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EXECUTIVE SUMMARY

Following recommendations that Egypt should consgsheancipating the Nature
Conservation Sector (NCS) from the main streamdumatic system, in line
with the President’s call for more innovative Gaveent agencies, this report
suggests NCS should become an autonomous parastaalsation. This is
desirable because Egypt’'s magnificent wild natteaburces, which underpin a
significant nature based tourism industry worth ynanillions of dollars annually
to the economy, are being badly neglected andetezidrating under the present
administrative arrangement. Protected Areas the¢ well managed as more or
less autonomous entities, to norms determined ®¥gyptian Government,
under European Union supervision have deterionatei@r direct Government
control as a result of poor funding and unworkdhlesaucratic systems. Together
these largely artificial constraints have discoedhgtaff and inhibited effective
management of the areas.

The problems being faced by Egypt are common toymoaantries that are
looking increasingly at some form of quasi-Governtrearangement to both
solve the problem and meet the special needs fiectefe nature conservation.
This often involves measures designed to make &eatédreas more financially
self-sufficient. Many of Egypt’s Protected Areasesaldy earn more revenue than
it costs to management them, but much of this mambging diverted to
purposes other than nature conservation. This nthkesountry one of the few, if
not the only one world wide, in which revenue frenotected Areas is used to
subsidise other Government functions. The onlytsmiuappears to lie in Egypt
joining the new trend and creating an autonomouaspatal agency to manage
Protected Areas by. The country is certainly widkpd to play a lead in Africa
and much of the world in evolving this new paradigmeffective Protected Area
management.

The first step is to decide what nature consermaticegypt is to achieve and
how. This should be enshrined in a Policy Documehtch should describe the
goals for nature conservation, and the parametigngwwhich they are to be
achieved. A policy that should suit the situatiorEgypt, and incorporates an
appropriate Vision, Mission Statement and Mandages approved by a high-
powered workshop sponsored by the Egyptian Envisoriail Affairs
administration, the responsible authority, is givethe body of the report.

Having decided what is to be achieved and hovs, rieicessary to design the
executive machinery needed to achieve these obgsctihe aim should be to fit
form to function in a largely decentralized orgatian to manage Protected
Areas within the parameters determined by polidys Bgency should be as
financially self-sufficient as possible, and shonidximize income generation
within the limits imposed by its mandate to proténa natural values and
conserve the biological productivity and diversiy which the Protected Areas
were created. This implies that all resource usése areas must be ecologically
and socio-economically sustainable.



It is proposed that this would be achieved bedtdyng a National Council for
Nature Conservation supported by Area Managemeatd3dor each Protected
Area or cluster of similar Protected Areas. Thisigde supported by an
executive agency, the Nature Conservation Authoniaded by a Director
General who should be a member of the Council.Jdwencil should consider
and approve policy drafted by the Director Genaral would then recommend it
to the Minister for ratification. It would also Myt work, business and tourism
plans for each Protected Area and would monitar thlementation to ensure
their effectiveness and promote their efficiencgu@cil would represent the
public’s interests, ensure that protected areasndliddesources are used
sustainably, and that the natural heritage of Egypteserved and used wisely.
Within these limits it should ensure maximum ecoirwattivity in line with free
market forces that local people benefit from tipeoximity to Protected Areas
and the nature conservation in Egypt is projeateal positive way at home and
abroad.

Area Management Boards should comprise membershiaimthe central
authority and local interests in and around a RteteArea or cluster of similar
Protected Areas. The central authority membersldremsure that management
of the area or areas is in accordance with natipolaty while local members
would be more interested in ensuring that managemignn these limits is also
beneficial to local people and takes account adllcocumstances. These local
Boards provide a mechanism for developing partmessio manage Protected
Areas between the Council and outside organisahdhs private and public
sectors.

The Director General should head a nature consenvatthority composed of
three major components. Firstly an executive unitdeded to manage Protected
Areas and wild renewable resources outside thess aecondly a performance
evaluation and auditing section is needed to enbateghe executive unit is
effective and true to its mandate of implementingagreed work programme
based on annual work plans to implement the CoamciiBoard’s ecological
management, commercial development and tourisnicgggvand control plans.
Thirdly there would also be public relations, nataonservation and awareness
sections and an administrative services unit.

The functions of these sections and the relatignsatween these functions is
described in some detail and depicted graphicalthe report which also
indicates the job content of many of the senioiitposs in the organisation. The
report culminates with a brief description of aggrpath for junior employees up
to the rank of Area or Function Manager.



INTRODUCTION

The present assignment took place between theflMarch and the 18of May2006.
It aimed to assist the Egyptian Government with:
a) “Policy development for nature conservationt&ted Area management,
research and planning;” and

b) the “institutional reform process ... specificallyth advising the NCS'’s
(Nature Conservation Section) with organisatiomal administrative structures,
undertaking a staff audit and developing” guidedif@r staff structure and
development programmes (Terms of Reference foracntUCN-Med/76477,
contract 05/05, with Dr. Graham Child, dated 15rEaby, 2006).

The work was undertaken on behalf of IUCN as patthe technical support arising out
of Phase Il of the Egyptian Italian Environmentaloperation Programme. It arose from
a resolution at the First Egyptian Internationah@oence on Protected Areas in 2002
calling for, “the Nature Conservation Sector (N@§)he Egyptian Environmental

Affairs Agency (EEAA) ... to become ... an autonomonstitution under the Ministry

of Environmental Affairs”. It is important to notkat the above resolution did not call
for a new institution. It suggested the restruomiof an existing agency so as to
improve its effectiveness in the delivery of itsndate to “manage the nation’s protected
area estate”, to help secure “ecological integgtgyvide new investment opportunities,
underpin (nature based) tourism in Egypt, and douiie to the alleviation of rural
poverty”. Itis in line with the President’s ertigned election manifesto thatter alia,
calls for the innovative restructuring of Governrmagencies so that they perform their
functions better.

This report builds on Egypt’'s work plan, called byrthe CBD Programme of Work on
Protected Areas (Programme Element 3: Enablingviies) (Anon, 2005), and a report
to Government from the European Union, suggest@mntepts for Modernising the
Egyptian Nature Conservation Agency” (prepared hildz 2000) whose generalities are
still valid. The staffing requirements for an audanous Nature Conservation Agency,
outlined in this report, have been framed in peraliith a separate Training Needs
assessment being undertaken by an IUCN consultappdrone, 2006). The report itself
has been framed in the light of the contemporasttjpm in Egypt, where nature
conservation is a State responsibility undertakethnb NCS of the EEAA, but with the
NCS expected to attain greater autonomy. Therb@rever indications that this
progressive step, being taken by a number of natieshing to modernise their approach
to nature conservation, is being opposed by coasigevelements in EEAA.

BACKGROUND

Many authors have extolled the magnificence ofrttiiral resources in Egypt and their
potential for supporting nature based tourism. seh&ssets range from the delicate and
easily destroyed beauty of the many and variedrtipaaoramas and important fossil
deposits, through the rich alluvium along the Nitel the country’s significance as a
flyway for birds migrating between Africa and Euegdo the magnificent sea shores
with their rich coral reefs in the Red Sea. Whidticate, these assets are capable of
generating immense long term benefits for Egyptlardpeople, but only if they are



protected from inappropriate development and impraise and are correctly managed
by a competent scientifically orientated authoabje to respond quickly to
contingencies as they arise.

Egypt is Neglecting its Natural Assets

Unfortunately there is widespread evidence thagtredity of the resources is not being
maintained and that as a consequence their longr®renue generating properties are in
decline. This is because of a combination of figcswting individually or in

combination, including present unsustainable usaefesources, their inadequate
management to withstand current levels or typassef and widespread nonconforming
development that is undercutting their aesthetarmh

Neglect of the resources seems to either refleatkaof conviction of their value and
dependence on proper management, or an old fashioneteenth Century
determination to tame the wilderness at any coBlere is also a propensity to divert
revenue generated by Protected Areas to otheitpgmwhich projects the message, at
home and abroad, that Egypt’s fabulous, but delieald resources are not being given
the necessary priority for the long term generatibhuman benefits. Instead
Protectorates are being exploited to raise revémpeay for projects like the building of a
botanic garden in Sharm al Sheikh, in which to godwes and other non-endangered
species. In the meantime the protectorates ang ls¢arved of the funds needed to
ensure they are well managed. Whereas most cosistitesidise the management of their
protected areas, Egypt is the only nation of whiehpresent writer is aware that uses
revenue from its protected areas to subsidise giaErnment activities.

The environmental repercussions of this unhappysadn are starkly obvious on the
ground and have both national and internationalicapons by virtue of Egypt’'s
membership of several important international esrvinental conventions. From a socio-
economic point of view, assets that underpin nabased tourism worth millions of
dollars to Egypt annually are being put at riskisTis likely to discourage investment in
tourism and many tourists from returning to therdopior encouraging their friends and
acquaintances to come here. The last is serisusystralian data suggest that every
satisfied visitor persuades seven others to gactwuatry and every dissatisfied client
chases about fifty away.

Tawfik (2004) estimated that the recreational vallome to the Egyptian economy of the
coral reefs in only Ras Mohammed national park artexdito between US$142 and 191
million per year. This excludes the value of th@ny ecological services provided by
coral reefs, such as carbon sequestration, protecfithe coast against accelerated
erosion, or provision of essential habitats forreny sympatric marine organisms that
live with corals. Neither does it take accounthe employment opportunities arising
from tourism, which the Ministry of Tourism estireatcreates 200,000 jobs for every
million visitors.

The Park earned US$1.972 million in revenue in FO42B, when the allocation for the
management of all four Parks on the Gulf of Agabauding estimated staff salaries,
was about US$438 000 (El-Sokkari, 2005). Everd#forof this allocation went to Ras
Mohammed, it was only $306,800 (which included @avgion of US$106,000 for capital



to replace boats). Thus, excluding the capitpkeexiture, the annual allocation for
recurrent expenditure that was reinvested in meimg the quality of the asset was
about 10% of the revenue actually earned by thke &zt about 1.3% of the present
annual contribution to the Egyptian economy frosndiéteriorating coral reefs. These
small allocations were totally inadequate for thepose, especially under prevailing
bureaucratic arrangements. The rest of the momeydigpersed in Cairo, apparently to
subsidise activities other than park managemetiteoconservation of Egypt’s biological
diversity. Six years ago Ras Mohamed National Rark being well managed and
progressively developed by a European Union prajgtt an annual expenditure of
around US$900,000, which is less than half of whatpark is now earning and much
less than it could earn with an innovative busin#as to optimise income and minimise
the cost of essential management.

In FY 2004/2005 St Katherine’s earned over US$300 during only the second half of
the year, after a relatively low entrance charg&d8$3 per visitor to this World Heritage
Site was introduced. The allocation for the reentrmaintenance of the resources in FY
2004/2005 was less than $100,000, or about 10%ecdmnual yield from this declining
asset. In 2000 this park was being effectively aggal for around US$490,000 per year
by an EU project. Since then fees have been inted and resource management and
tourist services have declined and with them timet#ts of the World Heritage Site. This
site, comprising the core area of the park, is h&snog threatened by local Government
developments that have ignored undertakings giyathd Egyptian Government when
the area was inscribed as a World Heritage Sigd02.

Most visitors to St Katherine’s are pilgrims oritass to the famous monastery, which
raises no charges. The monastery did not objeehvain entrance charge to the area was
introduced about a year ago, as it believed trettbney would be used to improve the
aesthetics of the area and the services for v&sitart the reverse is true. In discussing
the issue with the Archbishop he voiced his conegtthe retrogressive situation and
indicated he proposed to write to the authorittiesiake the monastery’s unhappiness
known.

Egyptian Investment in Protected Areas below WorldNorms

The level of investment in protected area managémefgypt compared with
international norms is also revealing. The glohabn annual expenditure was US$1,300
per km2 (Chapet al2003) while in developing countries it was $15d anNorth Africa
and the Middle East $74 per km? (Jareeal 1999). In Egypt it totalled $19 per km? or
11% of that for developing countries (Fowgtaal 2006). Comparisons of staffing levels
in protected areas are equally depressing. Thilwean is 27 workers per 1,000 kmz?
with the figure for Egypt being only 5.75 per 1,0082 or 21% of the mean. While such
comparisons have only broad application, they confim the impression that nature
conservation and the viability of nature basedismay worth millions of dollars to the
Egyptian economy, are not being given sufficietergtton by the responsible authorities.

Effective Devolved Systems Abandoned

That these problems are artificial, human inducediaise through lack of bureaucratic
understanding is supported by examination of theaons applying in Ras Mohammed
National Park, and the St Katherine Protectorate\aorld Heritage Site. Reliable



financial and economic data are available fromehe® sites up to the end of FY
2004/5, which the author visited in both 2000 a@fi@to ascertain differences in the
level and effectiveness of management under diffeconditions. Management
effectiveness has declined markedly from what & gia years ago, when both areas
were being competently managed under two Europesontaid projects. Although the
two EU projects were largely autonomous, the pdieing applied in the two areas now
is virtually the same as it was six years ago anoughout it has been implemented by
essentially the same Egyptian staff whose indiviidapabilities, if anything, have
matured and improved during the interim.

Analysis of the situations applicable in 2000 af@& suggest that three major sets of
factors may have been responsible for the dealimeanagerial effectiveness. These are:

A. The loss of the local leadership provided in the ageas by EU Technical
Assistance with the termination of the EU projedfghile this undoubtedly
did have an effect, the effect was less real tipgaeent. The TA helped
formulate and implement policy that is still in péaand being applied, and the
key TA officer is still advising the Nature Consatien Sector, although no
longer specifically at area manager level.

If there is reservation against devolving authofsgmetimes seen by
bureaucrats incorrectly as giving away their poviien Cairo to the field
where the action takes place and can be most e#ethis is easily countered
by introducing appropriate central government po#éind directives. These
policy requirements should be limited to describivitat is to be achieved and
it should be left to the people on the ground twemprehend the local
conditions to decide how to achieve the desiredsgnast effectively and
cheaply. This worked well under the EU projectd Hrere seems to be no
reason why it should not work as well or better now

B. The serious reduction in the annual managementdiubgt coincided with
the end of the EU Project and was accompaniedrbgction in staff and
essential equipment. For example, there are ntegtafely only two rangers
at a time with one old Land Rover, between themduty in the land area of
Rus Mohammed at any one time. Such restrictioa®fen cited as the main
cause for the decline in managerial effectivenegsotected areas and there
can be little doubt that they have been a majabitibn against maintaining
the asset value of protected areas faced with gigpahallenges. Itis also a
primary cause of low staff morale and despondencythe difficulty that the
Nature Conservation Sector is having in attracéing retaining good
personnel. As already noted, the situation has hether exacerbated by the
deterioration in resource management and visitoices, since the
introduction of entry charges to these and othetggted areas.

The solution, however, is likely to be more comptlean simply allocating
each area a larger annual budget that would neeréé&ds under prevailing
bureaucratic arrangements. It probably lies ilmaremental increase in the
annual budgets, linked with more rigorous localliyein synchronised



management procedures, designed to encouragestaffahitiative, to
achieve carefully selected attainable manageméuitps. This should
include making parks, or groups of parks, into peleent accounting
centres, free from the present inefficient govezntraccounting procedures,
and able to control expenditure from their own ketdgusing custom
designed procedures structured to suit the Natores€rvation Agency’s
special requirements.

. Tighter central bureaucratic control from Cairo.iththe closure of the two
EU projects, standardised, highly pedantic goventrbareaucratic
procedures were reintroduced. Many of these measue applied by clerical
staff in Cairo with little understanding of the teggments of a technical land
use agency that must remain nimble and highly mresige to issues as and
when they arise in the field. Here technical difemess is, in any case, much
more important than bureaucratic correctness.

For example, there are four Ticket Collectors, niagthe entrance to St
Katherine’s 24 hours a day, 365 days a year. [Bavdbr time off, these men
work 12 hour shifts alone. With the man on dutlfexding the entry fees,
there is no one to check on the actual number s§g&ers in any of an
average of 45 buses arriving in the park each playiding an opportunity

for a substantial loss in the revenue collectéd undercount of only two
passengers per bus would equate with the preseagrmannual management
allocation for the Park

Despite numerous requests from senior staff ate®hdfine’s to Cairo, for an
increase in the number of Ticket Collectors toifgt¢he situation, there has
been no response. This, despite the fact thapiatently bad financial
management to have a single person, especiallyhanés lowly paid,
responsible for collecting and holding large surhgublic money. In this
case, the Ticket Collectors are paid only LE30theamonth (slightly above
internationally recognised poverty levels of $1/)daycombined total of LE
14,400 p.a. for the four of them. Between themy tt@lect something of the
order of LE5.3 million per year at a remote outpastll hours of the day and
night, as many buses arrive between midnight an@00&2 m. with visitors
wishing to see the sun rise from the top of Mounab Furthermore, there is
no reliable system of communication between thdeCtdrs and their higher
authority, should the only man on duty be face@ibymergency.

The government accounting requirements in forqggedent greatly increase
the costs of items purchased for the field by inmgpsinnecessarily high
transaction costs on purchases made by Field @$ficEhe author was told of
several examples where field personnel had ha@veltto Cairo and spend
three or more days at head office simply to cleau@hase. This greatly
increases the cost to the taxpayer of managententiust be attempted in
any case with an inadequate budget, and this ussagewaste of time and
effort adds to the frustration of field staff, whave too much to do and too
little to do it with. As indicated in the last paraph of (B, above) the present



pedantic, almost unworkable expenditure control @rodurement system
needs to be replaced by much more practicable ankialvle procedures that
encourage both efficiency and effectiveness. Agitivate sector has often
found to its cost, elaborate attempts to curtailifr often reduces productivity
without curtailing fraud which they may actuallyoenirage.

Conclusion

It is difficult to see how the Egyptian nature cenation entity can be freed from these
stifling constrains, without it being separatedhirthe mainstream of Government
bureaucracy. Attempts in many countries are detratigg just how difficult it is to
adapt the needs of modern nature conservatiorcomeentional bureaucratic system, as
the two are not compatible. Many countries ar@gliag with this problem and are
experimenting with new and innovative paradigmsnianaging wildlife and Protected
Areas through parastatal organisations. Egypspe@ally well placed to take a lead in
this advance that could benefit not only itselft imay also serve as a model for other less
developed countries. It has high quality, readigrketable wild resources and well
trained people to manage them properly, but ontlgef can operate in an enabling
institutional environment that encourages progress.

RE-ENGINEERING PROTECTED AREA MANAGEMENT IN EGYPT

Accepting that the present situation is unsatisfgat is appropriate to consider how it
might be rectified at minimum cost to the Egyptiarpayer. The first requirement is to
decide key objectives of what has to be accomglished reliable objective indicators

for judging progress towards achieving these goa@le next requirement is to decide the
general form and function of an organisation ttzatt apply national policy effectively.

The First Step

It is important to first determine what nature cemstion is expected to achieve and then
who should do this and how. This should be endapsd in a brief Vision Statement
that outlines Government’s prime goals for natuneservation. A Mission Statement
then indicates the products that Government expea@sse from realisation of this
Vision, while a Mandate elaborates in more detgihe nature of the products it expects
to emerge. Together they are an important enuaniaf Government policy and a
public pronouncement of its objectives, which irs ttase, should declare how
Government intends to guide nature conservatioastgblishing an autonomous Nature
Conservation Council served by an independent Aiithtm undertake these tasks on its
behalf. Itis the first step towards respondinghi® considerable national and
international advice Egypt has received, encouratiie Government to devolve
authority to individuals, who can be held publialgcountable, for delivering the
products outlined in a way that Government, (regmésd by the responsible Minister),
has approved.

Ancillary policy statements should then elaboraies Iparticular facets of policy such as
the protection and management of Protectoratepablic involvement in the process
(see e.g. Appendix | and Il) will be accomplishekligmented by directives, these
subsidiary policy statements dictate how the fumgithey describe will be further
devolved to the executive agency and various ojp@atlevels within it, to achieve
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specific objectives. The aim is to develop a strredd mechanism for delegating
accountability to an effective and efficient oparaal level for achieving the objectives
that encourage employees to use their initiativehivlaid down parameters, to achieve
the goals decided by Government.

This “tight/loose” delegation of authority provemlte an important component in the
managerial culture of over 60 of the most effectemmercial companies in the USA,
and has been highly effective in nature conseraaticsouthern Africa. The operation is
“tight” in that the products to be delivered areguribed by higher authority, but “loose”
because the way in which the delivery is achiegeadriven by the inherent strengths and
weaknesses of individuals and local situationsopReon the ground do what they are
told, but are left to do it in their own way to stheir temperament and prevailing local
circumstances.
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POLICY FOR NATURE CONSERVATION IN EGYPT

VISION

To preserve the natural character of the Egyptmurenment for future generations of
Egyptians, while using it innovatively to enhanastsinable local productivity and
alleviate poverty.

MISSION

Egypt has exceptional wild resources (coral reggectacular desert ecosystems, rich
fossil deposits, and vast bird migrations) thaterpd the economy and offer it a
comparative economic advantage in the massive mwdrmg nature based tourism
industry. Recognizing the value of this biodivsrand its critical role in maintaining
and enhancing the well being of the country Govemimin partnership with
stakeholders, will maintain a healthy, well managed ecologically representative
system of Protectorates and will make them as &iadly self supporting as possible.
Furthermore, it will manage wild resources outsltese areas sustainably for the benefit
of the people living on the land with the resources

MANDATE

Government will fulfil its accountability to the pple of Egypt for conserving their wild
resources, through the Minister for the Environmeggroving an autonomous Nature
Conservation Council, in consultation with affectedal resource use right holders and
other stakeholders. This Council will have fupensibility to undertake this task on
the Minister’s behalf and will report to him anddbgh him to the Nation at least once a
year. The Council may appoint specialist sub-cotte®s to perform particular allotted
tasks, and it will be serviced by a profession&sdfically orientated Nature
Conservation Authority, under the command and obiwtira Director General who shall
be responsible for enacting and implementing acgadb:

1. Create and maintain an ecologically representatygéem of adequate terrestrial
and marine areas as Protectorates at nationalnmialyand local levels, to protect
the nation’s natural values, particularly its bmitmal diversity and areas of natural
scenic excellence, in an unspoiled state.

2. Ensure that Protectorates are properly governeth@iature Conservation
Authority alone or in partnership with one or mprevate of public sector
organizations) and are managed to preserve thest galue and used sustainably
in support of the local and national economy, Mg of properly constituted
resource management, business and tourism plaregdlgy the Council.

3. Council will endeavour to make Protectorates aarfanally self supporting as
possible by optimizing revenue generation from esrela to the extent the market
will bear and this can be achieved without threagnatural values. It will
ensure that the first call on all revenue earned Byotectorate is used for its own
protection and management in terms of a systenmaiéial controls that
promotes the Authority’s effectiveness. Where @téutorate earns revenue
surplus to its needs Council may allocate a predeted proportion of this
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surplus to nature conservation elsewhere in Eggptral development in the
area adjacent to the Protectorate, and finallytheroenvironmental issues.

4. Promote the better long term conservation of dll\wesources outside
Protectorates through supportive regulatory medmasy services and pricing
structures that offer local people incentives tosavation and manage wild
resources more sustainably. This will include camity based resource
management programmes (like locally regulated &seng hunting, the locally
controlled sustainable collecting of wild animatgptants, or the rearing and
growing of such organisms) that give the landhaderan area rights to use and
trade freely in wild resources, so as to maximieereturns from using them
sustainably.

5. Monitor the status and trends in wild resourcesughout the country with a
view to initiating appropriate action to preveng itissipation or genetic
contamination of valuable species, ecological psses or the despoiling of
aesthetically attractive scenery. Where justifigctareful investigation, to devise
strategies to protect people from invasive spemiegild organisms that are
harmful to their health or livelihoods.

6. Promote awareness among decision makers and tlie pularge of the value of
truly wild resources and the importance of managmagn effectively to this end,
without undervaluing them, and to develop a coatdid wildlife industry that
conserves the resources and realizes their pdtemganerate increased national
prosperity in the long term.

7. Ensure that the Egyptian Nature Conservation Autthts adequately staffed,
equipped and financed to be an effective and efitcorganization that the
Council can hold accountable for fulfilling this n@ate. In doing so the
Authority should use internationally recognizedth@sctices (such as those
proposed by the World Conservation Union) to achidgae standards of
excellence expected by the Convention on Bioditgrsi

8. The Authority will ensure that Egypt fulfils its bgations in terms of
international conventions and bilateral or regicaeements relating to nature
conservation of which it is a signatory.

STRUCTURING AN AGENCY TO IMPLEMENT POLICY

Having decided where to go and why, it is usefude@sign a vehicle for getting there.

The arrangement in place during the European Upiojects provides a strong argument
for Protected Areas, or clusters of contiguousd®tetd Areas with comparable features,
to be managed as largely autonomous independeatieentith control over their own
budgets. Each entity or group of entities mighviesved as an independent subsidiary
company projecting the common policy and standafasanagement and services
required by a parent company, where both the paliythe standards it embodies would
be those laid down by the Egyptian Government.
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Financial Independence

The administration of each park should be strudtasean independent financial entity
collecting its own revenue and responsible, suligeeppropriate plan approval and
auditing, for controlling its own expenditure, magefrom the revenue it generates and
any donor or central Government grant in aid it raeisact. As and when protected areas
become financially self supporting and show a prtfiiey may be required to contribute
aproportion of theirgrossreturn to cross-subsidise other conservation activities i
Egypt, or to supporting the overhead costs repteddry their Head Office, or “parent
company”, in Cairo. Linking payments from the ieb Cairo, to a proportion of the
gross income earned in the field, builds-in a girimeentive for both to enhance their
effectiveness and efficiency.

What Should Protected Area Management Cost?

The total revenue collected from all protected suiad2003/4 and 2004/5 was around
LE40 million while the expenditure on managememt|uding salaries and wages, was
only LE23 million (El-Sokkari, 2005). Simply doubg the present management
expenditure, to absorb the total present annuairegs, is unlikely to be adequate to
manage the Protected Area Estate of Egypt propesithere are already 21 protected
areas covering some 98,000 km2 and the Estatejiscped to grow to 39 Protected
Areas extending over double the present area by.201

The present level of income being earned by preteateas is probably way below what
the Estate could earn with an innovative approadhé issue. Entry charges are not
applicable to all protected areas and where thegpgbdy they were determined rather
arbitrarily by bureaucrats in Cairo and thus prdp&ear little relationship to what the
market will bear. This is a common failing andsas because bureaucrats are
notoriously inefficient at setting tariff levelss ¢hey simply do not have the information
available to them to determine market tolerandes preferable to use an adaptive
approach to determining fee levels, by adjustirglévels and monitoring the market’s
response until a satisfactory level is achieved.

While we can be sure that the annual sum to ma®d@g®0 km2 will be over LE50

million, probably above LE100 million, and perhagssmuch as LE160 million, trying to
determine what it should be is difficult. It depsron a number of independent variables,
such as the size, topography, substrate and ecoldgg different areas in the system,
the proximity and frequency of human challengeyspal infrastructure, and what

might be loosely termed as managerial efficieneyovided that responsibility for the
proper implementation of policy remains with themagement agency, the last may or
may not involve a range of mutually beneficial parships between the agency and
outside public and private sector organisationscttomplish anything from managing
whole areas, to undertaking limited managementtians in one or more areas.

Delegating Management Functions

Any delegation of authority should be in terms lefacly defined parameters for action to
implement policy that are acceptable to the Mimjste a national council to whom the
Minister has delegated this authority. It shouldrbaccordance with binding directives
or agreements that lay down how policy will be ipteted and applied. If delegation is
in-house to subordinates in the national naturseomtion authority it may be in terms
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of a binding directive from the Director Generalf I it is with an outside organisation it
should be in terms of a carefully crafted enforéeagreement with a limited life span
and there should be provision for amendments, shibelse prove necessary. Such
amendments should not be introduced frivolously,rbay become necessary in the light
of, say, national inflation or changing biologicalcumstances or scientific
understanding.

Making Management Effective

Whether management is carried out in-house or byuéside partner, it is more
important that it is effective than efficient agté is little advantage in getting to the
wrong destination efficiently. But once a managet@aithority is satisfied that
management is effective it should try to make i¢fiicient as possible and to balance
income and expenditure, or make a profit. Minimgscosts requires a management
authority of just the right size, with the rightitatde, just the right expertise and
equipment, and enough money to deliver its maneféetively on time, and as
efficiently as is practicable.

Shedding Redundant and Superfluous Tasks

Achieving efficient effectiveness requires that ¢mganisation divests itself of all
redundancies and unnecessary functions, and steetioh dollar to its elastic limit. This
is especially important when considering the valfieertain administrative procedures
and the desirability of undertaking certain monigrand research. Bureaucrats will
wish to retain bureaucratic activities that wereenseful, for nostalgic reasons or as
struts for retaining or building their empires.kéwise, in-house technocrats will argue
for ever more detailed monitoring and researchabee it is nice to have better, more
refined information, whether or not the improvedada ever likely to contribute to more
refined management in the large areas that pratectsa managers must usually deal
with. A logical response to these two costly dedsais to be ruthless and to abolish
redundant bureaucratic procedures and delay spihiipaf more detailed monitoring
and research until management can demonstraté e for it.

This is not to suggest that management shouldebiled on sound scientific
understanding, but that the management and itsvguaoying monitoring and research
should be harmonised to complement each otherdsnesing adaptive management and
research where possible. With the present ramdilrin knowledge and its availability,
the astute manager will be highly selective ofittiermation he seeks, limiting it to the
information that actually adds value to his managenagenda. Thus, it is usually more
important to know the habitat requirements and faifmn trends of key species than

their prevailing numerical strength or have a ligh of the species that may be associated
with them. Again, the efficient manager will setopities and will move gradually from
the general to the particulate, as more detailkxanmation is needed to support his
evolving management strategy.

Maximising Permissible | ncome Generation

The other half of the equation for greater effegatiess is to maximise income, while
maintaining the quality and aesthetic attractiomatural resources. It requires keeping
the natural resources perceptually wild and unsdaind using imagination and
innovation to package them so they are attractwbe most lucrative market. In
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delicate environments, in particular, it may be arignt to take account of the trade-offs
between high fee paying, low density visitor usel bbw fee paying mass tourism,
especially if management costs per visitor vatielitrespective of the level of the fees

they pay.

Egypt Well Placed to Address and Provide | nternational Leadership in these Matters

The problems relating to protected area managearehits costs being faced by Egypt
are by no means unique to this country. Theytare/iever, accentuated by the fact that
Egypt is one of the few countries in which protecaeeas could earn sufficient revenue
for some, at least, to become financially selfisight. Furthermore, it is also one of the
few countries in which there is a substantial aifradequately trained indigenous
professional managers.

Experience around the developing world, where @noisl are similar but less acute,
support the conclusion that the best solutionifieseparating nature conservation from
main stream Government bureaucracy and placimgahiautonomous parastatal entity.
This was recommended by the 2002 Egyptian Conferendrotected Areas and
revalidated by the National Round Table. Modifythg existing NCS into such an
organisation requires a number of deliberate hegiellactions, including ensuring the
legislation is in place, to create the desired viggtion and to give it the authority it
requires to succeed. This action could quicklyjgobEgypt to the forefront of global
progress in the conservation and management oé®eat Areas and would bring great
credit to the country and to those responsiblegking the decisions and activating them.

FUNCTIONAL NEEDS OF AN EGYPTIAN NATURE CONSERVATION
AUTHORITY

The first step is to decide the aims and role efrésponsible agency. It must obviously
be charged with performing its core responsibgitx¢ conserving biological diversity,
protecting natural values and ensuring that thegrig always sustainable. While nature
conservation is about maintaining the productiaityl diversity of natural biological and
physiographic systems, it is actually the socior@tnic process by which society is
endeavouring to conserve and ration natural vadodbat they continue to generate
human benefits in perpetuity. Without biologicabguctivity there can be no life on
earth and without biological diversity that lifedmenes locked into an evolutionary cul-
de-sac from where it cannot adapt to the constasibgical and economic changes
taking place in the universe.

Factors Limiting the Sustainability of Use

Two factors regulate whether or not the use ofdgimlal resources is sustainable. The
first is the biological capacity of the system lgeursed to withstand the annual harvest
being taken from it. The second is the more saighi®d socio-economic ability of
society to regulate the annual harvest to thislleWhile most primitive cultures
understand the biology of plants and animals ammhvkimow to exploit them while they
are abundant, it requires a culturally mature sgc¢eedevelop the socio-economic
institutions to regulate this use to within susahie levels when resources become
scarce. The aim of an effective nature consemmagency is to develop the capacity to
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act on behalf of society to ensure that the useildfnatural resources is both
ecologically and economically sustainable.

Deciding the Responsibility of a Nature conservatio Agency

How this objective is addressed will vary locallydas something only the Egyptian
authorities can decide. It is important, howetihe sure that the responsible agency,
whatever form it takes, has both the authority easyohcity to achieve and maintain this
goal. It may undertake all the many functionstretato nature conservation and
regulating the use of wild resources itself, an&y outsource some or all of these
functions, but should do so only if it is satisfighét they will be performed correctly.
For example, a nature conservation agency may $tawmeg powers for enforcing nature
conservation and protected areas legislation, maif delegate this function to the
regular police, providing the police are willingdaable to apply both the spirit and letter
of the legislation to achieve the goals of natuneservation. Likewise, a nature
conservation agency may control the safety measbedsviour and servicing of tourists
in protected areas, or it may allow a sympatheticist authority to do so, provided the
tourism is managed according to its tourist managgrlan for each area.

Such outsourcing may apply to a wide range of memagt activities from contracts to
protect, maintain and manage an area and its agsetncessions to use it sustainably.
Its extent will depend on a combination of the oube capabilities and aspirations of the
conservation agency, and the availability of réédbcal public and private sector
partners and their willingness and ability to takethe functions and perform them to
acceptable standards. It may also depend on veaue earned by an area being
adequate to pay the providers for their servidésre it is important to take account of an
important precautionary principle. If a use likeitist diving over a coral reef can
damage the reef, it should not be permitted untess be properly managed and
regulated. Likewise, if, say, litter collectinggees can not cope with the amount of
litter left by a given level of tourism, then tHedughput of visitors should be reduced to
the level at which the services can cope. Theshiauld always be to ensure the quality
of both the asset base and the experience of iasiging it.

Another golden rule should apply to any site acedrdational or international

recognition for its conservation value. The agersponsible for managing it must
remain accountable for ensuring that the naturdlassthetic values that it was created to
preserve are maintained and that the site as aewbplains aesthetically pleasing and is
used sustainably at all times. Amongst other thitlgs means that although other
development authorities may have responsibilities site, the nature conservation
authority must be the paramount planning autheauitg able to prevent any development
likely to impact negatively on the long term assgatie of the site.

Fitting Form to Function

Having determined what it is an organisation ia¢bieve and in broad terms how this
will be done it is appropriate to provide it withetmeans for delivering its mandate. The
most important requirement in this regard is aftédlsedesigned establishment of staff
with the knowledge, skills and experience to perftine functions expected of them
effectively and as cost efficiently as circumstanakow. Establishing the strength and
deployment across Egypt of such an establishmenbhé&Nature Conservation Authority
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is a lengthy process that could not be attemptehgithe present short consultancy. In
any case the initial deployment should be tentaivet needs to be refined in the light of
ongoing experience, using an adaptive approachtimse and adjust the deployment as
priorities wax and wane across the country.

The next section aims to provide a functional orggional structure to meet the
organisation’s initial needs. It is based on tladfilg organogramme for the Nature
Conservation Authority already negotiated with Goweent, but seeks to streamline
communications between the various sub-entitiggdmote greater efficiency.

SCHEMATIC ORGANISATION OF THE NATURE CONSERVATION
AUTHORITY’S FUNCTIONS.

The organogramme given in Appendix IV illustraties primary relationships between
the main functions to be performed by the Naturageovation Authority. It provides a
template for a staffing structure to accomplishdhganisation’s mandate, as required in
policy. The aim is a harmonious entity with cooated responsibility for different
aspects of particular functions shared by persoinoel different disciplines, so as to
provide the range of skills needed in permanentaahldocworking groups responsible
for a wide range of activities.

Once the Directorate has initiated a procedureitamas been tested, it should become
normal practice for dealing with similar issueshenit reference back to the Directorate
except to report accomplishments. For exampleg angusiness plan has been
developed and perfected for a Protectorate by &imggroup, comprising the necessary
skills such as natural resource management; visieoragement; marketing, revenue
collection and control; outreach; legal affairs¢glaffectiveness evaluation, the initiative
should rest with key players in the working groagptepare similar plans for the
Directorate for all Protectorates requiring thelsag.

Structure and Function of Entities

National Council for Nature Conservation

The National Council for Nature Conservation shaddsist of about 12 Members, a
Chairman and 10 members appointed by the Ministehe advice of the Director
General, and the Director General in éxsofficiocapacity. It should consist of eminent
persons, with established personal track recordsmimitment to nature conservation,
but with a variety of skills and attributes usefukthe Authority that they are prepared to
use to its advantage. These people should beseldrough consultation with
stakeholders with a direct interest in the cong@maof nature or the industry based on
the strictly sustainable use of wild resourcessi@es two or three eminent
conservationists, the membership might includearte/o people from such disciplines
as: business, investment banking, landscape actinigg natural resource and socio-
economics, law, and the tourist business. The €lbshould be held accountable for
delivery of the national Vision, Mission and Manelér Nature Conservation and for the
progressive implementation of the Nation’s Consegoweagenda.

The Council should meet quarterly and its main fioms should be to:

* Approve and recommend nature conservation poli®pared by the Director
General, to the Minister for ratification as Nag@bolicy;
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e Approve the Authority’s work and business planssgiboly through a small
Finance Sub-Committee) and oversee the Authonhdeaagement agenda to
ensure that public money is correctly managed implementing the agency’s
mandate effectively. This should be accomplishgddreeing the Authority’s
goals and an agenda for achieving objectively iahié progress each year,
evaluating its ongoing progress, and reporting phogjress to the Minister and
the nation annually;

* Represent the public interest in ensuring that vakburces in general and
Protectorates in particular are managed and ustdisably to safeguard natural
values;

e Within these limits to ensure that the income gatest by Protectorates is
maximized and used for their correct protection arahagement and the
conservation of nature in a natural state in Egypt;

» to create business and employment opportunitiestéieholders investing in the
Protectorates and local residents living in or atbthem; and

* Promote the image and work of the Nature Consemaiuthority at home and
abroad.

Particular responsibilities such as Financial Mamagnt might be delegated to small
sub-committees that can meet more frequently thariull Council to transact business.

The Council should be responsible on behalf ofMimaster for the proper protection,
management and sustainable use of Egypt’s wilduresdase and should report to him
and through him to Government and the people opEgyleast annually, but more
frequently should this be desirable. It will perfothis corporate function through the
Director General of the Nature Conservation Autiycsind through joint decisions with
area Boards on which it is represented. Whilaadgd be open to public comment
regarding its performance and should encouragaegdébate of contentious nature
conservation issues, it should discourage indiicuembers of the public from bringing
complaints to its attention except through the Etve General.

Area Management Boards

These Boards should guide the Authority in the ttaglay management of Protectorates
or clusters of Protectorates and servicing resoor@eagement by communities
authorized to manage their own wild resources datBirotectorates. Each Board should
meet at least one or twice a year and should bgosed of a Council representative, the
Director General and a member of the Director Galigestaff, as Members, besides
representation from stakeholders and local comnagiiving in or around a Protectorate
or cluster of protectorates, or a community manggmwild resources. The former
should be concerned primarily with ensuring thatBoards’ decisions conform to

policy, while the latter would be interested maimyensuring that policy is implemented
with local circumstances and interests in mindgétber they should be charged with
devising an effective day to day management agenpgeeserve the natural values and to
optimise the sustainable use of wild resourcesippert of the local and national
economies.

These Boards will report to Council annually or mmérequently if so desired. They will
also work through the Director General or an alkéwe member of his staff who the
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Director General may nominate to lead the manageawivities in a given area. Like
their parent Council, these Boards should be opgrublic comment regarding their
performance and should encourage public debater@éntious nature conservation
issues in their area of responsibility, but shaliktourage members of the public,
particularly those with a vested interest, frormging complaints to the Board except
through the Director General or his nominee indtes,

Director General

The Director General should be akin to the Mana@iingctor of the Authority in that he
is the onlyex officioCounsellor and its Chief Executive Officer. He slldbe primarily
responsible for initiating and implementing polayd ensuring the implementation of
Council or Board decisions. He is ultimately aautable for the command and control
of the organisation’s staff and delivery of its mdate. This should be achieved by
devolving as much authority as possible to his slibates at the level in the
administration where particular tasks can be paréat most effectively. The authority
is a complex and rapidly expanding organisationiairgdimportant that the Director
General does not try to keep a pack of dogs aralldbe barking, as that is a sure recipe
for failure.

The Director General should report through the @dua the Minister at least annually
but more frequently through the Council Chairmdrgudd this be desirable, as for
example, when the Minister needs to be kept inforasea crisis unfolds. He should be
kept informed of all events taking place in or affieg the organization, by the Executive
Committee, and should exert his formal authoritptigh this committee so that the
whole organization is kept informed of his decisi@md directives. In addition he
should spend a substantial portion of every yesiting field stations to chat to staff
informally, see what is going on and exert hisuafice on his establishment in person.
The last is especially important to evolving a coonmeision and corporate culture for
the organization as a whole.

Where the Director General, or more correctly tkedative Committee, issues a
directive, reprimand or commendation to a fieldistaor member of staff on a station,
this should be directed through the head of statidihile the Director General should
encourage a general interest in and debate oreligrmance and that of the Nature
Conservation Authority, he should insist that affresentation concerning matters under
the jurisdiction of a field station are directechim through the responsible Head of
Station. Likewise, and as a general rule neitleendr the Executive Committee should
pronounce on such representation without first athimg) the Head of Station and
keeping him informed of the substance of the progement.

Executive Committee

The Executive Committee of the Authority should @oise the Director General, his
Deputy and the four Directors of Branches. It $tideep the Director General informed
of issues affecting the organization, progress tde/éhe implementation of its work
programme, and should advise him with respectdégtieparation of Council and agency
Policy and procedures and with important staffirefters. The Executive Committee is
also the route through which the Director Genenaludd issue directives and devolve
responsibility for aspects of the Authority’s fuloets to subordinates in particular posts
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(i.e. individual employees) holding them accourgdbl the delivery of given products
within a defined time frame.

The Executive Committee is the Authority’s maimthtank, executive arm and impartial
forum (Staffing Board) on staffing matters, bumitist often take immediate action where
this is called for to deal with particular issuebas discussed. Its proceedings should
largely be informal; to discuss issues and decale they should be addressed by the
Authority, but the general gist of its discussiaaijts directives to subordinates, and its
decisions on staffing matters should be formalborded.

Deputy Director General

The Deputy Director General should be the DireGeneral’s “right hand man” and his
regular understudy. He should be responsiblehi@diay-to-day running of the Authority
while the Director General concentrates on poliogt eepresenting the agency and should
report frequently to the Director General to “kdem in the picture”. The Deputy
Director General’s other main responsibility shobédto ensure that the authority’s
activities are properly planned and co-ordinatetthatexecutive level, through the
Strategic Planning and Development Unit, comprising himself and the four Directors of
Branches.

Resource Management Branch

The Resource Management Branch should compriseeatbr and two Assistant
Directors, responsible for implementing the Authgsi agenda inside and outside
Protectorates throughrea and Function Management Sections, each under aArea or
Function Manager. Each Area Section (or Protectorate Managemert) Winould be
headed by aArea Manager. It should be an independent cost centre requaguldpare
its own work, business (including its own budget)l dourism plans (with help from
Head office) in consultation with local Board mengydor consideration by the Director
General and full Board and approval by Councilshibuld also control its own finances,
within the constraints laid down by the Authorityelicy and procedures. It would be
accountable through the Director of Resource Mamagx: to the Executive Committee
for theeffectiveandtimely execution of itsagreed agendand should be subject to
periodic performance evaluations and audits byPtidormance Inspectorate and
Administrative Services Branch. Heads of Areati®as should report through the
Deputy Director General to the Director Generahiad when necessary, but should
submit a monthly activity report with all necessesturns, a quarterly progress report
relating to all approved work plans, and an angealeral performance report.

Function Management Units should be responsibla faariety of functions to protect
and manage wild biological resources throughoutpEgygeneral and outside
Protectorates in particular. These may includé sirogrammes as the introduction and
development of Community Based Natural (Wild) ReseuManagement in Egypt;
biosafety programmes; the regulation of hunting} tne like. They are primarily
Government services and the responsibilities shibelllinded by the State, but overseen
by the National Council for Nature Conservation efhimay wish to support some of
these activities financially, if they benefit a Brctorate by demonstrating its value,
locally or nationally, or represent a nationaliatitze of value to conservation. Reporting
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by Function Management Units should follow the sqattern as that for Area
Management Units.

Performance Evaluation | nspectorate

This Branch’s main concern should be to monitonttigous aspects of the Authority’s
performance in managing wild resources and to jumye effective it is being inside and
outside Protectorates, in conserving ecologicatipctvity and biological diversity, and
protecting the natural values for which Protecisatere created. Its mandate is to
perform technical audits of the agency’s perforneazed it has three primary functions:

* To monitor the implementation of area and functimanagement plans, and
ensure that proper EIAs are prepared and theimmewndations respected in
regard to any physical development proposed ingetetl Areas. This
monitoring should be viewed as extending normarisial auditing to the
auditing of the technical performance and outpuheforganisation’s various
operational sub-entities;

» To carry out ecological, operational, economicjalogical (including
investigations into nature based tourism), or eglaesearch whose need is
indicated by the results of monitoring or the needsianagement; and

« To maintain data bases for these purposes thaideslas much objective data as
possible relating to the conservation of biologi@ersity and the agency’s
performance of its agenda. Periodic objective wtadns of the organisation’s
effectiveness and efficiency, and the quality @ pioducts it produces should be
submitted to the Director General so that he capaerd appropriately and
quickly to both its strengths and its weaknes3dss reporting may extend to
meeting Egypt’s obligations arising from the coyistimembership of
international nature conservation conventions.

The requirement for a Performance Evaluation Ingpate to report back on the
agency’s performance to the Director General iEgyptian requirement. It could
represent a very innovative advance over the smugertaining in most countries if the
Inspectorate’s mandate were extended beyond praimauon performance to
determining how that performance could be improvdfinging the Authority’s
monitoring and research capacity within the purvadwthe Performance Inspectorate
would enable it to set management objectives aatuate progress towards achieving
them using objectively verifiable indicators. Thisd ancillary information called for as
the result of the monitoring or in response to megource management, tourism and use,
or business initiatives, could be thoroughly inigeted, using adaptive biological,
sociological, economic or operations research teci®s, where possible, to yield rapid
reliable results. These could then be furthenegfiusing the same approach to quickly
enhance effective efficiency, including profitatyili

It is predictable that developing this capacity Womot only benefit nature conservation
in Egypt quickly, but would place the authoritytive fore front of global progress in the
field. By integrating often divergent research &melising it on improving efficiency in
the effective management of protected areas, Bggptd be adding an important new
practical ingredient into the paradigm for managimgse areas to benefit society.
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Public Relations and Outreach Branch

It is suggested that Public relations and Outresdactuld be grouped in the same Branch
under a Director with the aim of disseminate infatimn on nature conservation and how
it is achieved in Egypt. This can be done in a benof ways using a variety of
disciplines that divide fairly logically into thres four somewhat distinct disciplines, as
follows:

* The preparation of publications, radio, T.V. andestprogrammes to inform
the public about nature conservation and the Aitshogsponsible for it in
Egypt, through an on-going Public Relations effort

* The provision of interpretative information andtabie displays for
Protectorate Managers;

* Working with Area Managers and local communitiestakeholders to
develop partnerships for managing a Protectoratieeouse of its resources,
especially by local individuals, or working througbnction Managers to
providing information to landholders of how to uke wildlife on “their” land
sustainably to generate maximum benefits for théraseBesides the
dissemination of information, these activities nmtayolve training in capacity
building and the planning of appropriate institnabframeworks to achieve
the goals required by Council or the Director Gahend

* Facilitating the Authority’s servicing of its comtmients to international
conventions

Administrative Services Branch

The Administrative Services Branch should be hedxjea Director with three Assistant
Directors responsible for Human Resources (Persdnaeagement), Legal Affairs and
Financial Management. Th®uman Resources Section divides into Routine Services to
process the large volume of documentation assakcvaith the on-going employment of
staff, Training and Development to better equip llyges to perform their jobs and Staff
Representation to allow for worker representatmhigher authority, to suggest
improvements to the agency, voice complaints, dstidiblow (i.e. report improper
activities by colleagues to higher authority).

TheLegal Affairs Section should also have three sub-entities, responsiblpreparing
and administering agreements between the Authantiyother organisations, especially
in the private sector, such as tourism concessioRsotectorates or contracts for
outsourced management functions, like road or lmgldhaintenance, research or
performance auditing. The Legal Section might &lsa@esponsible for developing law to
conserve nature and natural values and ensuring thaffectively implemented to
achieve its objectives, for investigating casestaff indiscipline, and for providing the
secretariat to Council and Board meetings.

It is suggested th&tinancial Management should be seen as a support function to the
Heads of Units and should be divided into four fwictions: Marketing, Revenue
Collection, Investment, and Financial Control. k&tmg should be responsible for
valuing and marketing all the products generatatiwiProtectorates to best advantage,
including recreational opportunities. Revenueaslbn should cover responsibility for
the efficient selling of these products, while theestment function should be
responsible for effective and efficient, short &maly term investment on the money
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market of any of the agency’s money which is béialgl overnight or for longer periods.
Financial control refers to the development ofdabeounting procedures and the
implementation of internal financial auditing fuiaets to which units of the Authority
should adhere, including the laid down proceduoe$focurement that should be
applied correctly at all times.

CREATING AN EFFECTIVE ESTABLISHMENT

Restructuring the NCS into an autonomous Natures@wation Authority will require
revision of its establishment so that people in gesitions are well qualified and
experienced to perform the duties expected of th€his is likely to be much more
complicated than reshuffling existing personneélidS and placing them in new
positions and will probably involve recruiting amhber of new staff members with
appropriate qualifications and experience, pardidulto fill key senior posts. The
incumbents of these posts will need vision and imetgn to advance the Authority’s
innovative mandate and may have to come from tivaterrather than the public sector.
They need to be people who fully understand thesafrihe country’s conservation
policy and programmes and are experienced managersleliver the products expected
of them effectively and efficiently.

DIRECTOR GENERAL

The Director General should be a person of statusteérnational nature conservation,
with experience at a senior level outside Egyptp Whblds an advanced degree,
preferably a doctorate, relevant to the consermaind sustainable use of wild resources.
Besides being an innovative nature conservatidr@isthe should have a good
understanding of the industry based on the sudikEnese of nature, especially tourism
based on wildlife and unspoiled natural valuese ifltumbent of this post should
combine these attributes with good interpersonidlssknd an ability to develop and
maintain an effective nature conservation authdatyEgypt.

DEPUTY DIRECTOR GENERAL

The Deputy Director General, as the Director Gdiseeuaderstudy should have a sound
knowledge of the Authority’s policy and nature cention in general and how to
implement them effectively. While the Director @eal is the prime thinker in the
organisation his Deputy is the prime doer and rbusg these thoughts to successful
fruition. For this he requires strong leadershigd anterpersonal skills, a strong ability to
organize multi disciplinary working groups and ghiy developed entrepreneurial
inclination that harmonises the natural and biaabproperties of unspoiled nature with
the sustainable use of the resources to maximizehibenefits. He/she should have ten
years of experience in a managerial capacity arestablished track record for having
contributed meaningfully to the effectiveness affidiency of, preferably, a land based
organisation.

1. HEAD OF ADMINISTRATION

The Head of Administration should be responsibteefesuring that the Authority has an
effective and efficient administrative support seev The incumbent should have the
skills and ability to lead an ongoing review andisen of all procedures for earning,
investing, and spending money; for the controllbim@vable and immovable assets; for
employing and developing an effective staff; anddwger the organisation’s legal
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requirements, with a view to working with the Ckieff sections to constantly upgrading
efficiency.

1.1. Chief of Finances
Duties and Responsibilities
The Chief of Finances should be responsible foebiging effective and efficient
systems for packaging and marketing products fromeleted Areas, especially those
related to nature based tourism, the collectioreeénue, the temporary investment of
any of the organisations cash that is not requwednmediate use, and control over
expenditure and movable and immovable assets.
Duties and Responsibilities
= Know how to package and market nature based predespecially through
tourism, and able to design and call for the typeesearch and monitoring
needed to maximize sustainable use and income ajerefrom Protected Areas.
= Be able to devise and ensure that efficient systmmn place for collecting
revenue from Protected Areas.
= Be sufficiently familiar with the money market tdwase the Head of
Administration on how best to invest the organ@as spare cash to best
advantage in the short, medium and longer term aatelto act on this
information.
= Devise and implement efficient systems for conimglthe Organisation’s
expenditure and procuring goods and services amagckr its fixed and
movable assets.
= Maintaining an on-going measure of income and edipere, keeping higher
authority informed periodically of the relationstbptween the two and giving it
timely notice of likely problems.
= Ensure economic and financial data are recordedtmdd in an accessible form
in the Data Base.
= Devising and implementing a programme of intermal axternal financial audits
of the Authority’s accounting sub-entities and nejpg the results to Head of
Administration and Head of Performance Evaluation.

Job requirements

Education: A sound qualification in commercial accounting.

Experience: At least five years experience in a manageriahceyp in a commercial
company.

Knowledge of: Commercial accounting essential and of Governmettunting systems
highly desirable.

Ability to: Control the Authority’s finances essential andmitiative to introduce
progressive commercial activities highly desirable.

Skills: Advanced manual and electronic accounting skills.

1.2. Chief of Legal Affairs

The Chief Legal Officer should be responsible fariewing and upgrading all nature
conservation legislation, as this becomes neces&argeviewing all court decisions
relating to this legislation and initiating furthewurt procedures where this is desirable.
He/she should also advise higher authority on legaters and ensure the preparation of
proper legally binding documents to cover all agreets entered into between the
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Authority and outside organisations. In additibrs tofficer will ensure an adequate
secretarial service for all Council and Board nmegi
Duties & responsibilities
= Review and where needed revise primary and sulpgidature conservation
legislation.
= Provide legal advice to higher authority.
= Prepare contracts and agreements for the Authamidyensure their
implementation.
= Draw up legal documents and compose letters andonmagrda in response to
incoming correspondence of a legal nature or redatb matters discussed at
Council and Board meetings.
= Review court cases and institute appeals or otlrdrdr action needed to ensure
the enforcement of nature conservation laws.
= Ensure the preparation of police reports againgvaations or forbidden
activities inside Protected Areas.
= Brief the Director on the status of violations darbidden activities inside
Protected Areas and advise on the actions beiraptagainst them.
= Ensure a data base is developed and maintainddrefeant legal matters.
= Perform related legal tasks as assigned by the Bieddministration.
= Ensure an adequate secretarial service for all Gband Board meetings

Job requirements
Education: University degree in law.
Experience: At least five years relevant experience and regjish in the lawyer's
syndicate
Knowledge of: Environmental laws principles and procedures egdanrid a working
knowledge of international environmental law dddea
Ability to: Able to work independently and under pressure.
Skills: Fluent in spoken and written Arabic and Englishmifiar with electronic
clerical aids.

1.3. Chief of Human Resources
As the Chief Personnel officer of the Authoritysiperson should ensure an effective and
efficient organisation to recruit, employ, servared develop the organisation’s staff
establishment.
Duties and responsibilities
= Develop standardized procedures for advertisinig \saancies, short listing
applicants, interviewing possible candidates anduigng those that have been
successful into posts in the establishment.
= Ensure every employee has a job description, arelheh employed on the
permanent establishment or contract is aware dfidngonditions of service and
of the position charter relating to his/her graflemaployment and to ensure a
persons job description and position charter issegl/as required by his/her
development and progress in the organisation.
= Ensure periodic review of the performance of alptyees on probation and the
dismissing of those who do not perform to standard.
= Implement a system for the timely payment of affstalaries, allowances and
other dues.
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= Maintain a detailed record of employment for ea@nrher of staff, including his
on-going leave and other entitlements.

= Maintain a record of each person’s qualificatians,going performance,
incentives received, disciplinary penalties, ansirdeand potential for particular
staff training and development.

Job requirements

Education: A degree or similar qualification in personnel mgement, public relations
or the like.

Experience: At least five years experience in flexible and progikespersonnel
management.

Ability: A firm, impartial, but kindly disposition.

Skills: A thoroughly organized person.

2. HEAD OF PUBLIC RELATIONS AND OUTREACH

The Head of Public Relations and Outreach shoulal é@nfident person with a broad
knowledge of nature conservation and related issues can project the national
importance of the subject and of having an effectionservation agency, with
conviction, to a broad audience at home and abrétdshould be able to develop and
lead a well reasoned and focused public relatiffostavith clear objectives, directed at
decision makers, and to craft an outreach prograthatebenefits those people with
resource rights in or near Protected Areas.

2.1. Chief of Public Awareness and Public Relations

Job Summary:

To plan and direct public awareness and publidiogla programs, particularly at the

national level, that engender broader public apaten and personal responsibility

for maintaining the quality of the natural heritageegypt.

Duties & responsibilities

»= Prepare plans to develop public awareness in naturgervation.

= Develop and produce information and promotionalemals of all types to extend
public knowledge on nature conservation and theipalgency responsible for
implementing it, including the preparation of weittmaterials and press, radio
and television releases for distribution as appabd@yand to co-operate with other
national and international organizations projecargjmilar message.

= Coordinate and guide activities in support of nattwnservation and the
sustainable use and development of Protected Aneksy groups, including
stakeholders, supporters, donors, media, and émramunities.

= Prepare and make presentation for decision-makidgtee public.

= Undertake related work assigned by the Head ofi@&alations and Outreach.

Job requirements

Education: A university degree or similar qualification in medpblic relation, or

journalism and a good appreciation of nature coatiem and public awareness.

Experience: A track record of relevant experience.

Skills: Fluent in Arabic, with a good knowledge of English.

Familiar with appropriate electronic aids.
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2.2. Chief of Interpretation
Job Summary:
The planning and implementation of publispdys in Protected Areas.

Duties & responsibilities

To determine appropriate themes for displays indeted Areas and to design
and implement these displays and the buildings¢ractires to house them.

Job requirements
Education: A university education in Protected Area interatiein or a related

discipline.

Experience and Skills:Knowledge in interpretative display techniques and

experience in making such displays. A good knowdealigwritten Arabic and
English

2.3. Chief of International Relations

Job Summary

To project the image of nature conservation in Egyieluding what is being
done and by whom, through international press selgaencouraging influential
foreign visitors, who may be useful to the Authgrib come to the country.
Ensure the timely submission of all reports reqliirem Egypt in terms of its
obligations under international conventions.

Duties & responsibilities

Ensure a steady stream of public relations infoionatelating to nature
conservation in Egypt for foreign release.

Plan and arrange for selected influential foreigture conservationists to visit
the country to promote Egyptian nature conservadiah nature based tourism at
home and abroad.

Ensure that Egypt’s reporting obligations in teiwheternational conventions are
fully complied with.

Job requirements

Experience and Skills:a mature presence and good knowledge of nature
conservation and what is being achieved in Egydtamability to persuade
foreign outlets and conservationists to cooperatie this country.

3. HEAD OF PERFORMANCE AND EVALUATION

The Chief of Performance Evaluation should be lyigixperienced in nature
conservation and have a deep appreciation of agedamonitoring and research needs,
including those related to the evaluation of perfance and operations research.

His function is to co-ordinate the performance aatibn, monitoring and research, and
environmental impact evaluation functions of thehuity and to report periodically to
the Deputy Director General and the Strategic Rianbinit (Committee) on aspects of
the Organisation’s effectiveness in deliveringnitandate.
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3.1. Chief of Monitoring and Research

Job Summary:

Responsible for implementing the Authority’s moning and research policy within

Protected Areas and initiating appropriate monii@m@nd research strategies in

support of the organisation’s needs outside pretkateas.

Duties & responsibilities

= Develop and manage natural resources monitoringes®hrch programmes,
including the development of standardized field-skmg protocols.

= Ensure all monitoring, research and related daaalfected and submitted to the
Data Base by due date for proper storage.

= Ensure proper control over the quality of data émdynthesis, analysis, storage
and distribution.

= Assist with the publication and dissemination fe&rch results.

= Report to the Director General on the effectiverass efficiency of the
Authority’s operations.

= Prepare and make presentation for decision-makidgtee public.

= Perform related work appropriate to the post.

Job requirements:

Education: Advanced university degree in biology, ecologyelated field essential
with further studies in monitoring and statistiégtty desirable.

Experience: At least five years related experience.

Knowledge: Monitoring techniques; field data collection teafunes, research, data
management and basic statistical analysis.

Ability: S trong qualities of leadership and initiative, ahd ability to work
effectively with a wide range of individuals, digbhes, communities and
agencies in teams; to organize and prioritize vassignments and maintain
confidentiality.

Skills: Fluent in written and spoken Arabic and EnglishilyFiamiliar with useful
electronic research aids.

3.2. Chief of EIA Review Process
Job Summary:
Review and evaluate environmental impact assessn@nall developments proposed in
Protected Areas or which might impact adverselpiodiversity outside these areas.
Duties & responsibilities:
= Evaluate and review environmental impact assesswéra| development
projects proposed in or near Protected Areas tiedtkaely to impact directly or
indirectly on the natural values of these areas.
= Evaluate and review environmental impact assessaiet development
projects that may influence the biodiversity anturel culture of Egypt.
= Evaluate and document past harmful effects of agreént and accidents on
natural resources and natural values, and estitmaitecost to the local and
Egyptian economy.
= Issue licences approved by Council for developraedtcommercial activities
inside Protected Areas.
= Participate in the development of a land use maghi®natural resources inside
and in close proximity to Protected Areas.
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Follow the implementation of Protected Area manag@mplans and periodically
assess the environmental impact of developmenth#ve been completed or are
under construction.

Train and assist the Protected Area Managers limAalp on EIA procedures and
their implementation.

Make timely clear reports augmented by other cpordence and written
material for decision-making and the public.

Undertake appropriate related work assigned by{ted of Performance
Evaluation.

Job requirements
Education: University degree in biology or environmental erggining or a related field,

with advanced studies in coastal zone managemmshgeomorphology an
advantage.

Experience: At least five years related experience.
Knowledge: Environmental impact assessment techniques; skoogledge in and

understanding of protected area management.

Ability: Strong interpersonal skills and the ability to effeely work with a wide range

of individuals in teams, communities and agendigsyork independently to
organize and prioritize work assignments; work urmessure; and maintain
strict confidentiality.

Skills: Fluent in Arabic and English and fully familiar Wwitiseful electronic aids.

3.3. Chief of Data Bases

Job Summary:

Investigate, design, develop and maintain dataraiedmation system for all activities
undertaken by the Nature Conservation Authority.

Job duties & Responsibilities

Analyse, classify and store, in and organized vaflygcological, sociological,
economic, commercial and operations data and irdbam important for
effective nature conservation in Egypt.

Develop databases for all major operations undentdly the Nature
Conservation Authority, including developing ancpiementing Geographic
Information System (GIS) and remote sensing apijios.

Maintains the database, including correcting datmét, researching data
conversions, establish data specifications, upgaturces and ensuring data
integrity.

Produce maps, reports and related GIS productsemtes as needed for for
research and decision making.

Design and manage nature conservation web site.

Install and “troubleshoot” problems with the G.IrBapping system, including
installing new applications, and upgrades.

Installs and maintains network systems and relpggighheral equipment;
performs basic network administration and secduangctions ensuring system
integrity and security.

Acts as a technical resource in assisting usamsstve problems with specialized
and dedicated technology systems; implements sokitor notifies outsource
providers as required.
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= Makes purchase recommendations, including helpsegsuassess needs and
providing justification for equipment and services.

= Assist decision makers and with the preparatidounigets, by providing
appropriate data.

Job requirements

Education: University degree in computer science, informateshnology, software
engineering, geography or geology with knowledg&t8 and remote sensing a
strong advantage.

Experience: At least three years related experience.

Knowledge: Strong database knowledge with understanding of S&plers
recommended; strong programming concepts and R8aMbasic dot net); GIS
mapping applications (CAD, Arc View 9.x , ERCAS Iginae 9.x) Qs and ERSS
certificate recommended.

Ability: To manage sophisticated computer programmes aisd aggerers with their
use.

Skills: Fluent in Arabic and English, a helpful persomnal#nd an aptitude to keep
abreast with relevant developments in the compigie.

4. Head of Resource Management

Head of resource management should be a senior enerhthe Nature Conservation
Authority and its most important executive officesponsible for ensuring the
implementation of the agency’s policy to consemd manage biological diversity inside
and outside Protected Areas. His main role isysuee that Protected Areas have the
staff, finance and equipment to be managed effelgtizs autonomous largely financially
independent entities for conserving selected sasrgdl€&gypt’s natural heritage and for
ensuring that biological diversity is protected @odserved outside these areas. He will
mount programmes to ensure biosafety, the contriovasive organisms, the regulation
of hunting and to introduce a innovative commubi#ged resource management
programme so rural people can use their wild ressusustainably to generate benefits
for themselves.

4.1. Chief of Protected Area Management
Job Summary:

This post is responsible for overseeing the managewof all protected areas and
for liaising with the Chief of Biodiversity Consetion Outside Protected Areas with
respect to national programmes.

Duties & responsibilities

= Advise on Protected Area policy, especially atltdual level.

= Ensure implementation of approved Protected Areaagement plans, business
plans and tourism plans by Area Managers.

= Ensure implementation of all agreed procedureslaatimely submission of
monthly, quarterly, annual and special reportsahcobutine returns by Protected

Area Managers.
= Coordinate, supervise and evaluate the nationpbresbilities of Protected Area

Managers and ensure an objective annual evaluatithe ongoing performance

of Protected Areas in relation to agreed managerestness and tourism plans.
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= Encourage and support monitoring and research dged®valuate and enhance
Park performance.

= Liaise with national and international organizatida coordinate ongoing work
programmes in Protected Areas and ensure apprepoel participation in the
management and benefits generated by Protected.Area

= Evaluate, arbitrate and, where appropriate, respopdblic complaints made
against the management of Protected Areas,

= Evaluate the ongoing performance of Protected Maaagers and complete
their annual performance reports.

= Report to the Head of Resource Management.

Job requirements

Education: University degree in biology with extensive relafgdctical experience
in the management of Protected Areas essentialfuatiebr studies in
environmental planning, business management oistoudtevelopment and
management an advantage.

Experience: At least 10 years of relevant experience.

Knowledge: Must have a good knowledge of the rules, regulatiordinances and
statutes pertaining to Protected Areas and natesalurce conservatin in Egypt, a
sound understanding of management principles, gtgoalities of leadership and
a good understanding of cultural and community sore

Ability: This post requires strong confident leadershipthadbility to organize and
prioritize tasks and programmes. The incumbentilshioe able to work
independently and have strong interpersonal skiltsinitiative, the ability to
work effectively with a wide range of individualspmmunities and agencies and
to build multicultural and multidisciplinary workgnteams. This extends to a
strong ability to identify, analyze, investigatedaarbitrate problems.

Skills: High communication skills in both Arabic and Englisnd familiar with
useful electronic aids.

4.2. Chief of Biodiversity Conservation Outside Prtected Areas

Job Summary:
Responsible for overseeing the conservation anediuséd resources throughout
Egypt outside Protected Areas and for liaising it Chief of Protected Areas
in all national programmes affecting the whole doyn

Duties & responsibilities

= Advise on biodiversity conservation policy, espégiautside Protected Areas.
Devise and ensure the implementation of approvatagement plans, business
plans and tourism plans relating to the consermaind sustainable use of
biological diversity outside Protected Areas anglement a nation wide
Community Based Wild Natural Resource Managemengf@amme in selected
priority areas, for later application elsewhere.

= Ensure implementation of all agreed procedureslaatimely submission of
monthly, quarterly, annual and special reportsahtbutine returns relating to
the management of wild resources outside Protetteas.

= Coordinate, supervise and evaluate the nationpbresbilities for management
of wild resources outside Protected Areas and ertbgrobjective annual
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evaluation of the ongoing performance of Ecologmtsking outside Protected
Areas.

= Encourage and support monitoring and research dged®valuate and enhance
project and programme performance outside Protetteals.

= Liaise with national and international organizatida coordinate ongoing work
programmes in Protected Areas and ensure apprepoel participation in the
management and benefits generated by Protected.Area

= Evaluate, arbitrate and, where appropriate, respopdblic complaints made
against the management of wild resources outsioe&ed Areas,

= Evaluate the ongoing performance of Ecologists wgrkutside Protected Areas
and complete their annual performance reports.

= Report to the Head of Resource Management.

Job requirements

Education: University degree in biology with extensive relafgdctical experience
in the management of wildlife outside Protecteda&ressential. Further
studies in sociology, environmental planning, bassxmanagement or the
development of tourism and hunting would be an athge.

Experience: At least 10 years of relevant experience.

Knowledge: Must have a good knowledge of the rules, reguiatiordinances and
statutes pertaining to nature conservation andalatesource
management in Egypt, a sound understand of managmeciples,
strong qualities of leadership and a good undedstgrof cultural and
community mores.

Ability: This post requires strong confident leadershipthedability to organize
and prioritize tasks and programmes. The incumbleotild be able to
work independently and have strong interpersonissind initiative, the
ability to work effectively with a wide range ofdividuals, communities
and agencies and to build multicultural and mudtglinary working
teams. This extends to a strong ability to idgntahalyzing, investigate
and arbitrate problems.

Skills:High communication skills in both Arabic and Englisnd fully familiar with
useful electronic aids.

4.2.1. Officer I/C Hunting
Job Summary:
Plan and coordinate hunting activities.
Duties & responsibilities
= Ensure safe quotas and bag limits are set andhtimi¢rs are charged
maximized hunting fees to participate in all autbed hunting.
= Enforce hunting laws, regulations and agreed coflesnduct.
= Prepare guidelines and codes of conduct to bevfellidby hunters.
= Develop comprehensive hunting management planisidimg those that
allow the earnings from hunting to be used to ptevncentives to individual
resource use right holders to conserve and usablergpecies sustainably.
= Study and analyse the ethos, ethics and pracétationships existing
between conservation and hunting with a view togi$iunting to promote the
conservation of selected species in Egypt.

33



= Promote cooperation between individuals, commundied governmental and
nongovernmental organisations in the developmeatafality hunting
experience in Egypt.

= Coordinate actions to control illegal hunting.

= Monitor hunting and analyse information relatinghtmnting.

= Recommend hunting regulations based on the besigal and
sociological information available

= Perform related work appropriate to the post.

Job requirements
Education: An advanced university degree in zoology or vifddinanagement,
preferably with a bias to population dynamics.

Experience: At least four years working as a professional huoteéhe equivalent.

Knowledge: a good knowledge of hunting and the recreationatihg industry,
including how to determine bag limits and preparé measure trophies. A good
knowledge of the Egyptian and foreign hunting lathie, codes and standards of
conduct insisted upon in many countries and thertamy and global distribution
of species that are hunted in Egypt.

Ability:  Strong interpersonal skills, ability to work asiadependent agent with a

wide range of individuals, communities and agenaes to organize and prioritize a

heavy work schedule..

Skills: Fluent in Arabic and English with knowledge of Gamand Spanish a
decided advantage; familiar and able to apply tagssical models used in animal
population dynamics.

4.2.2. Invasive Species Specialist
Job Summary:
Identify and organize the control of invasive spscias necessary, throughout
Egypt.

Duties & responsibilities

= Develop a data base of the alien species with inegsoperties that have been
introduced to Egypt and describe their known spegatidistribution.

= Establish a network of people working on theseratated species to promote
scientific and technical cooperation between thevent stakeholders, including
researchers from outside Egypt.

= Devise mechanisms aimed at preventing the intraalueind establishment of
new alien invasive species.

= Devise and implement a programme for the earlyatiete and rapid elimination
of newly introduced invasive species.

= Develop and implement a National Strategy for theetiol and elimination of
existing alien invasive species where this is figgtiby their impact on a local or
the national economy.

= Plan and implement public awareness campaign®tbthk public to the
problems and need to control alien invasive spegiekiding the sharing and
coordination of information so as to maximize tiffeeiveness and efficiency of
control measures.
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= Cooperate with other agencies to develop and dissg¢eneducational materials
(publications, posters, videos, World Wide Web,)dtzthe public, interested
organizations, and agency employees.

= Develop and implement plans to provide conditiomsarsuitable for native
biota.

= Develop a structured legal framework to addressesgoncerning alien species.

= |dentify all funding sources that might be avai&bdr invasive species
management.

= Sharing experience with other nations, states aganizations through
documentation, staff exchanges, and by other means.

Job requirements

Education: University degree in biology, resource managenmamtironmental
studies or related field, with advanced studie®iated disciplines an advantage.

Experience: At least two years related experience.

Knowledge: Techniques to control invasive species; good kndgeeof taxonomy.

Ability: Strong interpersonal skills and the ability to wefkectively with a wide
range of individuals, communities and agenciesywadk independently or in
teams and to organize and prioritize work assignsj¢olerate work under stress;
maintain strict confidentiality; ability to use @S and other navigation tools

Skills: Fluent in Arabic and English, and proficient in fus€omputer skills.

CAREER PATH FOR RECRUITS IN THE PROTECTED AREA

MANAGEMENT SECTION

This section considers the career paths for menddehe Protected Area Management
Section which should include two broad categoriggeomanent and contract employees,
with overlapping pay scales: a Technical GradeEcalogist Grade.

Technical Grade

Cadet Guards, Guard |Is, Guards, and Senior Guards

The pay scale for the Technical Grade should caaptR steps or annual increments to
offer maximum flexibility and cater for all contingcies. The first five steps might cater
for Cadet Guards from age 18 to 23 who should beuits with the minimum of a basic
schooling or older people with a particular aptéwhd useful experience for the post in
guestion. Eighteen year olds should normallydeeuited on to Step 1 but older people
may be recruited on any step up to Step 3. Thaydwall serve a two to five year
probation period and if successful in meeting d tlown level of proficiency would
become Guard lls on Step 6 and permanent employ@ssuming a retirement age at 60
these people could then expect to progress upghrthe annual increments to Step 42,
or a slightly lower step if they are over the afi@®when they become Guard lls on the
permanent establishment. Scale barriers may, henwbe introduced at, say, Step 20
and 32 for people who have not achieved a spediiedr level of proficiency
appropriate to each barrier. Alternatively, Gudsdshould be awarded one, two or three
steps of accelerated advancement for achievingehighels of proficiency below each
scale barrier or promotion to Guard | and Seniocai@u

Members of the Guard Force should be entitledticeren pension at the end of 20 years

service and again at the end of 32 years sentidbeir services are still of value to the
Authority it may consider offering them one or timarements to extend their service by
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twelve years in the first instance and until thes @0 years old in the second. An
especially effective member of the Guard Forceadiulis earn up to 16 extra increments
in a career spreading over about 30 to 42 years.

Junior Technician, Technician

People with technical qualifications (e.g. a unsigrdiploma or junior degree) or a
recognized trade appropriate to the Authority’sdsemay be employed at an advanced
position on the scale, depending on the naturbesf ualifications and the requirement
for them on the Authority’s establishment. Thegwd also be subject to a period of
probation before being attested on to the permastafft and to scale barriers and
advancement procedures for proficiency, althougheir case proficiency testing may
need to be geared to their specializations.

Ecologists’ Grade

Ecologists, Senior Ecologists, Principal Ecologists, Chief Ecologists (or Protected Area
Managers)

Ecologists should have a minimum qualification dfigher university degree. They may
be employed on either the permanent staff or oract) depending on the nature of the
work they are required to perform. Those workingsbort term projects (of one to 5
years duration) should be employed on contractsédld be paid at a rate of around
three to five increments higher than their colleegwith similar qualifications and
experience on the fixed establishment, in recogmitf the limited duration of their
employment.

Ecologists should enter the salary scale at ar@iep16 or above, with due allowance
for the number of years appropriate experienceipalsle qualifications they have gained
after graduating. For example a Masters degreeldlearn one or two additional
increments and a Doctorate (Ph. D.) three or fMhere degrees like veterinary science
or medicine take longer than four years to compétniversity this should be allowed
for in deciding a recruit’s starting salary.

Ecologists, whether employed on contract or thenpeent establishment should serve a
probationary period of one to five years when tbay either leave after giving one
months notice or can be summarily discharged af@milar period of notice, if their
performance is not satisfactory. A person shoel@tbested to the fixed establishment
only when he/she has satisfied higher authorityhleéshe is suitable in all respects for
the post he/she is filling and this has been cordd by the Authority’s Staffing Board.

Advancement by one increment per year should be mioless automatic for people
performing satisfactorily between scale barrierStap 26 (after ten years or less service)
and Step 36 (after 20 years of service). Promaqismst these scale barriers to Senior
Ecologist and Principal Ecologist respectively ddaach earn two additional
increments, but would be subject to a rigorousuat@dn of a person’s performance,
initiative, reliability and overall suitability fondvancement, by the Staffing Board. The
Board may also wish to reward outstanding contitimst by staff by awarding them up to
three additional increments (singly or togethetideen scale barriers or by promoting a
person across a scale barrier before he/she retiehbarrier. Principal Ecologists
should have a short salary scale of only aboutihwemental steps, before joining the
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Chief Ecologists/Area Managers on a super scaleevsach officer's annual increment
should be decided purely on merit by the Staffimgu8l, after a detailed evaluation. This
would allow the Authority to remunerate world classentists and management
specialists in its employment according to thedividual worth in the global market
place.

Compensation at Separation

A person who leaves the employment of the Authaitywho is discharged from its
service during his/her period of probation shoeceive no compensation. Thereafter
they should be compensated according to a scadayofalculated as the proportion of
their final salary multiplied by a factor determihizom their last salary Step less the
Step on which they were first recruited. Thysesson on a final salary of EL10 000
p.m. who was recruited on Step 16 and resignedtwed on Step 36 would after, say, 12
years service receive EL10 000 x 20 divided by 42factor (which may vary depending
on whether a person retires or resigns), to beddddby the Authority.
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Appendix |

Draft
POLICY FOR MANAGING PROTECTED AREAS
OR CLUSTER OF PROTECTED AREAS

1. Governance.

National Protected Areas or clusters of Protectezhé will each be managed by a
Board appointed by the Minister on the advice efltature Conservation Council which
shall have representation on every such Board. Diteztor General of the Nature
Conservation Authority and a senior member of taff svill also be members of these
boards on which the remaining four Members wildoawn from local communities in
the area where a Protectorate or cluster of Pmtaets is located. Local members will
be selected to represent Local Government and tmeamunities, with emphasis on
stakeholders who have invested in services in tbeeBtorate, or who have traditional
resource rights in the area it covers.

Protected Area Boards will meet at least once atgeguide management and ensure
the ongoing protection of the natural values arsdanable use of Protected Areas. They
will objectively evaluate past progress and guiderrle management, in terms of the
resource management, business and tourism platisef@area, setting clear objectives to
be accomplished by the annual work plan applicabtae Board's area of responsibility.
This information will be reported to the Nationab@cil for Nature Conservation.

The representatives from the Nature Conservatiam€band Nature Conservation
Authority on a Protectorate Board will ensure thlhtmanagement actions in the
Protectorate are undertaken in accordance withdaweh national and area policy, and
will veto any Board decision that threatens tosgaess this policy.

2. Planning

2.1.Natural Resource Protection and Management,dratand Business Plans
will be prepared by the Nature Conservation Serloceach Protectorate
under the general supervision of the Director Galreand in consultation with
the local Members of a Protectorate Board. Thesmbkrs should consult
with their local constituencies to promote the gatien of local benefits from
the proper management of a Protectorate so a®itogbe public acceptance
of the area and its use.

2.2.These plans and any amendments to them wallibmitted to the National
Council for Nature Conservation for consideratiod approval. Where
development is desirable for any reason in a Piedegrea, it will be subject
to an environmental impact assessment to be caesidiest by the
responsible local Board. If the Board agrees ¢éodivelopment it will submit
its recommendation to Council and the Council’sisiea will be binding on
the local Board and the Nature Conservation Autiori

3. Management
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3.1. The physical management of a Protected Ar8d®/undertaken by the
Nature Conservation Authority, by the Area Manaaysa his staff with broad
supervision from the Director General. It will imeterms of Natural
Resource Protection and Management, Tourism, asa8ss Plans,
recommended by the Protected Area Board and apgpitoyére Nature
Conservation Council.

3.2. Management of a Protected Areas (or clustdPsaiected Areas) will be
supported by a grant in aid from Government, domor, augmented by
revenue the area generates from entry chargesession, licenses fees or
the like, with the aim of using free market fortedirst make it financially
self supporting and then profitable. Sporadigredictable windfall
earnings, such as those from fines for infractimnghysical damage to the
natural assets in a Protectorate shall not bectless part of the regular
income of a Protected Area or group of Protecteshér It will be credited to
a special fund and used by Council to rehabilitaéenatural resources in the
Protected Areas or to further develop their use.

3.3. Any or all management activities in a Protéddeea may be outsourced to
public and private sector providers, on conditioa focal Board and the
Director General are both satisfied that the prewwhn offer a service of
sufficient quality at a competitive price. All doacts to undertake a
management function and all concessions to off@tors to a Protected Area
a public service will be in terms of a well craftagreement of fixed duration,
varying from one to twenty years, depending onntlagnitude of the
investment and the costs involved in undertakimgftimction or providing the
service in question. These agreements will spebdystandards to be
achieved, the payments to be made by either pattyetagreement, the
conditions under which it may be terminated, anltlim¢lude a provision for
the management authority to revise the terms andittons of the agreement
for sound technical or economic reasons.

3.4. Where it is possible to generate a flow ofdfiés from a Protected Area or
cluster of Protected Areas for the benefit of meraloé the public, especially
for neighbours of a Protected Area who can benéfg,will be in terms of
ancillary Policy Documents that spell out the natof the benefits, how they
will be realized sustainably and who may benefihis Policy will also
describe the terms and conditions of fixed terneagrents to be entered into
between a Protected Area and registered individaaociations or
companies permitted to realize such benefits aadetbs, if any, that they
may be required to pay annually to do so. Promisidl also exist to cancel
or suspend any such agreement where the holdebirgeach of the conditions
of his agreement.

3.5. No further land in national Protectorates Wwélsold to the private sector but,
suitable sites identified in the management plaag be leased, subject to an
environmental impact assessment, for the developofemportant
management activities or the provision of apprdpnasitor services.
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4. Monitoring Management Performance

4.1. The biological diversity and general healtlwdél populations of plants and
animals in the various easily recognisable ecosysia Protected Areas will
be monitored annually, using indicator speciegnsure that resource
management is achieving the aims of the managepnegtamme and is
sustainable. Likewise, all developments, publiwises and authorised uses
of an area or its recognisable ecological and gigygimic sub-divisions will
be monitored to ensure that the uses permittedusmtainable and not
detracting from the area’s long term aestheti@etiveness.

4.2. Monitoring of management performance will lasdd on objectively
verifiable criteria for ascertaining the effectiems of the management and
whether it is accomplishing its stated objectiviswill be undertaken in
terms of work plans that will require the data édvaluated to determine the
cost effectiveness of management actions and pgbiasises of the area.
This will be on an annual basis and the resultsheilfully reported, through
higher authority, for consideration by the Direc&eneral and Council.

4.3. The data and analysis of the data from mangaeffectiveness of
management and cost effectiveness of the use afeanshall be lodged with
the Data Base and shall become part of the permameords of the Nature
Conservation Authority.
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Appendix Il

Draft
POLICY FOR A PUBLIC AND PRIVATE SECTOR PARTNERSHIP TO
MANAGE THE WHITE DESERT NATIONAL PARK

It is visualised that a number of Protectorates b@aynanaged by the Nature
Conservation Authority in partnership with locaklstholders living in the areas in which
Protectorates are located. This topic was espe@adminent with regard to the White
Dessert Protectorate at the time of the preserguttamcy and the opportunity was taken
to visit the area. The arrangement outlined beatoa/suggestion as to how this most
desirable development between the public and @risattor may be implemented in this
case.

The concept is desirable as it introducer a measfupeoprietorship and local pride for
the people who must bear the opportunity costswing a Protectorate declared in their
area.

JOINT PUBLIC AND PRIVATE SECTOR MANAGEMENT
OF THE WHITE DESERT NATIONAL PARK

1. The White Desert National Park will be managedt]giby the National Nature
Conservation Council (NNCC) and the local commasitiving in the area,
through an organisation to be known as the WhiteeieManagement Board.
This Board will have three voting members from He¢CC (a Member of the
NNCC, the Director General of the Nature ConseovafAuthority and the Area
Manager) and four voting members from an orgarosat be constituted locally
among people living in the Farafra and Bahariyasreo be known as the White
Desert Management Association (the Associatiorije firime concern of the
NNCC members will be to ensure that the area isageah in accordance with
National Policy for the Protection and Proper Sustale Management of
National Protectorates in a Natural State, antii®dnd, these members will each
have the power of veto over any of the Board's €lens, so as to protect the
State’s interest and investment in proclaimingdtea. The Association’s
Members’ prime concern will be the long term comagon and sustainable use
of the area and its resources, in order to safelgdambers livelihoods and their
investment in carrying the opportunity costs ofihg\a Protectorate in their area
and developing tourism services to it.

2. The National Park Area will be managed by the Nattionservation Authority
(NCA) with assistance from the Board, in terms ofi@agement plan drafted by
NCA in collaboration with local Board Members (wkloould consult their
constituencies) and recommended by the Boardnidorsement by NNCC.
Once NNCC has agreed the plan it will be bindinglrenBoard until such time as
it is amended by NNCC. This management will biel par by a grant in aid
from NNCC, augmented by a large proportion of #heenue generated by the
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National Park, with the aim of making the Park #satorrect management as
financially self supporting as possible.

. Revenue will be derived from three sources:

a) entrance charges,

b) concession fees and

) guiding license fees.
All visitors will pay an entrance fee and will becampanied by a Member of the
association who is a guide licensed by the Boardilbpay a premium entrance
charge to visit the area without a guide.

All Members wishing to accompany visitors inbe tNational Park will pay a
joining fee and an annual license fee, will complih the law in all matters
relating to their level of participation in the team business, and may be required
by the Association to pass an annual proficiensy t&he latter will ensure they
are fully aware of and willing to comply with thegulations applying in the
National Park, and will be an assurance that theadling to conform to the
Association’s codes of conduct in the area andentvinducting visitors to it.

. All guides should be affiliated to one or more Gugie Members of the
Association from whom they can expect to derivalog opportunities. The
Corporate Members will be Hoteliers, Camp OwnemjrfOperators and the like,
licensed annually to operate in the National Parkeir function will be to
package and market different safari packages, tmmdertaken by the licensed
guides and to offer support services for theserisadaitside the Protectorate. A
Corporate Member may also be an ordinary Membemuadertake his own
safaris.

. Benefits from using the White Desert National Pasla tourism destination will
be focused towards local people from the areas Wil be achieved through
differential Membership and Corporate Membershipgiinat are cheaper for
local residents of the Farafra and Bahariya atteas for residents outside these
areas.
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Appendix 11l
Draft
POLICY FOR MONITORING AND RESEARCH
IN PROTECTED AREAS IN EGYPT

Background

Monitoring and research should be integral comptsehthe management and use
programmes in Protected Areas, but these areasdshoilibe viewed as convenient
venues for research that is not strictly relevartheir prime purpose. Monitoring
provides the means for determining just how effecthe protection of natural
landscapes and the conservation of biological mregsun the area are, or just how
sustainable permitted use in it is proving to lieshould also be used to determine the
ability of the area to continue to add value tastycover time, through the on-going
generation of income and other human benefits vdrether the human and financial
resources available to manage it are sufficientfferpurpose and, if so, whether they are
being used efficiently. It should also be the ndner of research, by highlighting
where more social, ecological, economic, commenriaperational information and
knowledge is desirable and in what form, in oradeemhance the effectiveness or
efficiency of the management agenda.

Experience has taught that the only practical wagtegrating management and use of
anything other than a very small Protected Are& Wie necessary monitoring and
research is to make extensive use of adaptive neamagt techniques. This implies
employing the best available data to take actioallowing only very conservative use of
the area and then monitoring them to ensure therecis achieving its objective or the
use is not causing any abuse of the area. Byulbrefionitoring the outcome the action
or use can be refined in the light of the ongoirgegience.

An inventory or “biomap” of the species and thaimbers that occur or should occur in
a given area is important to protected area managewhen selecting protected areas.
Once sites have been chosen, information relatiniget current status of organisms is
much less significant to judging the effectivenesthe coverage or how well it is being
managed than good data on trends in the numb@upoiations of key species or trends
in key ecological processes. For example, in arsaah it is usually more important to
understanding the soil/plant/animal relationshgokriow whether perennial grasses are
spreading or receding than to know which speciggads are involved. This is because
many species of grass behave in a similar way usidelar ecological circumstances
with the actual species being determined by hisaddchance and the prevailing nature of
a site.

In designing the monitoring and research prograrfana Protected Area or system of
such areas it is important to proceed from the gene the particulate. This implies
setting strict priorities for using the availabhehiouse monitoring and research capacity,
including the amount of sponsorship that can bereff to outside researchers
undertaking strictly non intrusive research prgjedn this regard, the current numerical
status of a minor species in a natural ecosystempertant only if the information can

be used practically to alter the strength of thecss to a more satisfactory level, bearing

45



in mind that Protected Area managers must oftehwdiéa hundreds of square kilometres
of habitat with only crude tools.

Policy
1.1. The Chief of Monitoring and Research will paepa programme to monitor
the effectiveness of the Nature Conservation Autyisrmanagement agenda in
Protected Areas, on an annual basis and will rdpstindings through his higher
authority to the Council by June®@ach year. Using objectively verifiable
indicators this report will describe how well natblandscapes and natural values
are being protected in each area, how well keyispege being conserved, how
sustainable the use of the area is, its revenuergeon, and the cost effectiveness
of the management programme in it. Council witllide an accurate synopsis of
this account in its annual report to the Ministed éhe people of Egypt.

1.2. Non-intrusive research, for which the Natuom€ervation Authority has a
priority need will be undertaken by the Authoritgff in terms of Work Plans
approved by the Chief of Monitoring and Researthese Work Plans will
describe the object of the study; the nature ofatbek; how, when and by whom
it will be done; the number of plant or animal Sp&ns it is intended to collect
(with full justifications) and where they will beepnanently housed, what it will
cost and, particularly, its anticipated value te tinganisation.

1.3. Similarly, non-intrusive research may be utalean by non-staff members of
the Authority with the approval of the Chief of Mwring and Research, upon
submission of a project memorandum indicating #@uweire of the work proposed
and, if this is approved, the submission of a tledavork plan along the lines
required from staff members. Outside research arsriwill be required to keep
their work confidential, except where exempted frthis provision by the
Director General in writing. They will also be eqted to house a copy of all
their data in the Authority’s Data Base and to et with a copy of any
publication or report resulting from their work.

1.4. Intrusive research will not normally be petettin a Protected Area, but
where it is required it may be undertaken on sintéams to non-intrusive
research on the recommendation of the Director (a¢ireterms of a permit
endorsed by the Chairman of Council.

1.5. Progress of all research undertaken in theeBted Area estate will be
reported to the Chief of Monitoring and Researcartprly, giving a full analysis
of all data. Changes may be submitted at this toregproved Work Plans for
consideration by the Chief of Monitoring and Resbar
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Appendix IV

SCHEMATIC
ORGANIZATION OF NATURE CONSERVATION AUTHORITY'S FUN CTION
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2.Public Relation and Outreach Branch
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3.Performance & Evaluation Branch
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4.Resources Management Branch
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