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I. INTRODUCTION: BACKGROUND AND PURPOSE OF STUDY




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 developmeni 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 economio
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 ¢ 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 sectcr. As the
implementors of policy, their role is key to the success ol that
policy. Time, however, has proved to be a constraint to imple-
mentation. While finance, technology, and capital resources cean
be imported and organized rapidly to meet policy aims, it is
difficult to place the same expectations on human resource devel-

opment,



‘The majority of Egyptian managers in top and middle positions
possess managerial knowledge, skills, and attitudes appropriate to
past circumstances. These managers learned and applied a style of
management which rewarded them in the past and with which they
nave 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 ir Egypt. For others, it is a matter of "kind":
replacing one management style for another. BFoth approaches have
limitations. The former can often represent a cosiretic rather
than substantive change. The latter oftsn resuits 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 appropriaie 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



to focus on specific issues involving management development, and
to identify how a program in management development could be
linked to other industrial dev: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

1. 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-
pPle 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 a)propriﬁye 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 conversations with USAID

officials to clarify the intent of the originai 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, academicians,
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 faot
that the team was also evaluating a previous pilot program in
middle management education. However, thias limitation was man-
aged by incorporating elements of the evaluation process iato the
needs assessment. Moreover, the assesament of management needs
on a country-wide basis is a formi lo task which may be per-
ceived by some as an ambitious undertaking. The team wan awar e
of this concern and, for that reason, approached the asascssment

with the view that the information gathered was intended to be a
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sounid 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 dynamio
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). Identifying 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 gulide, the assessment was structured in

the following way:

a. End Results and Policy

Qur assesament began with the assumption that any man-
agement project undertaken should have a reasonably well
defined end result toward which it i{s directed. Since the
original {ssue 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 ecconomic poals (i.e.

II-3
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‘ereation 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 the pri-
vate sector, encourage foreign investment and increase the
efficiency ol 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 ofr management related oondi-
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 effeq-
tiveness and internal behavior. In the political
realm, this may include centralizced decisions to
restrict prices to artificially low levels to
achieve noneconomic objectives regardless of the
impact on an organization's effectiveness. In
the legal realm it may involve establinhing laws
which set employment levels for organlzations {r-
respective of the actual productive needn of the

oompanies,
« Organizational conditiona are thone polfcies,
behaviors or condltions which result as a re-

Spanse to external forces, auch as legal changes,
or in reaponsc to eatablished norms within the
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organization such as autooratic leadership. 1In
combination, these policies, practices and condi-
tiona become the climate within which individual
managers perforn.

» 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 catsgorization of conditions 1is useful for several
reasons. 1t 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 coatly, time consuming
and ineffective. Decisions which include multiple approaches
to problems may be more effective. In this framework the

program choices are categorized as:

« Management development (change the person).

« Organization Jevelopment (change the group).

« Institutional development (change the environ=-
ment).
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In summary, the framework is designed to aid various
groups to malte 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 perupective 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 RELASIONSHIPS OF CONDITIONS
KFFICTING MANAGERIA NZE IN ECYPT

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 sajor components.
The first is a narrative description of the conditions which in-
fluence managerial perfoirmance. 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 individuai 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 funotion 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 wau
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shifted into the hands of a bureaucratic elite whose source
of power and influence arose from their 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 wiiose 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 autocratio 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 1s answered with struoctured

deference and obedience. This pattern of social behavior is
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found in economic organizations as well as politioal ones.
Consequently, one rinAS an abundance of structured social
roles superimposed or interwoven into organizational roles.
For example, some senior Egyptian managera tend to enooubage
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-

pPline, while the organization provided no external guidance,

In summary, leadership in Egyptian organizations tends to
be autocratic in nature, which i3 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 trusted 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.

Communication

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 tenued to move vertically rather than hori-
zontally. For example, in one firm the management team in
procuction 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
stéted 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
achieving seniority. Appropriate organisational dehavior is
8130 motivated by praise and approval froa 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-
nition being more important than the oversli objectives of
the organization. Generally then, motivational patter.s are
based on external sources rather then internal job sstiaCac-
tion, and are at times counterprocuctive to the achievement

of organizational goals.

Decision Making

The performance of an organization depends on the effec-
tiveness of the decision making process. Since there is a
laock of shared information, accurate performance criteria, or
other oritical elements, the qQuality of a deciston 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 deol-
sion. The problem of effective decision making in the
Egyptian context seems to be both a managerial problem of
making the current decision making system work, and a tech-
nical prodblem centered on a lack of knowledgn 1n techniques
of decision making. Theae conditions often result in re-
aotive decisions made at levels which have n limited

perspeotive of the effect of the deciaion.
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c. 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-
ceptior of that role varied as the managerial !evel 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 tc fulfill that role. From the top
manager's perspective, the middle manager must become more
autonomous in terms of acceptance of responsibility, 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
develob. 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 soctal,
economic, political, technological and legal issues.
Unfortunately, this has resulted in a siftuation in which the

Egyptian manager:

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

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

Is functionally rather than organizationally ori-
ented.

Is encouraged to ‘.cep i formation rather than share
it.

Considers parsonal §ssuey more {mportant than
organizational {ssues,.

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

Is occupied with collecting data rather than vtili-
zing 1{t.

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 Jncouraged to learn manage-
ment skills.

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

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

These conditions and perceptions, if perpetuated, could

limit the Egyptian manager's abilfity to rospond to the eco-

nomic, social and political changes taking place {n Fgypt.

Thereforo, changing this purception of managerial role may

have more of an {mpact on the effecet fvencan of an Fypyptian

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 neced to be
addressed in any integrated management development program in
Egypt, and provides 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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1)_ENVIRONMENTAL CONDITION

PERCEIVED RELATIONHIPS AMONG ENVIRONMENTAL,
TIONY IN IS

Bhibt 2
Page 1 of 3

YPT

2) WICH AFFECTS ORGANIZATION

3) WHICH AFFECTS INDIVIDUAL VANAGFRS

A.

SOCIAL AND STRUCTURAL ISSUES
(LEADERSHIP, AUTHORITY, DFCI-
SION MAKING, POWER)

Authority flows (rce politioal
aftiliation of organization.
Reflects transitional nature
of society both economically
and politically.

Autocratia authority struoture
reflects culturel preference.

Govermment does not separate
ownership from management and
therefore, operational decisliora
are made at inappropriately
high levels,

There ia no government «4ide

proceas for publia oompan-
fes to evaluate per formance.

Power as a concept and as a reality Las
shifted from elite of land holders to
quasi-alite of powerful job holders,
Autocratic leadership style reflects
this fact. Lavels below top differ only
in degree not in kind, 1.e. key lower
poaitions yleld power but of leas degree.
Promot lon/access te power s based on
criteria other than merit,

Therq 1a limitad professional manage-
meant since th; achievement of managerial
skills is not rewarded.

Reflecting political aspects of key
positions, trust in subordinates is
often more highly valued than competence,

Since promotion or survival 1s not basad

on merit, it encourages a power orienta-
tion In managers. Since inforwation s a
source of power, it is viewsd as a scarce,
valuable and exhaustable resource that must
not be shared particularly with those at
lower levels. The perception {s that in-
forwation shared {s power lost.

Communication patterns tend to (low upaard
rather than up and down or hor{rontally.

Thia reinforces autocratic decision making.
Information is shared only when 1t personnaly
benefits an individual. Peraonal gains are
often wre inportant than aryanizational coes,

N.B. Information and/or trust {s a mource of organirational aurvival.
This may relate to the need of politicians to maintain control over
their enterprises. The succeasful evaluation of a political system is

often based on the tirust of key members.

Thus this values {s passad

downward, It 18 a fact of organizational life and ahould not neces-

sarily be perceived as "bad rianagement .®

Foles are clearly established in a
herarchical fashion.

Organizat ion more reactice than
proactive,

Top managers generally enocourage a
dependent relationship un the part of
their subordinates. This {s related to
the maintenance of power and a genersl
feeling that lower level managera do
not have the technically oompstence to
aoct independentiy.

Decisions are more appropriate for

a static envirormant than a dynamio
one,

Profit 1s not the main concern nor is
growth, Greater emphasis is placed on
social iasuss which may be inoospatable
with the efficiency or effactiveness
of the organitation.

Success is based on inappropriate
indicators. fome data is totally
unreliable.

Perasonal objectives beoome overriding
oonoern of top managers.

No organizational accountability for
results,

Produot ion figures are presented In
simplistic fashion with no analysis of
relationship to other indicators,
Inoentive systeas are tied to absolute
produotion rather than efficiency of
production or other potent ial indiocators,
3ucoess ia often associated with
organisations who don't demand or “create
vaves®,

Manager has need for

relationship and creates llum.lonn

that reinforoe this role.

No active involvement in decision

making process.

Manager is executor of top-down decisions.

Munager views himeelfl as executor of
policies.

Managre, In name only, has no
suthority or responsibility,

Mo funotional measures of suncees,e.g.
seniority, anceas Lo inforwmation, trust,
These become key per-onal issuss of
suocess. Merit not stressed,

Mo personal sense of sancountability,
o 0b deavriptions Lo deline rolen or
expactat ions lor parformenne,

Mo performance atandards and no
relation of performence to promotinn,
High role conflict.

AtLitude Lthat there | no nead tn plan
or organise Loward gosls which ere (11
defineg or polely product ion oriented,
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FNVIRONMENTAL CONDITION

2) WiICH AFFECTS ORGANIZATION

Exhibit 2
Page 2 of }

1) WHICH AFFECTS INDIVIDUAL MANAGERS

Ministers consider the top
manager as the cnly one
Minctionally or legally
responsible for decisions,

POLITICAL AND ECONOMIC
ISSUES

Implementation of open door
polioy {s perceived by some as
progreasing too rapidly

with an uncertain future,

State/centralized planning has
exlated for 20 years. No com-
petitive foreign market ce
internal market; all prolucts
produced were sold,

Scarce resourves lead to per-
ceived and actual confliots
among ma jor economic elesents
of society,

labor laws are believed to be
tuo restrictive for economic
development (e.g. guarantesd
employment , inablility

to hire/fire).

Top managers do not take risks.

No delegation to others because of
legal {asues and reaponsibility

as well as power {ssuse,

Organization develops elaborate control
mechanisms to manage.

Deoisions are pushed to the highest
level poasible.

Top manager acts as a passlive role
model for subordinate managers.

Span of control 1s overly extended (i.e.
too many penple r-gort directly to top
managers).

The leadership style {3 autocratio and
reflects miltiple social, legal,
personal, polltical and economio issues,

Decisions are made on the basis of short
tern return and are centralized to ensure
personal gain over long term organita-
tion or national intereat. This view
also raflects current political uncer-
tainty and a hiatorical perference for
short range eoonomic gain,

No oconoept of marketing of products,
Consume~ preference not aocoounted for,
Other bimavinr: relied on which are
out of context to a mcrket economy.

There 18 often no relationship between
organizational decisions whioh may
effeot other sectors. Consequently
same perception {s internalized in the
organization, O(ne functional area doas
not relate to another,

Goals/object ives/targets are set in an
{nformational vecirm resulting in latent
oonflicts,

Overemployment/low productivity

rates,

No organizational decision-anking
ability to allocate/utilize rvaources,
Organization conflicts,

Unions/worker representatives cften have
conflicting objectives (e.g., incentives
are often distributed to all workers
despite varying rates nf productivity).
Incentive syatema not wel] designed
(e.g. production and quality control
departments use production figures a8
basis for incentive),

Model beoomes behavior of top mansger,

Miniater considers the chairman the

only dacision maker and subsequently

pushes all decisions upward in the

organization,

Managers perteiveod as:

«« into details as much as posaible

.+ overcontrols subordinates

«.» does not act on own

. a3smumes asking queations of
suborainates {a a aign of weakneas

.. oontrols infurmation

«+ ot willing Lo take risks because
the aystem offers no reward for
doing also.

Mid/lower levels of management do not
have commensurrie skilis to deal with
open door policy changes. Management
gap exiats.

Low participation in decision-uaking.
Mid/lowar leve! manager also model
behavior and work on short term,

pai ) lcularly so fidividusl can recelve
credit for work rather than the group.

Maneger has no perception of need for
competitive pricing ur miarketing of
products.

Managers are {nput and proxcess oriented
and have & parochial view of output
(e.8., production figures rather than
quality or market demand).

Managers lack unisrstandir= >f organie
zational interrelation's riinforoed by
peroeption that {nfarmatio: is power and
power {8 necessary for survival, Mane
agers tend to be promnted strictlv withe
in their technical area and not nsposed
to different functional A~ mas dwr .ng oar-
eer progression,

There are no standards of condust or
performance and, aubsequently, no
acknow| eige consequennes to actions,
This provides no interna) discipline for
the worker or extermal guidance,

Manager often shares oppoaing goals’/values
with workers.

Manager does not atrive for highe~
productivity sinoe promotion ia not
based apon {t, Incentives are hased
primarily on monstary reward,
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3. Summary

The identification of conditions which influence managerial
behavior i3 intended to describe the environment within which the
Egyptian organization and manager operates. It is not intonded
to be entirely prescriptive, nor to suggest tha*t all managerial
bshavior must be changed in order for Egyptian organizations to
become more effective. Quite the contrary, we believe that {n
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 sore organizations
(e.g., lack of individual accountability, no job descriptions, no
stated performance standards), and seemed 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 soclal interactions
rather than solely on impersonal organizational
{ssues.

. It tended to stresas group accountabllity over {ndi-
vidual accountability for performance. HRelated to
this, it also provided the individual with a =ense of
security from being {solated from tho group.

II1-11



It reinforced the group decision making process, at
least at the lower levels of the organization,

To further {llustrate the difficulty of prescribing Western
organizational theory to Egyptian organizations, the issue of
decision making was also addressed. Some Egyptian managers
indicated amuivalence 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 scemed to
impose prejudged organizational structures which did not recog-
nize the uniqueness of Egyptian management. To these managers,
autooratic 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 ia
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 interrelationzhip
opens up a whole area of concern in terms of developing managers
in Egypt. For example, should the focus be on tralning individ-
ual managers apart from the environment or should a program focus
on making the organization more effective? Though the two ap-
proaches are assumed to complement one another, in fact this may
not be true. One major difficulty in previous management pro-

grams in Fgypt and i{n other countrica has been that thoy were
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aimed at individuals and at prescribing tre "right way®" to manage
(1.e. Western). They attemptad to change individual attitudes,
values and behavior to suit predeteramined criteria. Unfortun-
ately, this "new" manager becamec 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, {t
identifies issues to be considered in organizing & 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 {ssues
related specifically to management development in Egypt. The
study then identifies specific learning needs to be incorporated
into a curriculum for management development, based on an
analysis of the environmental, organizational, and individual

conditions which affect management behavior.

1. Management Development in Developing Countries

Despite the similar need of doveloping countries to increase
their managerial capabilities, programs designed to satiafy this
need have varied considerably. 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 Western man-
agement practices and behavior norms was the best way to incrcase
the offectiveness of managers in developing countrien. Thin led

to programs which:

. Favored the cxcluaive use of expatriate trainers and
learning materials.
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. Stressed 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

individral participants.

Multinational corporations (MNC) operating in developing
countries favored this approach to management training in order
to make thelr 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 nos
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. 1In many

cases, where U.S. subsidiaries have tried to impose

rigid U.S. management standards, operatinq efficiency
and overall profitability have suffered.")’/

1/ Copen, M., Richman, B., Management Techniques in Developin
Nations, Columbia Journal of World Buslness, Summer | '
.'po u,-sao
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It was concluded that operational efficiency is achieved in
situations where management know-how i3 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. Experta {n the fileld of
management development have, therefore, shifted emphasis to give
more attention to developing indigenous teaching mntcﬁials and
techniques applicable to the economic, political, usocilal, and
cultural environment of the country. This trend {s supported by
recent recommendations concerning management development programs
in Southeast Asia, India, Indonesia and other developing countries.
From the experiences of these counrtries, {t {s concluded that a
standard program in management development cannot be applied to
countries having different values and ideologlies, 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 {ssuo which continues to surface regarding design and
methodologies of management programs for devoloping nations, con-

cerns program evaluation. Though program evaluation ha4 long

been recognizod as essential, many promramas have fafled to in-
corporate in their design criteria to measure benefi!a apalnagt
costs. Furthermore, the purpose, targeta and true beneficliaries
of management development programs are often lgnored reaulting in

vague and poorly defined program objoctives. 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 {3 the fact that their results
can be mecasured aga'-at pre-established goals and objectives,

The beneficiaries usually will include not only the participating
managers from a specific organization, bul also 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 (nformation among management toams. In essence, thess
management development programs focus nn achieving results, both
in terms of outcome (e.g. productivity, sales volume and profita-
bility) and in terms of process (e.g. goal setting, orga-

nizatlonal integration and effective communication).

The move to specify Lhe results expected from management de-
velopment programs has resulted {n additional changes {n program

ocontent. For exauple, emphasis {3 now placed on Integrating

academic with oxperiential learning programa.  Theae ape g direct
departure from Lraditional Prograna which have fooegqe) erntirely
on classroom technique, In contrant, tntegprated prograass attempt

to link clasaroom learning to the organtzational environment by
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providing special teohniocal assistance and consultancy. The
objective is to ensure the application of 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 (consult-
ancy) in applying techniques and concepts learned in the class-
room to specific job circumstancesa. For example, a consultant
group.g/ in Nigeria has expanded its management development
programs to include, as an {ntegral part of the courscework, pro-
Ject work and field assignments as well as conaultancy and

advisory services to organizations sponsoring partlcipants..l/

The experience in Nigeria provides some indication of the
suocess of integrated and results-oriented management development
programs. First, numerous management-related problems affecting
sponsoring crganizations were solved. Second, i{n-plant assist-
ance and consultancy allowed training to be extended to managers
other than those directly participating in the progras. Finally,
improvements were observed in the overall effectiveness of the

sponsoring organization.

2/ PE Consultant Group (West Africa) Limited, Public Programs
for Management Education and Training in Nigeria, 1566.
Report Lo the RlgerTa Faployers (onaullallve Kasociation.

3/ Iboko, John 1., Manapement Development and Its Developin
Patterna in ngnr‘{n, anagement” InternatTonal Raviow, Voi.
|5, "00 ;o f y PP. 97-‘0“.
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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 these programs appear to be
praised for thelir effectiveness, they generrally Lend to be more
complex, time consuming and costly to implement due to the added
in-plant asststance and consultancy provided. While we have no
evidence to support why there has not been greater adoption of
these types of prograns in developing countries, there 19 reason
to believe that cost considerations and operational complexities
have played a major role. In any event, {t appears that {nte-
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 cxercices

with practical application of principles and tochniques

Wwithin the functioning organizations gathers momentum,

it will become clcarer to many that the ultimate ob jec-

tive of a management dovelopment program {s to {mprove

the performance of the organizations that sponsor par-

ticipants. As a consequence, it will also become more

of a common knowledgo that an effcctive manugeneg}

development program ashould be results-oriented."¥

The experiencas of management development prograns {llus-
trated here, provide insights into the way management developaent

could and in some cases is being approached within the Egyptian

oontext,

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

The analysis of management developmoent needs in Egypt, devel-
oped via interviews and a revicw of availablo literature, identi-
fies important issues to consider in supporting future programs.
Many of the conclusions arrived at by Epyptian experts, based on
thelir own experiences, parallel findings in other programs fron
other countrles, but also reflect the uniqueness of the Egyptian

environment.

a. Rosuits Oriented

The prime concern in Egypt, reflecting the increased em-
phasis on deveioping an effective economy, is in the transfer
of managerial knowledge into effective executive behavior.
This emphasis on application of skills 13 considered essen-
tial i{n order to have an impact on the organization {in terms
of productivity. This shilt towards a results-orientnd ap-
proach to management development was driven by several
factors incluiing the Open Door Policy, the dissatisfaction
of managers with paat programs and the desire of business
fAZuinies to become more involved {n "recal-life”

schori

business problems.

The results orionted approach to management development,

though logtical and reality based, was also recognized as

heing more complex. As one ahifts from rroasurey of 2300098
such as "the nurmber of manayers tealned™ ' more complex
indicatora (o.p., "tncreaned profuctivity In biem XYZ"), more
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variables are introduced over which the management trainer
has limited control. Yot sovoral Egyptian management develop-
ment experts believo the risk must be taken {{ these programs
are to be considered relevant to the practicing manager and

worth his time and effort to attend.

b. Roality Based

Management development programs, designed and conducted
apart from Fgyptian organizational realitics, also were
criticized because they "...lacked a logical svatem which
involves the conceptualization of the whole course, its
sequencas and {ts 1ntegratlon.il/ This lack of a systems
perspective in management development also evoked this

analysis:
"...1t {3 useless to give a sophisticated development
program on recent techniques in the field of management
while ignoring the internal and external environments
which pa} constraints on the use of these techniques in
Fgypt."<:

The aystems approach to management dovelopment, popular-
ized in recent years by such recognized management researchers

as Renais Likert, Chris Argyria, and Gordon Lippitt was also

supported by experts in Egypt. Thoey raised the {mportant

El-Sayed, Salah, Ed. Management Devoloprment in Egypt,
American Univorsity in Calro Preas, 1977,

Ismail, Fouuad Abou, "Manapement Pevelopreat o Fpypt:  An
Insido Look," in Manigement Developmen! in kgypt, Amoriocan

Univorsity {n Catro Preaa, (9IN ~—77°"—
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1ssue that management devclopment programs based on Western
oconcepts of management may"... stimulate the rejeotion of cur
local conditions in Egypt, instead of explaining how best to
operate within tho boundaries dotermined by those condi-
tions."3/ In the interviews we conductud with Egyptian top
and middle managers, this same point waun supported several
times. Thesefore, we conclude that management program -, to
be effective, must be bansed on the Egyptian environment and
provide the neceasary akills and knowlodge to be effective in

that environment,

¢c. Organizationally Oriented

The environmental question was also addressed in the
mioro-sensc from the perspective of the individual firm
within which tho manager muat operate. Many of the managers
interviewed belieoved that a support aystem muat extsat within
their organization which encourages the application of 'rnetr
newly-acquired skilla., [his vicew wag rupported by Fpyp'ian
experts who suygeoated that managoment developrent s Fpypt
should bo a comprchensive system which influonces the {deas

and actions of everyone in tho organxzation.ﬂ/ They further

3/

Eboid, Atef, and Fl-Sayad, Salah, "A Prcgram for Practicing
Managera: Ao Appratasal of the Fgyptian kxperionce,” in

Managenment Pevelopment In lLpgypt, American linfversity {n Cairo
rean, 1970,
AL, Harat, and Yahmy, Sarte Bebawy, "Training in Kgypt ao

an Approanch For Mynagement Developrent " in Haq;gomont Dovel-
oprmont in Fgypt. American University in Cairo Preas, 1979.
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stated that other management pclicies and procedures must be
implemented along with training in order to achieve tetter

management of the organization.

Other programs in management development support Lhis
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 returning to an organiza-
tion.2/ The grou, approach also reflects the realization
that learning s & 3ocial proz2ess which involves the combina-
tion of intellectual and socicl experience of management

teams.

The integrated approach to management development and the

identification that the context of the manager {3 a determi-

nant of success {s also supported by others. The editors of
the International Labor Review thus reinforce the necessity
for a contextual view to rmanaverent Jdevelopment:

*"...1f management knowledge and practices are tc be suc-
ocessfully applied in new conditiona then it {s necessary

to adapt them to sult those conditiona and {n some cases
to assist local managers evolve suitable new one9."S/

Nalmburdiri, C.N.S. and Satyadain, M.S., "Management Problems
and Practicen -- India and Nigeria,"” ColumbLia Journal of
World Buatncaa," Summer 1978.

"Social and Cultural Factors {ii Managoment Dovelopment"”
Editors, International Labor Review, Vol. 94 No. 2 (August
1966).
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In susmary, the oultural influence on managerial behavior,
both in Egypt and in other eoconomically developing countries,
must be evamined and undzsrstood if successful management
development programs are to be established. In conducting the
needs assessment in Egypt, the team identified the complexity of
factors which combine to influence managerial behavior and
organizational effectiveness in Egypt. From the analysis of
those factors and from the opinion of Egyptian management
development experts, several 1ssueg were identified which should
be incorporated in future programs:

. Programs must be aimed at inoreasing organizational

effectiveness

. The realities of the Egyptian environment must be
considered

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

. 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 {n Egypt

. The experiences of other developing countriea in-
volved {n management developmont

- The opinlons of managemont uovelopmont oxperts in
Egypt
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. 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 needs 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 i{s able to inte-
grate management knowledge, skills and attitudes to
resolve practical organizational problems and make a
contribution to the organizattion.

Thesa issues provide the framework for identifying more

specific neods 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 capabilities te make a
system perform effectively, and involve problem tdentification,

interrelating and decision making in actual circumstances.
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a. Funotional Skilla

In terms of the current economic and political environ-

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

. Economics focused on a transitional, mixed economy
TIYustrating the impact of Law 43 and how market
prices are used as an instrument of policy. Related
to this should be a knowledge of how to make techni-
cal decisions about the use of appropriate technol-
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
now, therc has been no need for these skills. How-
ever, this must be reviewed in relation to the tran-
sitional nature of the economy and socio-economic
status of the market in which the firm operates.
Emphasis would be on a mixed, soclalist oriented,
economic model.

. Managers need to know the area of production parti-
oularly as it relates to developing countrles.
Special circumstances have arisen which have placed
many firms in a position of uncertainty concerning
raWw materials availability, allocation of hard cur-
rency, etc. Planning, therefore, must be taught
within this contert and not the context of Western
society. The manager must develop an understanding
of the relationship between quality, coat and mar-
ketability of a product.

. Managers also need knowledge, skills and attitude de-
velopment in the area of finance and control. Agaln,
lack of skills in this area are man{lested by lack of
accurate cost data, lack of cost atandards, and the
lack of awareness of the raelationahip of coat to
pricing of a product. As stated in the previous
analysis of conditions, this behavior In partly
attributable to the centralization of pricing

decisiona under a atate planncd cconomy.

. Managers alao nced to know how to develop and {mple-
ment appropriate information nyntemn, IPart of tho
difficulty tn thid arca {4 related Uo factors auch a8
the lack of availability of data or 1f ft ta avail-

able, 1ta ‘neffective atorape and intermtttent use,
Part of thia problem ta technical, t.e. knowlodge of
{nformation syatems, but part of it i»n attitudinal,
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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 cun be sup-

sumed under e other Tunctilonal areas, it should be

identified a3 a separate area of concern. A ma jor

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 {t.

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 {n 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

prodblem facing Egyptian managers {s the application of those

skills to the work environment.

The prime difficulty in applying those functional skills
Wwithin the constraints of the unvironment is that Egyptian
managers lack procesa akills., These skills doal with such
organizational {ssucs as the introduction of change, sharing
of infurmation and communication patterns, une of

motivational techniques, fdentification and resolution of

prodblems, denling with power and Inflaence and delegation,
In esscnce, they pormit 4 manaper o tragnafer theoretical
kKnowlodgoe to practical attuat jona, They fnelude the
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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

ma jor categories:

. Ability to analyze - dliagnose, and effectively re-
spond to situations (proactive rather than reactive).

. Ability to interrelate - understand and be able to
relate to varlous elements (people, structures, ete.)
of an organization.

. Ablility to make decistions - develop alternatives to
situations and take rlsks in selecting alternatives.

These process skills are the basis for learning end

applying functional skills. This develops an integrative
approach to management applicable to the needs of an Egyptian

manager.
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V. PROPOSED MANAGEMENT DEVELOPMENT PROGRAM

The analysis of conditions which {nfluence managerial behav-
ior, and the subsequent identification of management needs for

Fgyptian 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 {s that once these environ-
mentul conditions are changed, the organization and
individual will be able to function more effectively.

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

. Individual Development whereby individuals are taught
management apart from 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.oc given limited re-
sources and the complexity of introduoing change at the macro
level. More {mportant is the faot that these environmental ocon-
ditions 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 oclimate for such changes

to take place in the future.

As these environmental oonditions change and as organiza-

tional effectivenoss in the industrial sector becomes the sine
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qua non for approval in the political arena, Egyptian organiza-
tions will move toward a more professional approcach to manage-
ment. As the demand for effectiveness from an organization

inoreascs so will the demand for improved individual performanoe.

1. Program Criteria

Given these ocourrences and given the fact that management
performance 1s a combination of the individual and his organiza-
tional environment, a program which addresses both components s
recommended. A program of this nature should incorporate the

following:

. The olient should be viewed as the organization and
the purpose ot the program should be to incrcase the
effectiveness 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 Fgypt.

. Executive development should stress the application
of management skillan.

. The focus should be on noar term results with the
understanding that there would be a long-term devele-
opment of a cadre of Egyptian managers, effective

within the Egyptian environment.

. The emphasis should be on the Egyptian context and
foocus on the resolution of problems rather than only
ochanging manugorial style.

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

. The program ahould includo top and middlo levels of
managemont .

. To have an impact thu program should focus on teams

of managers from spocific organizations within
specifioc priority scotors.
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. The program should provide a mechanism for researach
in Egyptian management.

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

. There should be a component designed to enhance the
education o current 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 {s offered. Though the detatls of this program
need to be developed, the concepts and major elements provide a

framewcck to design a systematic, results-oriented management

development program for Egyptian managers.,

2. Recommended Program Design

The goal of a management development progras aust be to in-
crease the effectiveneas of business organizations in Egypt, as
measured in economic term, with emphasis on productivity. To
attain this goal, the purpose s to:

. Improve management in sclected public and private

sector business organ{zations;

. Increase the aupply of, and domand for, effective
managoment dovelopment and organizational dovelopment
sorvices in Fgypt.

The program should give firat attention to thoae itndustries

considerod as high priority by the Government of Feypt (1.0,

agro=-buninesa, conatruction matertala nnd Lextilea), but ahould

alao be open to other fmportant tndustrics auch as chomicals,
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metallurgy, banking and tourism. It should serve large and

medium-sized firms i{n both private and public sectors.

The program activities should be designed to bring about
measurable improvemants {n selected organizations. These
improvements will be reflected in:

. Economic performance (e.g. actual change, and both

absolute and relatlve rates of change in such mea-

aures)as cost/unit produced, sales, profits market
share).

. Managemcnt (c.g. changes in teamwork, orientatior to
organization objectives, {nformation 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 aocomplish this, the program should train key managers in
selected firms and industries, assist them {n applying what they
have learned {n solving problems in their companies, and send
some of them on short tours to the U.S. in {ssue-oriented,
{ndustry-specific task forces. An advisory committee consiating
of senlor representatives of both the public and private seotors
should provide ovirall guidance to the project and play a key
role in selecting the {adustries and firms in which increased
offectivenoss will have the greatest overall impact on the

economy.

The principal activity of the program should be n saries of
sequeontial and overlapping cycles of management and organization

dovelopment services provided to sulncted companies. Each of
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these ocyoles should focus on a specific industry and should oom-
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 particlipants in small, industry-specific
teams to undertake {3suce-centered study visits to firms {n the
U.S. for one month. They should report back to their {industries
in Egypt on the way U.S. firms cope with the i3suca in question,
giving their views as to what lessons and techniques arc

appropriate for use in Egypt.

Teaching cases and an Egypt-specifio management simulation
game should be developed as part of the project. They should be
used in project training activities and made available to looal

management faculties and training centers.

During the 1ife of the project, activities and results should
be continuously communicated to the business and management

education communities through such channels as {ndustry associa-
tions, profesafonal meetingas and press releases. The aim of this

comrunication will bec to inform and to stimulate demand for the

survicos of the program.

It i{s eaxpectod that by the end of the overall program thore
will have: 1) been significant improvomonts in the economic per-
formanco and tho management procesases in the target organtzations;
2) that onu or moru private and/or public conaulting/cducational

organizationas will bo offering similar organization-oriented
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training and consultancy services with competent staff on a
regular basis; and 3) that there will be significant use of suoh

services in the Egyptian industrial sector.

Finally, the program must recognize that managerial capabil-
ity is a function of an organizational environment and is not a
product independently developed and stored until a sufficient
amount has been accumulated to have an impact on the organiza-
tion. Since development of managerial capability is contingent
upon its interaction with {ts environment some intervention must
take place with the environment as well. Management education,
therefore, becomes only one of many possible elements working in
a complex and dependent relationship to effect long range cnange

leading to inoreased productivity in Egyptian organizations.
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MIDDLE MANAGEMENT EDUCATION
PROGRAM EVALUATION
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EGYPTIAN MANAGEMENT AND GOVERNMENT
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Mini{ster of Industry

Abdel Rafel Mahrous

Chairman of the Technical

Secretariat for Textile
Industries
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Company

Abd El lHamid Said
Chairman, El Nars Company
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Chalrman,
Misr-Iran Toxtile Co.

N{iazi Moustafa
Chairman
Egypt-US Joint Business Counoil

Abdallah Abdel Bard
Chairman, El Ahram Newspaper

Dr. Abdel Fzz
Chalrman, NIMD

Salah Haasan

Vice Chi:lrman

The Miar Concrate Develop-
ment Company

Mahib Abid

Deputy Chalrman,
Egyptian General
Patroleum Corporation

Gamal E1 Nasr
Minister of Economic Planning
& Cooperation

Hussein F. Sabour
Chairman, Sabbour Assoclates

F. Abouzaghla
Chairman, Fgyptian Iron
Steel Co.

M.A.E. Yassak!
Chairman, The GCeneral Company
for Batterles

Dr. Abe) Gazarine
Chairman
Nasr Automative Company

Soad FEl Sawaf
Chairman, Inotrade
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Chairman,
Helco Metals Company

Hussein Zakl
Chairman, MNewtrend, Ltd,
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General Organlzation
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(G.0.F.1.)

Yehia Hafoz
Secretary General,
EQypt-U.3. Ruasiness Counoil
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W. G. Wahba

Director General,

General Authority for
Investment and Free Zones

Yassan Mohamed Hassan
Academy of International
Busi{ness

Shawki Hussein
Director General
Egyptian Hotels Co.

Abdel !'attah Attuall
Director of Training,
Iron & Steel Co.

Eng. Su:ianna Matuall
Arab Coatractors

Dr. Atef Ibeid
Dean, Faculty of Commerace
Cairo University

Abdel Fattah Elsahm
Dean, Faculty of Commerce
Alexandria University

Or. Mohammed H. Yassinm
Director of Training

Ahmed Amr
Director of Trairing
E.Q.P.C.

Ibrahi® Shakar
General Manager,
Banque du Caire

Eng. Dia El Tantawi
Deputy Chairman,
Maintenance and Utilities
Iron & Steel Company

Deputy Chairman, Production
Iron & Steel Company

Deputy Chairman, Administration
Iron & Stee!l Company

Dr. Salah El Sayed
Director of Management Studies,
Amertcan Untversity of Cairo

Dr. Aly Fil Salry

Director, Ucv.ilopment Reaearch
and “echnolugicel Planning
Center, Ca‘ro Univeralty

Dr. Moha 1se¢d Hernawt
Managemrent Scien-es,,
Associates Profussor of
Alexandria University

Dr. Hassan Hoany
NIMD

Conducted group interview of GOFI officvials

(approximately 17 total partioipants)

FOREIQN MANAGEMENT AND CONSULTANTS

Alphons M. J. Fisher
Delegate of the Phillips
Industries

Richard Whaeler
Senior Vice President
Citibank



William Reinfeld
Scaior International RBoonomist,
Arthur D, Little, Ino.

Richard Roberts
A.1.D. Consultant -
Agrioulture Managesent

Projeot

SIU PACULTY

Hussein E1 Salid
Executive Director,
MMEP, SIU-C

Harold K. Wilson
Faculty, SIU-C

Robert Bussom
Faculty, SIU-C

Oliver D Hensley
Faoulty, SIU-C

Bartnomow Basl
Faoulty, SIU-C

USAID OFPICIALS AND STAFP

Donald 3rown
Direotor, USAID/Cairo

James Riley
MMEP Project Ofrioer
USAID/Caliro

John Blackton
USAID/Calro

Jennifor Breamer
USAID/Caliro

Nr. Taylor
V. P. AmocO, Bgypt

vohn Darling
Dean, Business Adainistration
SIu-C

Igbal Mathur
Faoulty, SIU-C

Glen Walker
Faoulty, SIU-C

Dr. Azim
Faoulty, SIU-C

Stanley Applegate
Assistant Direoctor
USAID/Cafro

Sherif Arif
USAID/Catlro

Mark Karns
uSAID/Calro

Thomas McDonough
AID/Washington



MMEP PARTICIPANTS (Partial Listing - 35 to 40 total interviewed)

Salah El Hadary
Osama M. Awad

Samir Aziz Ekl/.dious
Said Dahrong

Hassan Hassan
Yousria Salama
Tawfik Hawar

Vivian Mehanm

Assaad Nafeh Abdel Fattah
Ayman M. Soliman

Nabil Mohamed

Sameh Tawfik

Atef Barbdary

Ehad Al Sulta

Kout E1l Koloub Maszen

Nadia Qeorge Demian

Bahgatt
Hassan Saair Mohamed Monsour

Magd! Fouad

Gabon Abdel Wahabd

Bassan Sami Tolba

Mohsen b1 Zayat

Gebaly M. QGabr

Nasr Auto Company
Heloo Metals
Crodit Foncliur Egyptiene
Egoth

UNI Textiles

Misr Hotels
Sabbour Assooiates
Egoth

Sabbour Assoclates
PB Sabbour
Sabbour Associates

Comssr International

E20PC

Bl Masr Spinning, Weaving
& Knitting Co.

Arsd Contractors
Banque du Calre

Nasr Automotive Company
Blectronics

El Nasr Company for TV &
£lectronice

Misr Conorete levelopment
Coapany

Misr Concurete Developmaent
Company

Alexandria Petroleum Coapany



Salah Hassan Misr Conorete Developaent
Coapany

Mustafa Shimi

Ehad Sultan Sultan Commeroial Agenoy



