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I  BASIC DATA 

  
A  Report data 

Report date Date of report: 1 April 2019 

Mission date (if field 
mission) 

From:  10/02/2019 To:  13/02/2019 

 

B  Responsible ADB staff 

Positions At approval At completion 

Regional Director Mr. J. Kolster Mr. M. El Azizi 

Country Manager Mr. K. Khushiram Ms. M. Blomberg 

Sector Director Mr. S. B. Jallow Ms. G. W. Gichuri 

Sector Manager Mr. S. B. Jallow Mr. V. Castel 

Task Manager Mr. M. Assefaw Mr. Y. H. Elwan 

Alternate Task 
Manager 

Ms. A. Hamza Ms. A. Serna 

PCR Team Leader  Mr. Y. H. Elwan 

PCR Team Members 
 Ms. A. Serna 

Mr. H. Kamoun 

 

C  Project data 

Project name:  GABAL EL-ASFAR WASTEWATER TREATMENT PLANT – STAGE II PHASE II PROJECT 

Project code: P-EG-E00-001 Instrument number(s): 2000130004680 

Project type: Public Project 
Investment 

Sector: Water Supply and Sanitation 

Country: Egypt Environmental categorization (1-3): 1 

Processing milestones – ADB 
approved financing only 
(add/delete rows depending 
on the number of financing 
sources) 

Key Events (ADB approved 
financing only) 

Disbursement and closing dates (ADB 
approved financing only) 

Financing source/ 
instrument1: ADB Loan 

Financing source/ instrument1: Financing source/ instrument1: 

Date approved: 07/10/2009 Cancelled amounts: 0.19 Euro 87 months 

Date signed: 10/11/2009 Supplementary financing: 0   

PROJECT COMPLETION REPORT  
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AFRICAN  
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Date of entry into force: 
28/06/2010 

Restructuring (specify date & 
amount involved):  

Initial disbursement deadline : 31/12/2015 

Date effective for 1st  
disbursement: 28/06/2010 

Extensions (specify dates): 
2 years: from 31/12/15 to 
31/12/17 
1 year: from 31/12/17 to 
31/12/18 

Revised closing date: 31/12/2018 

Date of actual 1st 
disbursement: 9/01/2014 

  

Financing source/instrument 
(add/delete rows depending 
on the number of financing 
sources): 

Disbursed 
amount 
(amount, 
euros): 

Percentage 
disbursed (%):  

Undisbursed 
amount 
(UA): 

Percentage undisbursed 
(%):  

Financing source/ 
instrument1:  
ADB (UA 48,56 million), the 
equivalent of € 53.33 million 

53,329,999.81  99.99% 0.16 0.00% 

Government:  
UA 75.550 million or € 81.823 
million 

77,063,210.10 94.18% 4,760,275.82 5.82% 

Other (e.g. co-financiers) 
AFD (UA 45.54 million or € 50 
million) Cancelled 

-- -- -- -- 

TOTAL : € 135,153,485.92  130,393,209.91 96.48% 4,760,276.01 3.52% 

Co-financiers and other external partners: AFD, GoE 

Executing and implementing agency (ies): Construction Authority for Potable Water and Wastewater 

 
D  Management review and comments 

Report reviewed by Name Date 
reviewed 

Comments 

Country Manager Y FAL   

Sector Manager V. CASTEL   

Regional Director  M. EL AZIZI   

Resident representative Ms. M. BLOMBERG   

Sector Director Ms. G. GICHURI   

 

 II  Project performance assessment 

A  Relevance 
 

1. Relevance of project development objective 

Rating* Narrative assessment (max 250 words) 

 
 

The sectorial objective of the project is to contribute to the achievement of total coverage of 
improved sanitation services throughout Egypt. Its specific purpose is to improve the quality of 
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wastewater discharged into the drainage system in Cairo East, increasing the capacity of Gabel 
Asfer Wastewater Treatment Plant (GAWWTP) by 500 000 m3/day, thus the total capacity will be 
2.5 million m3/day at completion.   
Increasing the capacity of the wastewater treatment plants up to full coverage has been to date 
one of the sector priorities for the GoE, and it has been conveniently reflected in GoE’s Five Year 
Development Plan (2007-2012) and in 2017-2037 National Water resources plan. Going further, the 
GoE has already planned the future expansion of the plant in the Country’s 2037 development 
master plans. Similarly, the development of infrastructure related to water and sanitation, is a 
constant in Egypt’s Country Strategy Papers from 2007 to nowadays (2015-2019). Finally, the 
project is well aligned to the 2011 social and political mobilization revolution movements, which 
claimed for changes called for greater access and inclusivity of basic services and to address 
population critical needs, amongst others. Consequently, The project development objective 
remains relevant over the project lifetime. The development objective is fully noticeable through 
the results achieved and the positive social, economic and environment impacts.  

* For all ratings in the PCR the following scale are used:  4 (Highly satisfactory), 3 (Satisfactory), 2 
(Unsatisfactory), 1 (Highly unsatisfactory) 
 

2. Relevance of project design 

Rating* Narrative assessment (max 250 words) 
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The project’s purpose was to improve the quality of wastewater discharged into the drainage 
system in Cairo East, through the increasing of the capacity of GAWWTP by 500 000 m3 per day, 
from 2 million m3/day to 2.5 m3/day. This would contribute to the coverage of the planned 
expansion due to population growth. It is worth noting that GAWWTP follows a programmatic 
approach, and that the project covered the Phase II stage II. Another extension (phase III) was 
planned for the medium term. The total planned capacity of GAWWTP after completion of phase III 
is 3.5 million m3/day.  

Capacity building and promotion of improved sanitation, hygiene and environment, were identified 
as parallel activities that will build-in CAPW (executing agency) management abilities and increase 
population awareness. The infrastructure development was planned to be implemented through a 
design-build-operate through international bidding.  

At appraisal, CAPW was identified as the executing agency, which will hand over the service 
management to the HCWW (Holding Company for Water and Wastewater) after two years of on-
job learning and upon project completion. The project was initially co-financed by the French 
Development Agency (AFD, the African Development Bank (ADB) and the GoE. 

The project was implemented according the appraisal design, with the following minor 
modifications, which validates the relevance of the project design from appraisal to completion: 

 The AFD decided to withdraw its co-finance for the project, which generated delays but did 
not impact the Bank’s financing schema, as it was agreed that the additional funds needed 
would be supported by the GoE; 

 Procurement issues –related to the alleged leakage of information to bidders during the 
bidding process- following the withdraw of the AFD’s funds, delayed the bidding award and 
therefore, the start-up of the project for 4 years. This delay has not impacted negatively the 
initial design of the project; 
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 Wastewater treatment plant expansion was awarded to the consortium Hassam Allam – 
Acciona – Passavent and results on important savings (about 30% of expected budget) for 
the project; and  

 Taking into account the dimension of GAWWTP and the capacities of HCWW, GAWWTP 
management will be delegated to a private operator (by CAPW, the Egyptian assets holder) 
when the contractor’s contract is ended. 

 

3. Lessons learned related to relevance 

Key issues  
(max 5, add rows as 
needed) 

Lessons learned Target audience 

Needs to comply 
with the country 
and ADB strategy 

The project fully complies with the Borrower’s and ADB’s 
strategy, this reinforces the country performance and 
cooperation with other Donors. The GoE is encouraged to 
continue in this process, addressing the sanitation issue and its 
negative impact on the environment  

Borrower 
CAPW 
GCSDC 

ADB 

Needs to consider 
the programmatic 
approach, 
maximising the 
project benefits            

The programmatic approach followed by Government of Egypt 
provides more flexibility and benefits to the design of this 
project. The stand-alone project should be conducted for such 
big size projects avoiding institutional and technical risks. 

Borrower 
CAPW 
GCSDC 

ADB 

Impact of the 
Procurement on 
the delay 

There were procurement problems, which delayed the start up 
and the outcomes of the project for 4 years (i.e. Joint finance 
with AFD, Use of Design-Build-Operate documents, project 
complexity, Arab Spring and security). Prevention measures 
should have been defined and implemented in the appraisal 
phase to avoid such problems (i.e. relevance of Advance 
Procurement, MoU between co-financers for joint financing).   

Borrower 
CAPW 
ADB 

The gain in 
choosing an 
appropriate 
technology 

The technology retained seems to be the most appropriate as 
far as the benefits expected are fulfilled and further enhanced 
by a good performance with regards to the generation of 
electricity. New technology may be explored to increase 
profitability in future projects. The Design-Build-Operate 
provides sufficient potentials of best technologies while increase 
project complexity.  

Borrower 
CAPW 
ADB 

 Needs to improve 
the estimation cost 
of the project 

The previous experience of GOE with similar projects should 
have helped achieve a better cost estimate of the project. The 
project benefitted from an important cost savings due to 
effective competitive process. Consequently, the withdrawing of 
AFD from the financing plan did not affect the implementation 
of the project, but indicates some weaknesses in the estimation. 
Cost estimation and benchmarking should be analysed further in 
next projects.   

Borrower 
CAPW 
GCSDC 

Engineering 
Consultant 

ADB 
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B  Effectiveness 

1. Progress towards the project’s development objective (project purpose) 

Comments 

Provide a brief description of the Project (components) and the context in which it was designed and 
implemented. State the project development objective (usually the project purpose as set out in the RLF) and 
assess progress. Unanticipated outcomes should also be accounted for, as well as specific reference of gender 
equality in the project. The consistency of the assumptions that link the different levels of the results chain in the 
RLFshould also be considered.  Indicative max length: 400 words. 

The Gabal El Asfar Wastewater Treatment Plant, stage II, Phase II Project is part of a large program, which aims 
to address the national issue of public health and environment protection by improving the quality of 
wastewater, discharged into drainage system in Cairo East. It targets an additional population of 2.5 million in 
Cairo East and around 785,500 living downstream of the Plant. The project components were : 
1. The construction of facilities and equipment of a treatment Plant with an additional capacity of 500,000 

m3/day, bringing the Gabal El Asfar Plant’s capacity to 2.5 Mm3/day, by the completion of Phase II. The 
contract includes the operation and  maintenance of the facilities during two years before eventually 
handling over the exploitation to CAPW/Greater Sanitary Drainage Company; 

2. Institutional Support and Sanitation & Hygiene Promotion : This component includes i) on-job training on 
O&M and capacity building of selected staff of the executing agency (CAPW) and the beneficiary (GCSDC); 
ii) the conduction of awareness campaigns for the people living along the drainage system and around Lake 
Manzala; and iii) the audit of the project accounts; 

3. Engineering Services to review and update existing bid documents, assist with procurement, review design, 
supervision during construction, works commissioning, and monitoring during O&M period including staff 
training.  

The Outputs of the Project consist on the achievement of the Treatment Plant with a nominal capacity of 
500,000 m3/day. This capacity is already operational but, as assessed during the appraisal, is  insufficient to 
meet the additional wastewater of the East Cairo system. A third phase is being prepared to increase the 
whole capacity of the Gabal El-Asfar Treatment Plant to reach 3.5 million m3/day after completion of Phase III. 
An additional staff around 200 persons and 30 managers have been trained during the construction and 
operation phases. Overall, the institutional component was not well documented in the reporting. 
The outcomes expected at the appraisal have been achieved based on the testing of the technical indicators 
and the impact on the improvement of the quality of water disposal, the reduction in electricity cost up to 
70%; the impact on employment, health, increment in farmers and fishermen income.  
Projects results: The project results during the first 7 months of operation are satisfactory and comply with 
the different performance indicators expected at the appraisal. Taking into account these different indicators, 
the project development objectives will be achieved by 2020 and thereafter. 

 

2. Outcome reporting 

Outcome 
indicators (as per 
RLF;  add more 
rows as needed) 

Baseline 
value 
(Year) 

(A) 

Most 
recent 
value  

(B) 

End target 
(C)  

(expected 
value at 
project 

completion) 

Progress 
towards target  
(% realized) [(B-

A)/(C-A)] 

Narrative assessment  
(indicative max length: 
50 words per outcome) 

Core 
Sector 

Indicator 
(Yes/No) 

Outcome 1: 
Wastewater 
discharged meets 

SS: 350 
mg/l 
 

SS: 20 
mg/l 
 

SS: 20 mg/l 
 
 

100% 
 
 

Wastewater effluent 
discharged  meets 

Yes 
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national 
environmental 
standards 

BOD5: 
250 mg/l 

BOD5: 
30 
mg/l 

BOD5: 20 
mg/l 
 

100% national environmental 
standards 

Outcome 2: 
Better quality 
water in the drain 
system and Lake 
Manzala 

    This outcome does not 
have any specific 
indicator so its 
progress cannot be 
properly measured.  

Yes 

Outcome 3: 
Improved public 
health among the 
population in the 
project site, along 
the drainage 
system, and Lake 
Manzala 

Incidence 
of water 
borne 
diseases:  
 
17,000 
cases / 
100,000 

 Incidence of 
water borne 
diseases:  
 
 
3,000 cases / 
100,000 

 The WWTP is operating 
since August 2018; 
therefore, the 
operating time is not 
enough to measure 
and to appreciate a 
reduction of water 
borne diseases for 
target population. This 
indicator should be 
assessed from 2020 

Yes 

Rating* (see IPR 
methodology) 

Narrative assessment  
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The project design has been conducive to achieve the project outcomes. Thus 500,000 
m3 of wastewater are treated per day accordingly to national standards, covering an 
equivalent of at least 2.5 million people wastewater production and benefitting the 
whole catchment area residents (8 million people) and downstream population 
(785 000 people). The treated effluent has a positive impact on health and 
environment, improving life conditions for target beneficiaries and ecosystems. The 
development objectives will be fully realized by 2020, and the transfer of the operation 
of the plant to a specialized operator, added to the improvement reorganisation set up 
and the tariff adjustments will reinforce the performance of the project. 

 

3. Output reporting 

Output 
indicators (as 
specified in the 
RLF; add more 
rows as needed) 

Most recent 
value  

(A) 

End target 
(B)  

(expected 
value at 
project 

completion) 

Progress 
towards 

target  
(% realized) 

(A/B) 

Narrative assessment  
(indicative max length: 50 words per 
output) 

Core 
Sector 

Indicator 
(Yes/No) 

Output 1: 
Additional 
treatment 
capacity  

500,000 
m3/day 

500,000 
m3/day 
additional 
treatment 
capacity 
added to 
GAWWTP 

100% The WWTP has been designed for a 
peak capacity of 650 000 m3 per day. 
Considering maintenance operations, 
the average capacity is 500,000 
m3/day and this is the current 
average volume of wastewater 
treated from the Phase II stage II.  
This target has been achieved from 

Yes 
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August 2018, when the plant started 
the operation.  

Output 2: 
Treated effluent 
discharged into 
drains 

105 million 
m3 

About 182.5 
million 
m3/year of 
treated 
wastewater 
(effluent) 
discharged 
into the 
drainage 
system 

57.5% The plant has been operating 
continuously from August 2018, 
therefore the total amount treated to 
the daily volume for seven months of 
operation. This target output will be 
reached in August 2019, when the 
plant would have been operated for a 
whole year. The flexibility in the plant 
design would ensure the achievement 
of this target as it is not necessary to 
stop the plant for maintenance or 
reparation if needed.  

Yes 

Output 3: 
Electricity 
produced 

70% of 
Energy 
needed 

70% of 
Energy 
needed 

100% The plant recovers up to 70% of the 
total energy consumed compared to 
an average energy recovery of 60% in 
similar characteristics plants (as 
phase II stage I). The energy 
consumption in the oxidation process 
aims to be optimized in order to 
increase even more this high-energy 
recovery percentage. This parameter 
is key for the financial sustainability 
of the plant 

Yes 

Output 4:  
Availability of 
sludge 

80 Ton/day Approximat
ely 100 tons 
of sludge 
produced 
per day 

80% The sludge production is a biological 
process that occurs during the 
primary and secondary treatments. 
The nominal production of 100 tons 
will be reached after one year of 
operation, thus in August 2019. This 
sludge is currently sold to a private 
enterprise and contributes to the 
financial sustainability of the plant 

Yes 

Output 5:  
Trained 
professional 
staff including 
females in 
CAPW & GCSDC 

230 More than 
230 staff of 
CAPW & 
GCSDC 
trained on 
gender, 
water 
and 
sanitation 
issues (both 
men 
and women) 

100% 230 people have been trained on 
issues related to water and 
sanitation, including on-job training 
for the wastewater treatment plant 
staff 

Yes 
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Output 6: 
Awareness 
Campaigns in 
improved 
sanitation 
hygiene 
and 
environment 

30% 30% 
increase in 
residents 
practicing 
improved 
hygiene 
behaviour 
by 2014, 
especially 
among 
children and 
women. 

100% 2.5 million people (over 400,000 
households) have a sustainable 
sanitation service according to 
international standards.  
Hygiene awareness campaigns have 
been implemented in the project 
areas 
Two times per year, over 75 students 
are sensitized about hygiene 
behaviour and the wastewater 
services provided 

No 

Rating* (see IPR 
methodology) 

Narrative assessment  

 
 

4 

The outputs concerning the WWTP works have been fully achieved (or will be achieved 
during the first year of O&M), including an energy recovery rate higher than expected, thus 
contributing positively to financial sustainability. For the capacity building and awareness 
components, some weaknesses have been identified, for example, lack of an awareness 
proper strategy or lack of specific gender trainings; however, these have not prevented the 
project to achieve the outputs.  

 

4. Development Objective (DO) rating 

DO rating  
(derived from 
updated IPR)* 

Narrative assessment (indicative max length: 250 words 

 
 

4 

The ADB Loan was declared effective in November 2010. Originally, project implementation 
was scheduled for 4 years from 2010 to 2013. The project completion was accordingly 
revised twice to 31/12/2017, then to 31/12/2018 and instead of the delaying the outcomes, 
they have together with outputs and additional impacts been fully achieved. 

 

5. Beneficiaries (add rows as needed) 

Actual (A) Planned (B) Progress 
towards 
target  

(% realized) 
(A/B) 

% of 
women 

Category (e.g. farmers, students) 

2.5 million 
benefiting from 
the additional 
capacity of the 
GAWWTP; 

2.5 million benefiting from 
additional capacity of the 
GAWWTP; a total of 8 million 
living within the catchment 

100% 51% Population living within the 
catchment 

785 800 
persons 

785,800 living downstream of 
the plant 

100% 50% Population living downstream the 
water plant, fishers 

230 employees 230 staff of CAPW & GCSDC 
(both men and women) 

100% 100% Managers, technicians, engineers, 
masons, etc. 
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Over 300 
students and 
delegations  
visiting the 
infrastructure 

Not initially quantified   Managers, students, engineers, 
etc. 

200 permanent 
staff 

Temporal and permanent 
workers 

100% <10% Technicians, engineers, masons, 
etc. 

 

6. Unanticipated or additional outcomes (add rows as needed) 

Description 
 

Type (e.g. gender, 
climate change, 
social, other) 

Positive 
or 

negative 

Impact on 
project (High, 
Medium, Low) 

Very long delay in the start-up of works and the operation 
of the Plant 

Environment 
Social 

Economic 

 
Negative 

 
Medium 

The area around the plant has developed infrastructures, 
roads are entirely paved, residential are linked to the power 
network and the pilot farm extended  

Social, gender, 
employment 

 
Positive 

 
High 

Farmers who own land combine work on their own land 
with work as wage labourers with other activities in order 
to maintain their livelihood, 

Social, gender, 
employment 

 
Positive 

 
High 

the project has created casual labour in the area Social, gender, 
employment 

Positive High 

The auto-generation of electricity has exceeded usual 
performance  

Climate change 
Financial & 
Economic 

 
Positive 

 
high 

 

7. Lessons learned related to effectiveness (add rows as needed) 

Key issues (max 5, add rows as needed) Lessons learned Target audience 

The need for an integrated approach and 
coordination in the management of the water 
and sanitation sector 

The sector of water and its sub-sector are 
managed by different operators (CAPW for 
implementation of works, CPWC for O&M 
Water Supply and GCSDC for O&M of 
sanitation). The Government should 
optimise this structure in the perspective 
to improve synergy and coordination them   

Borrower 
CAPW 
CPWC 
GCSDC 

Importance of the investment optimisation  Gabal El-Asfer technology shows a very 
positive option to recycle the methane 
production, significantly reducing the 
plant’s energy cost. Such technology is 
recommendable for similar projects.  

CAPW 

Needs to improve the preparation of the 
project procurement and the estimation of 
the project in order to reduce the long start-
up period  

Procurement issues have delayed the 
start-up of the project, with implication of 
withdrawal of ADF, replaced by the 
commitment of GOE to cover any cost 

Borrower 
CAPW 

Consultant  
ADB 
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overrun. Advance procurement is 
recommended for similar complex projects 

Needs to develop the strategy of reuse of 
wastewater and sludge 

The strategy for the reuse of water and 
sludge should be clearly defined and 
polluters and users must be closely 
controlled in order to maximize the 
benefits of the project. 

Borrower 
CAPW 

Farmers 
Industrials 

Needs to maintain and continuously follow  up 
the sensitization of the population on the 
merit of a good hygiene on the quality of life 

Sensitization and awareness campaigns for 
the improvement of hygiene and 
sanitation promotion are key challenges to 
overcome the incidence of water and 
sanitation related disease   

Borrower 
CAPW 
GCSDC 

Beneficiaries 

Importance of the monitoring and evaluation The monitoring and evaluation was 
focused on the construction with few 
details on environment and social 
activities. Absence of a environment 
specialist in the PIT and Bank’s supervision 
(for category 1), while .main activities are 
delegated to the contractor and the 
consultant 

Borrower 
CAPW 

Contractor 
Consultant 

ADB 

 

C  Efficiency 
 

1. Timeliness 

Planned project duration – 
years (A) (as per PAR) 

Actual implementation time – 
years (B) (from effectiveness for 

1st disb.) 

Ratio of planned and actual 
implementation time (A/B) 

Rating
* 

(60 months; from September 
2009 to June 2014, as per PAR) 

90 
 

0.67 1 

Narrative assessment (indicative max length: 250 words) 

Originally, the project implementation was scheduled for 4 years from 2010 to 2013.  The construction 
(implementation) was done in 4 years from the date of contract signature with the contractor (end of 2013).  
The project experienced important delays due to procurement issues, combined with the withdrawal of AFD 
financing and social instability prior and during Arab revolution. 
The project completion date revised to end of December 2017 followed by a testing period of 6 months and 
the operation started in August 2018. The project was fully completed in December 2018.  

 

2. Resource use efficiency 

Median % physical 
implementation of RLF outputs 

financed by all financiers (A) 
(see II.B.3) 

Commitment rate (%) (B)  
(See table 1.C – Total 

commitment rate of all 
financiers) 

Ratio of the median percentage 
physical implementation and 

commitment rate (A/B) 

Rating
* 

100% 73.57% 1,35 4 

Narrative assessment (indicative max length: 250 words) 
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The WWTP works were overestimated during the feasibility studies. The expected work cost was € 185.5 
million and the contract was awarded by a total of € 127.5 million (construction cost only), saving 31% of the 
expected cost. This saving, which explains the resource efficiency, has not interfered with the technological 
choice nor the result. The cost underrun results also from the positive conditions of the competitive biddings 
in 2013. The Bank’s loan was fully disbursed while the GoE covered the difference. Adherence to cost 
schedule is considered as perfect, and this performance will affect positively the cost-benefit analysis.   

 

3. Cost benefit analysis 

Economic Rate of Return  
(at appraisal) 

Updated Economic Rate of Return  
(at completion) 

Rating
* 

14,7% 30% 4 

Narrative assessment (indicative max length: 250 words) 

The recalculation of ERR will apply the same model, but with some minor modification of the assumptions. 
At the appraisal, it was considered 3 quantifiable benefits: i) economic value of the wastewater which used 
for alternatives proxy value and a lump sum for sludge and health benefit as a 30% in reduction disease 
incidence. These benefits are updated for sludge production and health impact and completed by the saving 
in auto-produced electricity (covering around up to 70% of the Plant requirements in energy), and the 
evaluation of 1.5 million working days during the implementation. The parameter of the economic value of 
the wastewater is refined on the basis of its the marginal cost, which represent  the break point event for 
GCSDC to recover 100% of its operation and maintenance expenses (including the Gabal El-Asfer Plant 
estimations). This is estimated at 1.6 EGP per m3 treated. The tariff structure recently revised in the 
perspective to reduce the gap between the economic price and the current tariff corroborates this value.  
Based on these assumptions, the IERR states at 30%, versus an estimate IERR of 14.7% at appraisal. This 
performance results from the saving in investment cost (around 40% and the updating of the benefits, 
completed by the valorisation of electricity savings and work force used during the construction, and which 
benefitted the population around the project.   

The rate of return would be higher if it were possible to integrate all of the immediate and long-term 
benefits. Among others benefits: Improving the standard of living of the urban and rural population; 
reduction of absenteeism in the workplace and schools (including girls); possibility to farmers and anglers to 
increase their income. The project has thus exceeded the expected financial and economic advantages. 

 

4. Implementation Progress (IP) 

IP Rating 
(derived 

from 
updated 

IPR) * 

Narrative comments (commenting specifically on those IP items that were rated 
Unsatisfactory or Highly Unsatisfactory, as per last IPR). (indicative max length: 500 words) 

 
 
 
 
 
 

3 

The Gabal El Asfar implementation progress was globally appreciated through the different 
supervision mission and audit reports. The contractor has respected the implementation period 
of 42 months. However, it is worth noting that the project took 4 years to start up, because of 
bidding constraints, namely,  technical offers judged non-feasible, information leakages 
suspected and drop of the AFD’s funds, mainly. This delay could hardly have been foreseen and 
none of the project stakeholders is responsible. The Engineering services were awarded in 2011 
and have accompanied the PIT and the contractor during all the project implementation, 
including the 24 months of O&M. 
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The very slow start and the pace implementation compares poorly with appraisal estimates (90 
months versus 60 months), but this has not affected the substance of the project. It just 
delayed the outcomes. Operation and monitoring are progressing well.  
On the other hand, progress on the component Institutional support was slow and weak and 
not properly documented (very little data has been provided). 

 

5. Lessons learned related to efficiency 

Key issues (max 5, add rows as 
needed) 

Lessons learned Target audience 

Estimation of  the duration of the 
implementation period for the project 
was ambitious for a large and complex 
project 

A more flexible timeframe should be expected for 
projects with this size and complexity, considering 
the potential procurement issues and their 
impact.  Advance procurement is recemended for 
similar complex projects 

Borrower 
CAPW 

Consultant 
ADB 

Needs to reinforce the monitoring and 
evaluation activity  

The PIT should be reinforced with a qualified 
specialist on monitoring and evaluation of 
Environment Management. 

Consultant 
CAPW 
ADB 

Needs for a better estimation of the 
cost of the project.  

The drop of an important financier may have 
jeopardized the project implementation. 
Experience of CAPW  should be valued for the 
future projects, avoiding the big deviation. 

Borrower 
CAPW 

Consultant 
ADB 

Flexibility of procurement process to 
avoid dropping the project 

The preparation process should be reinforced, 
including the recruitment of Engineering service 
consultants if needed, for further and deeply 
studies at the preliminary stage.  

Borrower 
CAPW 

Consultant 
ADB 

 

D  Sustainability 
1. Financial sustainability 

Rating
* 

Narrative assessment (indicative max length: 250 words) 

 
 
 
 
 
 
 
 
 
 

3 

The financial sustainability of the plant is defined by the wastewater bill, energy recovery (amounting 
to 70% of plant energy consumption) and the output commercialisation (for sludge, in this case, as 
treated wastewater is not commercialised for the moment). GoE has defined the wastewater tariffs 
that allows covering operation, maintenance and rehabilitation costs, enhancing full recovery cost in 
the years to come. Once the 24 months of operation and maintenance will be achieved, the 
contractor will hand-over the management of the plant to CAPW, the executing agency. In parallel, 
CAPW will delegate the plant management to a private sector company, as it happens for the other 
stages of Gabel El-Asfar WWTP, following a competitive bidding. Financial sustainability in the 
following years will be therefore granted by contract with the private operator.  
Additionally to the financial analysis for the plant, there are important issues that contribute to the 
financial viability of the project. First, the improvement of health in target population will contribute 
to increase their incomes from their daily activities. Second, the job creation in the zone of 
intervention due to the project implementation and operation (including output management). 
Third, due to environmental improvement downstream, fishing activities are probably increased in 
Lake Manzala, protecting the health of fishers and fish consumers and all downstream population, 
(785,500 people). The sensitization and awareness campaigns for a better behaviour will strengthen 
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the ownership of the population. Finally, the commitment of the Borrower to revise the tariffs 
annually, in order to reach the long marginal cost of wastewater, and the continuous sensitization of 
the population will sustain the appropriation of the beneficiaries. 

 

2. Institutional sustainability and strengthening of capacities 

Rating
* 

Narrative assessment  (indicative max length: 250 words) 

 
 
 
 
 
 
 
 

3 

The implementation agency, CAPW, is eventually the responsible for the Operation and Maintenance 
of the Gabel Al Asfar Plant (all the plant, including stage I and II), as well as for infrastructure 
rehabilitations and expansions. They have sound experience in WWTP management and moreover, 
they have been beneficiaries of capacity building and technical assistance during the project lifetime. 
In August 2020, following the end of the contractor engagement, CAPW will delegate the plant 
management to a private entity following a competitive bidding. They will keep the role of contract 
supervisors.  
Once all the Gabel El-Asfar Plant will be fully constructed, the M&O of the plant will be handed over 
to a qualified private operator. Currently, 230 staff are working permanently on the plant M&O. They 
have been specifically trained for their mission and on-job trained as well. Taking into account their 
experience and competences built during the project, it is expected that most of them will be 
absorbed by the private entity from August 2020.  
From the beneficiaries’ side, the awareness campaigns implemented will enhance the sustainable 
use of the service and the bill payment. However, the PCR mission was not able to assess the impact 
of the awareness campaigns implemented. 

 

3. Ownership  and sustainability of partnerships 

Rating
* 

Narrative assessment (indicative max length: 250 words) 

 
 
 
 
 
 

3 

CAPW is the responsible authority for the construction of water and wastewater infrastructure 
projects in Cairo and Alexandria; GCSDC, the national company for sanitary drainage in Cairo 
responsible for O&M of urban sanitation in Cairo; and the private sector, through the consortium 
Hassam-Acciona-Passevent for works and Sogreah (Artelia’s group) for services. All the partnerships 
are relevant stakeholders at national and international level. The important role of GCSDC in the 
O&M of the plant in the years to come has been slightly neglected in the project implementation, as 
CAPW was the executing agency and they will manage the wastewater treatment service for the next 
years until the whole plant will be constructed. 
There have been large consultation of stakeholders during the preparation stage of the project, 
including professors and sector experts for assessing the offer technical feasibility.  
Third, beneficiaries have participated in the project through consultation and sensitization from the 
identification to the completion phases. The project has not identified any negative social impact and 
the ownership of the project from the beneficiaries’ point of view is high. There were no complaints 
recorded during the implementation of the project. 

 

4. Environmental and social sustainability 

Rating
* 

Narrative assessment (indicative max length: 250 words) 

 
 

The environment and social impact assessment studies have been carried out during the design 
phase and before the commencement of each construction phase, including public consultation and 
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3 

sensitisation when needed. Weekly safety tour and monthly meetings are performed with Follow up 
reports and photographs to improve safety and make procedural corrections if needed. The 
Consultant requested the Contractor to remove all piles of rubbish from site and to submit the 
cleanliness plan. No complaints were registered during the implementation. 
Social impact: The project has created job opportunities at varied skills during the construction and 
during the operation and maintenance phase. The project as a whole is likely to improve the 
livelihood and living conditions of an additional population of 2,285,000 as far as the performance 
indicators conform to national recommendations. 230 employees (men and women) in senior 
positions from CAPW & GAWWTP got benefit from the training sessions. Sensitization and awareness 
campaigns are a continuous activity, funded by the Government of Egypt. This will reinforce the 
appropriation of the population of the project and its merit on their life. 
Knowledge sharing program between CAPW and Faculty of Engineering and Technical Institute and 
the staff operating on site during the operation period recognize the benefit they are getting through 
the transfer of technology. 

 

5. Lessons learned related to sustainability 

Key issues (max 5, add rows as 
needed) 

Lessons learned Target 
audience 

Needs to reinforce the composition 
of the Project implementation Team 
(PIT) by a specialist in monitoring 
and evaluation (Social and 
Environment) 

The PIT has established a team of one coordinator and 3 
Engineers. Monitoring and Evaluation were completely 
managed by the Engineer. Monitoring and evaluation 
should be strengthened in terms of results and human 
resources. 

Borrower 
CAPW 
ADB 

Needs to avoid the frequent change 
in the composition of the Project 
implementation Team 

The Project implementation Team has been modified 
several times starting from the coordinator to the different 
members. Measures to secure the stability of the PIT 
should be adopted from the beginning of the project.  

Borrower 
CAPW 
ADB 

Importance of a good preparation, 
reducing the number of conditions.  

The ‘other conditions’ associated to the loan are numerous 
and have not been all fulfilled according to the 
undertakings of the Borrower. The Bank neither insisted on 
their follow up. The Bank and the Borrower should optimize 
the number and the objective of the conditions of the Loan. 

Borrower 
CAPW 
ADB 

Importance of the Ownership of the 
facilities through the sensitization 
and continuous awareness 
campaigns 

The sensitization/awareness campaigns should be allowed 
the most priority during the conception, the 
implementation and the operation of the project. The Bank 
and the Government should explore the possible assistance 
by specific trust funds or any other grant facility. 

Borrower  
CAPW 
ADB 

Needs to adjust the tariff in order to 
reach the economic value of the 
wastewater. 

Despite the water stress situation in Egypt, water and 
sewerage tariffs are among the lowest in the World. The 
tariffs of water (being the 75% allocated to wastewater) will 
be adjusted annually to reach progressively the marginal 
cost. Full cost recovery needs to be a high priority for next 
projects.  

Borrower 
CAPW 
ADB 

 

 III  Performance of stakeholders 

1. ADB performance 
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Rating
* 

Narrative assessment by the Borrower on the ADB’s performance, as well as any other aspects of 
the project  
(both quantitative and qualitative). See guidance note on issues to cover. (indicative max length: 
250 words) 

 
 
 

3 

The overall performance of the Bank is assessed as satisfactory. It has reacted timely and with 
flexibility to the Borrower’s requests during the procurement process. The AFD withdrawal has not 
affected the financing plan and despite the long delay in the process, ADB assistance was much 
appreciated. During the implementation, there were few supervision mission to provide more 
guidance. The Bank recommendations on the quarterly progress audit reports have been useful to 
improve the quality of the reporting. Disbursements through the Direct payment method have been 
done timely. 

Comments to be inserted by the ADB on its own performance (both quantitative and qualitative). See 
guidance note on issues to cover. (indicative max length: 250 words) 

The Bank has reacted timely and with flexibility to the Borrower’s requests during the procurement process. 
However, the supervision was limited to an average of one mission per year, covering just the technical part 
of the project and goving less importance to the follow-up and evaluation of the institutional and 
sensitization component.  

The others conditions related to the notification of the Bank on the institutional changes, providing a time 
frame concerning the future institutional arrangements, taking necessary measures to cover at least 
operation and maintenance cost and submitting the status on the implementation of the tariff structure 
have not been strictly followed by the Bank, otherwise, the disbursements will be slowed down.  

Monitoring and evaluation of the environment and social indicators were not well documented by the 
Borrower and the Bank preformed only one environment and safeguard audit for the lifetime of the project.  

Key issues (related to ADB performance, 
max 5, add rows as needed) 

Lessons learned 

Needs to reinforce the supervision 
missions in terms of number and 
composition 

The Bank should undertake more than one supervision per year, 
even if the project seems to progress adequately, including multi-
disciplinary experts, to cover the different aspects of financial, 
technical, institutional, environmental and social result indicators. 

The needs of a better follow up and 
implication during the implementation  

Others conditions have been partially applied without having 
informed the Bank on the evolution of the institutional 
reorganisation.  

Impact of the number and the objectives 
of conditions 

Others conditions related to the improvement of the sustainability 
and the cost recovery should be more comprehensive and 
monitored as well as the physical components.   

Procurement Arrangements In situation where non-standard procurement documents have 
been used, the Bank has to refrain from “micro managing” 
procurement process of the EA/GoE, as long as there is good 
country system with good fiduciary system is in place. 

 

2. Borrower performance 

Rating
* 

Narrative assessment on the Borrower performance to be inserted by the ADB (both quantitative 
and qualitative, depending on available information). See guidance note. (indicative max length: 
250 words) 
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3 

Although the conditions prior to effectiveness have been timely fulfilled, the compliance with other 
conditions was variable. The communication with the ADB on the progress made on Institutional 
framework set up was weak as well as limited reporting on the institutional and awareness 
component, even if as they were financed by the Government. The quarterly progress reports 
prepared by the consultant and reviewed by CAPW were submitted, but focused on physical and 
financial progress, neglecting the others two components. The progress reports did not provide the 
ADB with enough information on the tariff revision.  Audit reports have been timely submitted and 
are satisfactory and the contribution of the Government was timely disbursed with any complaints or 
deviation. However, this contribution was only recorded in the GOE accounting system. 

CAPW, as the Executing agency, was responsible for the overall coordination of the project 
implementation of the project activities through regular meetings with the contractor, reviewing 
quarterly progress reports and physical inspection of the Project.  

GCSDC, supposed to be the operator of the Plant has not been fully involved in the process of the 
implementation and its contribution was limited to providing some technicians to benefit from few 
trainings sessions. 

The overall performance of the Borrower and the Executing Agency were assessed satisfactory, with 
areas of weaknesses on the communication to the ADB of the new orientation to hand over the 
operation of the Plant and on the reporting of the institutional support and Hygiene & sanitation 
support component and the progress in the pricing update.  

 Key issues (related to Borrower performance, 
max 5, add rows as needed) 

Lessons learned 

The need to address institutional and cost 
recovery issues as part of support for 
infrastructure development and the sector 
sustainability 

The Borrower has given priority to resolving the 
procurement issues and the progress in the implementation 
of the works, while the institutional and financials 
improvements require a similar attention as foreseen during 
the preparation of the project.  

Needs to improve the quality to the quarterly 
progress reports 

It is recommended that the QPR should cover the 
Institutional support and Sanitation & Hygiene Promotion as 
well as the physical and engineering components 

Needs to better estimate the project cost 
during the preparation 

The project has been achieved with an important underrun, 
which may indicates good performance but this hided the 
hazardous estimation of the project cost. The withdrawal of 
ADF was, in this case, beneficial. Otherwise, the borrower 
will have incurred extra fees and commission.     

Needs to more improve the reuse of 
wastewater 

The strategy concerning the reuse of wastewater and sludge 
should be clarified and improved, in order to optimize the 
investments and to reduce the hydric stress, which Egypt is 
more and more facing.  

 

3. Performance of other stakeholders 

Rating
* 

Narrative assessment on the performance of other stakeholders, including co-financiers, 
Contractors and service providers. See guidance note on issues to cover. (indicative max length: 250 
words) 
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3 

The Contractor has performed well and the operation period is progressing in conformity with the 
contract clauses. The staff operating on the station favourably appreciate the transfer of technology. 
The performance of the consultant was satisfactory, except the fact that the reporting was focused 
on the implementation progress of the physical components and the financial status, missing the 
instruction of the component related to institutional support and Hygiene and Sanitation 
component. The training was part of the consultant’s assignments. 

Key issues (related to 
performance of other 
stakeholders, max 5, add 
rows as needed) 

Lessons learned (max 5) Target audience 
(for lessons 
learned) 

Importance of the 
knowledge and technology 
transfer  

The staff operating on the station favourably appreciate 
the transfer of technology, but this should have been 
more extended to more staff in CAPW, GCSDC, and the 
Bank through better communication, workshops and 
training sessions 

Contractor 
CAPW 
GCSDC 

ADB 

Engineering services 
Consultant 

The reporting was descriptive and without any analysis. 
The consultant should be more proactive, covering the 
different aspects of the institutional support, the training 
program as far as, this was part of his assignments.   

CAPW 
GCSDC 

ADB 

 

 IV  Summary of key lessons learned and recommendations 

1. Key lessons learned 

Key issues (max 5, add rows as 
needed) 

Key lessons learned Target 
audience 

The importance of having 
Monitoring and   Evaluation 
specialist in the Project 
implementation    

The Borrower should review the composition of the project 
implementation Team, including a monitoring and evaluation 
specialist to improve the reporting.  

Borrower  
CAPW 
ADB 

Importance of the number and 
the objective of conditions prior 
or as others conditions 

The Bank should review the number of conditions and the 
content of the conditions to be more comprehensive and to 
follow their application. 

Borrower  
CAPW 
ADB 

The need to address 
institutional issues as part of 
support for infrastructure 
development 

Improving the institutional and financial issues should be given 
the same priority by the Borrower and the Bank, as for the 
physical components 

Borrower  
CAPW 
ADB 

Needs to improve the quality of 
the reporting 
 

The Executing agency assisted by the Engineering consultants 
should comply with the Bank recommendations and improve 
the quality of the Quarterly Progress Reports 

 CAPW 
Consultant 

ADB 

Impact of the mode of 
procurement on the transfer of 
technology and the knowledge  

It is recommended to introduce covenants associating the 
Borrower and the Bank in the eventual decision during the 
implementation and the supervision. In fact, the stand-alone 
contract and the delegation of the works and supervision 
reduce the manoeuvre margin of the Borrower and the Bank. 

Borrower  
CAPW 
ADB 
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2. Key recommendations (with particular emphasis on ensuring sustainability of project benefits) 

Key issue  Key recommendation Responsible Deadline 

The procurement 
process 

It is recommended to introduce covenants associating the 
Borrower and the Bank in the eventual decision during the 
implementation and the supervision. In fact, the stand-alone 
contract and the delegation of the works and supervision 
reduce the manoeuvre margin of the Borrower and the Bank. 

Borrower 
ADB 

Continuous 

The quality of the 
reporting 

It is recommended that the QPR should cover the Institutional 
support and Sanitation & Hygiene Promotion as well as the 
physical and engineering components. 

Consultant 
CAPW 

 

Continuous 

Reuse of 
Wastewater and 
sludge 

The Borrower should clarify and improve the strategy in the 
reuse of wastewater and sludge, as main challenge to 
optimize the investments and reduce the water stress issue 
that suffers harshly Egypt. 

Borrower 
CAPW 
GCSDC 

Immediate 

Team composition 
and the quality of 
the Bank 
supervisions  

The Bank should undertake more than one supervision per 
year, including multi-disciplinary expert’s teams to cover the 
different aspects of institutional, financial, social and 
environmental results indicators. 

Bank Continuous 

Integrated approach 
in the management 
of the water sector 

The Government should create more synergy and 
coordination between the different operators in the water 
sector.   

Borrower In the next 
future 

 

 V  Overall PCR rating 
 

Dimensions and criteria Rating* 

DIMENSION A: RELEVANCE 4 

Relevance of project development objective (II.A.1) 4 

Relevance of project design (II.A.2) 4 

DIMENSION B: EFFECTIVENESS 4 

Development Objective (DO) (II.B.4) 4 

DIMENSION C: EFFICIENCY 3 

Timeliness (II.C.1) 4 

Resource use efficiency (II.C.2) 1 

Cost-benefit analysis (II.C.3) 4 

Implementation Progress (IP) (II.C.4) 3 

DIMENSION D: SUSTAINABILITY 3 

Financial sustainability (II.D.1) 3 

Institutional sustainability and strengthening of capacities (II.D.2) 3 

Ownership and sustainability of partnerships (II.D.3) 3 

Environmental and social sustainability (II.D.4) 3 

AVERAGE OF THE DIMENSION RATINGS 3.5 

OVERALL PROJECT COMPLETION RATING HS 
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 VI  Acronyms and abbreviations 

Acronym (add rows as 
needed) 

Full name 

ADB African Development ADB 

AFD Agence Française de Développement 

AWP Annual Work Plan 

BOD Biological Oxygen Demand 

CBE Central ADB Of Egypt 

CAPW Construction Authority for Potable Water and Wastewater 

CPWC Cairo Potable Water Company 

CWO Cairo Wastewater Organisation 

DBO Design-Built-Operate 

DP Direct Payment 

EEAA Egyptian Environmental Affairs Agency 

EGP Egyptian Pound 

EIA Environmental Impacts Assessment 

EIRR Economic Internal Rate of Return 

FIRR Financial Internal Rate of Return 

ESMP Environmental and Social Management Plan 

EWRA Egyptian Water Regulatory Agency 

GAWWTP Gabal El-Asfar Waste Water Treatment Plant 

GDP Gross Domestic Product 

GCSDC Greater Cairo Sanitary Drainage Company 

GOE Government of Egypt 

HCWW Holding Company for Water and Waste Water 

ICB International Competitive  

IWRM Integrated Water  Resources Management 

JBIC Japan ADB for International Cooperation 

LCD Litres per Capita per Day 

MALR Ministry of Agriculture and Land Reclamation 

MHP Ministry of Health and Population 

MHUUD Ministry of Housing, Utilities and Urban Development 

MIC Ministry of International Cooperation 

MOF Ministry of Finance 

MWRI Ministry of Water and Resources and Irrigation 

NEAP National Environmental Action Plan 

NOPWASD National Organisation for Potable Water and sanitary Drainage 

NWRP National Water Resources Plan 
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O&M Operation and Maintenance 

PIT Project Implementation Team 

RAP Resettlement Action Plan 

RLF Results Based Log-Frame 

SS Suspended Solids 

UA Unit of Account 

UNDP United Nation Development Programme 

USAID United Sates Agency for International Development 

WB World Bank 

 
 

Required attachment: Updated Implementation Progress and Results Report (IPR) – the date should be the same as the PCR 

mission. 


