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GOGCWS Management Survey
Executive Summary
Introduction

A new national policy is now being implemented by the Egyptian government in which
subsidies will be replaced by market principles and economic considerations. Economic
organizations such as GOGCWS will be encouraged by the central government to operate in
a business-like manner so that recurring expenditures are covered by water tariff revenues and
future capital expansion is determined on economic principles. This condition is termed
"financial viability".

To achieve and sustain financial viability and operate on a commercial basis, the Board of
Directors and top management of GOGCWS will need the authority to act independently with
respect to plans, budgets, persorninel actions, financial affairs, equipment purchases and a host
of other matters. This condition is termed "managerial autonomy".

To help it achieve these two interrelated conditions of financial viability and managerial
autonomy, GOGCWS requested assistance from the United States Agency for International
Development (USAID) which provided funds for an institutional support project entitled,
"Management, Training & Systems Strengthening" (MTSS). The MTSS project is a vehicle
to help GOGCWS operate as a managerially autonomous and financially viable organization,
first in actual practice under its existing legal mandate and then under a new legal/institutional
arrangement, if required.

The MTSS project is organized into five programs which are closely related to the internal
organization of GOGCWS and geared to enable GOGCWS to achieve both the financial
viability and managerial autonomy objectives. The five programs are:

Financial Viability

Management Development

Technical Support for Operations & Maintenance
Materials Management & Procw:.ement

Project Management & Administration

One of the basic tenets of the MTSS project is that the foundation for financial viability and
managerial autonomy must be constructed by the GOGCWS management. The contractors
advise, train and assist; GOGCWS managers develop, adopt and implement.

This report, GOGCWS Management Survey, a) describes the process and results of a

management survey conducted by the GOGCWS with the advice and support of the
Management Development program and b) recommends an action plan to capitalize on survey
findings.
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GOGCWS Management Survey

MTSS Management Development Program

Orne of the objectives of the MTSS Management Development (MD) Program is to
train GOGCWS senior and mid-level managers to operate GOGCWS using "best
commercial practices" in order to achieve managerial autonomy and financial viability.

The MTSS Management Development Program was designed to help GOGCWS
achieve managerial autonomy and financizl viability goals. A systems orientation was
taken to organize the various MTSS Management Development Program activities.

m)licies / Sustainable Qutcomes f

Managerial Autonomy, Financial Viability L
« Vision
« Strategic Planning 4
/ [ Functional / Structural Improvements
= GOGCWS Mission
* GOGCWS Reorganization (Amend Decree)

/‘L » Personnel Planning

Performance Management System (PMS)

Strengther :ng
. » Planning - Goals. Objectives, Resources, Budgets
/ Performance Strengthening * Star dards - Quality, Quantity, Efficiency

« Con'rol - Measures & Indicators
Human Rasources Development / » Zompetencies - Job Descrptions
Training Strengthening « Incentives - Monetriry / Non-Monetary

LT Ear ey

Organization

Y T T I T ST TIT TR

\ Competency Based Management Development l
i

] {CBMD)
Figure ES.1 ' « Training Policy. System, Resources :
- » Management Development Institute
Management Development Program} - Senio Manager Semnare. |
Major SUbsyStemS * Mig-Management "Core” Curricutum
| * Systems Strengthening Curncula

* Twinning Program

Figure ES.1 - Mﬁnage_mgm_lle_v_qlgmmﬂmm shows the major subsystems ;0 be
designed, develoned and implemented by GOGCWS.

Initial emphasis of the MTSS Management Development Program will be placed on
the development of a GOGCWS Competency Based Management Development
(CBMD) training capability which will develop specific knowledge, skills and attitudes
of GOGCWS managers. MTSS Management Development Program activities will
proceed from CBMD to Performance Management System (PMS) and
Functional/Structural Improvements until the GOGCWS can reach the goals of
managerial autonomy and financial viability.

The findings and recommendations of the Management Survey are organized and

presented according to the four subsystems of the MTSS Management Development
program model.
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Munagement Survey Goal

The goal of the Management Survey was to assess GOGCWS managers' knowledge,
skills and attitudes in order to design a training program to meet GOGCWS
management development needs.

A questionnaire format was used to collect knowledge, skill and attitudinal information
on specific topics under consideration by GOGCWS for management training and
development.

The results of the Management Survey viill be used for three important purposes.

. To inform other MTSS programs and the GOGCWS of the current
thinking among GOGCWS managers regarding a troad spectrum of
managem:<nt topics.

. As a baseline for measuring the effectiveness of future management
training.

. As the foundation for design of the MTSS - Competency Based
Management Development (CBMD) training modules.

Training by MTSS Management Development Program

MTSS Management Development advisors and GOGCWS counterparts worked closely
together during October and November 1993 to design and develop the three
questionnaires (Knowledge & Skills. Attitudes, Performance Issues). The final
questionnaires are the result of extensive training, discussions, reviews and revisions
by counterparts conceming the content. length, question types, instructions and Arabic
translation of the questionnaires.

MTSS Management Development advisors also coached their counterparts in
interviewing and data collection techniques. The Management Survey contained the
three separaic questionnaires listed below:

Management Knowledge and Skills Survey
Management Attitudes Survey
Employee Performance Issues Survey
Implementation by GOGCWS Counterparts
The management survey was totally implemented by the GOGCWS counterparts who

efficiently handled all of the preparations, scheduling, logistics, interviewing and
document control.
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The following GOGCWS counterparts took an active role in the survey
implementation:

Mohammed Soliman
Emam Salem

Adawi Labib

Helal Salem

Ali el Shougai
Mostafa el Tabiey
Sayed Abdel All
Farid Abed el Magid
Abdel Nabi Atteya

Figure ES.2 (following summary) - Management Survey Participants shows the
GOGCWS senior managers who participated in the survey from 24 November to 9
December 1993.

General Application of Results

The results of the GOGCWS Management Survey will be best applied in expanding
the awareness of GOGCWS management and counterparts, MTSS advisors and
USAID officials of the current, expressed and verified opinions. attitudes and needs
of GOGCWS management as a whole regarding the achievement of the broad goals
and specific objectives of the MTSS Project.

It is important to remember that these findings reflect GOGCWS managers' opinions
of the current situation and are not a final prescription for the GOGCWS. As
managers become more aware of issues such as managerial autonomy and financial
viability and become involved in strategic planning, their opinions may change.

The following is a summary of the specific recommendations which emphasize the
planned activities of the MTSS Management Development program. Chapter 3
contains the complete presentation of survey findings and recommendations. The
Management Survey recommendations have been thoroughly reviewed with GOGCWS
counterparts.

Competency Based Management Development (CBMD) Recommendations:

Training Policy - Formulate, fully endorse and sustain a Human Resources
Development (HRD) and training policy. The policy will commit the GOGCWS to
developing the specific management, professional, administrative and technical
competencies and on-job performance of GOGCWS employees. Development of
GOGCWS employees is necessary to support the organization's mission, vision,
performance goals and systems objectives.
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Training Sysiem Plan - Implement an HRD/Training System which identifies training
and development needs by periodic assessment of actual on-job performance in
~omparison with established job standards and measures training effectiveness against
a specified set of performance benchmarks. GOGCWS will develop a plan which
covers all forms of training, identify target populations and programs, and. Training
Management Information System (TMIS) needs.

Competency Based Management Development (CBMD) & Systems Training
Programs - MTSS advisors and GOGCWS training counterparts and staff will
implement CBMD and systems training programs and curricula tailored to the
specific Knowledge, Skill and Attitude (KSA) needed to develop GOGCWS
management, administrative and technical systems. The GOGCWS training syllabus
will include seminars for senior GOGCWS managers, a mid-managsment core
curriculum of modules designed to facilitate policy implementation and highly focused
training programs in coordination with MTSS programs to improve internal
GOGCWS Systems (inanagement, finance, O & M, and, supply & logistics).

Management Development Institute - Establish a Management Development Institute
to hold training programs specifically geared to water management.

Empowerment of Managers - Empower managers through decentralization of
responsibility and decision making authority.

Cooperation & Team Building - Implement a strategy which develops a team
approach to management and service delivery through improved cooperation,
communicatioa, coordination and information sharing,

Information Technology - Support the MTSS Microcomputers for Management plan
which will improve the abilities of managers in planning, decision making, control &
follow-up and budgeting.

Problem: Solving & Decision Making - Train GOGCWS managers on problem
solving and decision making techniques.

Performance iManagement System (PMS) Recommendations:

Performance Management System (PMS) - Design and develop a PMS to promote
productivity and efficiency for all major GOGCWS functions/processes and defines
the roles and responsibilities of GOGCWS managers. The PMS will have the
following features:

Performance Planning (Work Unit Planning - Goals & Objectives)

Performance Standards (Organization, Work Unit, Job)
Performance Control & Follow-Up (Indicators, Measurement).
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Competencies & Job Descriptions - Revise and/or develop job descriptions tailored
to both GOGCWS functions/processes/new performance requirements and job
competencies/standards.

Performance Incentives - Develop a fair and equitable performance incentives system
which is tied to the PMS, and rewards performance with monetary and non-monetary
incentives.

Functional / Structural Improviments Recommendations:

GOGCWS Statutory Founcation - GOGCWS managers will review the current
GOGCWS decree, policy requirements, legal basis and the overall context for change
fostered by the national government as they relate to managerial autonomy and
financial viability.

GOGCWS Mission - GOGCWS managers will review and revise the current
GOGCWS organization and department mission statements tc insure that they clearly
state the purpose of the organization/department, the services delivered and their
economic basis.

GOGCWS Functions & Structure - GOGCWS managers will define, verify and
justify the current GOGCWS organization both functionally and structurally and
determine organizational modifications which suppoit the current GOGCWS mission.

For example, the GOGCWS must institutionalize and sustain the training function by
taking the necessary administrative steps to establish, staff and fund a fully operating
HRD/Training Department.

GOGCWS Decree for Reorganization - Amend the existing GOGCWS decree for
the reorganization of the GOGCWS based on the outcomes of the functional and
structural analyses of the GOGCWS.

Personnel Planning - Implement a comprehensive personnel policy, planning and
procedures function which enables the GOGCWS managers to establish optimal
personnel levels and skill requirements.

GOGCWS Goals (Managerial Autonomy, Financial Viability) Recommendations:
GOGCWS Vision - Develop a vision of the GOGCWS which describes the future (5
- 10 years) operation of the organization and serves as a target which guides the
development of the GOGCWS.
Strategic Planning - Develop a strategic plan which defines how to most efficiently

pursue the GOGCWS vision. This will include long-term goals, annual targets for the
next 10 years and evaluation criteria.
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MI'SS Management Development Program Action Plan Approach
The MTSS Management Development program recommends an action plan. consistent
with the overall MTSS project work plans, to fulfill the findings and recommendations
of the Management Survey. It includes:
Senior Managers Seminars
Management Survey Feedback Seminar
MTSS Policy Formulation Approach Seminar
Policy Formulation Sessions
Organization of the Report
The GOGCWS Management Survey Report is organized as follows:
Volume 1 - GOGCWS Management Survey Report
Executive Summary
Chapter | - Introduction
Chapter 2 - Management Survey Methodology
Chapter 3 - Findings and Recommendations
Chapter 4 - Action Plan for Survey Implementation
Volume 2 - Appendices
Appendix A - Management Survey Questionnaire
Appendix B - Management Knowledge & Skills Survey, Part 1, Aggregates
Appendix C - Management Knowledge & Skills Survey, Part 2, Factors
Appendix D - Management Attitudes Survey

Appendix E - Employee Performance Issues Survey
Appendix F - Bibliography
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Figure ES.2 - Management Survey Participants
24 November - 9 December 1993

No. GOGCWS Senior Official GOGCWS Senior Official
Position Title* Name
11V. C. - Technical Affairs Adel El-Towery
2{V. C. - Admin. & Finance Husam Shafik Own
3{C.D. - Administrative Moh'd Soliman
4|C.D. - Network Bahai Shenouda
§/(C.D. - Projects Magdy Morgan
6|Plants - North, East Gamil Khallaf
7{Follow-Up Ahmed EI-Gabry
8|Mech & Elect Design & Perf. Farah Kamel Farah
9|Plants - South, West Moh'd Farag

10|Labs & Research

Moustafa El-Belshah

11(Prcjects - Civil & Network

Adel El-Bagdady

12|Admin. Services

Hosni Moh'd Hanafy

13|Plant Services

Ibrahim El-Desouki

14{Revenue (Finance)

Mahmoud Abdel Aziz

15|Network - South, West

Yousef EI-Gamal

16|Network - North, East

Abdel Latif El-Oteify

17|Personnel Affairs

Imam Salem

18|Fostat Plant

Atef EI-Ghannam

19|Mustorod Plant

Galal Heshmat

20|Imbaba Plant

Ahmed Soliman

2

-l

Eitebbeen Plant

Abdel Rahman Moh'd Ahmed

22|Elamiria Plant

Ali Abdel Kerim

23{Rod El-Farag Plant

Mahmoud Abu El-Naga

24(Citizens/Public Services

Abd Rabbu Khalil

25|Network Services

Ali Abdel Maksoud

26|Expenses (Finance)

Moh'd Ali Nabet

27|Supply & Stores

Abded Aal Shahin

28|Network-Heliopolos

Moh'd Hassan Desouki

29|Security

Samir El-Bahnsawy

* Includes Acting Managers of major water treatment plants.
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Chapter 1 - Introduction

GCGCWS Objectives and the MTSS Project

The General Organization for Greater Cairo Water Supply (GOGCWS) was
established in 1968 as an economic organization authorized to provide potable water
and other water services to residential, commercial, industrial and governmental
consumers in the urban areas of the Governorates of Cairo, Giza and Qaloubiya. Over
the past twenty five years the GOGCWS has improved the quality of services and
extended the water treatment and transmission network to accommodate urban growth
and development. The characteristics of physical system for water service in Greater
Cairo reflects the technizal accomplishments of the organization:

Treatment Plants 15
Pipelines 3500 km
Water Produced 1,250,000,000 cu.m/yr.

Population Served 9,300,000 (est.)

This concentration on service delivery and system expansion could only be
accomplished through massive financial subsidies from the central government.
Subsidies for both operating and maintaining urban water systems and constructing
new facilities was the national policy and GOGCWS performed its role very well in
that policy context.

A new national policy is now being implemented in which subsidies wil] be replaced
by market principles and economic considerations. Economic organizations such as
GOGCWS will be encouraged by the central govermment to operate in a business-like
manner so that recurring expenditures are covered by water tariff revenues and future
capital expansion is determined on economic principles. This condition is termed
"financial viability",

To achieve and sustain financial viability and operate on a commercial basis, the
Board of Directors and top management of GOGCWS will need the authority to act
independently with respect to plans, budgets, personnel actions, financial affairs,
equipment purchases and a host of other matters. This condition is termed "managerial
autonomy".

To help it achieve these two interrelated conditions of financial viability and
managerial autonomy, GOGCWS requested assistance from the United States Agency
for International Development (USAID) which provided funds for an institutional
support project entitled, "Managemenrt, Training & Systems Strengthening" (MTSS).
The MTSS project is a vehicle to help GOGCWS operate as a managerially
autonomous and financially viable organization, first in actual practice under its
existing legal mandate and then under a new legal/institutional arrangement, if
required.

1-1
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The MTSS project will be implemented over a 45 month period (1 July 1993 - 31
March 1997) under a phased approach. as follows:

Phase 1: Planning and Policy Formulation

Phase 2: Performance Improvement and Policy Reform
Phase 3: Institutionalization of Reforms

Phase 4: Sustainability and Planning

The MTSS project is organized into five programs which are closely related to the
internal organization of GOGCWS (in order to achieve the partnership relationship
required for successful implementation) and which are each geared to enable
GOGCWS to achieve both the financial viability and managerial autonomy objectives.
The five programs are:

Financial Viability

Management Development

Technical Support for Operations & Maintenance
Materials Management & Procurement

Project Management & Administration

One of the basic tenets of the MTSS project is that the foundation for financial
viability and managerial autonomy must be constructed by the GOGCWS
management. The contractors advise, train and assist; GOGCWS managers develop,
adopt and implement.

This report, GMMWM, a) describes the process and results of

a management survey conducted by the GOGCWS with the advice and support of the
Management Development program and b) recommends an action plan to capitalize
on survey findings.

GOGCWS Geals (Managerial Autonomy, Financial Viability)

The MTSS operationally defines managerial autonomy as the ability of GOGCWS to
prepare plans and budgets and then finance, monitor and manage their implementation.

Managerial autonomy will empower GOGCWS managers to independently operate
GOGCWS in the most cost effective manner possible without undue government
interference. In this context, GOGCWS managers will be delegated new authority and
responsibility and trained to better control GOGCWS resources.

One of the responsibilities of the MTSS Management Development (MD) program is
to identify the training needs of senior and mid level managers of GOGCWS and
implement a training program to develop the competencies (Knowledge, Skills, and
Attitudes) needed to manage the GOGCWS using "best commercial practices" similar
to those used in the private sector.
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GOGCWS Management Survey

Qne of the objectives of the MTSS Management Development program is to train
GOGCWS managers to apply best commercial practices in order to achieve managerial
autonomy.

MTSS Manzagement Development Program

The MTSS Management Developinent program was designed to h:lp GOGCWS
achieve managerial autonomy and financial viability. A systems orientation was taken
in order to assist GOGCWS management with this effort. In order to help GOGCWS
achieve managerial autonomy, the MD program has organized the work plan into four
sequential steps.

Figure 1.1 - Management Development Program shows these major components:

Competency Based Management Development (CBMD), Performance Management
System (PMS), Functional and Structural Improvements, and GOGCWS Goals
(managerial autonomy and financial viability). Each component has specific outcomes
that will be designed and developed by GOGCWS with the professional advice and
assistance of the Management Development program staff.

'LPoIicies / Sustainable Outcomes

Managerial Autonomy, Financial Viability P
» Vision
« Strategic Planning

/ Functional / Structural Improvements

» GOGCWS Mission
« GOGCWS Reorganization (Amend Decree)

/ « Personnel Planning

Eamm i

Organization
Strengthening

i Performance Management System (PMS)

[
» ’ » Pianning - Goals. Objectives, Resources, Budgets
/ Performance Strengthening . Slandar%s - Quality, Quantity, Efficiency i
« Control - Measures & Indicators i
Human Resources Development / » Competencies - Job Descnptions !
’ Training Strengthening | Incentives - Monetary / Non-Monetary

Competency Based Management Development |
’ . (CBMD) A
! Figure 1.1 s » Training Policy, System. Resources )
! X « Management Development Institute
i Mapagement Development Program - Seniof Manager Sernars 1
| MajOT Subsystems 3 » Mid-Management "Core” Curnculum
! » Systems Strengthening Curncula
TSN T TR TS R S T = *» Twinning Program A

2 00 & WAL 4 7.1 SBe 0

Initial empbhasis of the MTSS Management Development program will be placed on
the development of a GOGCWS CBMD training capability. MTSS Management
Development program effort is planned to start from the base of the pyramid (CBMD)
and proceed through PMS and Functional/Structural Improvements untit GOGCWS
can reach the goals of managerial autonomy and financial viability.
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GOGCWS Management Survey

Institutional Audit

Prerequisite to design, development and implementation of the four Management
Development program components, an assessment of GOGCWS management
competencies and attitudes was undertaken. This Management Survey of GOGCWS
was conducted duzirg, the baseline data collection phase of the Management
Development work effort.

The Management Survey is part of an overall Institutional Audit which will be
presented at the end of Phase I. The Management Survey addressed two basic
questions for GOGCWS managers:

What competencies do GOGCWS managers have now?
What competencies do GOGCWS managers need to improve performance?

In addition to the Management Survey, the Institutional Audit includes:
GOGCWS Organization Review

Legal /Institutional Framework of GOGCWS (Laiha)
Organization Structure (Tanzeem)

Staff Inventory

Human Resources Development/Training System

Curreat Personnel Practices Review

Manpower/Perscnnel Planning
Emplovee Relatious
Employment

Employee Services

Salaries & Incentives

Appraisal & Career Development
Training & Development

Health & Safety

The completed Institutional Audit provides an up-to-date picture of the GOGCWS
legal mandate, structure, and, personnel practices which will serve as a baseline for
measuring future organizational change.

Management Survey

The remainder of this report is devoted to findings, recommendations and discussion
related to the GOGCWS Management Survey. The GOGCWS Management Survey
is a basis for developing the Competency Based Management Development training

[~
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curriculum. In future phases of the MTSS Management Development program.
management competencies will be clustered into groups. formatted into training
modules and taught to GOGCWS senior and mid level managers based on an
approved training plan.

Organization of the Report
The GOGCWS Management Survey Report is organized as follows:
Volume 1 - GOGCWS Management Survey Report

Executive Summary

Chapter 1 - Introduction

Chapter 2 - Management Survey Methodology
Chapter 3 - Findings and Recommendations
Chapter 4 - Action Plan for Survey Implementation

Volume 2 - Appendices

Appendix A - Management Survey Questionnaire

Appendix B - Management Knowledge and Skills Survey, Part 1 (Aggregates)
Appendix C - Management Knowledge and Skills Survey, Part 2 (Factors)
Appendix D - Management Attitudes Survey

Appendix E - Employee Performance Issues Survey

Appendix F - Bibliography
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GOGCW'S Management Survey
Chapter 2 - Management Survey Methodology

Approach

The design, development and implementation of the MTSS Management Survey is
described in this chapter.

Figure 2.1 - i presents the major activities
accomplished by the Management Development/GOGCWS team in conducting the
survey.

Figure 2.1
Management Survey Methodology
: k(o pp—
Manag Survey Objectives |! @ Design & Develop -
Management Survey Goal | o Knowladge & Skills - Kniawleage & Skils
f Altitude 5 Atitude i
1 Perfomance 1 Perfomanco 1
o £ T
j
Data Analysis
Data Collaction Total Organization Averages
Vica Chaman Waeighted Averages

Centra! Department Heads F ™

Organizaton Levels Averages
Director Generals o verage

Depantment A, erages

2.1

Management Survey Goal

The goal of Management Survey was to assess GOGCWS managers knowledge,
skills and attitudes in order to design a Management Development training program
to meet GOGCWS needs.

A questionnaire format was used to collect knowledge, skill and attitudinal information
on specific topics under consideration by GOGCWS for management training and
development.

The results of the Management Survey will be used for three important purposes.

. To inform other MTSS programs and the GOGCWS of the current thinking
among GOGCWS managers regarding a broad spectrum of management topics.

. As a baseline for measuring the effectiveness of future management training.

. As the foundation for design of the MTSS - Competency Based Management
Development (CBMD) modules.

2-1
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2.3

2.4

GOGCWS Management Survey

The CBMD training modules will be designed to close the gap between the current
competencies of GOGCWS managers and the required knowledge, skills and attitudes
necessary to improve the effectiveness of the GOGCWS.

Training by MTSS Management Development Program

MTSS Management Development advisors and GOGCWS counterparts worked closely
together during October and November 1993 to design and develop the three
Management Survey questionnaires (Knowledge & Skills, Attitudes, Performance
Issues). The final questionnaires are the result of extensive training, discussions,
reviews and revisions by counterparts concerning the content, length, question types,
instructions and Arabic translation of the questionnaires. MTSS Management
Development advisors also coached their counterparts in interviewing and data
collection techniques.

Implementation by GOGCWS Counterparts

The Ménagement Survey was implemented by the GOGCWS counterparts who
efficiently handled all survey preparations, scheduling, logistics. interviewing and
document control. The counterparts demonstrated successful mastery and application
of the Management Survey methodology and are capable of conducting additional
surveys within GOGCWS in the future.

The following GOGCWS counterparts took an active role in the survey
implementation: Mohammed Soliman, Emam Salem, Adawi Labib, Helal Salem, Ali
el Shougai, Mostafa el Tabiey, Sayed Abdel All, Farid Abed el Magid and Abde] Nabi
Atteya

Survey Components

The Management Survey contains three separate questionnaires which will be
described below:

2.4.1 Management Knowledge and Skills Survey
Objective:
To determine GOGCWS managers' opinions concerning the current
effectiveness of the organization within the following key managerial
competencies:

Management Knowledge

A. Perception & Awareness
B. Knowledge of Information Technology

2-2
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C. Specialized Technical/Job-Related Knowledge
D. Administrative Systems Knowledge

Management Skills

Leadership & Interpersonal Relations
Communication

Strategic Planning & Organizing for Performance
Performance Planning (Work Unit)

Control & Follow-Up

Employee Career Development & Training
Problem Solving & Decision Making

QPmoawy

Description:

This questionnaire supports the MTSS organization development initiatives and
the Competency Based Management Development (CBMD) training approach
which the MTSS Management Development program will use as one basis for
review and development of GOGCWS policies and strategies. In the CBMD
model, a manager is considered effective if he/she consistently applies the
correct combination of three job-related behaviors: Knowledge, Skills and
Attitudes (KSA).

The Management Knowledge & Skills survey focuses on WHAT managers do
and HOW well it is done by the organization as a whole. The Management
Knowledge and Skill survey contains 36 questions. Each manager rates each
of the 36 management knowledge and skill factors in the questionnaire
according to the following criteria: Importance, Frequency, and Difficulty.
Managers also rate the GOGCWS' current level of actual proficiency and
required proficiency.

Management Attitudes Survey
Objective:
To identify the current attitudes of GOGCWS managers regarding managerial

autonomy, financial viability, organization development, human resources
development and systems improvement.

[l
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Description:

This questionnaire supports the attitudes dimension of the CBMD approach.
Each manager indicates his/her judgement of general GOGCWS agreement
(yes/no) with 30 statements describing managerial autonomy, financial
viability, organization development. human resources development and systems
improvement.

Results of this questionnaire show current trends in GOGCWS managers'
attitudes regarding their support of management and organization development
issues.

Employee Performance Issues Survey

Objective:

To identify factors which GOGCWS managers believe would have the greatest
positive effect and most immediate results in improving the current GOGCWS
organization, work unit and individual employee performance and productivity,
Description:

In this questionnaire, managers select 6 factors from a total of 17 factors which
they believe will have the greatest positive benefit and most immediate effect

on improving current GOGCWS organization, work unit and employee
performance.

Data Collection

Figure 2.2 (following chapter) - Management Survey Participants lists the GOGCWS

senior managers who participated in the survey from 24 November - 9 December.

2.5.1

Participants
A total of 29 managers completed the questionnaire as listed below:
. Department of the Chairman: 3 Director Generals. Total: 3 managers.,

. Financial and Administrative Affairs: 1 Vice Chairman, 1 Central
Department Head, 5 Director Generals. Total: 7 managers.

. Technical Affairs Department: | Vice Chairman, 2 Central Department
Heads, 16 Director Generals. Total: 19 managers

2-4
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2.5.2

GOGCWS Management Survey
Schedule

GOGCWS counterparts received extensive preparation in survey administration
procedures and conducted all of the interviews in Arabic on a face-to-face
basis. Data was collected from 24 November to 9 December 1993.

Data Analysis

All raw data was entered into the MTSS computer system using Microsoft Excel
spreadsheet software. Data for each questionnaire was extensively analyzed by the
MTSS / GOGCWS team focusing on the following four variables.

2.6.1

2.6.2

2.6.3

2.6.4

Total Organization Averages

All responses are averaged together on an equal basis.

Weighted Averages

Scores from each organization level are given equal weight (33% Vice
Chairman, 33% Central Department Head, 33% Director General). This
average of averages approach gives 66% weight to the responses of senior
managers (Vice Chairmen, Central Department Heads).

Organization Levels Averages

Comparison of the responses of the three GOGCWS levels in the survey (Vice
Chairmen, Central Department Heads, Director Generals).

Department Averages

Comparison of the responses of the two major GOGCWS departments in the
survey (Financial and Administrative Affairs, Technical Affairs).

/Y
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Figure 2.2 - Management Survey Participants
24 November - 9 December 1993

No. GOGCWS Senior Official

GOGCWS Senior Official

Position Title* Name
V. C. - Technical Affairs Adel El-Towery
V. C. - Admin. & Finance Husam Shafik Own
C.D. - Administrative Moh'd Soliman

C.D. - Network

Bahai Shenouda

Magdy Morgan

Plants - North, East

Gamil Khallaf

Follow-Up

Ahmed EI-Gabry

Mech & Elect Design & Perf.

Farah Kamel Farah

1
2
3
4
5(C.D. - Projects
6
7
8
9

Plants - South, West

Moh'd Farag

10|Labs & Research

Moustafa El-Belshah

11{Projects - Civil & Network

Adel El-Bagdady

12|Admin. Services

Hosni Moh'd Hanafy

13|Plant Services

Ibrahim El-Desouki

14|Revenue (Finance)

Mahmoud Abdel Aziz

15|Network - South, West

Yousef Ei-Gama!

16]Network - North, East

Abdel Latif EI-Oteify

17|Personnel Affairs

Imam Salem

18|Fostat Plant

Atef EI-Ghannam

19|Mustorod Plant

Galal Heshmat

20|Imbaba Plant

Ahmed Soliman

21|Eltebbeen Plant

Abdel Rahman Moh'd Ahmed

22{Eiamiria Plant

Ali Abdel Kerim

23|Rod El-Farag Plant

Mahmoud Abu El-Naga

24|Citizens/Public Services

Abd Rabbu Khalil

25|Network Services

Ali Abdel Maksoud

26|Expenses (Finance)

Moh'd Ali Nabet

27{Supply & Stores

Abded Aal Shahin

28|Network-Heliopolos

Moh'd Hassan Desouki

29|Security

Samir El-Bahnsawy

* Includes Acting Managers of major water treatment plants.
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Chapter 3 - Findings and Recommendations

General Application of Results

The results of the GOGCWS Management Survey will be best applied in expanding
the awareness of GOGCWS management and counterparts, MTSS advisors and
USAID officials of the current, expressed and verified opinions, attitudes and needs
of GOGCWS management as a whole regarding the achievement of the broad goals
and specific objectives of the MTSS Project.

It is important to 12amember that these findings reflect GOGCWS managers' opinions
of the current situation. These findings and recommendations are not a final
prescription for the GOGCWS. As managers become more aware of issues such as
managerial autonomy and financial viability and become involved in strategic
planning, their opinions regarding the needs of the organization may change. The
MTSS Management Development program intends to conduct additional surveys
periodically to monitor opinion and attitude changes.

General findings, especially those relevant to MTSS policy formulation, will be
reviewed with GOGCWS top management. Specific findings will be presented and
discussed with GOGCWS counterparts. The implications of these findings will be
fully examined. understood and incorporated into the planning and implementation of
each MTSS program as each phase of the work plan is undertaken.

The MTSS Management Development program will present the findings of the
GOGCWS Management Survey at a seminar for senior managers for review and
discussion.

The following specific recommendations emphasize findings related to the planned
activities of the MTSS Management Development program. The Management Survey
findings have been thoroughly reviewed with GOGCWS MTSS Management
Development program counterparts and they have endorsed the approach described
below. Recommended actions are organized into the four major subsystems of the
Management Development program:

Competency Based Management Development (CBMD)
Performance Management System (PMS)

Functional / Structural Improvements

GOGCWS Goals (Managerial Autonomy, Financial Viability)

H W=
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Competency Based Management Development (CBMD)
3.1.1 Findings

3.1.1.1 On-Job Performance Improvement - GOGCWS managers indicated the
need to improve GOGCWS employee performance, the need for training and the need
to implement a training system which stresses improvement in on-job performance.
The training system should support GOGCWS management development and systems
training needs.

Each of the Management Survey instruments contained questions regarding training.
The results are summarized below:

Knowledge and Skills - The Employee Development & Training aggregate ranked third
of 11 aggregates according to total organization averages, second among Finance &
Administration managers, and, fourth among Technical Affairs managers. The factor
analysis placed Training fourth of thirty-six factors according to total organization,
fourth as ranked by Finance and Administration managers, and, sixth as ranked by
Technical Affairs managers.

Attitudes - The Human Resources Development (HRD) aggregate ranked second of
seven according to total organization averages. The factor analysis shows 97% of
total managers supporting a training system and 93% supporting the development of
management competencies. The factor analysis also shows 100% of Finance and
Administration managers and 95% of Technical Affairs managers support development
of a training system.

Performance Issues - Training ranked second of seventeen factors according to total
organization averages, sixth according to Finance and Administration managers, and,
third according to Technical Affairs managers.

3.1.1.2 Decentralize Authority & Responsibility - Empowerment of managers is a
key issue to GOGCWS managers who broadly expressed the need to decentralize
responsibility and decision making within the organization.

3.1.1.3 Teamwork & Cooperation - GOGCWS management in general is dissatisfied
with the current lack of teamwork and cooperation throughout the organization.

3.1.1.4 Information Technology - GOGCWS managers have expressed a clear need
to expand the use of Information Technology (computers, data, financial analysis) in
the planning, problem solving and decision making, and financial processes. These
results show that the planned MTSS Microcomputers for Managers initiative will
receive strong GOGCWS support.
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3.1.L.5 Problem Solving & Decision Making - The Problem Solving & Decision
Making aggregate was the process which GOGCWS managers consider most critical
to improvement of organizational performance.

3.1.2 Recommendations:

Figure 3.1 shows the sequence of Competency Based Management Development
(CBMD).

Figure 3.
Competency Based Managemen: Development (CBMD)

. - / Competency Based ¥ | Management |
' T;’aclﬂgg Sygg',ﬂ",l?an | Management Development & -5~ Development §
L : Systems Training Programs Institute

Empowerment h o C°°gﬁ?“°" E_._ Information %_, Probleg:}?olvmgi

of Managers L | Team Building | Technology Decision Making |

3.1.2.1 Training Policy - The GOGCWS will formulate, fully endorse and sustain
a Human Resources Development (HRD) and training policy. The policy will commit
the GOGCWS to developing the specific management, professional, administrative and
technical competencies and on-job performance of GOGCWS employees.
Development of GOGCWS employees is necessary to support the organization's
mission, vision, performance goals and systems objectives.

3.1.2.2 Training System Plan - Implement an HRD/Training System which identifies
training and development needs by periodic assessment of actual on-job performance
in comparison with established job standards and measures training effectiveness
against a specified set of performance benchmarks. GOGCWS will develop a plan
which covers all forms of training, identify target populations and programs, and,
Training Management Information System (TMIS) needs.

3.1.2.3 Competency Based Management Development (CBMD) & Systems
Training Programs - Implement CBMD and systems training programs and curricula
tailored to the specific Knowledge, Skill and Attitude needs of GOGCWS
management, administrative and technical systems.

3-3
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MTSS advisors and GOGCWS training counterparts and staff will implement a series
of seminars for senior GOGCWS managers which focus on key survey findings and
GOGCWS policy formulation issues.

MTSS advisors and GOGCWS training counterparts and staff will develop and
implement a mid-management core curriculum of modules designed to facilitate policy
implementation and the specific CBMD initiatives listed below (3.1.2.5 - 8).

MTSS advisors and GOGCWS training counterparts and staff will implement support
implementation of specific highly focused training programs in coordination with
MTSS programs to improve internal GOGCWS Systems (management, finance, O
& M, and, supply & logistics)

3.1.2.4 Management Development Institute - Establish a Management Development
Institute to train GOGCWS managers.

3.1.2.5 Empowerment of Managers - Empower managers through decentralization
of responsibility and decision making authority.

3.1.2.6 Cooperation & Team Building - Implement a strategy which develops a team
approach to management and service delivery through improved cooperation,
communication. coordination and information sharing throughout the GOGCWS.

3.1.2.7 Information Technology - Support the MTSS Microcomputers for
Management plan which will improve the abilities of GOGCWS managers in planning,
decision making, control & follow-up and budgeting.

3.1.2.8 Problem Solving & Decision Making - MTSS advisors and GOGCW'S
training counterparts and statf will design and implement a GOGCWS problem solving
and decision making improvement strategy including CBMD modules.

3.1.2.9 Tracking - MTSS advisors and GOGCWS managers will track and follow-up
the progress of the training strengthening approach.

Performance Management System (PMS)

3.2.1 Findings:

3.2.1.1 Performance Standards & Measurement - In general, managers
demonstrated a high degree of support for establishment of a Performance
Management System encompassing Performance Planning, Performance Stundards,

Performance Measurement & Indicators and Performance Incentives.

3.2.1.2 Job Descriptions - Review and revision of job descriptions was among the
top factors in the Performance Issues Survey.

3-4
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3.2.1.3 Performance Incentives - A broad consensus among GOGCWS managers
exists for implementing a system of performance incentives. Managers want a fair
and honest incentives system which objectively identifies and rewards the most
productive and deserving work units and emplovees.

3.2.2 Recommendations:

Figure 3.2 shows the sequence of Performance Management System recommendations.

Figure 3.2
Performance Management System (PMS)

[

Performance Competencies | P
erformance
| Management System |—»= and 1 ncentives
! (Planning Standargs Ingicators) j JQb. :
| Descriptions l

BAS gt 4P ¢ A e YA & * L gy § T v, b o 2 hinatemanttanl o |

Tracking & Follow-up

vl

3.2.2.1 Performance Management System (PMS) - Design and develop a PMS to
promote productivity and efficiency for all major GOGCWS functions/processes and
defines the roles and responsibilities of GOGCWS managers. The PMS will have the
following features:

Performance Planning (Work Unit Planning - Goals & Objectives)

Performance Standards (Organization. Work Unit. Job)

Performance Control & Follow-Up (Indicators, Measurement).

3.2.2.2 Competencies & Job Descriptions - Revise and/or develop job descriptions
tailored to both GOGCWS functions/processes/new performance requirements and job
competencies/standards.

3.2.2.3 Performance Incentives - Dcvelop a fair and equitable performance
incentives system which is tied to the PMS and rewards performance with monetary
and non-monetary incentives.

3.2.2.4 Tracking - MTSS advisors and GOGCWS managers will track and follow-up
the progress of the performance strengthening approach.

3-5
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Functional / Structural Improvements

3.3.1 Findings:

3.3.1.1 GOGCWS Decree for Reorganization - A majority of GOGCWS Managers
support a review of the GOGCWS Decree. However, some believe that the current
decree is adequate if fully implemented.

3.3.2 Recommendations:

Figure 3.3 shows the sequence of Functional / Structural recommendations.

Figure 3.3
Functional / Structural Improvements

GOGCWS GOGCWS | GOGCWS
Statutory Foundation Mission Functions & Structure

£ )

'
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Decree for |[—i Planning
Reorganization g [
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T Eg ol RS
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3.3.2.1 GOGCWS Statutory Foundation - MTSS advisors and GOGCWS managers
will review the current GOGCWS decree, policy requirements, legal basis and the
overall context for change fostered by the national government as they relate to
managerial autonomy and financial viability.

3.3.2.2 GOGCWS Mission - MTSS advisors and GOGCWS managers will review
and revise the current GOGCWS organization and department mission statements to
insure that they clearly state the purpose of the organization/department, the services
delivered and their economic basis.

3.3.2.3 GOGCWS Functions & Structure - MTSS advisors and GOGCWS
managers will define, verify and justify the current GOGCWS organization both

functionally and structurally and determine organizational modifications which support
the current GOGCWS mission.

3-6
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For example, the GOGCWS must institutionalize and sustain the training function by
taking the necessary administrative steps to establish, staff and fund a fully
operating HRD/Training Department which will anticipate and meet the evolving
training, organization development and capacity building goals and needs of the entire
GOGCWS.

GOGCWS should provide the HRD/Training Department with appropriate autonomy,
resources, facilities and materials necessary to attract and motivate a highly qualified
training staff and to expedite planning and implementation of flexible programs that
are critical to the goals of the GOGCWS.

3.3.2.4 GOGCWS Decree for Reorganization - Amend the existing GOGCWS
decree for the reorganization of the GOGCWS based on the outcomes of the
functional and structural analyses of the GOGCWS.

3.3.2.5 Personnel Planning - Implement a comprehensive personnel policy, planning
and procedures function which enables the GOGCWS to establish optimal personnel
levels and skill requirements and includes the following components:

Current Staff Inventory

Career Planning & Progression (Certification)
Job Classification

Manpower Projections.

3.3.2.6 Tracking - MTSS advisors and GOGCWS managers will track and follow-up
the progress of the organization strengthening approach.

GOGCWS Goals (Managerial Autonomy, Financial Viability)
3.4.1 Findings:

3.4.1.1 Egyptian Public Sector Reform - GOGCWS managers have demonstrated
a broad consensus of positive support for the commercial orientation and goals of the
MTSS project (managerial autonomy, financial viability).

3.4.1.2 External Constraints and Internal Resistance - Managers believe that if
GOGCWS top management is committed to change, significant progress toward
financial and managerial goals is possible, but external constraints and internal
resistance may cause real change to come gradually.

3.4.1.3 Strategic Planning - The importance of Strategic Planning (Vision, Long
Range Goals) and Policy Formulation in an autonomous and effective organization
requires agreement among GOGCWS managers.
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3.4.2 Recommendations:

Figure 3.4 shows the recommendations for attainment of GOGCWS goals.

Figure 3.4

GOGCWS Goals

(Managerial Autonomy, Financial Viability)

GOGCWS | Strategic
Vision — Planning
“
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" Tracking.

 Follow-ip

S
o4

3.4.2.1 GOGCWS Vision - Develop a vision of the GOGCWS which describes the
future operation of the organization and serves as a target which guides the
development of the GOGCWS.

3.4.2.2 Strategic Planning - Develop a strategic plan which defines how to most
efficiently pursue the GOGCWS vision. GOGCWS should develop long-term goals,
annual targets for the next 10 years and evaluation criteria.

3.4.2.3 Tracking - MTSS advisors and GOGCWS managers will track and follow-up
the progress of the GOGCWS managerial autonomy approach.

3-8
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GOGCWS Management Survey

Chapter 4 - Action Plan for Survey Implementation

Introduction

The MTSS Management Development program recommends the following Action
Plan, consistent with the overall MTSS Project work plan, to fulfill the findings and
recommendations of the Management Survey.

Action Plan Approach

4.1.1 Senior Managers Seminars - The purpose of these two seminars is to provide

4.1.2

GOGCWS managers with the results of the MTSS Management Survey and
to present the Competency Based Management Development training goals and
approach.

4.1.1.1 Management Survey Feedback Seminar - Major Components

1. Competency Based Management Development (CBMD)

2. Performance Management System (PMS)

3. Functional / Structural Improvements

4. GOGCW S Goals (Managerial Autonomy, Financial Viability)

The feedback seminars will start at the base of the Management
Development pyramid model. All seminars will providle GOGCWS
managers with specific survey results and their relationship to policy
formulation, planaing and implementation.

4.1.1.2 MTSS Policy Formulation Approach - Seminar

This seminar will focus on policy formulation and the need for top
management commitment to the development, approval and
implementation of policies directly related to the MTSS project goals.

Policy Formulation Sessions - Establish interdisciplinary focus groups of
senior and mid-level GOGCWS managers representing key GOGCWS
departments to develop specific policies for attainment of financial viability
and managerial autonomy.

Groups will be facilitated by MTSS advisors. Each group will begin with a

training component to familiarize GOGCWS participants with the topic and the
policy formulation process.

4-1
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The focus groups will meet on a periodic basis over a 4 to 6 week period and
will produce a draft policy, for review by GOGCWS top management. In
some cases. the MTSS Steering Committee itself may serve as the policy
formulation Focus Group.

This policy formulation approach will include, but not limited to the following
policy topics:

Competency Based Management Development (CBMD)

1. Training System
2. Cooperation, Communication & Team Building
3. Empowerment & Delegation

Performance Management System

1. Performance Management System -
Plans, Standards, Measures/Indicators
2. Performance Incentives

Functional/Structural Improvement
1. Personnel Planning
GOGCWS Goals (Managerial Autonomy, Financial Viability)

1. Strategic Planning

42
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