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I. INTRODUCTION: BACKGROUND AND PURPOSE OF STUDY
 

The importance of human resources development as a critical
 

component of capital, technological and economic development has
 

gained considerable support in recent years. Numerous develop­

ment efforts have been ineffective because of inaccurate assump­

tions concerning the existing human resource's capabilities to
 

carry out such efforts. The situation in Egypt is not different.
 

The human resource base there must also be developed to support
 

the rapid influx of development programs. What may be different
 

in Egypt, however, is the timeframe within which this development
 

must occur.
 

The October working paper of 1973, and subsequent economic
 

liberalization policies, placed Egypt in a period of rapid econo­

mic transition. The country has been attempting to move from a
 

centralized, state planned economy to E more decentralized mar­

ket-oriented one. Changes of this magnitude, which affect both
 

social and economic structures, have placed a tremendous demand
 

on the capabilities of managers in public and private organiza­

tions, particularly those in the industrial sector. As the
 

implementors of policy, their role is key to the success of that
 

policy. Time, however, has proved to be a constraint to imple­

mentation. While finance, technology, and capital resources can
 

be imported and organized rapidly to meet policy aims, it is
 

difficult to place the same expectations on human resource devel­

opment.
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The majority of Egyptian managers in top and middle positions
 

possess managerial knowledge, skills, and attitudes appropriate to
 

past ciroumstances. These managers learned and applied a style of
 

management which rewarded them in the past and w±th which they
 

have become thoroughly familiar and comfortable. However, these
 

same managers are now the implem,.:ntors of new public policy and
 

are being asked to rapidly change this style. Therefore, they
 

need to develop management knowledge, skills and attitudes
 

appropriate to the values, interests and needs associated with
 

Egypt's "new economy".
 

It is for this reason that developing Egyptian managers be­

comes complex, particularly in relationship to managerial style.
 

For some, the development of managers becomes one of "degree":
 

building upon what already exists and adapting it to meet new
 

circumstances in Egypt. For others, it is 
a matter of "kind":
 

replacing one management style for another. Both approaches have
 

limitations. The former can often represent a cosmetic rather
 

than substantive change. The latter ofton results in the imposi­

tion of alien value systems and behaviors. Yet, it is precisely
 

these issues which must be addressed to allow management education
 

programs to be developed which are appropriate to the specific
 

needs of Egypt. The identification of and recommendations con­

cerning the management development needs of Egyptian managers is
 

the purpose of this study.
 

The results of the study are contained in parts II thru V of
 

this report. Part II describes a general framework which was used
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to focus on 
specific issues involving management development, and
 

to identify how a program in management development could be
 

linked to other industrial de;:-lopment programs in Egypt. 
 Part
 

III describes and analyzes the environmental, organizational, and
 

individual conditions which currently affect managerial perfor­

mance in Egypt. The analysis indicated that some change must take
 

place at all three levels in order to have a significant impact on
 

managerial performance and subsequent industrial productivity.
 

Part IV builds upon the analysis of conditions affecting man­

agerial performance, and suggests what individual and organiza­

tional needs should be addressed in any program. Finally, Part V
 

develops alternative approaches to meet those needs, and speci­

fically recommends a result-oriented program for developing
 

managers and organizations in Egypt.
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II. APPROACH TO ASSESSING MANAGEMENT
 

DEVELOPMENT NEEDS IN EGYPT
 

I. 	Objectives of Study
 

This study was conducted in response to a request from USAID/
 

Cairo to assess Egyptian management training needs, focusing on
 

the middle management level. The focus on 
this level reflected a
 

perceived need that a new Egyptian manager was needed to cope
 

with the organizational shifts which would 
occur in the new
 

Egyptian economy; and that the appropriate level to begin this
 

development was at the middle of the managerial hierarchy.
 

Therefore, the objectives of the study were:
 

To assess manpower policies, organizational struc­
tures, patterns of authority/delegation, and manage­
ment systems and operations in a representative sam­
ple 	of Egyptian public and 
private sector industrial
 
and commercial enterprises.
 

* 	 To assess the managerial skills necessary for a mid­
dle manager to effectively perform within the chang­
ing Egyptian environment.
 

" 	 To recommend &.)proprijye development programs to
 
develop those skills.­

2. 	Methodology
 

The study was conducted during March and April 1980.
 

Information was obtained from individual and group interviews,
 

-1 	These objectives were determined in convorsationj with USAID
 
officials to clarify the intent of the origJnpl scope of
 
work.
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documentary analysis and a review of available literature on
 

management development in developing countries and in Egypt.
 

Interviews were conducted with over eighty people including
 

Egyptian middle and upper level managers, chairmen of public and
 

private organizations, management consultants, aioademicians,
 

government leaders, and 
foreign managers and consultants. The
 

opinions of this group provided the core data for this study. A
 

list of those interviewed Is contained in Appendix 2.
 

The study was complsmented by a review of consulting reports
 

on several Egyptian organizations. These reports provided infor­

mation on management problems encountered by Egyptian companies
 

operating under various conditions. In addition, several litera­

ture sources were reviewed which provided the professional
 

opinions of Egyptian and other experts in management development
 

(see Appendix 1).
 

3. Limitations
 

The study was limited by time constraints and by the fact 

that the team was also evaluating a previous pilot program in 

middle management education. However, this limitation was man­

aged by incorporating elements of the evaluation process into the 

needs assessment. Moreover, the assessment of management needs 

on a country-wide basis is a rormi le task which may he per­

ceived by some as an ambitious undertaking. The team wan awale 

of this concern and, for that reamon, approached the ailemsment 

with the view that the information gathered wan intended to be a 
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sound but not an absolutely definitive basis for AID decisions
 

concerning future management development programs. The team,
 

therefore, views its assessment as the beginning of a dynamic
 

process of systematically gathering information about management
 

needs in Egypt.
 

4. The Framework
 

The team assessed Egyptian management development needs using
 

a descriptive framework identifying issues as end result, policy,
 

strategy and tactics (see Figure 1). Identlfying issues related
 

to Egyptian management within this framework gave meaning and
 

purpose to the study and allowed the team to concentrate its
 

efforts within defined areas. Additionally, the framework per­

mitted the various interest groups involved in this assessment to
 

explore the issues in a systematic way, channeling discussions
 

toward central issues rather than peripheral ones. Using Figure
 

1 on the next page as a guide, the assessment was structured in
 

the following way:
 

a. End Results and Policy
 

Our assessment began with the assumption that any man­

agement project undertaken should have a reasonably well
 

defined end result toward which it is directed. Since the
 

original issue in this case was management development in the
 

industrial sector, the end result was viewed primarily as an
 

economic one with secondary but related social implications.
 

In support of the achievement of those economic goals (i.e.
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ckeation of jobs, increased income, greater export produc­

tion), the Open Door Policy was established to identify the
 

economic paths Egypt would take 
to stimulate its economy.
 

The policy defined programs intended to revitalize tne pri­

vate sector, encourage foreign investment and increase the
 

efficiency of its public sector. 
 However, as with any
 

policy, there are conditions which constrain the accom­

plishment of its economic objectives. The identification of
 

these management related conditions therefore became the
 

focal point of the needs assessment. Changing these
 

conditions became the objective in choosing an appropriate
 

management development strategy.
 

b. Conditions Affecting Goal Achievement
 

We categcrized the majority of management related condi­

tions which impede the Open Door Policy as environmental,
 

organizational, and individual. From a managerial
 

perspective:
 

Environmental conditions are 
those which are gen­
erally considered beyond the direct control of
 
the organization, yet can influence its effec­
tiveness and internal behavior. In the political

realm, this may inc'ude centralized decisions to
 
restrict prices to artificially low ievels to
 
achieve noneconomic objectives regardless of the
 
impact on an 
organization's effectiventnsn. In

the legal realm it may involve entahllnhing laws
 
which set employment levels for organizations ir­
respective of the actual productive neodn of the 
companies.
 

Organizattonal conditionn' ar#, t.ho:i poll lel,
behavio or7 
condi tF ileh r',-ul t. ;n a re­
sponse to external foreun, nuch fin legal changes, 
or in ronponne to e tnhlihod norms within the 
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organization such as autocratic leadership. 
In
 
combination, these policies, practices and condi-.

tions become the climate within which individual
 
managers perform.
 

Individual conditions are the knowledge, skills,
 
and attitudes a person initially brings to 
an

organization which affect his capabilities to
 
function as a manager. However, since behavior
 
is a function of the individual and his work
 
environment, these factors were 
viewed within the
 
broader context of the Egyptian organization.
 

The categorization of conditions is useful for several
 

reasons. It allows a condition to be analyzed in isolation
 

to 
determine its origin and characteristics (e.g. how wage
 

rates are established and differentiated). It also allows
 

each condition to be analyzed in term. of its interrelation­

ship with and impact on 
other factors (e.g. Do incentive
 

systems exist solely to supplement low wage rates?).
 

Finally, it offers a logical beginning to develop strategies
 

and tactics to resolve those conditions and achieve the
 

desired results of the open door policy.
 

This approach recognizes that choosing a development pro­

gram which focused on only one source of a problem while
 

ignoring other sources may prove 
to be costly, time consuming
 

and ineffective. Decisions which include multiple approaches
 

to problems may be more effectivk.. In this framework the
 

program choices are categorizel as:
 

. Management development (change the person). 

0 Organization development (change the group). 

. Institutional development (change the environ­
ment). 
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In summary, the framework is designed to aid various
 

groups to maire decisions about program objectives, composi­

tion and target groups, and to agree on a common purpose for
 

undertaking related projects. In essence, the framework
 

addresses the need for a systematic approach to the resolu­

tion of management problems and places management development
 

in a proper pernpective vis a vis other alternatives.
 

Finally, the framework may be useful to AID managers as they
 

develop plans to coordinate and integrate future industrial
 

development projects in Egypt.
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III. IDENTIFICATION AND REI AIONSHIPS OF CONDITIONS 
AFF CTIN MANAGERIAL PERFORMANCE IN EGYPT ' 

In reference to the framework described in the previous sec­

tion, our first concern was to identify and analyze the condi­

tions which hinder the accomplishment of the goals of the Open
 

Door Policy and to understand their interrelationships and effect
 

on managerial performance in Egypt. The findings represent the
 

synthesis of opinions of Egyptian industrial leaders, academi­

cians, consultants and government officials. The findings
 

describe the context within which Egyptian managers perform, for
 

it is that context that influences the manager's ability to be
 

effective.
 

The identification and analysis has two major components.
 

The first is a narrative description of the conditions which in­

fluence managerial performance. The second component summarizes
 

the data and indicates the interrelationships of these condi­

tions. The assessment team recognizes that the data is general­

ized and should not be construed as describing all situations,
 

all organizations or all Egyptian managers. We expect, as stated
 

earlier in the report, that more individualized and organization­

specific needs assessments will be conducted. However, we do
 

believe the insights developed from this study will help point
 

toward the right direction and clarify the need for a more
 

systematic approach to management development than is currently
 

available in Egypt.
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The team also believes that these findings represent some
 

untested hypotheses upon which to construct research models. 
 One
 

of the prime difficulties encountered in this assessment was the
 

limited research on organizational behavior and functioning and
 

the effect those factors have on individual performance. There­

fore, some solutions offered by American and Egyptian personnel
 

to increase managerial performance did not consider many of these
 

factors identified in the following analysis.
 

1. Description of Conditions
 

The conditions which influence the performance of Egyptian
 

managers are classified as:
 

" Leadership, control, authority and power
 

" Organizational processes
 

" Managerial role.
 

The description is suggestive of the organizational climate
 

which exists within many Egyptian organizations, both public and
 

private. Rather than placing value judgments on the quality of
 

this generalized organizational climate, it is perhaps more use­

ful to develop an understanding and appreciation of its origin
 

and function within the Egyptian context.
 

a. Leadership, Control,.Authority and Power
 

The political and social revolution which began in 1952
 

has had an extensive impact on leadership patterns in
 

Egyptian organizations. 
After the coup d'etat, power wa.
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shifted into the hands of a bureaucratic elite whose source
 

of power and influence arose from theair 
political connections
 

to those who led the revolution. Primarily selected from
 

engineers, the ranks of the military, and academicians, their
 

role focused on ensuring the success of the revolution - both
 

in political and economic terms. Typical of other revolu­

tions, key positions in the government and industry were
 

given .o people waose qualifications stemmed more from
 

political loyalty and trust than from managerial capabil­

ity. This approach has set patterns of organizational
 

behavior which exist today.
 

Since many organizations were politically oriented, man­

agerial authority was based upon political power outside the
 

organization. Since political trust became such a strong
 

value for the top manager, this value system was adopted at
 

lower levels of the organization. For the lower level
 

manager access to information and trust became his sources of
 

power.
 

The pattern of centralized control was also reinforced by
 

a cultural preference for autocratic leadership. There are,
 

within the social system, definite roles established by age
 

and sex. As such, individuals tend to view themselves as
 

constituents of a group rather than viewing the group as 
a
 

collection of individuals. Authority, therefore, is central­

ized in the social system and is answered with structured
 

deference and obodience. 
This pattern of social behavior is
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found in economic organizations as well as political ones.
 

Consequently, one finds an abundance of structured social
 

roles superimposed or interwoven into organizational roles.
 

For example, some senior Egyptian managers tend to encourage
 

a dependent relationship on the part of their subordinates,
 

rewarding the junior manager for behavior which maintains a
 

subordinate position.
 

As power and control became more centralized, the govern­

ment had a difficult time separating the concept of ownership
 

from management in its state controlled organizations.
 

Decisions tended to be made at inappropriately (by Western
 

standards) high levels and further reinforced the dependent
 

relationship of lower level managers on their superiors.
 

Under Arab socialism and its injunctions against improvisa­

tion, the stage had been set for this centralized approach to
 

operations. Today its effects are still very much a part of
 

organizational behavior. This is evidenced in various ways
 

within an organization and includes delegation patterns,
 

centralized decision making, and the emphasis on procedures
 

rather than results.
 

Since performance was viewed by many as secondary to
 

political and social success, no effective external measure­

ment of organizational performance was adopted. Therefore,
 

the organization itself did not develop internal Indicators
 

of successful performance, and organizational success tended
 

to rely on quantity rather than quality indicators. On the
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individual level, this resulted in the absence of standards
 

of conduct or performance and, subsequently, no "logical"
 

consequences to behavior. Within the organizational context,
 

the worker had no incentive to develop an internal disci­

pline, while the organization provided no external guidance.
 

In summary, leadership in Egyptian organizations tends to
 

be autocratic in nature, which is consistent with its histor­

ical, social and political views of authority. Power and
 

control, (the ability to determine outcomes) is dependent on
 

the access to information and/or to trustod people. Power is
 

generally centralized in the organization and, consequently,
 

decentralized forms of management are viewed in terms of
 

power lost.
 

b. Organizational Process
 

Process refers to the interactions among people which
 

take place within an organization. The quality of these
 

interactions is viewed as a characteristic which differen­

tiates effective organizations from ineffective ones. Given
 

similar structures and functions, some organizational units
 

are able to interact more effectively and, consequently,
 

achieve greater results. These processes are classified as
 

communication, motivation and decision making.
 

Communicatlon
 

Based on our interviews with Egyptian managers, it 
was
 

concluded that in some Egyptian organizations communication
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patterns tended to reflect the highly centralized leadership
 

style described. Communications flowed downward rather than
 

up and down and tended to move vertically rather than hori­

zontally. For example, in one firm the management team in
 

production set targets without an attempt to seek information
 

for the marketing department. The communication patterns re­

flect an unwillingness to share information as well as re­

flect a lack of knowledge on how to develop and use informa­

tion to achieve organizational goals.
 

Furthermore, communication patterns are often used to 
re­

inforce social roles in an organization rather than to in­

crease effectiveness. For example, several middle managers
 

stated that information was withheld from them by top man­

agers to ensure that the middle manager would remain depend­

ent on the top manager. These communication patterns caused
 

many Egyptian organizations to be reactive to crisis situa­

tions rather than proactive, using information available to
 

plan and control the organization. These strict patterns of
 

communication were followed irrespective of their effective­

ness and tended to reduce the sharing of relevant informa­

tion.
 

Motivation
 

Motivation is also consistent with the norms of the
 

Egyptian organization. Since performance is not directly
 

rewarded (e.g. incentive bonuses were used in some cases to
 

supplement all workers wages), compliance to organizational
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rules tends to focus on surviving In the organization and
 

acbleving seniority. 
Appropriate organizational behavior to
 

also motivated by praise and approval from people In power,
 

creating situations where an 
Individual keeps Information so 

only he can present It to his boss and elicit approval. Many 

Egyptian managers cited this as an example of personal recog­

nLtion being more important than the overali objectives of
 

the organization. 
Generally then, motivational patter,,s 
are
 

based on external sources rather the~n 
internal job s3tstfac­

tion, and are 
at times counterproductive to the achievement
 

of organizational goals.
 

Deolsion Making
 

The performance o an organization 4epends on 
the effec­

tiveness of the decision making process. 
 Since there Is a
 

lack of shared information, accurate performance criteria, 
or
 

other critical elements, the quality of a decision Is 
often
 

affected. Furthermore, in many Egyptian firms 
the opera­

tional structure and quality of internal 
interaction also
 

affected the timeliness and ultimate acceptance of a decl­

sion. 
 The problem of effective decision making in 
the
 

Egyptin context seems 
to be both a managerial problem of
 

making the current decision making system work, and 
a tech­

nical problem centered on 
a lack of knowledgo in techniques
 

of decision making. 
 Theme condition, often result In re­

active decisions made at levels which have n limited
 

perspective or 
the effect of the decision.
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0. Managerial Role
 

The issue of the appropriate managerial role (attitudes,
 

values, behavior) ascribed to the Egyptian middle manager was
 

also addressed in the interviews. It was found that the per­

ception of that role varied as the managerial level varied.
 

Though top and middle managers agreed as to what the role
 

should be, they disagreed as to whether it is possible for
 

the Egyptian manager to fulfill that role. From the top
 

manager's perspective, the middle manager must become more
 

autonomous in terms of acceptance of renponsibility, willing­

ness to take risks, and in making decisions. Unfortunately,
 

many Egyptian top managers, believing that the middle manager
 

did not possess these abilities, were unwilling to let him
 

act independently. Conversely, the middle manager who wanted
 

to become more autonomous believed that the top manager was
 

unwilling to delegate so that the middle manager could
 

develop. This low trust - low performance cycle, which
 

seemed to permeate many Egyptian organizations, was cited as
 

one critical condition which must be addressed in any man­

agement development program.
 

The perception of this dependent role for the middle
 

manager has been influenced by a multitude of social,
 

economic, political, technological and legal issues.
 

Unfortunately, this has resulted in a situation in which the
 

Egyptian manager:
 

Is promoted based on seniority not managerial capa­
bility.
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Is expected to execute decisions rather than make
 
them.
 

Is reactive rather than proactive and ia rewarded
 
for being that way.
 

Is functionally rather than organizationally ori­
ented.
 

Is encouraged to Lo i formaLion rather than share 
it.
 

Cnsidern, prsonal IWeI more important than 
organizational tn:n:uen. 

Has no clearly defined performance expectations, 
management roles or responnibilities.
 

Is occupied with collecting data rather than utili­
zing it.
 

Is production oriented rather than market 
or service
 
oriented.
 

Assumes he must 
know more than his subordinates and
 
less than his boss.
 

Is not rewarded for or encouraged to take risks.
 

Is not rewarded for or ancouraged to learn manage­
ment skills.
 

Tends to see no value in planning or follow-up since
 
he believes most organizational matters are beyond
 
his control.
 

Views his role as a system "maintainer" rather than
 
system "manager".
 

These conditions ond perceptions, if perpetuated, could
 

limit the Egyptian manager's ability to respond to the eco­

nomic, social and political changen taking place in Egypt.
 

Therefore, changing this purception of manac.rial role may 

have more or an impact on t h,' e fr,.(.t ivnve :A", u in Egyptian 

organization than simply attempting to teach minagoment 

theory.
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2. Analysis of Conditions
 

An analysis was conducted to explore the relationships which
 

exist between the environmental conditions and organizational/
 

individual behavior described above. This broad perspective is
 

designed to help further clarify the issues which need to be
 

addressed in any integrated management development program in
 

Egypt, and providcs fertile ground for identifying the skill
 

development needs of Egyptian managers. The information is
 

presented in Exhibit 2 so that the reader can easily identify the
 

effects which environmental, organization, and individual condi­

tions have on each other and utimately on the overall productive
 

capability of the Egyptian industrial sector. It also summarizes
 

the data contained in Section 1 of this part of the study.
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PUKEIVED RELATION.HIPS AMOMEVIVOOMAI.,
 
OJIRJIZATIUAL AN DIVIDIUL CXUPDITIMS IN YpT
 

CONDITION 	 3) WHICH VANWR.1) EIWIROB ATL 	 2) MiiH AFFiTS OICANIZATION API'3S INDIVIDUAL 

A. 	 SOCIAL ANDSTRCTUR 139M 
(LUEA131UP, AUTHORITY, DIiFI-
SION eII , PGWR) 

Authority flows frcm political Power as a concept and as a reality has Since promotion or survival is not baron 
affillation or organization. shifted from elite of land holders to on merit, it enourages n power orienta-
Reflects transitional nature quasi-elite or powerful Job holders. tLion In managers. Since information is a 
of society both eoomcially Autocra'.io leadership style reflects source or power, it is viewed as a scarce,
and politically, this fact. Levels below top differ only valuable and extaustable resource that must 

in degree not in kind, i.e. key lower not be shared partioularly with those at 
positions yield power but of lea degree. lower levels. The perception is that in­

SPramotion/access to power is based on formation shared is proer lost. 
criteria other than merit. Ommlcation pattcrn3 tend to flow upard
1 manage- rather than up and down or h)rirontally.Thera is limited professional 
ment since th, achlievemont of managerial This reinforces autocratic decision making.
skills is not rewarded. Information is shared only when It personnaly
R of key bemefits an individual. lermsnal pains areIoflecting political aseects 

positions, trust in subordinates i5 often, 15,e ismiuant. thanX olI)inizati(VAl GR"
 
often more highly valued ttan eonpetece.
 

N.D. Information and/or trust is a source or organirational survival. 
This may relate to the need or politicians to maintain control over 
their enterprises. The successful evaluation of a politleal system is 
often based on the trust of key mers. Thus this value is passed
downward. It is a fact of organizational life and sould n)t rw.oo5­
sanily be perceived as "bad managemant." 

Autocratic authorlty ataOtSiae Iblea are clearly established in a . Marnger has need for dependence

refnets outums peftreoe. hierarchical fashion, relationship and oremates situations
 

Organization more r eactie than that reinforce this role. 
proactive. N o active Involvement in decision 
Tp managers generally enoourage a maing proess.
dependent relationship on the part of . fager is executor of top-diwm dolelon . 
their sobordinates. This Is related to 
the mintenance or power and a general
feeling that lower level managers do 
not have the technically coetenoe to 
act Independently. 

Government does not separate Dlcisions are ore appropriate for . Mnger vim himelf as executor of
 
ownership from managment and a static enviroment than a dynemio policies.

tbherore, operational deeisiora one. , Reng, in name only, has no
 
are made at Inappropriately Profit Is not the main ooncern nor is authority or responsibility.
 
high levels, growth. (Gester hasis is placed on
 

social iasues which my be Inncmtable 
with the efficiemny or effe.tiveness 
of the organitation. 

There ia no gover"rnt 4ide . oeaistbio based on inappropriate Ra funciontal meares of ewcoa,*.X.
 
process for public oompan- indicators. %mo data I totally mnlority, accesto Information, trust.
 
lea 	 to evaluate Pet formance. unwliable. Them become key pe-monal Isues of 

SPersonal objectives beome overriding suocess. Ibrit not stressed. 
oonoern of top managers. .O personal sense of anonuntability. 
WNo organizational moAmtbility f(r oob deecriptions to deftn roleq or 
results, expectatlone for prforsaoe.

SProduction figures are presented in lR perforce atalar s and no 
• li•iatio fashion with no analysis of relation of performonce to pr.mftion.
relationship to other indlcLors. Iigh role conflict. 

, noentive systems are tied to absolute Attitude that there is no n to plan
prodction rather than efficiency of or orgmuli• tom goals which are IlI 
produation or other potent ial Indicators. defined or solely product inn oriented. 

, Success i often associated with 
organi ations who don't dm d or acreate 
waves". 
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Exhibit 2 

Fee 2 or 3 

1) KNVRONMFNTAL CONDITION 2) WICH AFFECTS ORiANIZATION 1) WHlICHAFFECTS INDIVIDUAL MANAMGES 

Ministers consider the top 
manager as the only one 
fPnctionally or legally 
responsible for decisions. 

Top managers do not take risks. 
No delegation to others because of 
legal issues and responsibility 
as well as power Issue. 
Organization develops elaborate control 
mechanisms to manage. 
Decisions are rU3iled to the highest 
level possible.
Top manager acts as a passive role 
model for subordinate managers.
Span of control is overly exteted (i.e. 
too many people r-,jort directly to top
managers).
The leadership style is autocratic and 
reflects multiple social, legal, 
personal, political and economic issues. 

Model becomes behavior of top manpaer. 
Minister considers the chairman the 
only decision maker and subsequmntly
pushes all decision uiward in the 
organization. 
Managers perceivod as: 
.. into details as much as p)ssible 
.. overcontrols suborlinates 
.. does not act on own 
., assimnes asking questions of 

auboroinates is a sign of weakness 
.. controls information 
., not willing to take risks because 

the system offers no reward for 
doing also. 

B. POLITICAL 
ISUS 

AND ECONOMIC 

Implementation of open door 
policy Is perceived by some 
progressing too rapidly 
with an uncertain future. 

as 
Deolsiona are made on the basis of short 
term return and are centralized to ensure 
personal gain over long term organize-
tion or national interest. This view 
also reflects current political unoer-
tainty and a historical perference for 
short range eoonomio gain. 

. 

. 

. 

Mid/lower levels or management do not 
have ommensurrte skills to deal with 
open door policy ctanges. Management 
gap exists. 
Low participation in decltsion-aaking. 
Mid/lower level manager also model 
behavior and work on short term, 
pa,'icularly so inrividuAl 'an receive 
credit for work rather I an the group. 

Stte/entralimed planning has 
existed for 20 years. No oon-
petitive foreign market cr 
internal market; all proi.xits 
produced were sold. 

. 
* 

. 

No concept of marketing of products. 
onsum preference not accounted for. 

Other bnAwvvor relied on which are 
out of context to a mrrket eoonoay . 

Maiager has no ervm,eoti , ofet for 
ompetitive pricing )r market ir of 
products.
Managers are inpuit andl xi-es oriented 
and have a prroehial view of output 
(e.g., productio, figres rather than 
quality or market dmaW), 

Rcarce resources lead to per-
celved and actual conflicts 
among major economic elements 
or society. 

Ther is orten no relationship between 
organizational decisions which may 
effect other sectors. (xaequently 
sam perception is internalized in the 
organization. One functional area does 
not relate to another, 
(Goala/objectivesftargets are set in an 
informational vacunu resulting in latent 
conflicts. 

Managers lark urlirstan!ir- of orenwi­
zational interrelation's r lnroroed by 
perception that informatlto s poer and 
power is necessary for survival. Man­
ager tend to be pranted strictly with. 
In their technical area and not ,, ;oeiJo 
to different ftrctionel a.meas durflg ar­
ser progression. 

labor laws are believed to be 
tuo restrictive for sonomic 
development (e.g. guaranteed 
employment, inability 
to hire/fire). 

. 

. 

. 

* 

Overemployment/low produtivity 
rates. 
No organizational declain-making 
ability to allocate/utilize raourea. 
Organization conflicts, 
Unions/w)rker reprerentatives crten have 
conflicting objectives (e.g. inentives 
are often distributed to all workers 
despite varyin rates nr productivity), 
Incentive systems not wll designed 
(e.g. production and quality control 
departments use production rigures as 
bill for incentive). 

There are no standards of L!otndt or 
performance and, subsequently, no 
ackMliige consequenoes to actions. 
This provides no internal discipline for 
the worker or external guidance. 
Manager often shares oppIng "Il/values
with workers. 
Manager does not strive for highs, 
productivity mince prrem)tinn is not 
based apon iI. Incentives are has0d 
primarily on amne*ary rewerd. 
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3. Summary
 

The identification of conditions which influence managerial
 

behavior is intended to describe the environment within which the
 

Egyptian organization and manager operates. It is not intended
 

to be entirely prescriptive, nor to suggest that all managerial
 

bohavior must be changed in order for Egyptian organizations to
 

become more effective. Quite the contrary, we believe that in
 

some cases managerial actions and behaviors which may be dysfunc­

tional in Western organizations are certainly appropriate within
 

the Egyptian environment. For example, in discussions with
 

Egyptian managers, it was stated that organizational roles were
 

often described in vague and nonspecific terms. Though in some
 

cases this vagueness was dysfunctional for some organizations
 

(e.g., lack of individual accountability, no job descriptions, no
 

stated performance standards), and seened on face value to
 

violate basic Western management principles, some Egyptian man­

agers stated there was organizational validity to this practice.
 

The ambiguity of roles in the context of the Egyptian organiza­

tion was seen as functional because:
 

It allowed people to easily renegotiate relationships
 
as social or organizational circumstances changed.
 

" 	It reflected a cultural preference that the organiza­
tion's operation be dependent on social interactions
 
rather than solely on Impersonal organizational
 
issues.
 

It 	tended to stress group accountability over indi­
vidual accountability for performance. Related to
 
this, it also provided the individual with a :ense of
 
security from being isolated from the group.
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It reinforced the group decision making process, at
 
least at the lower levels of the organization.
 

To further illustrate the difficulty of prescribing Western
 

organizational theory to Egyptian organizations, the issue of
 

decision making was also addressed. Some Egyptian managers
 

indicated am&.Avalence about decentralized decision making. On
 

the one hand they recognized it as the prescribed way to manage
 

in a modern industrial world. On the other hand, they believed
 

the concept to be inappropriate to the cultural and behavioral
 

patterns which exist in some Egyptian organizations. Decentrali­

zation and other accepted Western management theories seemed to
 

impose prejudged organizational structures which did not recog­

nize the uniqueness of Egyptian management. To these managers,
 

autocratic leadership with centralized decision making was
 

appropriate to the environment and type of technology employed in
 

many Egyptian firms. In their opinion, what is really needed is
 

an improvement in the qua*ity, acceptability and timeliness of
 

decisions and that this process could be improved upon without
 

altering the structure of Egyptian organizations.
 

Analyzing these issues and suggesting their interrelationship
 

opens up a whole area of concern in terms of developing managers 

in Egypt. For example, should the focus be on training individ­

ual managers apart from the environment or should a propram focus 

on making the organization more effective? Th:up.h the two ap­

proaches are assumed to nomplmvnt one another, in fact this may 

not 
be true. One major dirri lcity In previoui management pro­

grams in Egypt and in other countrien han been that they were 
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aimed at individuals and at prescribing tte "right way" to manage
 

(i.e. Western). They attempted to change individual attitudes,
 

values and behavior to suit predetermined criteria. Unfortun­

ately, this "new" manager became so out of sync with his orga­

nizational environment that his training, in essence, made him
 

less effective. Therefore, we suggest that effective management
 

development programs in Egypt must be measured in terms of con­

tribution to organizational effectiveness. These results can be
 

achieved if management development programs reflect the context
 

of the Egyptian environment. To do this, the program must take
 

into account the environmental, organizational, and individual
 

conditions identified and analyzed in this part of the study.
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IV. ASSESSMENT OF NEED
 

The purpose of this part of the study is twofold: first, it
 

identifies issues to be considered in organizing a management
 

development program and second, it suggests the curriculum con­

tent for a program in Egypt. To meet this purpose, the study
 

describes major issues of concern to other countries involved in
 

developing management capabilities, and then describes issues
 

related specifically to management development in Egypt. The
 

study then identifies specific learning need3 to be incorporated
 

into a curriculum for management development, based on an
 

analysis of the environmental, organizational, and individual
 

conditions whioh affect management behavior.
 

1. Management Development. in Developing Countries
 

Despite the similar need of developing countries to inorease
 

their managerial capabilities, programs designed to satisfy this
 

need have varied coneiderably. These differences exist primarily
 

in approach and methodology and are based on different views of
 

how best to achieve management development.
 

In the past, management development programs were frequently
 

designed on the premise that the simple adoption of Wen:tern 
man­

agement practices and behavior norms was the bcit way t.,)h;cr-:t 

the effectiveness of managers In developing Coin rrlw,. Thl:i ltd 

to programs which:
 

Favored the exci ve use
:l of expatriate trainers and
 
learning materials.
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SStressed changing managerial style and behavior of
 
participants.
 

* 	Focused primarily on teaching technical skills rather
 
than managerial skills.
 

Did not relate to the organizational environment of
 
individtal participants.
 

Multinational corporations (MNC) operating in developing
 

countries favored this approach to management training in order
 

to make their subsidiary operations as similar to parent opera­

tions as possible. The theory was that more control 
could be
 

exercised if local nationals adopted the same principles and
 

practices as managers in the MNC. 
 This approach has proven
 

relatively successful since it was found that foreign trained,
 

local nationals out-performed their counterparts. However, in a
 

study conducted to evaluate the transfer and adaptation process
 

of U.S. management know-how in developing countries, it was found
 

that full absorption was neither easily accomplished nov
 

necessarily beneficial to the organization as a whole:
 

"It is rare that U.S. or other management techniques can
 
be transplanted intact to a developing nation. 
 In many
 
oases, where U.S. subsidiaries have tried to impose

rigid U.S. management standards, operating/efficiency
 
and overall profitability have suffered._
 

I/ Copen, M., Richman, B., Management Techniques in Developing

Nations, Columbia Journal of world Business, Summer 1973, 
.. 49-58. 
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It was concluded that operational efficiency is achieved in
 

situations where management know-how is successfully combined
 

with local values and the environment. This implies that
 

management development and training should not simply focus on
 

transferring management know-how, but should adapt it to local
 

cultures, managerial practices, social customs and the organiza­

tional environment within the country. Experts in the field of
 

management development have, therefore, shifted emphaiis to give
 

more attention to developing indigenous teaching materials and
 

techniques applicable to the economic, political, :nocial, and
 

cultural environment of the country. This trend is supported by
 

recent recommendations concerning management development programs
 

in Southeast Asia, India, Indonesia and other developing countries.
 

From the experiences of these countries, it is concluded that a
 

standard program in management development cannot be applied to
 

countries having different values and ideologies, political and
 

economic system, and management and organizational structures and
 

expect to have the same results. Programs, to be effective, must
 

be designed to conform to the specific needs of each country.
 

Another issue which continues to surface regarding design and
 

methodologies of management programs for developing nations, con­

cerns program evaluation. Though program evaluation hani long
 

been recognized as essential, many prortramn hav' F.ill1.i to in­

corporate in their design crit(,rla to meanuro t,,.,.tV:i .i1;inst 

costs. Furthermore, tho purpoio , target -i .inI !.irj. bnfclnries 

of management dovelopment program:n ijir" oft,.n tignored renulting in 

vague and poorly definnd program objoctive3. This fact often
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leads to management development programs whioh have a minimal or
 

nondefinable impact on organizational effectiveness.
 

Recently, increasing emphasis has been placed on clearly
 

defining objectives and beneficiaries of management development
 

programs, and 
on establishing results-oriented, measurement cri­
teria for program evaluation. 
 The major difference between these
 

and traditional program designs is the fact that 
their results
 

can be measured aga".::it pre-established goal: and objectives. 

The beneficiaries usually includewill not only the p:irLiclpating 

managers from a specific organization, but alno their organiza­

tion and other managers within that organization. 
 In results­

oriented programs the objectives are identified and 
translated
 

into specific targets such as: 
 problems solved in 
the sponsoring
 

organizations; 
increased organizational productivity; 
or increased 

sharing of information among management teams. In essence, thesi
 

management development programs focus on achieving results, both
 

in terms or outcome (e.g. productivity, sales volume and prorita­

bility) and in terms or 
process (e.g. goal setting, orga­

nizational 
integration and effective communication).
 

The move to 
specify the results expected from management de­
velopment programs has resulted In 
additional changes In 
program
 

content. 
 For exaziple, emphasis is now placed on Int,'gr, tInrg 
academic with experiential learning program. Th,.. ,..r, .i direct 

departure from traditional p)rogrrim wh|,oh hive, ,.-l: .!i rntt' ely 

on classroom techniqu,. . In r;g't.,con Ian "K,.it.'d pr'ogc~n "ttempt 

to link classroom learning to tht, organizational environment by 
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providing special technical assistance and consultancy. The
 

objective is to ensure the application or skills and knowledge
 

learned in the classroom to the specific work environment.
 

The approach these integrated programs take is to develop 

methods of learning which include special assistance (con3ult­

ancy) in applying techniques and concepts learned in the class­

room to specific job circumstances. For eximple, a consultant 

group 2_ in Nigeria has expanded its managemcnt development 

programs to include, as an integral part of the coursework, pro­

ject work and field assignments as well as consntltancy and 

advisory services to organizations sponsoring participants. _2/ 

The experience in Nigeria provides some indication of the
 

success of integrated and results-oriented management development
 

programs. First, numerous management-related problems affecting
 

sponsoring crganizations were solved. Second, in-plant assist­

ance and consultancy allowed training to be extended to managers
 

other than those directly participating In the progran. Finally,
 

improvements were observed in the overall effectiveness of the
 

sponsoring organization.
 

2/ PE Consultant Group (West Africa) Limited, Public Programs

for Mangem:nt Education and Training In Nige.ri, 1966. 
Report tn the Nigeria Fploy,.r:; -iWTi, r.i;ition. 

.J/ Iboko, John I., M;ana. m,nt. De'vi , , .1,1d It !I .v. 1lop nftiit 
PatLtrni In NI an,,e-i-,a.,g ;n}iTTh'vFw,pe -it.TrnTT'n 

T6 -o. ], , pp. 97-104.
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This, however, should not be construed to imply that Inte­

grated and results-oriented programs are not 
without their limi­

tations, nor that they have gained widespread acceptance in
 

developing countries. 
 Even though theze programs appear to be
 

praised for their effectiveness, they generally Lend 
to be more
 

complex, time consuming and costly to implement due to the added
 

in-plant assistance and consultancy provided. While! we have no 

evidence to support why there has not been groator adoption of 

these types of progrars in developing countris, thfre I. reason 

to believe that cost considerations and operationil complexities 

have played a major role. In any event, It appears that Inte­

grated and results-oriented programs are gaining more acceptance 

and their future holds promise in developing nations. This is
 

implied by the following comment on the Nigerian programs:
 

"As the movement toward Integrating classroom exercizes

with practical application or principles and techniques

within the functioning organizations gathers momentum,

it will become clearer to many that the ultimate objec­
tive of a management development program is to Improve

the performance or the organizations that sponsor par­
ticipants. As a consequence, It will also become more
of a common knowledge that an effective manaseme 0 
development program should be results-oriented. -

The experiencos or management d,'velopment prograus illus­

trated here, provide Insights into the way management development
 

oould and in some cases is being approached within the Egyptian
 

oontext.
 

4/ Ibid., Itoko, p. 102.
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2. Management Dovelopm3nt - The Egyptian View
 

The analysis of management devolopmont needs in Egypt, devel­

oped via interviews and a review ofr available literature, identi­

fies important i:isuet to consider in supporting future programs.
 

Many of the conclu~iionn, arrived at by Er.yptian experts, based on 

their own ,xperiences, parallel finding; in other programs from 

other countries, but also reflect the uniqueness of the Egyptian
 

environment.
 

a. Results Oriented
 

The prime concern in Egypt, reflecting the increased em­

phasis on developing an effective economy, is in the transfer 

of managerial knowledge into effective executive behavior. 

This emphasis on application of skills is considered essen­

tial in order to have in impact on the organization in terms 

of productivity. This shirt towards a rsults-orientd ap­

proach to manaigement development was driven by several 

factors Inclt.,ing the Open Door Policy, the dissatisfaction 

of manager. utith pait programm and the desire or business
 

3chorl r,,e, to become more involved in "real-life"
 

bsiness problems.
 

The results oriented approach to management devolopment,
 

though logical and reality based, was also r,.'ognized as 

being moro complex. As o)e "ihift. fom r,..,' .,ro li'ooLss 

"t ,, ri, r.1i.t i. ,1" .,, ,x 

indicatorm (,.p., "Ir'r,,ie.,d pirit'i tiv ly In ir's XYZ"), more 

such as mhe.r of i - 'r'.%1it , :- ' 
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variables are introduced over which the management trainer
 

has limited control. Yet several Egyptian management develop­

ment experts believo the risk must be taken if these programs
 

are to be considered relevant to the practicing manager and
 

worth his time and effort to attend.
 

b. Reality sed
,kt 


Management development programs, designed and conducted
 

apart from Egyptian organizational realities, also were
 

criticized becau.e they "...lacked a logical :ivtem which
 

involves the conceptualization of the whole course, its
 

sequeneAs and its integration.".I / This lack of a systems
 

perspective in management development also evoked this
 

analysis:
 

"...it is useless to give a sophisticated development
 
program on recent techniques in the field of management
 
while ignoring the internal and external environments
 
which p constraints on the use of these techniques in
 
Egypt. _
 

The systems approach to management development, popular­

ized in recent years by such recognized managemenc researchers
 

as Rensls Likert, Chris Argyri , and Gordon Uippitt was also
 

supported by experts In Egypt. They raised the important
 

1/ El-Sayed, Salah, Ed. Mana ,ment. [)evE, lnpr.vt I eypt 
American University in Calro Pr,.n., 1919. 

2/ lamail , Fouaid Abou, "Mliatv , .' t |r.!t In V.ypt: Ane' v.( 
Inside Look," in Man tvm.rLtjt,iluvi.I jm.! In American1
University in Cair Pr.,:,., r 7:--­
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Issue that management development programs based on Western
 

oonoepts of management may"... stimulate the rojeotion of cur
 

looal conditions in Egypt, instead of explaining how boat to
 

operate within the boundarien determined by those condi­

tions."3 / In the interview;, we conductud with Egyptian top 

and middle manaRern, thi:3 name point wa:, nupported sevor3l 

times. The'efor, we conclude that ranagc~m4nt program , to 

be effectiv,;, mu:t ho ):ted on the Egyptian onvironment and 

provtdv the £.it',eeetary nkill.s and knowlodge to bo effective in 

that envirorment. 

C. 	Organizationally Oriented
 

The environmental question was also addressed in the 

mioro-sense fror. the perspective of the individual firm 

within which the manager must operate. Many of tne rn.navrs 

interviewed believod that a support ,system muit extst within 

their organization which encourapoe thqi application ofo r.f.r 

newly-ncqulr ,d nkill., rhis view w.-'j -upporte, hy [vyp' I.in 

experts who .nugostfid that manapment devolopmont I. F"yr.t 

should be a comprehen.ive system which infrluncu;i tihe, 1ea.l 

and actions of everyone in the organizqtton.Ii1 They further 

j/ 	 Ebold, Atef, and El-.Sayd, Salah, "A Prcgram for Practicing
Managor.: An Appraial of the Fyptihn Exprience," In 
Ma n,, . ',.v,.,![e.rntIn [.yjt, Amriearn Iniver.sity in Cairo 

L/ 	 Af ifi, .,i , rII .'y ar..1 ih.swy, "Tra ining In Fl~ypt as 
an Appr',i- i'h F-or ' ' m.'r.'r,t In Management Devel­[,v,,I ,prrw;,t," 
opm,,nt In Egypt A rn-I ,t i Il in Cairo Press, 1979.=v,-rnsIty 
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stated that other management pclioies and prooedurem must be
 

implemented along with training in order to achieve tetter
 

management of the organization.
 

Other programs in management development support this
 

systems view. The Indian Institute at Ahmedabad, catering to
 

multiple levels of management from the same organization, is
 

designed to prevent isolation and frustration which can be
 

experienced by a single trainee returnin6 to art organiza­

tion../ The grou,. approach alno reflects the realization
 

that learning is h 3ocia' proee.. which involves the combina­

tion of intellectual and social experience of management
 

teams.
 

The integrated approach to management, development and the
 

identification that the context or the manager i3 a determi­

nant of success is also .upported by other:.j. The editors of 

the International Labor fieview t.htj: rinrorce the necessity 

for a contextual view t() . oivI',.-r.utlvo)pmrn,lt; 

S...If management knowledg, iincd .et ice-.:; are Lc be sue­
cesafully appli ed in new cond it.ion:n then It.1 necessary 
to adapt them to suit thone conditionn and In some ases
 
to assist loc'A managers evolvi; iultable new onei._,/
 

5/ 	Nalmburdirl, C.N.S. and Saiyadain, M.S., "Management Problems 
and PractLice -- India and Nigeria," Columbia Journal of 
World Ijninenn'," ;ummer 1978. 

6/ 	 "Social nnd Cultural Fn,:tor. i.; Management Dovelopment" 
- Editors, International Lnbor Review, Vol. 914 No. 2 (August
 

1966).
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In summary, the cultural influence on managerial behavior,
 

both in Egypt and in other economically developing countries,
 

must be e' mined and understood if successful management
 

development programs are to be established. In conducting the
 

needs assessment in Egypt, the team Identified the complexity of
 

factors whieh combine to influence managerial behavior and
 

organizational effectiveness in Egypt. From the analysis of
 

those factors and from the opinion of Egyptian management
 

development exports, several issue; were identified which should
 

be 	incorporated in future programs:
 

Programs must be aimed at increasing organizational
 
effectiveness
 

9 	The realities of the Egyptian environment must be
 
considered
 

0 	Management behavior must be viewed in the context of
 
the individual and his organization
 

0 	Management development should stress tne identifica­
tion and evaluation of an Egyptian specific approach
 
to management.
 

3. Identification of Management Skills
 

This section describes the skills Egyptian managers need in
 

this transitional period. Our recommendations are based upon:
 

Our analysis of the environmental, organizational and
 
individual conditions which currently affect 
man­
agerial performance in Egypt 

The oxperiencon or otho r dovoloplnp votntrle3 In­
volvod In m~an;sR1m!nt dev'10o)mtrjt 

The opinions of management uovolopmont experts in
 
Egypt
 

IV-11
 



Our analysis of interviews conducted with top and
 
middle level managers in Egypt.
 

From a broad perspective, a program must address the follow­

ing issues and learning needs:
 

Management performance must be viewed as a function
 
of the individual working within his organizational
 
environment, and since Egyptian managers generally
 
tend to view themselves as part of a group rather
 
than viewing the group as a collection of individ­
uals, a development program must be conducted in such
 
a way as to influence changes in both the individual
 
and the organization.
 

The content of a management development program
 
should be aimed at developing problem analysis/reso­
lution skills at the individual and organizational
 
levels within the Egyptian cultural and social en­
vironment.
 

The development necds of individual managers must be
 
viewed in terms of process as well as functional
 
capabilities. These capabilities must be developed
 
in practical terms so the manager is able to inte­
grate management knowledge, skills and attitudes to
 
resolve practical organizational problems and make a
 
contribution to the organization.
 

These issues provide the framework for identifying more
 

speciflo needs of the Egyptian manager to function adequately in
 

a transitional environment. These skills are broadly categorized
 

as functional skills and process skills.
 

Functional skills are defined as knowledge, skills and atti­

tude related to a specific technical area such as finance or
 

marketing. Process skills involve the capabilitle: to make a
 

system perform effectively, and involve problem le-rltlflcation,
 

interrelating and decision making in actual circumstances.
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a. Functional Skills
 

current economic and political environ-
In terms of the 


ment, the Egyptian manager has a need to develop skills in:
 

Economics focused on a transitional, mixed economy
 
and how market
Mllustraing the impact of Law 43 


prices are used as an instrument of policy. Related
 

to 
this should be a knowledge of how to make techni­

of appropriate technol­cal decisions about the use 


ogy, and how to balance social goals with the firm's
 

economic ones.
 

Managers need knowledge, skill, and attitude develop­

ment in marketing of products and services. Until
 

need for these skills. How­now, there has been no 


ever, this must be reviewed in relation to the tran­

nature of the economy and socio-economic
sitional 

in which the firm operates.
status of the market 


Emphasis would be on a mixed, socialist oriented,
 

economic model.
 

know the area or production parti-
Managers need to 


cularly as it relates to developing countries.
 

Special circumstances have arisen which have placed
 

many firms in a position of uncertainty concerning
 
cur­raw materials availability, allocation of hard 


rency, etc. Planning, therefore, must be taught
 
of Western
within this conteyt and not the context 


The manager must develop an understanding
society. 

and mar­of the relationship between quality, cont 


ketability of a product.
 

Managers also need knowledge, skills and attitude de­

in the area of finance and control. Again,
velopment 

lack or skills in this are are man70 by lack of
 

lack of cost standard, and the
accurate cost data, 


lack of awareness of the rlationship of Pont 
to
 

pricing of a product. As stated in th, previous
 

analysis of conditions, thin behaviorI.i: partly 

the centralization of ,ripIcng
attributable to 

planned ,,ony.decisions unde r a state 

to know how I 1,.v,.1 )p and imple-Managers also nted 
'art or thement appropri.ite informat ion n yntm.1. 

7I ,it. 4' F' r;ctorn such asdifficulty In t.hin arva 

the lack or :ivatlatin ity or dat.;t or r it in avail­

able, itn ' nffctlv ntor;g'' and Intorm.ttnt une. 

Part of thin problem In Lechnicnl , I.e. knowldge of 

nyntemn, but part of it In attitudinal,information 
A- - - _ 



not really important to make a decision. Again, the
 
stress should be on attitude change as well as
 
technical knowledge.
 

Though planning, control and follow-up can 
be sub­
sumed under the other runctonn areas, it should be
 
identified as a soparate area of concern. A major
 
managerial deficit is the parochial view many man­
agers possess. As a product or a process passes from
 
one area to another, so does the concern for it.
 
Each manager has developed lines of responsibility
 
demarcation and, consequently, will not cross them to
 
ensure the completion of a job.
 

These are the core functional areas in which Egyptian man­

agers must develop skills to effectively perform within the
 

transitional economic state of Egypt. 
 These functional
 

skills are essential but must also be learned within an inte­

grated curriculum. However, there is danger in assuming that
 

the needs of Egyptian managers can be reduced solely to know­

ledge of functional areas. Our overall assessment of needs,
 

based on the data In this report, concludes that a major
 

problem facing Egyptian managers is the application of those
 

skills to the work environment.
 

The prime difficulty in applying those functional skills
 

within the constraints of the environment is that Egyptian 

managern lick proneni skillm. Theme skills dual with such
 

organizational Imnuen am the Introduction or chnnge, sharing
 

of information and communication patterns, u,. of 

motivational tnchnlqu,'s, itrtnt i tion and renolution of 

problems, donlibg with power and Inflwi',. t-r', d '11!I1'ieation. 

In essonco, th.'y permit , n.,;iii,,," t., iiv -f.', ttiort icil 

knowlodgo to prn't.cal nti, l l, m-. In thotr,.y l,lid, 
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knowledge and attitudes necessary to make 
a system perform
 

effectively.
 

b. 	Process Skills
 

Generally, process skills can be summarized into three
 

major categories:
 

Ability to analyze 
- diagnose, and effectively re­
spond to situations (proactive r3ther thdn reactive).
 

Ability to interrelate - understand and be able to
 
relate to 
various elements (people, structures, etc.)

of an organization.
 

Ability to make decision3 - develop alternatives to
 
situations and take risks 
in selecting alternatives.
 

These process skills are the basis for 
learning end
 

applying functional skills. 
 This develops an integrative
 

approach to management applioable to 
the needs of an Egyptian
 

manager.
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V. PROPOSED MANAGEMENT DEVELOPMENT PROGRAM
 

The analysis of conditions which influenc managerial behav­

ior, and the subsequent identification of management needs for
 

Egyptian managers, suggest several program options to meet those
 

needs. These options include:
 

Institutional Development whereby resources are
 
brought to bear to reduce the Impact external legal,

political, and economic forces have on organizational
 
behavior. The assumption is that once these environ­
mental conditions are changed, the organization and
 
individual will be able to function more effectively.
 

" 	Organizational Development in which the structure,
 
runction, and process are modified so the organiza­
tion becomes more effective even within environmental
 
constraints.
 

" 	Individual Development whereby individuals are taught
 
management apart Trom their organization. The as­
sumption here is that the individual will apply what
 
he has learned regardless of the organizational
 
climate.
 

The first option does not appear realist~c given limited re­

sources and the complexity of introducing change at the macro
 

level. More important is the fact that these environmental con­

dition! are being addressed by the Government of Egypt through
 

the Open Door Policy and other broad public policy actions.
 

Though these actions will not result in immediate changes in man­

agerial behavior, they will provide the climate for such changes
 

to take place in the future.
 

As these environmental conditions change and as organiza­

tional effectivenoss in the industrial sector becomes the sine
 

V-i 



qua non for approval in the political arena, Egyptian organiza­

tions will move toward a more professional approauh to manage­

ment. As the demand for effectiveness from an organization
 

increasos so will the demand for improved individual performance.
 

1. Program Criteria
 

Given those occurrences and given the fact that management
 

performance is a combination of the Individual and his organiza­

tional environment, a program which addresses both components is
 

recommended. A program of this nature should incorporate the
 

following:
 

The client should be viewed as the organization and
 
the purpose of the program should be to increase the
 
effeotiveness of the organization. Part of the pro­
gram should include management consulting to the
 
organization. An attempt should be made to link this
 
program to other programs aimed at increased indus­
trial productivity in Egypt.
 

0 	Executive development should stress the application
 
of management skills.
 

0 	The focus should be on near term results with the
 
understanding that there would be a long-term devel­
opment of a cadre of Egyptian managers, effective
 
within the Egyptian environment.
 

The emphasis should he on the Egyptian context and
 
focus on the resolution of problems rather than only
 
changing manigerial style.
 

a 
Methods of adaption and adoption of modurn management
 
techniques must be stressed. In addition, there
 
should be a mechanism to develop Egypt-specific ap­
proaches to managument.
 

* 	The program should Include top and middle levels of
 
management.
 

0 	To have an impact thu program should focus on teams
 
of managers from spooific organizations within
 
specific priority seotors.
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The program should provide a mechanism for research
 
in Egyptian management.
 

There should be a component which promotes the role
 
of management development in increasing organiza­
tional dffectiveness.
 

There should be a component designed to enhance the
 
education of currnt Egyptian experts in management
 
development.
 

These criteria address the major concerns of Egyptian managers
 

and consultants and incorporate lessons learned 
from management
 

development programs in other countries. 
 Using these criteria, a
 

tentative program is offered. Though the details of thi 
 program
 

need to be developed, the concepts and major elements provide a
 

framew,.k to design a systematic, results-oriented management
 

development program for Egyptian managers.
 

2. Recommended Program Design
 

The goal of a management development program must be to in­

crease the effectiveness of business organizations in Egypt, as 

measured in economic term, with emphasis on productivity. To
 

attain this goal, the purpose is to:
 

Improve management in selected public and private
 
sector business organizations;
 

Increase the nupply of, and demand for, 
effective
 
management development and organizational development
 
sorvices in Egypt.
 

The program should give first attention to thone Industries 

considered nn high priority by the Governmnt of' Egypt (.. 

agro-busnin,.:,n, construction materil1n and t..xt ll,11 ), but nhould 

also be op,.ri to other important Indutri,.i uch am chemicals, 
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metallurgy, banking and tourism. It should serve large and
 

medium-sized firms in both private and public sectors.
 

The program activities should be designed to bring about
 

measurable improvemAntA In selected organizations. These
 

improvements will be reflected in:
 

Economic performance (e.g. actual change, and both
 
absolute and relative rates of change in such mea­
sures as cost/unit produ'ed, sales, profits market
 
share).
 

Management (e.g. changes in teamwork, orientatior to
 
organization objectives, Information flows, clarifi­
cation of individual roles within tne organization,
 
establishment of appropriate incentive systems, mca­
sures of performance, effective long-term planning
 
and control systems).
 

To accomplish this, the program should train key managers in
 

selected firms and industries, assist them in applying what they
 

have learned in solving problems in their companies, and send
 

some of them on short tours to the U.S. in issue-oriented,
 

induntry-specific task forces. An advisory committee consisting
 

of menior representatives of both .he public and private sectors
 

should provide overall guidance to the project and play a key
 

role in selecting the i;dustries and firms In which increased
 

effectiveness will have the greatest overall impact on the
 

economy.
 

The principal activity of the program s'ould be n snries of
 

sequontial and overlapping cycles of managemont and organization
 

development servioes provided to solncted companies. Each of
 



these cycles should focus on a specific industry and should com­

bine in-company management surveys, classroom training for groups
 

of managers from each company, and on-the-job assistance to
 

participating managers in solving specific organizational pro­

blems. Training and consultancy services in Egypt should be com­

plemented by sending participants in small, Industry-specific
 

teams to undertake i33ue-centered study visitn to firms in the
 

U.S. for one month. They should report back to their industries
 

in Egypt on the way U.S. firms cope with the is:iuen in question,
 

giving their views as to what lessons and techniques are
 

appropriate for use in Egypt.
 

Teaching cases and an Egypt-specific management simulation
 

game should be developed as part of the project. They should be
 

used in project training activities and made available to local
 

management faculties and training centers.
 

During the life of the project, activities and results should
 

be continuously communicated to the business and management
 

education communities through such channels as industry associa­

tions, professional meetings and press releases. The aim of this
 

communication will be to Inform and to stimulate demand for the
 

services of the program.
 

It is expected that by the end of the overall program there
 

will have: 1) been significant improvements in the economic per­

formance and the management prooossei In the target orranl7ations; 

2) that one or more private and/or publiv (',ontiltirti/edu(cItationil 

organizationn will be offering similar organization-oriented 
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training and consultanoy services with competent staff on a
 

regular basis; and 3) that there will be significant use of such
 

services in the Egyptian industrial sector.
 

Finally, the program must recognize that managerial capabil­

not a
ity is a function of an organizational environment and is 


a sufficient
product independently developed and stored until 


on the organiza­amount has been accumulated to have an impact 


tion. Since development of managerial capability is contingent
 

some intervention must
 upon its interaction with its environment 


take place with the environment as well. Management education,
 

one of many possible elements working in
therefore, becomes only 


a complex and dependent relationship to effect long range change
 

leading to increased productivity in Egyptian organizations.
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MIDDLE MANAGEMENT EDUCATION
 

PROGRAM EVALUATION
 

LIST OF INTERVIEWEES
 

A. EGYPTIAN MANAGEMENT AND GOVERNMENT
 

Dr. Zaki Gamal El Nasr
 
Minister or Industry Minister of Economic Planning
 

& Cooperation
 

Abdel Rafel Mahrous Hussein F. Sabour
 
Cnairman of the Technical Chairman, Sabbour Associates
 
Secretariat for Textile 
Industrie.3
 

Eng. Ade El :;erafy F. Abouzaghla 
Chairman, Misr Car Trading Chairman, Egyptian Iron 
Company Steel Co. 

Abd El 1lamid Said M.A.E. Yassaki
 
Chairman, El Nars Company Chairman, The General Company
 

for Batteries
 

Safer El Karabli Dr. Abe) Gazarine 
Chairmnn, Chal rman 
Misr-Iran Toxtile Co. Nasr Automative Company 

Niazi Moustara Soad El Saw.af 
Chairman Chairman, Inotrade
 
Egypt-US Joint Business Counoil
 

Abdallah Abdel Bari Mr. Awad
 
Chairman, El Ahram Newspaper Chalrmin,
 

Helco MotalIn Company
 

Dr. Abdel Ezz Hu.sein Z.i; 
Chairman, N14D Chairman, Plhwtrend, Ltd. 

Salah Ifa.n.an Ibrdh!n "h.rkin.s
 
Vice Ch;..rman rpPn.y 'hairman,
 
Th,, Mi, Concrete Develop- Gnor,,a Organization
 
ment Company for InnuJitrinlization
 

(r,.o.F. .) 

Mahib Ahid Yehln ilafoz 
Deputy Chairman, Secretary General, 
EgyptiAn General Egypt-U.S. Hunlnesa Counoll 
Petroleum Corporation 

http:Ifa.n.an


W. 0. Wahba Ibrahim Shakar
 
Director General, General Manager,
 
General Authority for Banque du Cairo
 
Investment and Free Zones
 

4
assan Mohamed Hassan Eng. Dia El Tantawi
 
Academy of International Deputy Chairman,
 
Business Maintenance and Utilities
 

Iron & Steel Company
 

Shawki Hussein Deputy Chairman, Production
 
Director General 
 Iron & Steel Company
 
Egyptian Hotels Co.
 

Abdel !attah Attuali Deputy Chairman, Administration
 
Director of Training, Iron & Steel Company
 
Iron & Steel Co.
 

Eng. Su.mann3 Matuali Dr. Salah El Sayed
 
Arab Cn~ tractors Director of Management Studies,
 

Amer'Ican Iniver:jity of Cairo
 

Dr. Atef Ibeid Dr. Aly FI ,,ry

Dean, Faculty of Comerce Director-, bev'lopment Renearch
 
Cairo University and i'1~nning
Plahno]J~1cel 


Center, Cvro Urilver3ity
 

Abdel Fattah Elsahm Dr. Mohai.nea lfrnawi
 
Dean, Faculty of Commerce Managemnt Sclen'es,,
 
Alexandria University Associates Professor or
 

Alexandria Univeraity
 

Dr. Mohammed H. Yassim Dr. Hassan Hoany

Director of Training MIND
 

Ahmed Amr
 
Director of Training
 
E.O.P.C.
 

Conducted group interview of OOFI offioial.
 
(approximately IC Lotal participants)
 

B. FOREIGN MANAGEMENT AND CONSULTANTS
 

Alphons M. J. Fisher Richard Wheeler
 
Delegate of the Phillips Senior Vice President
 
Industries 
 Citibank
 



Villim Reinfeld 

Senior International loonomist, 

Arthur D. Little, Inc.
 

Richard Roberts
 
A.I.D. Consultant -

Agriculture Management
 

Project
 

C. SIU FACULTY
 

Hussein El Said 

Exeoutive Director, 

MHEP, SIU-C 


Harold K. Wilson 

Faoulty, SIU-C 


Robert Bussom 

Faculty, SIU-C 


Oliver D Hensley 

Faculty, SIU-C 


Bartnomow Baai
 
Faculty, SIU-C
 

D. USAID OFFICIALS AND STAFF
 

Donald Brown 

Director, USAID/Cairo 


James Riley 

MMEP Projeot Otfrior 

USAID/Cairo
 

John Ilackton 

USAID/Cairo 


Jennirer. Breumer 

LSAID/Calro 


Mr. Taylor
 
V. P. Amoco, gypt
 

john Darling 
Dean, Businesa Adainiatration 
SIU-C
 

Igbal Mathur
 
Faculty, SIU-C
 

Olen Walker
 
Faculty, SIU-C
 

Dr. Azim
 
Faculty, SIU-C
 

Stanley Applegate
 
Assistant Director
 
USAID/Cairo
 

Sherir Arir
 
USAID/Calro
 

Park Karns
 
USAID/Calro
 

Thomas HcDonough
 
AID/Washington
 



I. MMUF pARTICIPANTS (Partial Listing 


Salah El Hadary 


Osama H. Awad 


Samir Aziz Ekl,.dious 

Said Dahrong 


Hassan Hasaan 


Yousria Salama 


Tawtik Hawar 


Vivian Meham 


Assaad Nafeh Abdol Fattah 


Ayman H. Soliman 


Nabil Mohamed 


Saueh Tawfik 


Atef Barbary 


Ehab Al Sulta
 

Kout El Koloub Mason
 

Nadia Oeorge Damian 


Bahgatt 


Hassan Samir Mohamed Monsour 


Magdi Fouad 


Oabon Abdel Wahab 


Bassan :;aml Tolba 


Mohsen F! Zayat 


Gobaly M. Oabr 


- 35 to 40 total interviewed)
 

Naar Auto Company
 

Haloo Metals
 

Crodit Fonoiur Egyptione
 

Egoth
 

UNI Textiles
 

Mier Hotels
 

Sabbour Assoolates
 

Egoth
 

Sabbour Associates
 

PB Sabbour
 

Sabboir Assooiates
 

Coaser International
 

coPc 

31 Naar Spinning, Weaving 
A Knitting Co. 

Arab Contractors 

Banque d. Calre 

Naar Automotive Company 
Electronics 

El Nasr Company ror TV & 
Electronics 

Miar Conorete Developaent 
Company 

Miar Conorete Development 

Company 

Alexandria Petroleum Company
 



3alah Hasean Niar Conorete Development 

Company
 

Mustafa 3huln
 

Rhab Sultan Sultan Cosmmrolal Agenoy
 


