systenmn.

11






SECTION 4
SYSTEM INVESTIGATION AND ANALYSIS

The following analysiszs is a preliminary step toward
understanding the Lunctional structure of a General Secretariat
(in this case GIZA). Trom it, we can develop an overall picture or
the physical ovganization, information flows, and manual processecs
occurring there. The investigation in section 4 seeks to document
existing manual ang automated systems as well as information
requirements. e acknowledge at the outset that in nmost caises,
procedures within the governorate are deflined by an oversight
agency or ministry and therefore cannot be inhcrently changed as
part of an automatjon effort. Through our observationg, interviews,
and study of physical documents we have obtained, as closely as
possible, the major workllows, data stores, reports, and processecs
occurring in the governorate. These are depicted below in process
narratives and in Appendix D in diagrammatic form.

This report is not itself a complete systen analysis for any
broposed system. It is an organizational investigation for the
purpose for assessing  areas which might benefit Lrom the
implementation of computer technology. Areas identified then become
candidates for analysis and design tasks fronm which resource
requirements ang system  specifications  can accurately Dbe
determined. The narratives in this section should thercfore not be
Fegarded as ‘"gystem analysis", with a disposition toward any
specific systen. They arve an investigyation of the organization that
assesses  information needs  and considers the feasibility of
applying automation to satisfy those heeds. To this end, the
following information has been recorded ror each department:

- Functions: Definition of the work performed by the
department., This  includes all manual processcs,
coordination of tasks, oversight responsibilities, and
origination of data.

personnel engaged in the performance of various tasls,
the number and type of machines in use for specific
operations, thn number and types of forms or reports
gencrated.

- Resources used:  Details related to the number of

- Operational_data: A description of the empirical nature
of various tasks and activities performed, the time talken
to perform them, their volume, and frequency. It also
includes details of bottlenecks and delays in the systenm
as well as other system strengths and weaknesses.

- Communications: The [rlow ol information within the
department, betwoen departments, between the department
and internal or external organizations. It also includes

12
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evaluation of functions which cross departmental and
organizational bLoundaries. This can indicate the nature
of the communication which will demanded of a proposed
system. Thercby defining technical need for on-line
terminals, access to a database, or distributed
processing.

Again, the objeclive or Livis study is to make a preliminary
assessuent ol departments or functions within the scope of work
that are worth automating, The analysis is structured by department
and includes fact finding, observations, and recommendations that
can be used by governorate llanagement as a basis for establishing
priority. In areas where a potential system is identified, an
estimate of time required for a specific analysis task is included.

4.1 CENTRAL STNITSTICS DEPARTHENT

The Central statistics department is responsible for
assembling statistical data required by the Central Agency for
People Mobilization and statistics (CAPMAS). This data includes
demographic profiles of cach governorate and an assescnent of
educational, health, agricultural, and basic infra-structure
capacity.

To collect this data the department distributes 30 specialized
forms by mail to the 48  local wunits. Each form includes
instructions ror completion to cnllect the required data. 'The
department sends a nolico every six days asking the local units for
the results of the data collection activity. In cases of confusion
or misundcrstnnding, a rescarcher is gsent to expedite the process.

When completed forms aro returned to the Central Statistics
department, the rescarchers analyze the data and categorize it hy
the type or activity (e.q, cducational, health, agriculture, and
food security). The data is compared to historical data from
brevious vyear. If therc is any major discrepancy or arca of
concern, the department sends a letter to the local unit requesting
verification.

The compiled data is sent annually to the CAPMAS in eight
Separate reports. Three of the reports contain demographic or
"people mobilization data" which is classified and could not be
reviewed in thig analysin., The remaining rive reports concorn tie
following arecas and information:

o Education: Humber or students, teachers ,Schools.
o Health: Humber of hospitals, clinics, doctors, nurses,
beds.

13



o) Civil Infrastructure: Status and No. of roads, water

projects, scewaye system

o Food _Seccurity: Humber of distribution outlets and
production projects (eggs, chickens, cows, dairy
products)

(o} Agriculture: lLand utilization, type ol crops.

The Central Statistice department employs 14 people. It
occupies one room, which je crowded and nuisy. The department has
a small calculator and one manual typewriter. There is no air
conditioning and little space for computer equipment.

The deparvtment's personnel have a high degyree of experience
with automated systems. Mrs. Taghreed, the head of the department
has taken courses in programming with COBOL, BASIC and PASCAL., She
is studying now ror her diploma in computer statistics. Ten members
of the staff have atltended courses in DOS, BASIC, and PASCAL or
COBOL. HMrs.Taghreed js highly receptive to the concept or
implementing an automated system in her department. She belicves
that hardware should be located in the department to provide
adequate seccurity given the classified nature of the information
that would be handled by the system.

Recommendations:

A microcomputoer system  could  be developed to compile
statistical intormation teported to the department using their
existing forms and procedures. The system would be capable of
generating Jdifferent types of reports currently produced by the
department and required by the CAPMAS. The system will provide
improved accuracy and  better  administration of data, nmore
sophisticated reporting, and graphic reperting. A single
microcomputer should be sufficient based upon preliminary estimates
of data volume.

The Cabinct Alfairs system now being implemented in Giza may
provide sowe of the functions required by the Central Statistics
department. Analysis of the manual existing system will be needed
to determine actual requirements and assess the applicability of
the Cabinet coffort. Thig coordination will be requisite to
development of an application for this department. We estimate that
6 man/months of analysis will be needed to define requirements for
this system.
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4.2 GENERAL DEPARTHMENYT FOR PLANNING AND FOLLOW UP

Thae General department for Planning and Follow Up consists of
two departments: Planning department, and Follow up department.
The General department undertalies the responsibility of preparing
the General Directorate's Five-Year Plan, estimating annual capital
Budget requests, and following-up on the implenentation of the
appropriated Capital Budqget.

4.2.1 Planning Deparlment

The Planning  department organizes and coordinates the
development of  the strategic plan for the governorate. This
represents  the Chapter 3 Expenditures (capital investment
applications) of the Budget structure. The process occurs as
follows:

1) At the beginning of the Fiscal year, the deparcment
receives a letter requesting budget estimates from the
Hinistry of Planning.

2) A circular and investment forms are issued by the
Financial Dircctorate in the governorate, requesting
budget preparation.

3) The department notifjes the City Councils and districts
to prepare their statement of needs, and submit it to
the Executive Council and Popular Council for approval.

4) The consolidated, approved, and reviewed district and
City Council projects are submitted to the Planning
department where they are reviewed in light of the five~
year plan and surveyed according to the central needs.

5) I'inally, the consolidated Capital Budget is submitted
to the Executive Council, Popular Council, and Ministry
of Finance for approval and appropriation.

6) The Planning department receives the appropriated capital
budget from the Ministry of Planning. An amount is
retained for central needs and remainder is re-allocated
amony the local units.

7) The approved and re-allocated budget is approved by the
Executive and Popular Councils, then submitted to the
City councils and districts.

8) The City councils and districts distribute the funds
according Lo activities and projects. The following
priorities are observed in the distribution:



1. Completion of unfinished projects

2. Renewal and replacement of cold
components (maintenance).
3. New projects.
9) The Planning department receives the finalized, re-

allocated, distributed, capital budget and files it to
start the rollow up process.

10) The Natjional Investment Bank is nolified of the finalized
capital budget in order to reserve allocated funds for
the governorate.

4.2.2 Follow up Department

Upon receipt of the appropriated budget, the local units at
the governorate level begin implementation of the approved
projects. They convey their fund re-allocations to the following
agencies:

o MOP : Through the first follow~up report.

o AMAMA ¢ Through additjonal follow-up reports.

o HIB : Through special data forms designed by NIB
showing proposed time schedules for

disburscment of funds.

The NIB disburses funds quarterly in the form of a deposit
portlfolio placed at the central Bank or one of its branches.
Disbursement is based upon the receipt of the following documents:

o Time schedule for finance and percentage of execution.
o Follow up reports.
o Account balance statements.

The Follow up department receives different types of follow-
up reports [rom different agencies. These reports, are received
monthly from the local units and include information about the
location, completion status and expenditure for each project.
Similar reporls are submitted quarterly by the directorates.

A quarterly progress report is brepared by the department
stating the implementation status of the projects. It is sent to
three organizations, cach in special format to meet the needs of
cach one. These oryanizations are  the Ministry of Planning,
Hational Investment Bank, and  AMANA. They include summary
information from the monthly reports of the local units, and are
used as a tool to report Lhe pregress in the annual plan.

Another responsibility of the Follow Up department is solving
problems which arise during the execution of the projects in order
to guarantee adherence to the work plans. These problems could be
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technical problems or financial problems that are observed during
the wonthly follow-up trips conducted by the follow-up staff.

Execution and follow up of projects planned by the scrvice
ministries are the responsibility of the Service Directoratoes in
the governorate.

Currently there is no automation in the department. out of 3%
employees, only two have had sone exposure to computers. All the
employces that wicore interviewed wera quite ready to have automation
applied in their departments, they were aware that automation could
improve the quality of their work and save time and effort.

Observations:

The existing Capital Budget System used by OMED is a data base
system that provides a total appropriation request and allocation
information by government, scctor, and department. It holds
detailed information about the projected need of each local unit.
This information includes the budget required, resources, units to
be exccuted, the local and foreign currencies used...etc., these
needs are integrated into a summary plan for the governorate and
is sent to (MoP).

Another application existing in the governorate is the LDII
Project Tracking System which is a database system, implemented in
the LDII Urban governorates, primarily to track LDII projects. The
system mects the needs of the governorate from the LDIT follow-up
perspective

Recommendations:

A system for follow up of projects ( Bab 3 expenditures)
implemented by the governorate is recommended. The system should
handle all projects regardless of the source of funding, and should
be capable of producing periodic and ad-hoc reports required by the
governorate, [MOP, AMANA, and NIB. The existing capital budget
system which is currently used in the OMED forms a good basis for
a follow up systen.

The Planning department could get a summary plan produced by
the system and submit it to the Ministry of Planning for approval.
Once the allocation is approved, the Planning department can re-
allocate [funding (as mentioned in the process above) and track
performance data with the systen.

We estimate that 4 man/months of system analysis will be
required to determine user specifications and assess the
possibility of upgrading an existing system. Based on the analysis,
an evaluation of the existing CIP Systom and LDII tracking system
can be conducted to determine the extent of modification required
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for a follow-up system to assist the Follow up department. The new
system would monitor the execution of projects conducted directly
by the governorate or supervised by the local directorates. It
should also generate reports and queries required to assist the
department cmployeces in their continuous follow up of projects and
point oult immediate discrepancies.

4.3 CENTRAL DEPARTHMEINT IFOR FINANCIAL AFFAIRS

4.3.1 Inventory Department

The department is responsible for storage and distribution of
supplies for the governorate. These supplies include; office
equipment, stationary, car spare parts, furniture, and
publications. They are stored in eight stockroom, positioned in
two places: sowe arc located in the old building (main governorate
building), the others are located on the ground floor of a new
building. These stocl roouws respectively contain:

- paper and work supplies (150 types of items).

- Cleaning suppliecs and furniture parts (110 types).

-~ Publications (all the publications related to service
directorates and city councils (63 types).

- Valuable paper (checks, fuel tickets, mail permits (51
types).

- Remainder items ([ive categories of items to be sold).

- Car sparce parts (42 types).

- Quarry lecases (30 Lypes).

- Service taxis permits (40 types).

The department prepares part of the Chapter 2 budget related
to the supplies and equipment needed for the General Secretariat.
In preparing the budgel, needs are forecasted by averaging the
quantity and price of stock for three previous years and addiny a
25% inflation factor. This budget is submitted to the budget
department for inclusion with the rest of the governorate's Chapter
2 budget request.

The Inventory department receives delivery sheets from the
Procurement department containing specifications and delivery
schedules for all purchased items. A control clerk monitors actual
receiving in the stock rooms and issues receipt vouchers for all
inceming goods. ‘fhese vouchers are sent to  the Procurement
department and a reconciliation clerk in the accounting department.
(Sometimes a receiving committee is convened, including members of
the Procurcment. Jdeopartwent:, Inventory department and
representatives from the requesting departments). In FY 1988-89
there were 1,7%7 deliveries made to the department. The stockroom
clerk adds newly delivered items to his physical inventory. The
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vendor's invoice number and amount are added to the warehouse
books.

A reconciliation clerk from the Accounting department records
and audits all delivered items in a separate set of books. He
issues a permit for additions to physical inventory which are
signed by the control c¢lerk, head of the warehouse, Inventory
department, and are {iled in the Inventory department. The receipt
procedures are reviewed by auditors who approve such voucher and
addition permits. At the end of the process, the control clerk
sends the vendor invoice, receipt voucher, and addition permit to
the Procurement and Contracts department to be filed. The
Procurement and contracting department conducts a monthly review
of the stocxkroom reconciliation books. Any disc epancies triggar
a physical inventory count.

The Inventory department is responsible for distribution of
supplies to other deportments of the General Secretcariat. The
necessity, volume of worlk, and stock quantity d-termine the
priority and wsupply for cach department. Supply levels oare
carafully administered to rectain some stock for the duration of
the year. In FY 1988-1989 there were 4,287 distribution activities
conducted by the department.

Recommendations:

We strongly believe an inventory management system could

benefit this department. The system would track inventory levels
for various types of commodities, and in multiple warehouses.
It would record physical inventory and voucher information, and
could report the value and amount of any item currently held in
stock. It could also be used as the basis f(or fermulating budget
request amounts needcd to sustain inventory levels. The system will
reflect physical invenltory records, requisition, issues, transfers,
scrap, and surplus transfers. It will provide accurate and tinmely
reporting of inventory status for any given commodity.

The system will also provide reports for the Stock Control
department to keep track of gstagnant item sales. A complete
inventory report from this system will eliminate the need for
duplicate record keeping by the Stock Control department. Also
reports can be produced [rom the system to facilitate the monthly,
guarterly, and annual physical inventories. The system will serve
the Procurcment department by reporting physical delivery of items
purchased on an installment basis.

Inventory managemenlt can save money, improve forecasts,
ensure the availability of components and products for customer
delivery, and help maintain stock levels. It will provide a means
of reconciliation with bLooks and physical inventory process. It
will improve accuracy and timeliness of information. eliminate
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duplicated between the department and the Stock Control department,
and improve reporting capability and estimates of future commodity
needs. We estimate that 8 man/months of system analysis will be
required to adequately define requirements for this system.

In a sccondary development phase, the system could be enhanced
to track the capital asscts of the organization and allow for
detailed tracking of fixed asscebts including the user, location,
purchase cost and source, and expected life span. This will provide
the financial and accounting records showing the aged value of the
stock of goods at a particular time. It will also enable the
department to track inventory as it moves among different
warehouses.

4.3.2 Stock Control Department

The department's primary responsibility is to audit the
records of the Inventory department and the physical inventory in
each warchouse. The Inventory department reports the status of the
warehouse on a daily basis and tracks the receipt or withdrawal of
commoditics Tlrom the stock. This information is recorded in a
duplicate set of books by the stock control department. Quarterly,
a reconciliation of the two department's books is conducted. A
physical inventory is performed at this time to eliminate any
discrepancies.

The stock control department identifies items which stagnate
in inventory, (an item is considered stagnant after three yecars
without use). Stagnant items are then auctioned by the Procurcment
department to provide revenue. Typically, the funds from sale ol
such items are allocated to the department which originally ordered
them. The stock control department monitors the sale of stagnant
items for the Local Units and Service Directorates. A report is
received monthly from these organizations specifying stagnant
inventory and selling activity. The Stock Control department
reports monthkly to the Financial Directorate and the General Agercy
for Governmental Services regarding stagnant inventory and sales
for the whole governorate. It is informed annually by the Inventory
department about planned supply purchases for the upconing year.
These plans are compared with stagnant inventory to avoid
purchasiny of already stagnant 1tems.

Recommendation:

We do not believe an automated system is required by this
department. IHowever, the department could benefit from the
development of an Inventory Management System within the Inventory
department. The information requirements of the Stock Control
department should be considered in the analysis of an inventory
control system. A report of physical inventory from the system
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would be used in conjunction with the quarterly audit of the
warehouses. Likewise, a report of inventory aging could be used to
evaluate stagnant itens.

The Inventory Control System would eliminate the need to
maintain duplicat2 paper inventory records in the department.
imployees freed from this activity could be used to conduct audits
of stagnant inventory in the City councils and Service
Directorates.

4.3.3 Procuremenkt and Contracts Department

The Procurement and Contracts department is responsible for
procurement of all supplies and equipment for the General
Secretariat, Iire Brigade, and Traffic Directorate. In some cases,
Local Units in the governorate request that purchase be
administered by the Procurement and Contract department. The
request in this case should be must appruved by the Governor or
the General Secrctary.

The procurement process occurs as follows:

1) Annually, the Inventory department prepares a Bab 2 budget
request.

2) According to this budget the Procurement and Contracts
department initiate purchases for the items in the budget. In
some cases where the items are not included in the budget the
department for which the item or service is needed submits an
approved request which is signed by the department head or
general seccretary.

3) Purchase orders are cut containing technical specifications
for the items to be purchased and estimated cost to be applied
against the budget.

4) The Proucurement and Contracts department decides what
purchase process wiil be administered. This can be either a
direct purchase process (which nceds no tendering) or a
competitive tendered bid.

5) Before initiation of purchase process, the Procurement and
contracts department contacts the Accounting department to
allecate funds from the budget.

6) If a tender is reguired, an advertisement is run,
soliciting bids.

7) Bids are reviewed by a committee responsible for the
opening and administration of bids.
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8) MAnother committece decides on the bid, this committee
contains representatives from the Procurement and Contracts
department, Leyal affairs, Financial Affairs, and the
department for which the purchase process is conducted.

9) ALl potential vendors are reviewed to determining the
status of their credit and insurance.

10) A letter authorizing purchase is sent to the selected
vendor. Approximately 15 tendered bid operations are conducted
each year.

In c¢ses of tendering that require no advertisement, the
department scnds letters te vendors dealing in the items to be
purchased requesting quotation. A vendor is selected for the final
purchase | ased upon price. The selected vendor is notified with a
purchase rder and the Inventory department is informed of the
purchase . mount and terms of delivery.

It it is . direct purchase (less than L.E 2,000), representatives
from the « :partment conduct a market survey and purchase the itenms
directly. Aapproximately 200 direct purchase operations such as this
are condu: ted annually.

Delivery data is received from the Inventory department
indicating the status of the procurcment which contains invoice,
delivery check list, and an inventory addition nermit. In cases of
delayed delivery or violation of contract terms, legal actions are
taken by the Procurement and Contract department against the vendor
to insure administration of the contract.

The procurcment department maintains records of foreign and
domestic vendors. These records include information about the
company, it's credit status, and it's products.

For each procurcment, the following forms are maintained:

o Letter of Credit & letter of insurance are sent to the
accounting department for administration.
o Contract terms (foreign, tendered, conference bid, and

direct purchase)

Sample record (dcscriptions of samples provided)
Notification of award

Minutes for opening of tenders

Minutes for award committee

Procurement status and history

0Oo0O0OO0OO

The department is also responsible ror auctioning of aged
inventory and uscd items from the warehouses. This is done in
conjunction with the Stock Control department. The Stock Control
departmen!. specifies which items should be auctionad, and the
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Procurement and Conlracts department runs advertisements for the
items to be sold. Auctions are wonducted by the Procurement and
contracts department in the presence of members from the Stock
Control and Legal Affairs departments.

Recommendations:

We believe an automated system could benefit the vendor
tracking functions pertormed by this department. The system would
track vendor records, including company information, inclusion
status, products, and performance history. It would follow the
completion status of cach procuvement operation. The system would
be able to assess the delivery of items pursuant to the awarded
contract and maintain a record of performance. The system will
provide administration and tracking of direct purchase orders to
determine the volume of purchasing for the same item. It can be
used to provide an instant rccord of contract delivery terms.

The following reports cculd be produced by the system:

1) Listing of qualified vendors for procurement of a
particular item

2) Individual procurement status, including the following:

- Order type

- Contract amount

- Vendor name

- Quantities

- Items

- Delivery order date
- Delivery terms

3) Status report of deliveries pursuant to each contract.

We estimate the system analysis required for accurate definition
of requirements for this system to be 5 man/months.

4.3.4 Accounting Department

The Accounting department consists of four divisions,
Reconciliation, Accounts Receivable/Payable and Auditing, Revision,
and Secretary. The following functions are performed by the
department and cross Cthrough the divisional boundaries while
following a rigid set of pro:edures: Salary and Benefits, Service
and Maintenance invoice processing, Construction Contract Invoice
processing, Loan administration, Procurement invoice processing,
Revenue book keeping, and Ledger Keeping.
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4.3.4.1 Salary and Benefits function

The salary and benefits function involves monthly payroll for
approximately 5,000 cmployees in the governorate. 1In addition,
benefits are paid to approximately 3,000 persons annually on an
ad--hoc basis.

1) Blank payroll worksheets are sent by the accounting
department to the personnel departments in the districts and
general secretariat.

2) Personnel departments complete these worksheets using their
own set of employce salary records.

3} The completed worksheet is returned to the Accounting
department around the 21'st of the month.

4) The Accounting department verifies the data against its
own records, correcting any errors, and reconciling
inconsistencies with the personnel records.

5) Whaen the payroll worksheet is finalized, subtotals are
ca” :ulated for expensc categories and a total salary expense
is Jdetermined for the <department.

6) The Accounting department issues a cheque [or total salary
expense which is forwarded along with the final salary
worksheet to the Treasury department for disbursement. Ryroll
checks draw on the BAB 1 account at the Central Bank.

7) Additional checks are lissued for insurance and social
security. In sowme cases, special vouchers are issued to
employeces reguesting direct deposit to their bank account.

Yhen a new employec joins the governorate, a memorandum is
prepared by the Personnel department describing salary level,
benefits, and withholding. This is sent to Accounting department
where thoy creite a new record in their employee master file. The
record is placed at the end of the file so as not to disturb the
alphabetical iisting. When an enployee resigns, the Personnel
department prepares and sends a similar letter to accomplish
elimination of the salary record for that individual. When an
employee retires, a three month delay occurs before elimination of
their record from the salary files.

At year end, the Accounting department revises its salary
records to include new cmployees in the alphabetical listing.
Resignee and retiree records are permanently removed.

New salary records are verified against the newly revised perscnnel
records.
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There are some notable problems with the existing manual
system. First, the respective personnel departments frequently
commit errors in transcribing data from their records to the
payroll workshecetls. This requires the Accounting department to
spend considerable time vrevising payroll worksheets. Second,
difficulties in communication between Personnel and Accounting
often result in disparity between their duplicate records. This is
prevalent when an cwployee changes rank and a salary adjustment
must be reflected in both records. Third, the payroll workshecets
are returned from all the Personnel departments simultancously,
creating a substantial workload peak around the 21'st of ecach
month. There are eight employces in the department dedicated to the
review of payroll worksheets.

4.3.4.2 service and Maintenance Invoice Processing function

The Service and Maintenance function processes invoices [rom
utility comvanies and other organizations who provide routine
services to the governorate. The funds for this activity are
provided by BAB 2. The Revision division verifies each payable
invoice. Cheyues are issued by the Accounts Ppayable division to
the department for which the charge was incurred. The department
itself is responsible fo)i distribution of the payment. There are
five employees 1in the Accounts Payable division who issue
approximately [ive checks per day.

4.3.4.3 Construction Contract Invoice Processing function

The Construction Contract Administration function proces:ses
invoices for all coastructions contractors currently ecngaged 1n
projects for the governorate. Coordination takes place with the
Planning and Follow up department to define budget ceilings for
payments to ecach contractor. The HMinistry of Planning provides
forms which are completed by the Project Engineeriny department.
These forms are sent to the Revision division aleng with each
invoice as justification for payment. The Revision division reviews
each invoice with the Reconciliation division to be sure it falls
within the approved budget. There are three persons involved in the
review of these invoices. After approval, Form 61 is completed by
the Revision division and sent to the Reconciliation division for
posting. The volume of payments is approximately 100 per month.
Funding is provided by BAB 3.

4.3.4.4 Loan Administration function

The Loan Administration function is a joint effort with the
Investment Bank Lo monitor payments of loans by the governorate.
There is currently one person who maintains loan payment records

for the gyovernorate. Payment for these loans is provided by BAB 4.
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The Ministry of TFinance administers the 1loans through the
Investment Bank, and holds the authoritative payment records.

4.3.4.5 Procurcment Invoice Processing function

The Revision department receives procurement documents from
the Procurcmeit and Conltract department to review them and insure
the legalities of the tendering and bidding process are observed.
The reguired funds are then verified with the Reconciliation
division to check the availability of the cash within the account.
If the account's balance allows new withdrawals, the invoices are
sent to the Reconciliation division to post the transaction in the
relevant ledger and issue the cheque. If the balance does not allow
the withdrawal, ecither the documents are sent back for adjustment
to the Procurement department, or the Reconciliation department
conducts a fund transfer betwecen line items within the allowed
limits. 7The purchase of inventory commodities follows the same
procedures.

4.3.4.6 Revenue book keceping

The governorate receives its share of revenues from the
different revenue collection organizations. The share is either
sent in cash to the Treasury department, or a cheque is deposited
directly to the Accounts Receivable division. In case of cash
deposilt, a receipt is issued by the Treasury department to the
Accounts Receivable division where the cash/cheque transaction is
recorded on Form Gl and delivered to the Reconciliation division
for posting. Both chejues and cash are then deposited in the
governorate's account in the Central Bank.

4.3.4.7 Ledger Keeping

The Reconciliation division maintains it's ledgers by posting
transactions received from the Revision division. The ledgers are
divided in a manner similar to the local government budget, i.e
Chapters, Groups, Items, and Varieties. A staff of 28 employees in
the Reconciliation division are responsible for maintaining
approximately 100 accounts. A month-end process occurs to post
opening balances [for the new wonth in each account. This is done
to simplify the yecar-end processing and to facilitate the audit
function by producing wonthly balance sheets for the Auditing
division.

Strict sccurity procedures arc followed in the manual system.
Personnel are given access authorization only to those accounts
for which they arec immediately responsible.

Recommendations:
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We strongly believe that an automated system could be
implemented in this department to serve the salary administration
function. It would be a large scale system, providing a core
function in the governorate. Automation of this area should be part
of a carcfully planned integrated financial system. It should not
be among the lirst projects attempted by the MIS department. It
would require a substantial investment in time, hardware, and
software. We estimate the system analysis required for automation
of the payroll function alone to be 10 man months.

The payroll administration System would provide a current
record of employees, salary information, benefits, and withholdings
for the governorate and each district. The system will
automatically produce complete and correct payroll worksheets and
will provide reports ol payroll expense required by the Ministry
of Finance. This would climinate duplicated effort between the
Accounting and lersonncel departments, reduce human error related
to the transcription of data, smooth workload peaks, eliminate year
end processes, and provide improved reporting accuracy.

The Ministry of Finance regulates the process of payroll

administration closcly within the governorate. Any attempt to
automate the payroll process or alter existing forms and procedures
must be done with their knowledge and cooperation.
It should also be noted that a natural integration of data is
possible between the Personnel and Accounting departments. The
Salary administration system could be linked as subsystem of a
comprechensive databasce structure for the governorate. The MIS
center would require a central wminicomputer which cannot be
technically supported by the governorate at this time.

As part of an integrated financial system, the Accounts
receivable, Accounts Payable, Invoicing, and General Ledger
functions should be automated. The Reconciliation division of the
Accounting department currently accomplishes these functions. An
integrated system could provide opening and closing balances,
accepl day-to-day transaction. The system would produce balance
sheets, budget expenditure reports, accounts payable and accounts
receivable reports. It would facilitate wonthly and year-end
processing, monitor expenses, and allow performance evaluation. A
tremendous improvement in speed and accuracy would result.

We estimate the svstem analysis required for integrated
automation of the Accounts Payable, Accounts Receivable, and
General Ledger functions to be respectively:

Accounts Payable 10 man/months
Accounts Receivable 10 man/months
General Ledger 14 man/months
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4.3.5 Treasury Department

The Treasury department is responsible for the receipt and
disbursement of cash in the governorate. This includes the
following functions:

4.3.5.1 Payroll Disbursing function:

The disbursing of cash of payroll is the primary
responsibility of the department, and may occur more than once
monthly according to the schedule of bonuses and incentives,

The Accounting department delivers the payroll worksheet and
cheque for the General Secretarioat staff ecach month to the Treasury
department. The payroll contains a listing ol salary, deductions,
and incentives for cach employee. An employee card containing
employee number, full name, and net salary is prepared monthly in
the department, and the cmployee number is added to the payroll
shect. The cards are serially ordered, so when an employee subnits
his number his card 1a picked out and his line item is pointed on
the payroll worksheet Lor his signature. LEach employee signs off
on the workshect as he is paid. The payroll includes 2,000 to 2,500
employeces in the Gencral Secretariat.

The signed payroll sheet 1is returned to the accounting
department. Rewmaining cash (undisbursed salaries) is deposited in
the bank as revenue. In the salary bank account. The bank receipt
is sent to the Reconcilialion department for posting.

4.3.5.2 Annual Emecrygency Loan Administration

The: department cashes loan checks totalling about 1,500 L.E
per year. These [unds are used as cash-on-hand for emergenc.es
approved by the governor or the secretary general. When a loan is
disbursed, another cheque is issued to maintain a cash balance. At
the end of the yecar the 'T'rcasury department prepares and submits
a report of emergency expenses to the Accounting department.

4.3.5.3 Personzl Loan Administration Function

The Treasury department is also responsible for the employee's
personal loans. Each month the department completes a record of
disbursement to cmployees for the Accounting department. The
Accounting department is responsible for approval of loans, while
the Treasury department disburses, and keeps track of the
repayments. (Average of 128 loan forms cach month)

4.3.5.4 Revenue Collection Function
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The department is also responsible for collection of cash
revenues. The Service Directorates and the General Sccretariat
issue deposit permits to the private sectors for deposit to the
Treasury. The Treasury department collects the cash (average of
100,000 per week, on about 35 permits) and deposits it weekly in
bank accounts grouped by Chapters of the budget. The deposit
receipts and banlk receiptt are sent to the Reconciliation
department. Reconciliation for cash balances and receipts are
conducted weeckly.

Recommendations:

We do not believe a cowmputer application is needed by the
Treasury department at this time. Automation of the cash receipt
and disbursing function could be included as a module of an
integrated accounting system for the governorate. Its development
should not precede aatomation of the Accounts Payable, Accounts
receivable, and General Ledger functions.

4.3.6 Budget Control Department

The budget control department is responsible for preparation
of the congolidated annual budget for the General Secretariat, and
Councils. The department is also responsible for monitoring the
approved budget for over expenditure of line items and processing
of budget changes during the [iscal year

The budget preparation cycle occurs as follows:

1) The HMinistry of PFinance sends a circular (Manshour No. 1)
to the General Secretariat and councils, through the Finance
Directorate, requesting the preparation of annual budget
estimates for the coming fiscal year.

2} The DBudget department coordinates the process with the
other departments involved.

3} The Personnel department prepares Chapter 1 (Wages and
Salaries)

4) Planning and Follow Up prepares Chapter 3 (Capita.
Expenditures),

5} The Financial Directorate is responsible for preparing the
four Chapters of Revenue.

6} The DBudget department prepares Chapters two and four
(Current Expenditures and Capital Transfers).
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7) Each department addresses its relevant department at the
City Council and District level to survey needs and prepare
draft budgets.

8) The district draft budgets are approved by the district
Execultive Council and Popular Council and then sent to the
City Council for consolidation.

9) The City Council submils the consolidated district budgets
to the Ixecutive council and Popular Council for (final
approval.

10) The approved, coungsolidated district budget is forwarded
to the General Sccretariat where each department receives its
Chapters in a consolidated form for review and discussion with
its authorizing agency.

11) cChapter 1 (Wages and Salaries) is negotiated between the
Personnel department and the Central Aagency for Organization
and Administration (CAOA)

12) cChapter 3 is negotiated between the Planning and Follow
Up department and HMinistry of Planning (MOP).

13) After neqgotialtions, the budget is sent to the Ministry of
Finance through the Finance Directorate for appropriation.

14) The Ministry ol Finance sends the appropriated budget to
the Iinance Directorate to distributed among the involved
departments mentionad above.

15) The departments re-allocate the budget among the local

units according to the proposed budyet as approved by the
Executive Council and Popular Council.

During the fiscal year, the department receives requests from
the local units and General Directorate to change line items within
Chapter two and Chapter one. These budget revisions must be
approved by the governon or his designee.

Budget changes occur in the following forms:

1. Remove prohibitions on some budget items to releasc
funds.

2. Utilization of savings. (Some savings cannot be used
unless approved by the governor).

3. Addition ol jtems not included in the original budget.
4. Transfer of [unds betwecen budget line items.

30



In addition to the budyet revision process, the department is
responsible [for determining if a request for purchase or
disbursement will exceed the line item appropriation. This function
entails working with the accounting section on obligation requests
and account balances alter actual expenditures. Requests or
disbursements which would result in a line item over-cxpenditure
are referred to the General Sccretary for subsequent action which
could be refusal of the request or budget revision. There is a
considerable delay in line item volume of transactions. The current
mahual processing  and  posting procedures incur delays in
recognition of exact daily 1line item balances. 1n addition,
difficulties in ascertaining exact account budget status leads to
subsequent delays in publishing [inal accounts status.

Obscrvations:

The manual process ol preparing the budget faces difficulties
in the re-distributing of Chapter 2 appropriations and tracking of
daily changes to line items. Another area of deficiency in the
system includes preparation of budget estimates which are largely
based on historical precedents with no performance, economic, or
cost-benefit basis. Also, technical and financilal justifications
attached to budyct requests are ignored because there are no
validation criteria.

Microcomputer applications have been implemented by LDII in the
OMED office which provide these functions. The cCurrent _Budget
Development Gysten provides lor all four budget development phases
in the General Socretariat(Request,  Governor recommendation,
Exccutive and Popular Council Approvals, and Allocation). The
system also consolidates the four chapters of the budget for the
Governorate as a whole, and provides an information database of
historical budyet line items. The Five Year Forecasting system
includes a lincar trend model and a quadratic trend model for
generating five ycar forecasts of revenue and expenditure based on
based on historic data.

Recomnendations:

The department would benefit substantially from a system that

could:
1) Track obligation requests against remaining budget

line item balances.

2) Reflect actual expenditure transactions in a timely
manner thereby reporting available balances.

3) Check obligation and expenditure requests against
available line item balances.
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4) Automatically interface the annual appropriation
to the fiscal system and update revisions to the
appropriation file.

The automation of budget wonitoring would provide timely
status reporting on available balances thereby improving
flexibility in wcallocation of savings early in the fiscal yecar.
Automation of the Budget monitoring process would enable the
governorate to expand their chart of accounts to provide needed
cost accounting information for management of the governorate
financial system while meeting MOF requirements.

Monitoring changes to the budget 1line items, or testing
available balances is not a capability offered by the existing OMED
software. The development of a transaction oriented system for
monitoring daily (inancial obligation and expenditure could be
developed. Given the high volume of transactions and the
advisability of an expanded chart of accounts, a system to address
these functions could not be developed cn presently installed
microcomputers. The need for multi-user access, large data storage
capacity, and real-time processing imply the use of a minicomputer
platform. The MIS department in Giza will not be technically able
to undertake cven the maintenance of such a system for several
years.

4.3.7 Analysis and Follow-up Department (for the Central Agency
of Accounting)

The Analysis and Follow-up department is responsible for
coordinating the resolution of issues related to any financial
report submitted by the governorate to the Central Agency forv
accounting. Annually, the Central Agency for Accounting (CAA) sends
to the analysis and follow up department a financial report
containing remarks regarding unbalanced statements or
contradictions to financial legislation from the previous year's
final accounts for the four budget chapters. The analysis and
follow-up department gathers all remarks assigned to the General

Secrctariat, Service Directorates, and Local Units in Giza. They
produce an index based upon page humber of cach remark and
classified by account and unit (department). After that, an
analysis of the remarks is conducted by the staff using the report
as a guideline. letters requesting explanation of the remarks are
sent to the units in question.

on receiving an explanation of a remark from the organization
in question, the financial analysts in the department analyze it
and write their comments. A letter ol explanation plus analytic
comments is sent back Lo the CAA for filing. If the explanation in
the letter is not convincing to the analysts, another letter is
sent to the unit requesting further exnlanation of the subject. If
the department in question does not answer this letter, follow up
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letters are issued on a bi-weekly basis (The same form letter is
used each time). The original copy is sent to the department in
question through the central filing unit, one copy is kept in the
department for filing, and the other copy is filed in the central
filing unit. The CAA may also sends special remarks, separate from
the yecarly report to the Analysis and Follow-up department for
investigation.

Recommendationg:

A need exists in the department for word processing capability
to address recurrenlt composition and mailing of form letters. Each
year, the department distributes approximately 45 custom letters
to departments in the governorate. An additional 700 form letters
requesting response from the departments are also distributed.
Tracking of the of the responses from each department is divided
among 3 analysts who accomplish the task ecasily. Although word
processing could assist the department in some ways, we do not
believe its implementation should be assigned high priority in the
governorate.

4.4 NADMINISTRATIVE AFFAIRS DEPARTMENT

The administrative affairs department is functionally divided
into three smaller departments. These are: Facilities Management,
Secretarial and Archiving, and Mechanical Campaign department. The
department's total staff includes 89 employees and 350 laborers and
tradesmen.

4.4.1 Facilities lManagement (of the General Seccretariat)

This department is staffed by 10 employees who are responsible
for management of the main governorate building. This includes
administration of office boys and security staff for whom shift
schedules are developed. Periodical maintenance plans for
sanitation, painting, furniture and other equipment needs are also
prepared by the department. The department administers a service
contract for the governorate cafeteria, and supervises the grounds
maintenance staff. Management of the fist aid clinic and
information desk also fall under the responsibility of the
department.

4.4.2 Secretary and Archive Department.
Mail and Distribution function: This department is responsible for

receipt, sorting, and distribution of incoming mail to all
departments. ‘They also collect all outgoing mail.
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Archiving function: 'This department records all internal
correspondence between departments as well as incoming and outgoing
mail. A physical rccord (copy) of each document is maintained for
a period of rive years, after which it is archived to a central
archive.

Typing function: The central typing pool for the secretariat
resides in this department, typing services are provided by this
department for other parts of the governorate. There are 20 typists
in the department, all of whom use manual typewriters. All
documents produced by the department are filed for a period of 10
years, after which they are archived at a remote site. The daily
volume of production depends on the required documents, and the
full capacity of the typing force. However, we approximate the
output at 400 pages daily. The average turnaround time is 48 hours.
Due to the number of typists, there is no work backloy currently
in the department. The department also provides a service to
prepare administrative documents from its archive for different
supervising organizations. These include, the governorate
accounting department and the Central Agency for Accounting. In
cases of suspicious criminal action, documents may be required by
the general prosccutor or the administrative prosecutor's offices.

4.4.3 Mechanical Campaign Department (Motor Pool):

This department is concerned with the use and maintenance of
personal transport vehicles owned by the governorate. Their tasks
include; transporting governorate employees to and from their
homes, administering travel orders for vehicles and motorcycles,
monitoring utilization and fuel consumption, wonitoring vehicle
operating condition, wonitoring maintenance and repair records,
and administration of the fueling process.

4.4.4 Employee Register :

The general manager of the administrative affairs department
has the cmployce doily reyister (where supervisory employees in
the governorzto sign in and out) under his direct supervision. By
the end of caca wnonth the working hours for each employee are
calculated and sert to the personnel department. In caces of
excessive tardiness, the manager of the Administrative Affairs
department must take the necessary disciplinary actions.

Observations:

The department currently has no automation. None of the
employces have been exposed to computers or automation, amd tje
deparment head has no strong opinion ecither for or against
automation. The head of building affairs department, one of the
main departments under him, encourages the use of automation in
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some areas especially the archive, where he would like a microfiche
system installed. The department is currently undergoing an
administrative recorganization which will affect the division of
tasks and responsibilities.

Recommendations:

One area where automation could be applied is the mechanical
campaign (motor pool). A microcomputer application could be
developed to administer the transportation process, track the
maintenance slatus of  vehicles, monitor vehicie operating
condition, administer travel orders, and monitor and utilize fuel
consumption. This system will help the managerial level to track
the maintenance record of its vehicles and control cost and driver
misuse. In Giza there is only one garage. A single microcomputer
could adequately accommodate the vehicle management application.
We estimate the analysis for this system would require 5

man/months.

The general sccretarial section is a natural candidate for the use
of arabic word processing. The potential benefits of such a systen
include:

- facilitate document production among the 20 secretaries
- Save time spent editing drafts of documents.
- Improve the quality of output.

- Reduce storage space currently required for paper
documents.

- streamline the archiving and retrieval process.

We estimate the analysis of a word processing network for the
department would require 3 man/months. This system would be
complicated from a fSile management standpoint. Coordinating the
simultaneous produclive capacity of 20 typists in an organized way
would require the design of a local area network and file server.
An administrative coding and retrieval system would be a primary
system design challenges.

4.5 ORDEV DEPARTHERT

The ORDEV department is the representative department of the
organization of Reconstruction and Development of Egyptian Village
(ORDEV) in the governorate.

The yovernorate ORLEV department is responsible for activities
concerning village development projects assigned by the central
ORDEV. These include:



o Assisting local units with annual budget planning and
follow up on the execution of the projects..

o Administration ol Local Development Fund (LDF) Loan
repayment.

4.5.1 Annual Budgel Planhing

The projects supervised by the ORDEV lie in two categories:

1) Donation financed non-profit projects, and 2) Loan financed
projects designed to yenerate their repayment through profit.

The procedurces for developing and obtaining approval of annual
budget for AID funded projects are as follows:

1) A session of the Governorate Local Development Committee
(GLDC) is held at the governorate to allocate funds approved
forr the governorate by the Provincial Local Development
Committee (PLDC) amonyg the different City Councils.

2) Upon approval of the allocation for each City council, the
villages prepare Ctheir annual plan within the available
budget.

3) The village annual plans are submitted to the markaz and
city council for approval.

4) ‘The ORLEV depaviment alt the governorate level receives
plans from the cily councils and assembles them into a
consolidated plan for the governorate which is then sent to
the GLDC for approval. lhese plans include water project
maintenance, roadways maintenance, maintenance centers (tor
equipnment repaivs) and new village development.

5) Funds are released to each village to start the
implementation phase of the plan.

6) ‘The ORDEV department has a responsibility to inspect and
supervise the implementation phase to insure village
commitment to the plan. This is done through site visits from
the ORDEV staflf to the projects to supervise technical and
financial over the implementation.

7) Each village prepares monthly progress reports which are
submitted to the ORDEV deprrtment at the village.

8) "These reports are consolidated and submitted in turn to

the ORDEV department at the markaz level, and firally to the
governorate ORDEV.

36



9) The ORBEV at the yovernorate level assembles the progress
reports and prepares a quarterly progress report for the Cairo
ORDEV, the TFinancial Directorate, and the Accounting
department in the governorate. On request, it submits
statements of final account  for completed Projects to the
Genceral Agyency ror Accountancy (GAA)

The preparation or BAD 3, (governorate fundeq pbrojects),
follows a dilferent seb of procedures in which the Planning and
Follow up department coordinates the BAR 3 Plan for the General
Secretuariat. The process starts in the budget priparation phase
when the ORDLV department receives request for the plan. A series
of correspondences apre exchanged between the ORDEV at tkhe
governorate and the warakez and villages fer the preparation and
delivery of the plan. The consolidated plan is prepared at the
Governorate ORDEV and then sent to the Planning and Follow up
department to be included in the total yovernorate capital budget.,
Follow up of the plan is done through the ORDEV, where they collect
the monthly progress reports from the villages and supervise
implementation. The department sends a copy of the compiled
progress report to the Planning and rollow up department for
information only. "The Planning and Follow up department has no
authority over the ORDEV department in the Preparation of the plan
or the follow up process.

4.5.2 Loan Administration Function:

The ORDEV department follows up on the payment of the
installments ror loans which have been made to the different local
units by the Local Development Fund. The department consolidates
payment in a single cheque sent to LDF cCairo.

The procedure ror getting a loan for pProductive projects is as
follows:

1) The village conducts a feasibility study for one of these
pProjects using special forms.

2) The study is reviewed by ORDEV, approved by the general
secretary, and sent to LDF at ORDEV Cairo for final revision
and approval.

3) A condition prerequisite for the approval of the project
is a village participation of at least 25% of the total cost.

4) The LDF extends credit for the remaining 75%. Interest rate

is 6%, and the repayments return back to LDF Cairo to reloan
other projects. The terms of repayments are:
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o There is a tolerance period in which no installments are
paid, this period depends on the type of project and its
duration (3, 6, or 12 months) .

o For the next nine months after the tolerance period, the
project pays the interest only in threc installments
every three wmonths.

o After the nine month interest period, the installments
are paid every three months including the interest.

The ORDEV department is also responsible for preparing
training courses for the cuployees in the 1local units, and
orientatinn sessions regyarding AID projects and activities.

The training courses include subjects such as:

Training of trainecs to supervise productive projects
Solving problems of productive projects

Maintenance training courses

New ideas in cconomic development

Seminars for exchanging experience between governorate.

0Oooo0oo0

Observations:

Some automation has been implemented in the department. An
IBM XT microcomputer has been installed with a dbase III + file
which tracks information about maintenance projects. The existing
databasce does nol track development projects which receive funding
outside AID. Five of the department employees are assigned to the
computer section. They have received training on DOS and DRase
ITI+, and arc generating reports required by AID using the
database.

Recommendations:

A integrated system to develop the annual budget and annual
plan would provide substantive benefit to the department. The
system should include a follow up feature to monitor the
performance and expenditures of the projects, and should be capable
of producing standardized reports for ORDEV, the Financial
Directorate, and the Accounting department in the governorate.

The system should provide an efficient method of recording
and and reporting annual budgets for the local units. It should
include performance indicators to measure project progress. Reports
from the system can be coovrdinated with the data entry requirements
of the OMED Capital Budget System. This will vield a comprehensive
and cffective method of consolidating a total BAB 3 budget for the
governorate and provide timely information for management decision
making. We estimate that six man/months of analysis will be
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required to define user requirements for th- department and assess
the feasibility of interfaces with the Provincial rroject Tracking
System and Capital Budget Systemsand.

A loan tracking system to automate the loan administration
function will benefil the departinent and could potentially improve
debt repayment performance. The system should include information
about projects which receive loans. It should track repayment
performance and assesns the credit worthiness of recipients. It
should be capable of producing reports of payment schedule and
performance history for cach loan. This will provide an concise
monitoring tool, and will alleviate clerical work and improve
accuracy. We eslimate that six man/months of system analysis would
be required to adequately assess requirements for this system and
produce a lagical design.

4.6 GENERAL DEPARTHMENT FOR PERSONNEL AFFAIRS

4.6.1 Recruitment, Transfer, and Termination

The Recruitment, Transfers, and Termination department is
responsible for appointing new employees, transferring employees
from/to the governorate, and terminating employees. Procedures
for each section are as follows:

4.6.1.1 Recruitment:

Direct appointment from the Central Authority of Organization
and Administration (CAOA) is the process by which university
graduates are granted public service appointments. Following these
appointments. The recruiting department announces remaining vacant
posts in the yovernorate, districts, local units, and villages.
These personnel needs are then presented tc the Governor for
approval to begin recruitment. The public is invited to apply for
the ewmpty positions through newspaper announcements. Candidates
are evaluated through interviews, written tests, or both.
Unqualified applicants are dismissed and the qualified candidates
are arranged serially according to results of tests and/interviews.
Vacant posts are filled with the best qualified candidates, the
rest are held on a waiting list until the end of the year.

Each year, a list ol new cmployens is prepared and laid before
the personnecl committec. This committee is headed by the General
Secretary and includes a representative of the Syndicate of
governorate employeces {(Union). Upon approval, an appointment decree
is issued and appointment letters are prepared for each candidate
asking them to commence work.
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Upon appointment, the recruiting department requests
candidates to submit their ecmployment documents and to pass a
medical exan. If a candidate does not show up within 15 days,
another letter of notification is mailed to him. If he still does
ncet show up, he is cexcluded from the list and the next candidate
is invited to (ill the position.

Yhe cmployment documnents submitted by the ecandidates are then
sent to the Personnel Avchive department. Copies of the appointment
decrees are sent to the lromotions department and Compensation and
Benefits department. Accordingly, these departments will record
the new employces in their books. New employees then sign off on
a commencement date and begin a probation period of two months
after which an appraisal is performed (in a special form) by his
direct boss, According to the results of the appraisal, the
cnployee is cither offered a permanent job or is transferred to
another position in the governmental sectors (such transfers are
extremely rare). Sometimes when an employee is dismissed due to
high rate of absenteeism or any other minor reason, he can submit
a request asking to be returned to service. In such cases, the
recruitment department checks for an empty position. If there is
one available, the cmployee is reappointed mnce more.

4.6.1.2 Transfer, and Delegation:

According to the neceds of the governorate, transfers or
temporary duty assignments (I'DY) may be required. Determining
whether the move is a transfer or a I'DY depends on whether there
is an emply position in the target organization/department or not.
If there is, then it is a transfer, if there is no empty position,
it is considered TDY which means that the employee gets his salary
from the source organization/department (an employee may be
delegated to a position similar to/higher than his rank but not
lower).

Transfer can take any of the following types:

1. Internal transfer: among the departments of an
organization.

2. External transfler: outside the governorate (to any other
government organization)

3. Internal and external delegations.

1. Leave of absence: The employee takes a non-paild vacation

for a certain period of time to work in another
organization or country then returns back to his job.

To accomplish the transfer the general secretary or governor
approves a written decree which is sent to the transfer department.
The transfer department informs the recipient department and the
department currently cmploying the transferee. A letter is sent to
the accounting department to cifect a formal change on the payroll.
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4.6.1.3 Termination:
Termination can take place [or one of the following reasons:

1. Absenteecism: if a person is absent for 15 consecutive days,
a warning letter is mailed to him, after another 15 days
another warning letter, if still did not show up, he is
da’ sed from the job.

2. Resignation: the cmployee submits his resignation, gets an
approval from the head of his department, then he is
dismissed.

3. Retirement: when the employee reaches the legal retirement
age (6GO).
4, Death: the procedures for cashing the pension to the fanmily

takes place after getting a formal notice from the department.

Based on a decree by the governor or general secretary the

procedure for termination is the same as the procedure of transfer.

The volume of termination in the governorate does not exceed (10 -
20) cases per year.

The recruitment department maintains the following records :

1. Labor power reccord: in which the following is recorded:
employee name, qualification, date and grade of graduation,
address, place of appointment, date and number of the
employment decree, date of commencing work.

2. Probation period record: same informat.ion in the previous
record with the addition of the date of finishing probation
period and the final grade he reserved.

3. Termination record: ecmployee name, date and number of
termination decree, position held when terminated, and reason
for termination.

4. Military service follow up record: employee name, position,
department where he is employed, number of his military unit,
date of commencing Uthe military service, decree No. for
reserving the position, date of terminating service, date of
recommencing work.

5. Delegation record: ewmployece name, file No., position,
organization or department to be deleyated to, period, date
(from-to), date and No. of decrce of declegation.

G. Leave of Absence record: same as TDY record.
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Observations:

The head of the department and his assistant encourage
automation of the department, they think that automation would
improve the quality ol the job done and would save time and effort.
None of the existing staff (11 employees) have any degree of
exposure to compulbers, but they are willing to learn. The
department departument currently administers about 1500 employees.

Recommendations:

The recruitment, transfer, and termination department is the
point of entry for much of the information maintained by the
personnel department as a whole. The department would benefit
considerably {.om the implementation of an integrated personnel
system. The department would retain its current responsibility for
maintaining the following data: personal data, probation period
records, termination rccords, and delegation or transfer records.
An automated subsystem dedicated to this department would provide
an casy, accurate, and fast method of accessing employees records.
Retirements can be determined (rom records showing those at the
mandatory retirement age and by a survey of those planning ecarly
retirement. We estimate that 20 man/months of system analysis would
be needed to define requirements for an integrated persounnel system
for the governorate.

4.6.2 Archive and Benefits Department

This department has two major [fLunctions which are the
maintenance of cmployce master files and coordination with the
accounting department of salary administration and compensations.

4.6.2.1 Maintaining Master TFiles
The master files include the following information:

o A Scrvice file of original documents related to each
employee, that includes his qualifications, experience,
the languages he knowss, special skills, salary, bonuses,
raises, promotions, vacations and leaves, properties he
owns, any disciplinary actions taken against him,
transfer, and enmployment duration.

o A history rccord containing a written chronology of the
activities and documents contained in the service file.

o A salary history record containing detailed information
about the employee's salary, bonuses, and raises. This
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information is obtained throuyh the raises and/or bonuses
decren.

Whencver an cmployee applies for vavavion, transfer...etc, a
memorandum is sent by his manager to this department to check his
balance of vacaltions  or hias status for delegation or transfer.
Depending on the reply of the archive department, the appropriate
action is taken from the department requesting the information.
Also, whenever an cmployee is terminated for any reason, documents
required to finish the termination procedure are sent to the
Pension department. The rest of the cmployee's master file is
archived in the department lor five years.

4.6.2.2 Salary Administration, and Compensations

The department administers the payroll process of the General
Secretariat in conjunction with the Accounting department. The
department maintaings waster payroll files for employees of the
General Secretariat. These records are used to calculate gross
wages, taxes, national insurance, employer's share of national
insurance, other deductions, benefits, incentives, compensations,
raises, and bonuscs on a monthly worksheet. The worksheet is sent
to the accounting department, around the 21'st of the month, where
they verify it against their own set of records.

The department updabtes the master files whenever an cmployee
joins the ygovernorate or is terminated for any reason. When a new
employee is added to the payroll, a memorandum is prepared listing
the cmployees gross and net salary, insurance, deductions , and
withholdings, and is senbt to the Accounting department to be added
to their records. When an employee is terminated, a memorandum is
sent to the Accounting department to eliminate tha employee from
their records.

Also, the calculation of bonuses, incentives, fringe benefits,
and compensations are done in the department. This could be part
of the monthly process of preparing the payroll worksheet, or can
be a separate function that occurs any time during the month. Such
compensations are the May 1'st grant which is paid around the 20'th
of the month.

Observations:

There 1is substantial duplication of effort between the
Personnel department's Salary Administration and Compensation
section and the Accounting department that can be eliminated
through automation of the payroll process. Also, payroll records
should be kept in one site instead of the existing situation where
books a nd calcualations take place in both the Personnel and
Accounting departments. Automation of the payroll process should
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take place in the Accounting department since they administer the
payroll for the districts in addition to the General Secretariat.

4.6.3 Promolions, Vacations, and Penalties

The department is divided to [five divisions: Promotions,
Vacations, Penalties, Raises, and Reconciliation of Employment
Durations.

4.6.3.1 Promotion Division:

The division is responsible for defining when promotions are
due for employces of the General Secretariat and Local Units. This
is Dbased on the seniority of the candidates, performance,
employment duration, and the number of vacant posts within the
governorate for that ygrade

The division wmaintains several books that hold the following
information:

o Personncl Records. name, date and place of birth, job
title, qrade, positional group, certificates, date and
place of yraduation, previous positions and date of cach
position, dalte of joining the department, and date of
termination.

o Seniority Records. The records for seniority are indexed
by positional group, and include personnel data, prior
employment durations, and salary history.

o Grade Records. The Grade Records are indexed by yrade
and date of filling, and include each employce's name,
qualification, date of birth, and date of employment.

Whenever a prowmotion is approved the employing organization is
formally notified via letter from the department.

4.6.3.2 Vacations Division:

The Vacations BDivision monitors the vacations of the General
Secretariat's staff. This is done by maintaining the following
records:

o General Vacations Records. Vacations are classified into
annual lecave, sick leave, and cmergency leave. The
records are indexed by employee name and include the
department, hiring date, date oI birth, date of
commencing work, type of vacation, duration, and purpose.
An cmployce submits an approved vacation request which
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is chected against his balance. If his balance permits
the new vacation, it is added to his record and approved
by the head of the division. The request is then sent to
Archive department to be added to the employee's master
file.

o Special Vacations Records. Special vacations are: child
care, relatives siclhness, husband or wife accompanying.
These vacations are unpaid vacations. The records are
indexed by cmployce name and include number of master
file, date of birth, hiring date, certificates, basic
salary, position, grade, duration of vacation, when the
vacation starts and ends, number and date of vacation
decree, and remarks.

o Sabbatical Records. Sabbatical leave is a paid vacation,
which needs a committee approval.

o Delegation Vacations: When an employee is delegated to
another job, he applies for a vacation from his current
position to reserve it until he is back. Records to
implement  this  transacticra  contain: ewployee nanme,
employece master file number, date of birth, hiring date,
certificate, contract salary, grade and position,
duration of vacation, when the vacation starts and ends,
number and date of vacation decree, and remarks.

4.6.3.3 Penalties Divigsion

The Penaltics division registers penalties in special records
that include nawe, position, department, penalty type, reason, and
number and date of penalty decree. The Penalty division informs the
following parties to take appropriate action: Personnel is informed
of the type of penalty and effective date to take immediate action
in case of salary discount penalty, the Archive department to
include a copy of the penalty decree in the employee's master file,
Promotions department in order to consider it during the promotion
process and performance appraisal, and in case of robbery or theft
the Central Agency for Auditing is informed. Penalties are
cancelled from the master [iles after a specific period prescribed
by the law, and after referring to the direct superior of the
enployece, and to the cvaluation reports. Cancellation takes place
after it is approved from a personnel committee held for that
purpose.

4.6.3.4 Raises Division:

The Raises Division maintains the evaluation records for the
employeces in the first and second grade in the General Secretariat
and Local Units, and for the third, fourth, fifth and sixth grade
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in the General Sccretariat only. Evaluation Reports are divided to
three parts: Form A which 1is used for department hecads and
managerial posts, and Form B which is used for technical, special,
and clerical posts. Form € is used for workers and scrvices
employecs. It includes the following data: employee name, date of
birth, hiring date, position, group, department, and cvaluation
result.

fach department head evaluates his cmployees and cowpletes a
report which is presented to the personnel ccumittee for approval.
After approval, the reports are usent to the promotion division to
inform the employeces with the results and provide them with a copy.
Another copy of the report is included in the employee's master
file.

Performance appraisal is conducted on an annual basis and is
used in conjunction with the seniority history for approving
promotions.

4.6.3.5 Reconciliation of Employment Durations:

This division holds reccords of employment durations for the
General Directorate's staff. Updating records includes adding
public service durations, and prior employment periods. Public
service durations arc calculated for the university graduate
employces in the General Secrctariat. Prior employment periods are
calculated from the master files of the employees and are used in
defining seniorities and defining basic salaries.

Recommendations:

As part of the integrated personnel system, this department
will share the same database and will maintain the following data:
vacations and leaves, penalties, performance appraisal, seniority
records, promotions and incentives, training received, prior
employment durations, and public service durations. The system will
have the capability to provide the following information: Track
filled and vacant posts within each positional group, provide for
a means of tracking the cmployees by name, or post, or positional
group, and provide the actual operational labor power in any
organization.

4.6.4 Position Control Department
The Position Control department prepares Chapter 1 (Wages and
Salaries) of the Budgelt for the General Secretariat, and

coordinates the process for the local units. This is done annually,
and follows this process:
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1) ‘the department recelives the circular, (sent from the HMOF),
from the Budget department requesting the preparation of the
Chapter 1 budget request.

2) Upon receiving the HMOF publishing, the department issues
letters to the local units Lo prepare their budget requests.

3) The budget requests are reviewed, and approved by the
Executive and Popular Councils, then are sent to the
department where it is discussed then approved.

4) A consolidated budget is put together for the Local Units
and General Secretariat.

5) The consolidated budget is prepared on special forms
indexed by grade, containing the number of employees,
estimated cost thoough out the year, previous year cost,
number of new obligatory positions requested and its cost,
number of new positions and cost, raises bonuses, incentives,
etc...

6) A separate form is prepared containing the number of
employees in the existing grades, number of new grades
requested and number of employees to be assigned to them.

7) These forms arc done for each loczl unit separately. They
are sent to the CAOA for review.

8) The CAOA may negotiate the final request with the Position
Control department and the Organization and Administration
Directorate.

9) The HMOF is notified of the final budget requests and
finally approves it.

10) After the MOF appropriation, the Position Control
department receives a budget and starts to re-allocate budget
among local units. The department determines central
expenditure allocations at the governorate level and the total
share of cach City Council to be allocated among sectors and
activities.

11) The department prepares a form including the names of

employees by positional group and grade.

12) The Promotion department is informed with the number of
new allocated grades, which in turn allocates the new
positions.

13) The Position Control keeps track of the promotions taking

place to the new positions and among them. This is
accomplished with a manual set of record books.
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Observations:

The existing manual system of preparing Chapter 1 (Wages and
Salariecs) haus already been automated by the OMED Current Budget
Development System that is implemented in the governorate. The
system provides four budget development phases: reguest, governor
recomumendation, Ixecutive and  Popular council action, and
allocation. It accepts data [rom personnel by job classification:
on actual salaries and number of vacant or filled positions, on
budgeted salaries and number of positions by job classification,
and historical data. The system allows for on-line changes to all
phases during the ! rdgetary process until the allocation of the
MOF.

The existing automated system meets the neceds ol the Position
Control department from the budget preparation side. Tracking
vacant and filled positions during the fiscal year  should be
function considered in the design of an integrated personnel
system. The Position Control department would share access to a
central personnel database.

4.6.5 Personnel Care

The Personnel Care department provides medical care and social
services to the Gencral Secretariat staff. Medical care is provided
through a small clinic at the General Secretariat premisses. The
clinic has a gencral practitioncer who checks sick cmployees, and
either prescribes treatuwent, or issues a letter to tiansfer the
employece to a specialist. The department follows up the case till
the employee gets back to work.

In the social service area, the department is responsible for
investigating cases sent (rom the general secretary office. These
investigations include: assessing employees who apply for loans,
donations, or buying flats in the governorate buildings, and
investigate cases of [fired cmployees when they apply for
reappointment through the personnel department. The department
assesses the financial status of the candidates who apply for the
loans or flats. A report is written and submitted to the general
secretary which includes a summary of the investigation and
recommendation of whethei to approve the loan or flat or no. The
general sccretary discusses the results of the report, and after
approval translers the issue to the concerned organization to take
the appropriate action. Another responsibility of the department
is organizing recrecation trips for the governorate employees.

The department does not keep any records of the cases they
investigate (which are personal in nature), except in the case of
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selling flats. The responsibility of the department is primarily
administrative and does not include any complicated procedures. We
therefore do not recognize a critical need for automation.

4.7 CENTRAL DEPARTHENT rOR LOCAL UNITS AND COUNCILS

The Central department for Local Units and Councils is divided
into four functional departments: General department for
Conferences and Committees, Cemetery department, General department
for Local Councils, and General department for Local Units.

4.7.1 General Department for Conferences and Commiltees

The General department for Conferences and Committees includes
the conferences and Committee department, and Executive Council
Affairs.

4.7.1.1 conferences and Committees

This department Prepares for conferences and committees held
under the chairmanship of the Governor or General Secretary. A
request is sent to the department asking them to prepare for a
confercnce or meeting. The requests usually describes the
participants and time when the conference will be held. The
department preparces the site and sends invitations to the
participants. A clerk from the department attends the conference
to record the minutes.

After the confercnce, the minutes are finalized and a copy is
sent to cach participant. 1f iwmportant decisions are made, it is
the responsibility of the department to inform any involved
organization and follow up with relevant persons for whom action
has been decried. The depariment has no standardized forms to be
used in recording decisions, or following up execution. All
correspondences between the department and other organizations are
done through typed letters or memoranduns. Minutes of meeting are
written in non-standard format and are filed in the department.

The Confcrences department administers a monthly committee,
a bi-weekly committee, a weekly meeting, a quarterly conference,
and other non scheduled meetings held by the governor or general
secretary for special purposes.

4.7.1.2 Executive Council Affairs

The Executive Council Affairs department supervises the
administrative works ol the Executive Council at the governorate
level. This includes preparing the monthly meetings and its agenda.

The agenda issues are submitted by organizations requesting
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discussion and approval by Exccutive Council. The Executive Council
Affairs department consolidates, establishes priority, and prepares
the agenda of the meeting.

The department also has follow up responsibility related to
decisions of the council. This includes only administrative
supervision and not authority to take action against a deficient
party. A follow up report is written including the case, the
solution dcclared by Lthe Executive Council, and results of
investigations. This report is delivered to the governor, or his
delegate.

Recommendations:

The department's responsibly is primarily administrative
involving document preparation and revision. 1t is an area where
Arabic wordprocessing can be casily and successfully implemented.
A =imple micrncumputer bases system would be able to:

- Twprove the sgspeed, accuracy, and priority of agenda
preparation.

- facilitate report writing and revision.
- Save time, cspecially when standard letters are produced.

One man/month of analysis would be required to define final
requirements for this system.

4.7.2 Cemetery Department

The department receives requests from governorate staff to
buy land which is licenced for buildiny cemeteries. These requests
are submitted on standardized request forms. It is the department's
duty vo assess the worthiness of applicants based on criteria
including: employment status (GOL cmployees are favored), residence
in Giza, and previous purchase history.

Priority is established among the applicants and they are
informed of their selection. The buyers are requested to pay a down
payment after which they receive a licence to begin consvruction.
The cemetery must follow a standard design prescribed by the
governorate. Buyers are given a grace period in which construction
must begin or the land is withdrawn from them. The department has
a4 group of enyineers that follow up on the construction to ensure
that the regulations are followed and that standard designs are
[ollowed.

The department has 15 staflf members and administer a volume of 240
correspondences per week.
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Recommendations:

The current staff accomplish their workload comfortably. There
are no secasonal peaks or other complications in the flow of work
or information. Ve do not believe that automation should be applied
in this department as it would provide no substantive benefit.

4.7.3 GENERAL DEPARTHENT FOR LOCAL COUNCILS

The General department  for Local Councils includes two
divisions: Division of Elections and Administrative Structure, and
Local Councils Affairs.

4.7.3.1 Division of Elections and Administrative 8tructure

The Division of Eklections and Administrative Structure has
two main responsibilities: study suggestions to change
administrative strvature of the local councils, and administer the
election process of the iocal popular councils.

Structural Change Procesus:

1) The division rececives a formal request from the concerned
Local Council suggesting a structural change in a
subordinate local organization. Examples of such changes
include: establishing a new markaz, changing a village
into a city, establishing a  district, changing a
plantation to a village, or combining a village with a
city.

2) The request is studied in the division then submitted to
the governorate Popular Council and gove icrate Executive
council, throuyh the Committee departme <, for discussion
and approval.

3) Upon approval, the division obtains approvals from the
different service directorates: agriculture, housing,
health, education,...in order to start their activities
in the new organization.

4) The division addresses a memorandum to the Governor
explaining the new administrative change and including
the obtained approvals.

5) The Governor delegates an administrative committee to
discuss and approve the issue, after which the department
addresses Lthe appropriate central supervisory

organization lto obtain their final approvals. 'These
central organization vary according to the required
change. In most cases it is the Prime Minister, or
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6)

7)

8)

whoever he delegates, with two notable excepltions: When
a new markaz is proposed, it is the Minister of Interior
Affairs who must give approval. When changing plantation
to a village it is the Governor.

Upon final approval, all the involved parties are
informed, and each service directorate begins procedures
to start acknowledge the new organization.

A memorandum stating the new organizational structure is
sent to the General department of Local Units to formally
establish the change.

The General department of Local Units assigns personnel
and facilities as needed to accommodate the
administrative reorganization.

The other main responsibility of the division is to supervise
the elections of the local popular councils. Elections occur every
four years and there are two types: elections by list which are
limited to political parties, and open individual elections.

Local Popular Council Llectoral Process:

1)

2)

3)

4)

5)

G)

7)

The division receives election forms (Form 46/1 for list
elections, and 4¢/2 for individual) from the AMANA.

These are delivered Lo representatives of each local unit
who in turn distribute them among the representatives of
the parties, or to the individuals in the local unit.

The division, after approval of the governor, administers
the establishment of tewporary committees to conduct the
election in cach lacal unit. A temporary election office
is established at the goverinorate headquarters to train
members of the survey committees.

The forms are delivered to the survey committee which
study cach form individually to check and verify the
data.

The department then prepares a consolidated list (form
47/2 for individuals, and 47/1 for 1list elections) and
gends it Lo the division where they finalize it and
submit it to the governorate election office.

When the clection results are calculated, a list of
qualified candidates is prepared at the local units and
is sent to the division where it is assembled and
conseolidated for the governorate.

The governor is informed with the results and the elected
members of the local popular councils are invited to
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meet, through the division, to elect the chairman and his
assistants.

Recommendations:

There is no prescribed or standard form used by the department
to carry on the adwministrative restructuring work. All the
memorandums and correspondences generated by the departwment are
custom production and are typed in-house. There are no procedures
to guide their work, and therefore no real application to automate.

With respect to the electoral process, there is a lot of
administrative work involved that can be simplified through
automation. ‘This could be done with a single user microcomputer
appiication that would automate data entry from the forms used at
the local unit and the division level. The system would record
election results, and update the member status of the popular
council. It would record resignations, replacements, meetings,
decisions, and action done to carry them out.

We estimate that six man/months of system analysis would be
required for this systcnm.

4.,7.3.2 Local Councils Affairs

The Local Council Affairs department supervises the
administrative affairs ol the governorate Local Popular Council.
This function closely parallels that of the Executive Council
Affairs department. It includes: receiving subjects from different
organizations to be discussed in  the popular councils and
scheduling them in the agenda of the meetings, arranging for the
meeting and preparing list of participants to be invited, recording
the recommendations of mectings and informing the involved parties,
and following up on the execution of the decisions.

An annual report is prepared by the department which includes
all the subjects that were received for submission to the Council,
activities of the Council during the past year, recommendations and
decisions made by the Councils, and the subsequent progress
resulting from each decision. The division keeps records that hold
information about the members of the councils: name, practice,
qualifications, and how long they have been elected.

Recommendations:

The Local Councils Affairs supervises administrative work with
no peaks or complicated procedures. Most of the work is done
through correspondences and memo between the division and the
popular council. We believe that automation is notrequired in the
division.
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4.7.4 General Department for Local Units

The General department for Local Units is divided to two
functional departments: Village affairs, and Markaz, cCity, and
District affairs. The department maintains a demographic database
for the local units which holds information required to assess the
size and capability ol the local unit. This database is primarily
used when a change in the administrative structure is requested by
a local unit. The department conducts a survey regarding the area,
population, scrvices, and existing government organizations. If the
required changes meet the criteria prerequisite for it, the
department approves the change and forwards it to the Local
Councils department for consideration.

The department monitors the administrative affairs of the
local units by conducting field visits. This includes checking on
the productivity of the local unit staff and investigating
administrative problems that prevent the work progress and solve
if possible.

Recommendationgs:

Automation of the denographic database maintained for the
local units would substantially reduce the time required to perform
several functions in this department. Information could be provided
instantly to supp rt the decision making process involving
potential changes in administrative structure. Queries about the
status and services of the local units could be answered more
accurately and cfliciently. The database would hold data about
populaticn, area, scrvices, and projects in each local unit. The
department is anxious to have this activity automated.

Six man/months of analysis would be needed to define complete
requirements and logical design for this systemn.
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SECTION 5

SYSTEM EVALUATIONS

Table 5.1 presents the potential systems identified in our
analysis of each department. The systems have been listed in
developmental priority on the basis of three primary measures,
which have been weighted according to velative significance and
current feasibility. A point accumulation measure is applied that
uses the following ranking criteria:

1) Technical Complexity: A mneasure of potential technology
involved in providing the automated system. This has been
established from preliminary estimates of data volune,

communications, and potential operating systems and
application software requirements. Categories are established
on the basis of hardware environment, number of potential
users, and analytic and developmental requirements. Less
technically demanding systems receive a higher point value.

Very Low Complexity Single user systems requiring no
analysis or programming (such as
implementation of an off the shelf
software package). Weight: 4

Low Complexity Single user systems requiring some
system analysis and programming.
(Modification of an existing system
or development of a simple database).
Weight: 3

Medium Complexity Single user systems requiring five
to ten man/months of system analysis.
Weight 2

High Complexity 1 - 5 user system or microcomputer

networks with one user department.
Weight: 1

Very High Complexity More than 5 user minicomputer systems
spanning several departments. Weight:

0
2) Level of Benefit: A relative measure based on the potential

impact of an automated system within the organization. In most
cases these represent the broadest and most obvious benefits.
They ignore reduction in manpower and establishment of firm
procedures as potential benefits. These benefits occur in
almost all cascs, however they are not significant reasons to

55



3)

automate in the GOE environment. High levels of benefit
receive higher point values.

Very lligh Benefit: Automation of a process not poscible
with manual procedures. Saves money,
increases, productivity, provides
critical reporting, benefits multiple
departments. Weight: 4

High Benefit Automation of a process not addressed
by manual proecedures. Saves time.
Improves productivity, security, and
reporting. Eliminates duplicate
efforts. Weight: 3

Medium Benefit Automation of a process not
adequately addressed by current
manual procedures. Time saving,

accuracy improvement, raises
productivity, provides reports
currently unavailable.
Weight: 2

Low Benefit Automation of a functioning manual

process. Provides Some labor saving,
some time saving. Improves reporting.
Weight: 1

Very Low Benefit: Automation of a [functioning manual
procedure. Provides minimal time
saving or improvement in data
accuracy or availability. Weight: 0

User Desire: A measure of desire for implementation of an
information system on the part of the user department. User
desire 1is considered a critical factor in the potential
success of a system. This categyory establishes the ease of
implementation and ongoing feasibility of a potential system.
High user desire is weighted more heavily.

Very High Desire: User actively solicits automation,
clearly understands and advocates
potential benefits. Weight: 4

High Desire: User is enthusiastic toward
automation, may understaind some
benefits. Weight: 3

Medium Desire: User is open to the prospect of
automation but does not actively
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request it, does not understand
potential benefits. Weight: 2

Tow Desire: User is averse to automation. May be
afraid of technology, changes to the
organization, erosion of power, ctc..
Weight: 1

Very Low Desire: User actively resists automation,
perceives it as threatening to his
job security. Weight: 0

These rankings were applied toward each system identified in
the study. Priority has been established based upon their
accumulated score in each category. A multiplier was used to
establish relative significance amony the categories. In the final
ranking, Higher scoring sysltews recognize more potential benefit
to the organization with less technical complexity and a more
enthusiastic user (and thercfore betlter chance of success) relative
to other systems. Systems with tying scores were subsequently
ranked on the basis of technical complexity to reflect the reality
of what can b developed and sustained by the GIZA MIS department.
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SYSTEM USLR DEPARINEHI(S)

DESCRIPTION

Inventory Hanagcment Inventory
Procurement

Project Tracking
Wordprocessing
Budget Planning
& Monitoring

Wordprocessing

bemographic Database

Election Admininstration
Application

vendor Database
Statistical Analysis
Loan Tracking System
Personncl

Wordprocessing

vehicle Management

Payroll

Accounts Payable
General Ledger
Accounts Receivable

Budget Monitoring

Stock Control

Planning & Follow Up

Analysis & Follow Up
(CAA)

ORDEV
Conferences & Committees
(Central Deportment for

local units/councils)

General Department for
Local Units

Election Division

Procurcinent

Statistics

ORDEV

Personnel

Secretary and Archive
(Administrative Affairs)

Mechanic. | Campaign
(Adninistrative Affairs)

Account ing
Personnel

Account ing
Reconcilitation
Treasury, Accounting

Budget control department Mini-Computer

JABLE 5.1
SYSTEM APPRAISAL

SYSIEM ENVIROKMENT LEVEL OF USLR TECHRICAL
BENEFIT DESIRE COMPLEXITY
Micro Computer Very High High Hed
Micro Computer High Very High Med
Micro Computer Med High Low
Micro Computer High High Med
2 Micro Computers Med Med Low
Micro Computer(1-3 Users) Med High Med
Micro Computer Med High Med
Micro Computer Med High Hed
Micro Computer Med Med Hed
Micro Computer Med Hed Hed
Minicomputer (12 users) Very High liigh Very High
Micro Computer Network Med High High
Micro Computer Low Med Med
Hinicomputer (8 users) High High Very High
Hinicomputer (5 users)  Very ligh Low Very High
Minicomputer (10 users) Very Nigh Low Very High
Minicomputer (5 users)  very High Low Very High
High Med Very High
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SECTION 6

RECOMMENDATIONS AND CONCLUSION

There are sixteen potential systems or itegrated system groups
identified in this assessment. They range 1in  size from
microcomputer application programs to fully integrated multi-user
systems requiring a central minicomputer. Generally the systems
can be categorized intu three classes: 1) small mnicrocomputer
applications, 2) Local Area Hetworks and microcomputer multi-user
systems, and 3) centralized minicomputer applications.
our rccommendation for developing MIS capacity in GIZA calls for
a three phasce program which systematically implements the
applications identified herein and also builds the infrastructure
to support them.

PHASE I (Fig. 6.1)

Phase I targels the development of small nicrocomputer
applications which 1represeat ecleven of the sixteen potential
systems identified in the assessment. These systems are relatively
inexpensive from a hardware and software standpoint. They can be
developed with the IBHM X1' computers and dBase III + software
currently available in GI4A. "Their development will provide
excellent opportunities for the MIS department to apply the skills
they have obtained academically through LDII sponsored training.
We recommend in Phase [ a joint effort between the MIS department
and TA Contractor which addresses the simplest of these systems and
moves gradually Loward more sophisticated microcomputer
applications. Specifically, the microcomputer systems identified
include the following:

SYSTEM DESCRIPTION USER DEPARTMENTS

1) Inventory Hanagement Inventory, Stock Control, Procurement
2) Project Tracking Planning and Follow-up

3) Wordprocessing Analysis and Follow-up

{(Central Agency for Accounting)

4) Budget Planning and ORDEV
Monitoring
5) Wordprocessing conferences and Committees

(Central Department for Local Units
and Councils)

6) Demographic Database General Department for Local Units
7) Election Administration Election Division
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8) Vendor Database Procurement

9) Statistical Analysis Statistics
10) Loan Tracking System ORDEV
11) Vehicle HManagement Mechanical Campaign

(Administrative Affairs)

Tie precise order of implementation should be determined in
a review of this document by the Governor and General Secretary.
These systems can exist independently of one-another and can
therefore be reordered in the development queue as necessary. The
order shown above reflects our recommendations.

The current skill .evel of the MIS department in GIZA, as in
most governorates, is quite modest. During hase I, a concentration
on basic system  developmental technigues should pervade.
Deliverable quidelines will be set including; logical design,
physical design, system documentation, and user documentation.
These documents can serve as benchmarks of compliance with the
Yourdon/Dimarco system development methodology in which the MIS
staff have reccived some training. Th: applicability of developed
softwarc in other governorates will be of paramount importance and
should constrain the design svecifications. The TA contractor staff
will assure the quality and accuracy of the documentation and
progromming efforts conducted in GIZA. In addition, the Giza MIS
staff will need training in the following software and automation
concepts during Phase 1:

IBM DOS

dBase III +

Sidekick

Feasibility Studies

System Analysis

Advanced Programming Concepts
Application Development
ricrocomputer Hardware Theory
Microcomputer Maintenance

As more systems arc implemented, an investment in additional
microcomputer hardware and software will be required. We hope that
by providing an example of how a system can be implemented in the
Governorate, enthusiasm and financial support will follow. Our
measure of success will be the capability of the MIS department to
undertake its own successful development and implementation of
microcomputer applications. The department should also demonstrate
competence in modifying software from other governorates, producing
formal documentation, and in procuring and wmaintaining hardware.
We estimate that two to three years will be needed to accomplish
the objectives of Phase I.
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FIGURE 6.1
PHASE | - MICROCOMPUTER SYSTEMS
Duration: 2 - 3 Years

_ - MIS S

inventory Management

Demographics

f | { ‘.

Vendor Database Election Administration




PHASE II (Fig G.2)

A sccond class of systems emeryes in the investigation of the
Secretarial and Archive departuent (12) where an integrated woud
processing system for 20 users is recommended. This system would
require implementation of a microcomputer network and file server.
The complexity of the application substantially exceeds the current
capability of the Giza MIS department. It also requires commitment
to a policy of distributed processing within the governorate which
has not been adopted at this time.

Systems developed in Phase one will grow in terms of data and
processing reguirements. These systems can be modified to take
advantage of newly Arabized multi-user operating environments which
are not available currently. Single user systems developed under
Phase I will undergo cnhancement to alleviate data entry
bottleneccks. In addition, system investigation and feasibility
studies should be conducted in areas of the governorate not
originally covered by this asscssment.

The implementation of network group computing will necessitate
tne use of Local Areca letwork software, communications hardware,
and file servers. Administering such a network will be a
chall~nging job for the Giza MIS department. A substantial program
of training in the use of specific software selected for these
application will bhe required which includes:

Multi-user operating cnvironments

Local and Wide Area lietworks

System Scecurity

File Server Concepts (Theory and Maintenance)
bata Managoment

Microcomputer Communications

completion of Phase 11 will be marked by the MIS department's
demonstrated ability to configured and maintain multi-user systems
and network environments, modify and expand existing systems, and
manage independent analysis and feasibility studies. We estimate
that one to two years will be nceded to complete Phase II.

G0



A

===

FIGURE 6.2
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PHASE IIT (Figqg. 6.3)

The remaining rour system groups identified in the study must
be implemented on a centralized minicompucer. They represent core
administrative runctions of the governorate, and together, they
would create a 1¢ - 50 user environment., Specifically they include:

(13) Personncl Administiration

(14) Payroll

(15) Inteygrated Accounting Functions (Accounts Receivable,
Accounts Payable, and ceneral Ledger)

(16) Budget Monitoring

In Phase 1171, lengthy systenm analysis activitiesg should be
unde caken to define requirenents for the Fersonnel, Accounting
and Budget Monitoring Funetions listed above. Hardware
spec-fications frow thio analysis can be used for implementation
of a central minicomputer. This machine should be powerful enough
to withstand a 1003 increase in thiroughput and data storage without
substuntial modilication of {]e hardware. The M1y department
facility itselr will require upgrading to safely accommodate more
sophisticated processing and communications hardware.

A new proyramming language ang operating system wili have to
be introduced which can take advantage of the more sophisticated
hardware environment. This software should include a conversion
utility that can accept dBase 111 source code and translate it
autowntically to the new  programming language. 1In this way,
existing applications (developed in Phase | and I1) which have
outgrown their microcomputer: platforms can be migrated to the new
systen.

OfI the shelf software will be examined as an alternative to
developing lavge applications. A substantial ongoing rinarcial
commitment would be required either by the Governorate or AID to
procure cquipment and software, and compensate professional staff
capable of maintaining the systems. The involvement of a competent
system vendor will Do required to insure proper hardware and
software support over the life of the equipment.

Additional training concepts which should be emphasized in Phase
IIT include:

Minicomputer architecture
Advanced Multi-user, Multi-tasking Operating Environment
Advanced Application programming

Strategic Systenm Planning

Production bData Processing Techniques and utilities
(Developnent:, Testing, and Proac«etion Batch/Online
Processing)

System Migration

System Security

Gl



Change Control

Data entry terminals will have to be implemented in each user
department as new ninicomputer applications are brought on-line to
serve them. "The access which is coincidentally granted to the
central minicomputer by dozens of Cconnected terminals presents
Severe administration and security challenges for the MIS
department.

The benchwark of success in phase IIT will be the functioning
implementation of core administrative systems outlined in this
assessment. Formal maintenance procedures and change control should
be active in the Giza HIS  department. The staff should have
Successfully completed their training, and shoulg be able to
independcntly administer and waintain the provided systens. A
system development and hanagenent process should be ongoing in the
MIS department and subject to the review of the General Secretary
and Governor. Problens which exceed the MIS departments abilities
should be refurred to g vendor with whom a healthy, competitive
relationship ig maintained. We estimate that 3 to 4 years will be
required to establish this level of technical anq administrative
performance.

CRITICAL SUCCESS_FACTORS

The same skills nceded to implement an automated system are
also needed to maintain it. The permanent transfer of these skills
between the Ta contractor and the Giza MIS staff is the most
critical success factor in the establishment of systems. To insure
this, development efforts should be undertaken jointly by the Gog
MLIS department and the I'N Contractor. Working at the governorate
site, the contractor should gqguide and assist the GIza Mi1s
department in the actual analysis, design, and development required
for cach system. wo the greatest extent possible, all development
activities will be berformed by the Giza MIS staff so that a
complete set of technical skills is transferred.

The use of Arabized off-the-shel{ software (software which
has been commercially produced and therefore requires no
brogramming) will be evaluated against requirements defined by for
any system resulting from this assessment. To the extent these
systems prove available the time frames for implementation of
systems could be roduce dramatically. At the current time however,
there are very frew commercial arabic applications on the market.
In most cases those that are available are designed for private
business or industry and do not meet the specialized needs of the
governorates. oOver the next few years we can reasonably expect the
availability of comnercial software to improve. Minor modifications
Yo commercial softwarc packages is a service offered by sonme
vendors. This option will likewise be explored before engaging in
development activities.
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A critical factor in selecting off-the-shelf solutions is the
format in which they store data. This format must bLe compatible
with the oper~cing and developnent environments selected for the
governorate »,,d anticipated in future systems. Often what appears
to be an auequate ofl-the-shell package in fact commits the data
entered in it to a state or obsolescence. The information stored
Ly the system ig simply inaccessible to other systems and cannot
be manipulated by the programming stafgr.

Compatibility of hardware and software are primary
considerations in the formulation of an automation strateqgy for
the governorate. It jeo imperative that the programming language
used to develop syslems in phase I be compatible with the operating
environment implemented jn phase IT and III. This will insure that
systems which are oriyinally developed on microcomputers can be
perted (moved) onto the larger capacity minicomputer without being
rewritten. HMoney, time, and frustration will be spared as
pProcessing requirements and hardware change over time.

Jointly developed systems should be carefully documented and
made available for implementation in other governorates. Likewise,
systems developed in other governorates will be introduced in GIZA.
By distributing development in this manner, considerable time can
be saved toward the complete automation of all the governorates.
In most cases, the operational procedures in Giza are the same as
other governorates (They are usually defined by an oversight
organization or ministry). Systems developed in other governorates
therefore stand a good chance of application in Giza with little
Oor no modification. The 74 contractor will have to carefully
coordinate  developmental activities among the six urban
governorates to eliminate duplicate efforts. The MIS departmnents
will retain implementation and maintenance responsibility for such
systems.

A significant training component will be critical to the
success of system implementation in the governorate. This will
require ongoing basic Computer literacy courses for new systems
user as well as training in the operational specifics of each
application program. The technical MIS staff will need formal
training in the use of cach new type of hardware and software as
it is implemented in the governorate. The importance of building
a capable technical staff is paramount toward the lasting transfer
of technology itself.

As the MIS center in Giza develops its technical knowledge
base through training and experience, the personnel in the
department will gain value as professionals. They will not only
develop skills in computer operations, they will obtain intimate
familiarity with the governorate organization and the automated
systems built to support jt. Their individual value to the
governorate and the private sector will increase dramatically.
Under the current compensation plan (LE 100 - 400 / monthly) that
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these persons will very likely move on as they gain competence.
Some attrition has in fact occurred been observed as a result of
limited microcomputer training administered to date by LDII.

As the Phasces of this program advance, the skills transferred
will be even more valuable, spurring attrition of direct
proportions. The governorate cannot afford to lose technical
personnel who in fact are the human interfaces which make their
systems run. ‘Thesc people are more important assets of the
organization than hardware and software, which can easily be
replaced. If the governorate js committed to establishing
meaningful information systems, it will have to revise its
compensation policy upward to retain MIS professionals,

CONCLUSTION

Over time, the three bhase strateqgy presented in this
assessment will yield a comprehensive information systems for the
governorate. A simultancous development of skills and application
of technology will be accomplished with minimum waste of
programming time and hardwvare resources. HMore importantly, the
technical staff in the governorate will receive exposure to an
array ol system solutions ranging from extremely simple
microcomputer systems to complex applications spanning several
departments. This will prepare them to meet new data processing
regquirements with judgement  and experience. The equipnment,
software, and training applicd will not be obsolesced by activities
in a subscquent phasdé. our chronological and compatible approach
virtually eliminates duplicate developmwent efforts. The result will
be a viable mi1s department with the tools heceessary to address the
ongoing information needs of the governorate.

It is possible, given enough funding and contracted resources,
to rapidly accelerate the process of automation in Giza. Any of the
systems lidentified in this study could be developed in the short
term by a large team of trained analysts and programmers. The
likelihood that Lhe governorate could maintain a system implemented
in this way for any length of time is very slim. The ongoing
availability of capable technical staff in the governorate itselfl
is crucial to the success of any automated system placed there.
Attempts Lo accelerate the deliyvery of sophisticated technology
will fail to the extent they exceed the maintenance capacity of the
organization. A morec workable strategy calls for systematic, albeit
slow, infrastructure building within MIS department itselr. Given
proper guidance, training, and financial support, this department
can become the repository of expertise needed to sustain meaningful
information systems. We stronyly recommend this approach.
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FIGURE 6.3
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Appendix B - Pre Interview Instructions
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1.

6.

PRE INTERVIEW INSTRUCTIONS:

Consider the informatiecn requirements of your department, and
prepare examples of the [ollowing:

All reports and documents routinely prepared by your
duwartment.

All reports and documents routinely received by your
department.

Consider the filing requirements of your department, please
list the type of documents filed, and the quantities of
each currently maintained.

Please summarize the purpose and responsibilities of each
staff member under your direct supervision.

What problems are encountered with the existing work processes
in your department?

How do you think computers could be used effectively by your
department?

Please list other departments or offices in the Giza

governorate you routinely work with?

7.

Please list organizalions outside the Giza governorate do you
routinely work with?



Appendix C - Interview Form
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DATE:

1.

2.

NEEDS ASSESSMENT INTERVIEW

INTERVIEWEE:
POSITION TITLE:
DEPARTMENT ;
INTERVIEWER:
LNTERVIEW NO.

POSITION

Describe the responsibilities of yYour position:

What decisions do you make?

What information do you need for each decision?

What is your level of experience with computers?
Give a rating from 1 - 5.

1 2 3 4 5

1f you have any experience with computers, state the
hardware you know.

Are you familiar with software (Y/N)
If YES list the software with which you are familiar, and
give a rating to your experience on a scale of 1 - 5.

) 1 2 3 4 s
T 1 2 3 4 s
- 1 2 3 4 5




5. Describe

OPERATIONS

the responsibilities of your department.

6. Describe
department:.

the structure and responsibilities orf your

7. List
A)
B)

C)

D)

E)

F)

G)

cach functional task performed in the office:
Describe the task:

The frequency and duration of each task

Details related to bottlenccks, delays, other
weaknesses in the existing system. (which ones can

be solved with automation)

llow many personnel are required to perform this
task?

What is the oatput of the activity

What is used to measure effectiveness in achieving
the output

What other departments are involved? How?

8. How many employees are there in Your department.

9. List each

RESOURCES

staff member, and describe their responsibilities.

For each starr member, what percent cf THEIR time each day

is spent:

a. Meectings

b. Phone

c. Typing

d. Writing reportg

e. Financial analysis

Y



10.

11.

Filing

Reviewing reports
Decision making
Coordination
Other

e TQ My

Hlow many computers are currently in use in the
department:

Describe the application each is used for?

REPORTING

Describe ecach report received by your department

Report 1

a. Where is it produced?
b, Who reccives it?

c. What is it used for?

d. Is it filed by your office?

e, Frequency Daily Weekly Monthly Quarterly VYearly
-

L. What is its relative level of importance? 1 2 3 4 5

g. Is the information on the form adequate?




12.

13.

h. What else should be included?

Describe ecach report generated by your department

Report 1

bestination department (s)

What is it used for (by the other departments) :

Are copies filed by your department?

Arc copies filed by the recipient department?

What is its relative importance: 1 2 3 45
Is the content of the document adequate? Y or N_

What information should be added and why?

Frequency: baily Werkly ifonthly Quarterly Yearly

Describe each form received by your department

Form 1
a. Where is it pioduced?
b. Who receives it?

.10-'-"



c. What is it used for?

d. Is it filed by your office?

e. Frequency: Daily Weekly Monthly Quarterly Yearly
f. What is its relative level of importance? 1 2 3 4 5

g. Is the information on the form adequate?

h. What else should be included?

14. Describe each form generated by your department

Form 1

Destination department (s)

What is it used for (by the other departments) :

Are copies filed by your department?

Are copies filed by the recipient department?

Whal is its relative importance: 1 2 3 4 5
Is the content of the document. adequate? Y or N_

What information should be added and why?

Frequency: laily Weekly Monthly Quarterly Yearly




15,

bn

16.

Filing

File Description:

Source Documents:

Purpose for maintaining the file:

Volume of file:

Security Level: 1 2 3 4 5

When is it archived:

What information, not: currently available,
in the performance of your job?

1. Describe Information:

would assist you

Information Source:

Benefit perceived:

2. Describe Information:

Information Source:

Benefit perceived:

3. Describe Informaltion:

Information Source:

Benefit perceived:




17.

18.

19.

20.

4. Describe Information:

Information Source:

Benefit perccived:

List other departments in the GIZA governorate that you
routinely work with, describe the information shared and the
method of exchange.

PROPOSED AUTOMATION
Do you believe the use of computer by your department can:

Improve the accuracy of data
Inprove the quality ol data
Save time

Eliminate paper documents
Improve Lfficiency
Productivity

Eliminate staflf

ARNNRN

What other effects do they perceive from automation?

Do you think your department can benefit from the use of
computers? (Y/N).

Have any manual systems in your department been automated
before?

- If yes, by whom?

- Would an upgrade to the system be a solution to
your problem(s)?

- Should a new system be developed? Why?




21.

22.

23.

24.

25.

26.

What system development do you propose as needed?
List the objecctives of each system?

Prioritize the systems based upon need.

The implementation of computer systems may require
reorganization of the department, elimination of clerical
ste ff, addition of MIS staff, and merger or division of some
sections. Arc you prepared to manage these changes?

Are your staff prepared to accept automation as a solution
to information problems in the department?

Do you believe that cowputer hardware should be kept in a
central office or distributed as needed throughout the
governorate.

Are you willing to accept the costs and responsibility of
maintaining a computer system?

What software do you believe should be used by your
department? What would each package accomplish for the
department? Prioritize the benefits.




DATA PROCESSING

Accounts Receivable
hccounts Payable
Invoicing

General Ledger
Stock Movewents
Credit Control
Inventory Control

OFFICE AUTOMATION

Word Pracassing
Electronic Mail
Graphics

Microfilm
Telecommunications

DECISION SUPPORT

Spreadshect
Modeling/Simulation
Statistical Analysis
Foreccasting

Linecar Proyramming
Regression Analysis
Financial HModeling
Seasitivity/Risk analysis
Expert Systens

Project Management

ENGINEERING SYSTEMS

CAD/CAM
Mapping

OTHER APPLICATIONS:

SOFTWARE CHECKLIST
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4.7.3 GEHENNL DEPARTHMENT FOR LOCNL COUNCILS
ELECTION ADMINISTRATION
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4.7.14 GEMEHAL DEFMANRTMENT FOH LOCAL UNITS
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LOCAL
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CHECK DENOCRATH,
bt OF THE UNIT
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Appendix E - List of Interviewees



LIST OF INTERVIEWEES

Name

Title

1. Administrative Affairs Department

Mr.
Mr.

Mrs.
Eng.

Yehea Shela
Adel Moselhi
Patma Allan
Mohamed Abdel Hamid

General Manager

llecad of Secretary and Archive
llead of Building Affairs

llead of Mechanical Cawmpaign

2. Central Departmenlt for Financial Affairs

IMr.
M.
Mis.
Mr.
Mr.
Mr.
Mr.
Mr.
Mrs.
M.
Mrs.

Mostafa El-Zait
Hawdy Ibrahim

Omayma Fathallah
Ahmed Abedel-Monecim
Abdel~Rased Youssefl
Adley Aly Abucl-Alaa
Refaat Abdel-Maksoud
llohamed llessien
Sabah Aoud

Aly Mohamed Moustafa
Fatima linsny

General Manager

llcad of Accounting
Chief of Auditors

llead of Reconciliation
llead of Treasury

llead of Budget Control
[leacd of TFollow-up

ilead of Stock Control
Procurencnt Staff
Procurement Staff
Accountiny Staff

Central Department for Planning and Follow-up

Mr.
Mrs.
Mrs.
Mr.
Mrs.

Central Statistics Department

Mrs.

Zaki 'Taha
Regaa

Wafaa

Ahmed Kilani
Sohier

Taghreed

ORDEV Department

Dr.

Nazek

Saleh

General

General
Head of
Head of
llead of
Head of

lanager

Follow-up

Planning

Educational building
Housing project

Manager

Head of department

General Department for Personnel Affairs

Mr.
Mr.
Mr.

Moris Beshay
llassen Shebl
Mohamed Youssif

Head of Recruitment
lHead of Penalties
Head of Promotions



7. Central Department for Local

Mr.
Mr.
Mr.
Mr.

Mr.
Mr.

Ahmed Gabeoer
Ahwed Tallat
Anin Abdel-5Salid
Mohamed Shehata

Mali2r Abdel-Hamid
Mahmoud ITsmail

Units and Councils

General

llead
llcad
llead

Head
Ilead

of
of
of

of
of

Manager

Local Councils

Local Units

Councils and Committees

Cemetery
Election Section



