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1 Introduction
 

The Irish Industrial Development Authoriby (IDA Ireland) 

received a request in June 1982 from USAID- CAIRO to 

send an experienced executive to Cairo for a number of 

weeks. The purpose of this visit was to assist USAID -

CAIRO in examining a series of proposals for providing 

technical assistance to the General Authority'for 

Investment and Free Zones (GAFI) and to produce Draft 

Proposals for future technical assistance to GAFI.
 

(See Appendix I for ;detailed Terms.bf R.efer-ence) 

Jack Thompson of IDA Ireland visited Cairo from 15 June ­

4 July 1982. At the end of his visit, he submitted an
 

outline of his conclusions to US and Egyptian officials.
 

This Report is a formal presentation of his Draft Proposals
 

based on these conclusions and on his previous experience
 

acquired in Ireland and in a number of developing countries.
 

IDA Ireland i the Irish Government Agency with national 

responsibility for industrial planning, promotion and
 

development.
 

http:Terms.bf


2. Background
 

2.1 The Role of GAFI
 

the open-door
CAFI was established to 	implement 


While it could be argued
oolicv, Law 43 of 1974. 


that the regulation of Law 43 represented the'
 

total' necessary task of 	GAFI, it has generally
 

been accepted by senior 	managers in GAFI that
 

they should play a more active and positive role
 

in developing the economy of Egypt by encouraging
 

appropriate foreign investment. While-some
 

success has been -achi-eved by GAFI in dealing with
 

foreign investment, it appears from the scanty
 

information available that the real level of
 

economic development and employment generation
 

by GAFI has been low. Those projects that have
 

been approved and have commenced operations have 

- See Status -offrequently-been-of poor quality. 


the Open-Door Economy in the Arab Republic of Egypt
 

up to 31 December 1981 published by CAPMAS for
 

greater details.
 

Thus it has been agreed 	by both GAFI and USAID that
 

technical assistance should be provided specifically
 

to improve those aspects of GAFI's work that bring it
 

inito contact with investors. The hoped-for outcome
 

is that GAFI will assist a greater number of foreign
 

projects to establish in Egypt, and that these projects 

will contribute to both economic development and 

i-mn~nvmPnP neneration. 



2.2 
to GAFI
 

previ'uS TechnicalAssistance
USAID 


As part of its business 
support programme in 

Egypt,
 

GAFI
 
USAID has been providing 

technical assistance 
to 


This assistance has principally 
taken
 

since 1980. 

(A D Litt 

l
 

the form of a series of 
consultancy studies 


studies with associated 
components of
 

and Sectoral 

Chase World
 

training and funded feasibility 
studies 


Other studies nave been 
carried
 

Information Service). 


.out on-the-Free Zone. activities 
of GAFI.
 

Arising from their work .'ith GAFI, 'AD .Little ,Hdz
 

a.- series-of proposals,
to:establi-sh-an Investment
 

-1o'duced-

These proposals involved
 

Information Centre with 
GAFI. 


handle a
unit to 

a special division or 
the creation of 


tasks including Inquiry 
Services, Library and
 

variety of 


Data Processing Services, 
promotion, Investor Services 

and
 

a series of promotion 
and facilitation offices 

both outside
 

produced.-

Two general designs vere 
Egypt and within. 


of ,the Comprehensive
cost
The total 

Basic and Comprehensive. 


Design.over five years wasestimated 
at approximately
 

$25 Million.
 

IIC arose- from a recognition
 to establish an 
The proposal 


not succeeding in attracting
 
by A D Little that GAFI was 


Egypt. The
 

a significant level of foreign investment 
to 


was stated by A D Little 
to
 

this lack of success
for
reason 

the investor at
 

of service offered to 

be the inadequate level 


from the point of first Contact
 
the project
all stages of 


to
 
(Inquiry Services and 

Promotion) 

with the investor 


establishing the project in Egypt (Investor Services)
 



The assumption made by A D Little', and supported
 

by IDA Ireland, was that it would be easier to,
 

establish a new unit within GAFI and give it
 

proper staff, training, facilities and .operating
 

procedures than it, would be to re-organise and re­

orient GAFI itself. This .assumption recognises
 

major changes inthe difficulties of'bringing about 

in EQypt. .:Thus the proposal tothe..Publi.c Sec.tor 


establish that, IIC is essentially a proposal to
 

re-establish GAFI.
 

In proposing the IIC, A D Little focussed on
 

information -its availability, analysis and use.
 

The IDA Ireland approach concentrates on
 

identifying and servicing the needs of the most
 

important person ir--the investment process -the
 

investor who is the decision.:maker-- with
 

int'ormation playing an importantbut subsidiaryrole..
 

(The A D Little approach is contained in appendix 2)
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IDA Ireland Draft Proposals for the IIC - Outline 

Relationship to A D Little Proposals
 

In formulating Draft Proposals for! the IIC,
 

considerable use-was made by IDA Ireland of the
 

work previously carried out by AD Little. The
 

concept of the IIC as a separate unit or division
 

within GAFI has remained the same. The titles of
 

the-sub-uni-t-s have-also- emainedunchanged, but
 

the activities and responsibilities have been
 

re-defined.
 

However, this use-of previous material does not
 

that the IDA Ireland Draft Proposals are
mean 


a revised version of the A 0 Little Alternative
 

Designs. In fact the Irish Draft Proposals
 

represented a dramatic departure in terms of
 

practical application and implementation, and
 

scale and cost. The similarities arose because
 

both consultants have reached similar conclusions
 

on several matters.
 

Approach used by IDA Ireland
 

In attempting to put Draft Proposals for the 

IIC together, IDA Ireland took the following 

factors into account ­

- The changes proposed for GAFI are ma!or - such 

changes require political support. 



Any proposals must be implemented in a series of steps
 -

one step has been successfully
or 	stages. Only when 


completed, should the next step be taken.
 

The level of management expertise required to make the
 

IIC into an effective organisation rpust2o kept to a
 

minimum.1
 

A number of integrative devices a strong IIC Director,
 

an XIC Committee, proper-use-of Trainers and Consultants
 

'were designed to facilitate the implementation of the
 

plan for the IIC.
 

These factors'led to a number of implications.
 

he decisions relating to the formation of the IIC are
 
-

basically to be made by Egyptians.
 

.	 Should the*Ebyptians fail to make the necessary decisionm
 

reauired to make the IIC a reality, this failuie can be
 

taken as a-signal of the lack of adequate political
 

support. for the concept of. the .IC.
 

The step-by-step process should be strictly followed.
 

Each new activity represents a move from a response
 

orientation to an initiative orientation. Each new
 

activity requires new knowledge ,and skills.
 

consisting of
Sub-units'within the IIC should be small, 


no more than 4 or 5 professionals.
 



Suggestions for Regional and Foreign Offices
 

should be delayed for the forseeable future. 

The commercial staff of existing Egyptian embassies 

chni,,r rnntinue to be used. The work of such 

staff could be supported by visits from IIC
 

Promotion Executives where necessary.
 



IDAI Ireland Draft Proposals for the 1IC Details 

4. 7. troposed 'OrganisationChart -for the 1C. 

Director 1IC
oI .. ... . 
Director 
 Director Director 
Inquary Services Promotion Investor Services
 

Head of Library 

and Data Services
 

TheDirector 11C, who will be at 
the same level as
 
the other existing divisional directors, will report 

to the' Vice-Chairman. 
 A Committee as described in
 

paragraph 5.2. pg 
 will be established to 
ensure the
 

smooth 
transfer of activities from the 6ther divisions 

The divisions mostto ,IC. effected will be the
 
Investment-Di vi si on -­and -Promot-i-ohs Division. 

4.2. 
Analysis of Departments within the Proposed:IIC
 

Each proposed Department has been analysed under
 

the following headings:-

Objective
 

Nature of Function
 

List of Activities
 

Organisation
 

Reporting Procedures
 

Implicatlons for GAFI
 



4.5 Inquiry Services
 

It is clearly necessary to establish responsibility
 

within GAFI for dealing with outside inquiries. In
 

particular it is necessary to manage those inquiries
 

that come from potential investors. Such inquiries-should
 

eventually be channelled to one area of responsibility,
 

even if inquiries are generated in a wide variety of ways.
 

They can then be dealt with in an adequate way.
 

Objective
 

To provide a reception and fi-rst contact service foK all
 

inquiries and visitors- to .Fso-
that suitable projects
 

can be identified and encouraged to establish in Egypt.
 

Nature of'Function
 

This is a response-oriented marketing function. Its
 

importance lies in the fact that It is the first.oppor-tunity
 

that the potential investorand GAFI have of evaluatingeach
 

others proposals and operations.
 

List of Activities
 

- Respond to specific inquiries from potential investors. 

( Where the information required is the responsibility 

of another department, wnether within GAFI or not, the 

staff of the Inquiry Services s1ould obtain this 

information and pass it to the potential investors.) 

- 9 ­



Organisa ti on
 

The limited number of staff should operate on a geographic 

basis. :Inquiries could initially be split on the basis 

of national origin of the enquiry:-

United States
 

France and Germany
 

Rest of Europe
 

Arab countries
 

.Egypt
 

In. this-way,.-,th-Lbpera±t g.n-st af.f. .il1.-have. the_: .opp-or.tunity of 

building-up a level of expertise in a particular geographic 

region. Such experienced,staff could form the basis for staff
 

for foreign offices' in the future.
 

The amount of project evaluation should be limited at the early
 

stage to screening out undesirable projects. Later more
 

detailed evaluation can be carried out, if necessary with the
 

assistance of other sectors of GAFI.
 

Reporting Procedure
 

The Director of Inquiry Services should proide the Director
 

of the IIC every month with the following information.
 

1. Number of inquiries.
 

2. Number of serious inquiries
 



.3.. Analysis of serious enquiries by country, 

by project type,­

ndustrial
-

-Agro-Industry
 

. 3uilding aterialSCostruction 

.Tourism/Hotels 

- Other 

of project type should.-indicateNOTE: Analysis 

whether the project is manufacturingl
 

productive or service oriented. 

4. 	 Current status of each and every, inquiry which
 

a project.
has the potential to 


Implications for AFI
 

At present, it appears that firs.-timecontacts 
are
 

generated by GAFI in a variety of ways:­

throuoh the Deputy Chairman's Ofrice.-

- through Promotional Events 

through Egyptian officials overseas 

reporting back to GAFI 

It is intended to channel all such first-time
 

the Inquiry Services department 	in 1IC.contacts to new 



it~ will be the' 'task of the Dir6ctor I- Inquiry Serkibes 

to carry out the List'o Activities stated above, to offer 

potential investors a better service than they are getting 

at present, -and to maintain- a- profile within GAFI .hat will 

the. action! prevent other departemnts from'grabbing 	a piece o 

arise between GAFI managers as a result'Of
Conflict, will 


to be anticipated .jndthese changes. This will have 


dealt with by top management in GAFI.,
 

4.4 Library and Data Services
 

Services and-to-pr0.vide a
work of,-Inqui.y
To7,supporit- the---


Service to potential investors, a certain amount of
 

in formation is necessary. This information should be
 

Library and Data Services Department ,andprovided by the 

general background on can be divided into two parts (1) 

specific information 
Egypt, its economy and laws, and (2) 

relating to investment such as the cost 	of labour,
 

Occasional simple
electricitv, land and similar matters. 


for Inquiry Services.
carried out
studies could also be 


The role of the'Library and Data Services Department should
 

be limited to providing support within the frame ork of the
 

number of staff, required is therefore, small.
1.C. The 

'formthe
This approach represents a considerable 	departure 

i ap7
proposals of A 0 Little.' 

,)d­



Objective
 

Library and Data Services
The primary objective of the 

Inquiry Services to carry
is to assist the staff of the 


their work by serving as a resource centre for
out 


investment information documents, to provide a compre­

carry out, as requested by
hensive data base, and to 


term research activities involving
Tnniiirv Services, short 

economic or technical data.
 

Nature of Function
 

the staff of the Inquiry
This Is a -support-:function:..for 


minor Therefore, few staff
Services. Its role is a one. 


would be needed to operate it efficently.
 

List of Ativities
 

staff of the Inquiry Services in searching
"Assist the 


for infoiation.
 

Organise the purchase and distribution of appropriate
-

newspapers and magazines within the Inquiry Services
 

sector.
 

store and maintain investment related documents,
Collect, 


books, publications etc. including the Chase Information
 

Services Sectoral Studies and A D Little reports.
 

Keep an up-to-date index of all materials.
 

ic and
Resnond to requests from the staff fo 


,technical data
 

-



request from 	inquiry Services, to produce short-reports
on 


nn investment-related.subjects such as existing.sectoral
 

,studies, components produced in Egypt and similar work.
 

Organisation~
 

the small number of staff, no complicated organis-

Due to 


ation st.ructur would'be needed."
 

Repoting Procedure
 

The staff member in charge of Library and Data'Services
 

should report to the Director- Inquiry Ser vices.,
 

Implications 	for. GAFI
 

follow the A 	0 Little Study and
 It is not proposed to 


establish a major library and data processing 
facility
 

which would rival existing departments. 
Existing
 

not be affected, except to the
facilities in GAFI will 


two of their staff.
of losing one or
possible extent 


the amount
on a limited 	basis,
By operating 	these services 


conflict'with other GAFI'departments will 
be
 

of potential 


minimised.
 

4.5 Promotion
 

the satisfactory
The next stage of development following 


operation of the Inquiry Services Department is to 
set up
 

This development
a Promotion Department in the IIC. 


an
from a response-oriented activity to 

represents a 	move 




essential
initiative-oriented activity.,Such a move is 


if theobjectives of GAFI areto be met.
 

The role of industrial promotion in industrial develop­

ment is often misunderstood. It is often seen as the 

soft option, the easy activity of a Development 

is in fact nothing of the-kind.Corporation. it 


Rather it is the planned effort of the Development
 

out investors using its own discretion,Corporation to seek 

rather than passively selecting investment from what is
 

(if indeed any is presented to it at all).
presented to it 


Objective
 

a location for, foreign investment to investors
To promote Egypt as 


will be given to those
in foreign couhtries. Priority 

,.investments which contribute positively to the progress 

.o-f the National Plan.
 

Nature of Function
 

This is an initiative-oriented marketing function.
 

will be marketed to selected
Existing project profiles 


groups and individuals. Projects which tiu within
 

general guidelines will also be sought.
 

List of Activities 

- Develop a promotional strategy and programme for the year. 

tian investors.
Initiate contacts with potent 



,Using Egyptian officials in foreign countries, make
 

contact with potential investors who may establish
 

projects in Egypt either as a joint venture or as a
 

100% owned subsidiary.
 

- Maintain such contacts un.til a projectoutlne emerges
 

for handing over to Investor Services.
 

Participate in carefully selected conferences,
 

exhibitions and international fairs relating to
 

investment.
 

, 	 Organise a small, number of promotional events in Egypt 

and abroad (use staff of Central Department'forPublic 

Relations to carry most of the work effort). 

Initiate and maintain contact with journalists, consultants
 

and other opinion-moulding professionals to maintain
 

the concept of Egypt as a location for investment at a
 

high-level of--consciousness. 

Develop promotional materials, -brochures and briefing
 

documents.
 

Make an input to the design and distribution of the
 

Authority Newsletter so that it can be used as a document
 

to assist the attraction'of foreign investment.
 

- Undertake limited advertising in selected markets to 

support promotional activities. 

Prepare a three-month plan into which all future activities
 

can be placed.
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- Regularly review the results of the promotion
 

activities and modify as necessary.
 

- Provide feedback on a regular basis to GAFI on, 

efforts made and results achieved in a particular
 

time period.
 

- Maintain, in coordinationvwith Inquiry Services, 

the current status of serious enquiries/contacts which
 

have the potential to result in projects and make a
 

joint.,.regular-report to GAFI.
 

--Organisation
 

Again, only a small number of staff would be required.
 

Staff should be prepared to visit potential investors,
 

overseas.' But they should not become involved in the
 

detailed organisation of the small number of promotional
 

events. Public Relations should carry out this task with
 

the participation of Promotion.
 

Responsibili.ties-could be.split on the same geographic
 

basis as Inquiry services. Familiarity with a'specific
 

market-place could then be developed.
 

It is essential that Promotion works closely with
 

Inquiry Services.
 

Reporting Procedure
 

The Director of Promotion should report toithe Director
 

of the IIC. He should provide him every month with the
 

following information:­

- 18, 



i. 
Number of Investors..con'tacted.
 

2. 	 'Number of serious possibilities for projects identified 

analyse by country/project type. 

3. 	Provide current status of all serious possibilities 

(link with Inquiry Services report on current status 

of serious inquiries). 

4 'Brief details of promotional efforts that have taken 

place in the month. 

5. 	 Brief details of promotional efforts planned in the 

coming month 

Implications for GAFI 

Currently the work of Promotions is the responsibility of the
 
Promotion and Overseas Offices sector based in Nasr City and
 
Directed by Dr Saddek. 
 Following the shift of this sector
 
from Adly Street to Nasr City, much of its work is being
 
done by other sectors.
 

Nevertheless, the proposal 
to establish an IIC and to make
 
it responsible for Promotion will largely make Dr Saddek's
 
sector redundant. This is a 
problem for :the top management
 

of GAFI.
 

4.6 Investor Services 

Once ''a potential investor has been identified and contacted,
 
and has expressed his interest in investing in Egypt by
 
visiting the country 
 (and suosequently has not lost 
interest), the greatest care must be takefn-tb e,,tire that 
his 	investment goes ahead. 



the task of
importance on 

IDA .reland place -great 


ta.tig .invesceent in Ireland, 
a country where
 

faci ..

and simple.
 

an investment is straightforward
making 

investment is
 

gyptis a country where 
no 


ince 


straightforwlard and simple, 
the importance of
 

.assisting the investor with his investment plans is 
of
 

crucial importance.
 

Sector Egyptian Consultants-are 
frequently


Private 


the way for their
 ease

used by foreigners to 


IIC will have to
 
It may be that the 


investment. 


use this form of sub-contracting 
in order to
 

continue to 


achieve its objectives 
of attracting foreign 

investment.
 

used, it is
 
Nevertheless, even if 

sub-contractors.are 


staff to coordinate this activity.
 
necessary for some. 


it may be possibl-e- to -carry-o~it *hs
 
Eventually, 


activity within the 11C.
 

Object i e
 

facilitate the investment 
process where investors
 

To 

the staff
 

and their projects have 
been identified by 


of Inquiry Services Promotion.
 

Nature of Function
 

Again this is a marketing-oriented 
function designed
 

get his
 
that the investor is assisted 

to 

to ensure 


project into operation.
 



List, or AcT-2ivx1,J.eq5 

- To guide investors on the procedures required to gain 

and other Governmentapproval of a project from GAFI 

agencies, and to assist them in completing application 

forms and other documents.
 

as liaison for investors with all Government and 
- To act 

other agencies to obtain permits, licences and other
 

legal approvals.
 

anticipate problems and difficulties which the investors
 
- To 


solve these.
 mav encounter and to assist investors to 

- To maintain contact-with -the-In-vestors af.ter-their- pr-ojects 

that further assistance can behave been established so 


provided as necessary.
 

Organisation
 

The number of staff for Investor-Services will largely 
be
 

number of projects being handled. Staff

determined by the 


should specialise by project type/product sector so that
 

areas can be gained.
expertise is specialist 


It is crucial that the staffhave constant exposure to
 

gained quickly.
that this expertise can be
problem solving so 
-

.The transfer of projects from Inquiry Services/Promotion
 

an investor and a project have:been
should take place when 


clearly identified and the facilitation,service becomes 

necessary.
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Reporting procedure
 

he Director of Investor 
Services should report
 

of the IC every month with the
 
.o the Direu;LU 


'olloi,,g information:­

- by country of 
1. Projects handled during 

month 

origin/project type.
 

hand at the-end of the-

Status of Projects on
2. 


analysis.
month -same 


Problems encountered 
by projects


3. 


Problems which will require Government 
action.
 

4. 


implications
 

an Investor Relatoi.onsSector
 Currently there is 


(Mr Ahmed Gazal) and a number 
of Project-Oriented
 

IN will
establish an 
The proposal to
Sectors. 


radically alter-these 
sectors.
 

to keep industrial:and 
agro-


One suggestion may be 


deal with
 
business projects in 

the IIC and to 


Thus
 
other projects in the 

existing sectors. 

all 


affected by the operation

would be
fewer sectors 


of Investor Services 
in the IIC.
 



5. -Implementation Programme
 

If the Draft Proposals for the IICare to-have any chance
 

of success, a practical and simple'impleinentation
 

programme must be designed and followed. It'is in
 

making and:executing the decisions of this implementation
 

programme that the Board'of CAVI will demonstrate their
 

support for the.concept of the IIC.
 

5.1 Appoint a Director of theIC
 

All staff for the proposed IIC have to be chosen carefully.
 

But the appointment of the Director is the first crucial
 

recruitment. decision.. The person chosen for the support
 

will need considerable personal and management skills. He
 

will also need to be a person of considerable power and
 

nce within GAFI to make the IIC an effective
 

organisa tion.
 

In selecting and appointing the Director, the Boarc of GAFI
 

will demonstrate their support for the. IIC.
 

5.2 Establish an IIC Committee
 

A committee needs to be established with responsibility
 

for facilitating the development of the 1IC. To ensure
 

that the main responsibility remains with the Director of
 

the IIC, he should be a member of this committee. Chairman
 

of the committee should be the Deputy Chairman of GAFI.
 



The activities of the comm"'ttee would be as follows:­

- to implement the concept of the IIC; 

- to monitor the performance of the consultants& who 

Will execute the organisation study of GAFI; 

to utilise the results of this study to make the 

necessary recommendations regarding -.the .rIC:,to the 

Board of GAFI; 

-

to advise the .Boardof GAFI. of the Amplications of 

these recommendations for therest of GAFI,; 

-

bynterpreting GAFI poliCy to establish operating 

guidelines for the appraisal of projects; 

to monitor the results of training programmes and to
-

advise -on :any-rrequi-red-changes-­

to determine and influence-therate of progress of the 

development of the ITC, ,and to take the necessary, 

measures should :progress .be delayed. 

M'embe~rship:of this. IIC Committee would be as. follows:-

Deputy Chairman of GAFI - Chairman 

Director of the IIC - Assistant Chairman 

Directors of Inquiry Services, Promotion and Investor 

Services when they have been selected. 



A middle-range executive of GAFT appointed by the 

Deputy ChairmAn f tIwnrk full-time with the consultants.
 

Other members to be appointed as considered necessary
 

by GAFI.
 

The Consultants/Trainers could attend-meetings of the
 

Committee-upon:arequest, 

5.3 Role of Consultants/Trainers
 

The consultants will work with the IIC Committee to:­

- execute th.e. initial investigative study 

- conduct training -proorammes both o-n-and-offf-the--job 

- facilitate the development'-of the II-

Working with the consultants/trainers should be a middle 

range executive of GAFI, who will "provide,detailed 

knowledge of GAFI as appropriate and in turn 'ill benefit 

from the experience of working with the consultant/trainer. 

* 	 Note For details of investigative study,
 

see page 32.
 



Minimum Time required by Consultants/Trainers 

Consultant
 $ 

Local 34 man-months x $1,000 	 34,000 

Say Irish 10 man-months x $2,000
 

per week x 4.3 weeks/month 86,000
 

!10'000.Travel 10 trips 	x $1,000 


per day x 10 months
Subsistance $75 

22,500
x 30 days 


2,500
Local Travel 


155,000
 

Training
 

Say IriFh 3 main Training Programmes + 1 reserve
 

Training Programme
 

1 month investigation
 

1-month-training-off,-the-Ijob
 

1 month evaluation--on-the-job
 

$
 x 2 staff
3 months x 4 Programmes 


x $8,600 206,400-


Travel 8 trips 	x $1,000- 8,000 

Subsistence $75 x 12 months x 2 staff
 

54,000
x 30 days 


1,600
Local Travel 


270,000
 

Visits to Ireland on Study Tours by
 

senior-G A FI/IIC and Egyptian Gover7nment
 

Staff 30,000 

Total 455,000 

Continoencv 10% 45,000 



5.4 Sta' rlng, 

the IICfis crucial. If theGetting the right people for 

TIC is 'to have anvY.chance of success., 'it- -needs .to.recruit 

capa'ble people at all level's. If top management gives 

to make success a possibility,the IIC the necessary support 

then existing staff inGFI will want to join the IIC. 

Recruitmen.t...shoul~d use--,thIs'-presue -to.--the.,,advantage -of 

the IIC.
 

The- key person. is, of. course, -the Director of. the IIC. 

Heneeds- both- the--management- ability to-:get the-job doneE­

and the politicalability-to gainand keep suppor-ti-or
 

the IIC.
 

that top-management gives
The reality of the support 

they selecttn the IIC will be demonstrated-in the person 

This support will also be denonstratec as Director of.the EEC. 


in the recruitment of other #taff, particularly if staff
 

numbers are limiteda as is propose. This policy of few staff 

will necessarily conflict with GAFI's,policy .af recruiting 

staff" who are additional, to requirements. 

Numbers of Staff Estimate
 

Using the levels of staff defined by A 0 Little, the
 

following numbers are estimated for the departments of the
 

It is better to make the mistake of too few staff
IIC. 


than too many. Additional staff can always be recruited
 

if this is found to be necessary.
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There may be no need to increase the numbers of staff
 

as time ooes by and the leyel of activity increases,
 

since it is to be expected that staff will become more
 

efficient with experience.
 

Level 1 -2: -3. _A 5. 6 .7 

1 1
Director IIC 


1 4 2 1
Director Inquiry Services 


Head Libraxy & Data
 

Services 1 31 1
 

2
Director Promotion 1 4 


Director Investor Services 1 4 1 1
 

1 3 1 15 7 3
 

Grand Total 30
 

5.5 Space
 

A D Little in the Comprehensive DeSign assumed-that 

85 people in Cairo would requi.z'z 2000 i 2 . On this 

basis. 30 people would require 75 mi2 (at the rate of 

23 m 2 per person).
 

excess
This- amount of spaoe-per-person -is considerably in 

of present standards in GAFI in Adly Street. Ho, ver, 

it may be necessary for the operation of thei .I7C. 

Further investigation is required ftr this iia-.tter. 

But some general guidelines may be stated for the
 

selection and use of appropriate space.
 



S.': el i snouLa oe ocatea close to tne power structure 

of GAFI; 

facilities should be to a higher than average GA/FI 

s tanda r d; 

two small conference rooms should be.provided, which
 

could be made into one larger room (keep free for
 

meetings);
 

staff at levels 4 and below should share offices in 

groups of two staff;
 

-one. room should. be pro.vided for. consuitants; 

all non-IIC staff should be kept away from the IIC. 

facility unless duties bring-them there.,
 

5.6 Training
 

If the staff of the IIC are to demonstrate knowledge, skills
 

and attitudes not previously demonstrated in CAFI, consider­

able training will need to be provided. Off-the-job 

training should be given to all new staff prior to their 

joining the IIC. But once the activity has started, staff 

should. concentrate on their work and- mosL: training.will 

necessarily be on the job. 

Off-the-job training should be carried out in Cairo by an
 

Agency with experience in Industrial Development and Training. 

This training should be followed up by the trainers who then 

assess job performance. This integration of training
 

with on-the-job performance is easy to demand but not so easy
 

to deliver. Library and Data Services training could be
 

avoided by attracting suitable qualified and experienced staff.
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As soon.as. the. decision toestablish theIIC has been
 

IIC and the IIC Committee
made, and the Director of the 

the Trainers should,starthave been formed, the task of 


The Trainers should determine the training needs of the
 

staff being recruited to join the IIC, execute training
 

with an evaluation
 
programmes 	off-the-job and follow up 

of job performance and determination of the need for 

further training.
 

5.7 Stages of Development
 

The plan proposed for the IIC is broken down in 
such a
 

risk of wasted efforts and funds.
 way as to minimise the 


each subsequent stage will be the
 
The signal 	for going to 


successful start-up and operation of the previous stage.
 

Each stage represents a development and enlargement of the
 

role of the 11C.
 

Stage 1 	 Acceptance by GA'FI of Revised .id Jroposa.Ls.
 

for the IIC.
 

Stage 2 	 Selection of a suitable Director of the IIC, 

and the selection of an IIC Committee to 

facilitate the development of the IIr 

Selection by the Committee of a consultant to
Stage .3 


execute an organisation study of CAFI and to
 

carry out further work to facilitate the devel-


The results 	will be utilised to
 opement of the IIC. 


http:Jroposa.Ls


the l~evel. or project acri-viry in wqrii;
-determine 


rm staff,,levels req-uired .for the IIC;-confi 

establish-alisto suftable. people, for possible
 

recruitment 'to the IIC;
 

analyse implications of the. IIC''for other unitsin
 

GAFI.
 

Selection by the Committee of a Trainer"to execute'
 

the training programmes.
 

stage 4 	 Selection and Training of staff for Inquiry, 

Ser vices. 

-Stage 5 	 Operation of Inquiry,Services.
 

Stage 6 	 Selection and Training of staff for Library
 

and Data Services.
 

Stage 7 	 Operation of Library andiData Services.,
 

Stage 8 Selection and Traih f 'staff for Promotion 

Stage 9 Operation of.Promotion. 

Stage 10 Selection and Training of staff 

Services. 

Stage 11. Operation of Investor Services. 

'- ./" 



Time 	Scale of Development
 

Stage Lengthof Time Cumulative
 

Months "Months
 

1 GO by GAFI 3 3 

2 Director/IiC Committee 1 

3 Select Consultants/Study 3 7 

4 Select/Train Inquiry 
Services 3 10 

5 G Inquiry Services 6 16 

6 Select Library + Data 
Services 1 16 

7 GO Library +.Data Services 6 16 

8 Select/Train Promotion 3 19 

9 GO Promotion 6 25 

10 Select/Train Investor 

Services 3 28 

11 GO Investor Services 6 34 

.Note 

1. 	Total time from 1 August 1982 is 34 months to
 

31 May 1985.
 

2. 	Stages 6 and 7 are not crucial in determining the
 

total time.
 

3. 	3 months has been allowed for recruitment (1 month)
 

and training (2Months) of staff prior to their taking
 

up duties' with the I1C.
 

/
 



6 ufnances or' success
 

In seeking to change an Egyptian public sector organisa tion
 

in a major way,:,one should be fully aware of the adverse and
 

negati-ve climate in which such organisations operate.,
 

It is unfortunately- true-that- the-possibility of--achieving
 

major changes in a positive direction arelimited. No such
 

changes are-likely inthe:ahsence of political support
 

which is clearly expressedand brought to the scene of the
 

action.
 

But with such political support and with effort and goodwill
 

from those involved, it is possibleto bring about desired 

changes. Thus-the formation of an effective IIC is--at-real­

istic target given the correct levelof politicalsupport 

and the exercise of political will,. 

The Draft Proposals contained in this Report represent a
 

target that can be achieved. The Implementation Programme
 

provides a method of reaching this target. The work of the
 

Director of the IIC and the IIC Committee, supported by the
 

Consultants/Trainers must be properly directed. Suitable
 

staff must be recruited and trained. Proper facilities and
 

adequate funding must be made available. It can be done.
 

But the past history of GAFI, and its track record, suggest
 

that it will not be done. Therefore, the successful
 

operation of the proposed IIC represents a dramatic change in
 

the managerial and oeprating skills of GAFI. In seeking 

to establish the IIC, it is reasonable to e;,pect that GAFI 

will encounter difficulties and set-oacks in the 
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It is the responsibility
m.Lrplementation programme. 


of the Board of GAFI to overcome these difficulties
 

and set-backs and to ensure that the IIC is
 

established andoperates efficiently.
 

In stating thattheIICmust operate'efficiently, one
 

is not necessarily insisting on a level of efficiency
 

more appropriate to a private sector organisation in a
 

developed country. Nevertheless,. a certain minimum
 

level of performance is needed to ensure that its
 

objectives are reached.
 

For U.S.A.I.D., the proposals to fund the establishment
 

of the IIC represent a change from the low profile
 

approach - i.e. consultancy - training - studies ­

to a higher profile where it will be supporting an
 

organisation-which will-be actively in'Itiatinp new
 

investment inquiries-and encouraging foreign investment
 

in Egypt.
 

-or GAFI, the proposals will require a radical departure
 

from the present rather reactive approach to one where
 

they will be required to go out and initiate and
 

encourage new inquiries and to ensure that such
 

inquiries are converted into actual projects on
 

the ground.
 



A t/4I1VU. A. .:
 

Terms of Reference,
 

a) Reie pror,Alb'financed consultant ac tivi ty "reports 
a) 	 Review pio
-, 


for the Investment Promotion Centre of Egypts:Investment'
 

Authority.
 

b) 	 Visit Investment Authority Facilities
 

c) 	 Discuss progress 'of- the -Investment---Authorty withAID 

and Investment Authority stlaff. 

d) 	 Assess Investment Authority,plans as proposed b-AID:
 

financed consultant 'activities.
 

e) 	 Evaluate all data and perceptions under items a - d. 

f) 	 Qualitatively compare Egypt's progress in promoting
 

foreign investment and its actual organisation and
 

strategy for Investment Authority development with
 

investment promotion-efforts in other developing and
 

developed countries.
 

g) 	 Comment on hindrances specific to the Egyptian scene.
 

h) 	 Prepare a time phased schedule and profile of reasonable
 

interventions which AID might extend to the Investment
 

Authority, supportable by the research developed in
 

items a - g. The profile of activities should include
 

duration estimates and address current and oroposea
 

organisation reQuirem-ents.
 



The Investment Information,Centre - The A D Little Proposals 

A D Little has proposed the establishment of an 

IIC with two alternative designs - Basic and 

Comprehensive. The Basic Design involves: 

Information Services (Inquiry Services, Library 

Services and Data Services) and Regional Offices. 

The Comprehensive Design includes the additional 

activities of Promotion -andForeignOffices. A brief 

summary of the two designs is as follows: 

Basic 	 Comprehensive
 

Units Information Services Information Services
 

Regional Offices Regional Offices
 

,Promotion
 

Foreign Offices
 

Investor Services
 

(Facilitation)
 

Staff 	 45 (33 in Cairo) 121. (85 in Cairo)
 

(After 5 years) (After 5 years)
 

Space in
 
2000m2
 

Cairo 	 800m2 


Cost 	 $850,000 Capital Cots $1,900,000 Captial Costs
 

$2,300,000 Annual $5,100,000 Annual
 

Operating Costs by Operating Costs by
 

year 4 	 year 4
 

Orientation Basically Responsive 	 Substantial increases in
 

Initiative
 



A 0 Little considered the IIC as a unit within GAFI which.
 

would provide information-related services to the rest of
 

GAFI and to would-be investors. (As mentioned previously,
 

-the IDA approach is different). In performing this role, 

the IIC could help to strengthen the effectiveness of 

GAFI in carrying out its mission fn stimulate and guide 

private sector investment.
 

In particular, A D-Little-allocated the following activ-ities
 

among the three units of Information Services, Promotion
 

and Investor Services.
 

- Compiling and making available information 

on policy decisions; 

- Maintaining an information base; 

- Packaging information; 

- Responding to inquiries; 

- Persuading prospective investors; 

- Guiding investors in procedures; 

- Acting as interagency liason; 

- Acting as trouble shooter; 

- Servicing special needs of investors. 

Some of these activities would also be carried
 

out by the Regional and Foreign Offices.
 

-. 7 7
 



Summary
 

The Alternative Designs for the 11C by A D Little 

provide a great amount of background information­

which is of considerable benefit in understanding 

the nature of industrial development. 

But 	 its proposals suffer from twomajordefects:­

1. 	The proposals require considerable managerial 

expertise form the IIC, particularly in the case 

of the Regiona-l--and: Foreign Offices. There is 

no evidence that t-his expertise exists in the 

Public Sector in Egypt, let alone in GAFI. 

(The scale of the Comprehensive Design - 121 people ­

is such that management problems would almost certainly 

arise from scale factors alone). 

2. 	As mentioned before, the emphasis in the proposals is
 

The IDA Ireland
on 	information inputs and outputs. 


approach is based on practical experience and as stated
 

before, concentrates on identifying and servicing the
 

needs of the most important person in the investment
 

process -the investor who is the decision-maker.
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The Nature of the Problems of Development Corporations 
in
 

Types of Technical Assistance
 Developing-.Countries and the 


generally provided.
 

In appraising GAFI, its Objectives and 
performance, and the
 

operates, one.rnust realise that
 
investment climate in which ilt 


is appraising a Development Corporation 
from a developing
 

one 


country.
 

Development Corporations from developing 
countries share many
 

of the following problems:-


Mo clear policies and no corporate objectives 
(other than
 -

statements of desired end results);
 

- Inadequate staff and funds;
 

Confusion of role with other Government Ministries."
-


- Poor Legislation/Investment Climate;
 

- Poor Management and low efficiency;
 

- inadequate appraisal of projects;
 

- Response-oriented and not initiative-oriented;
 

- No understanding of Investment Promotion or needs of 
the Investor;
 

foreign investment.
- Negative attitude to 

But it does have some supporting
GAFI shares many of these problems. 


one could
It suffers from over-staffing and what
legislation. 

Egypt.


describe as a high degree of inertia which is peculiar to 
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remarkably differ.E.nt fromD
 
But overall, GAF is not 


Corpor~tions in other developing 
countries.
 

are receiving technical
 
Many of these Development 

Corporations 


improve their performance.
to
another
one kind or
assistance of 


the rollowing range of 
activities:­

covers
assi',tance
such technical 


- provis.ionof funds only; 

execution of.supporting studies;
 -

- provision of training,.
 

advisers,;
 
- employment- of expatriate executives or 


integrated plan incorporating 
elements
 

- implementation of an 


of the above
 

concentrated on
 

Previous USAID technical 
assistance toGAFI has 


suppo-r-ting studies (CHASE 
and AD Little) and training 

(CHASE
 

IIC presented by A D Little
 
The proposals for-the 
and other). 


Ireland concentrate on
 
Draft Proposals-by IDA 
and now presented as 


integrated plan.
 
- the implementation of an 

the final element 


assistance to be successful in changing the
 

But for any technical 


i on, political support is para­

nature of a DeveloPment 
Corporat


degree of change desired, the 
greater the
 

The greater the
mount. 

Also, any organisation 

and
 
of political support needed. 
amount 


its staff can absorb only 
a particular amount of technical
 

be
 
Thus changes are likely to 


a specified period.
assistance in 


slow.
 

http:differ.E.nt


When consultants are being uilised, the Development, Corpora ti on 

should attempt to nominate some of its staff to work closely 

with the consultants; this will make the work of, the consul-ants
 

more relevant to local needs and conditions. In return, those 

staff working with the consultants will gain in knowledge and,
 

skills.
 

All technical assistance providedCto Development Corporations should 

suffer no break in.conIt.inuity. 

In addition to the technical assistance being provided by USAID, the
 

EEC is providing 2 milliori.European Units of Account (1 EUA is 

-approximately :US$l); 6O O"EUA-were spent on-the-Investors1 

Forum at Alexandria in early Iune. Thu 1.4,million EUA are 

still available to provide technical assistance in the'area of
 

Investment Promotion.
 



The Investment Process,
 

to encourage economic
 
The function of,a Development Corporation is 


development (often industrial development) 
through identifying and
 

In developing countries a
 supporting a series of projects. 


pattern has arisen for identifvino such projec'ts.,
 

Start with the National Plan;
 

Identify sectors/projects which are needed 
by the economy
 

emphasising foreign exchange, export potential, 
job- creation,
 

rate of return and other criteria;
 

- Develop project profiles;
 

- Execute pre-feasibility studies.
 

Most staff of Development Corporations then consider 
that 90Z OF
 

Only the 10% involving identifying an
 their work is 	completed. 


persuading him to make the investment decision then
 
investor and 


remains.
 

This view of the investment process is widely held by staff,of
 

It is the opinion of IDA Ireland, based
 Development Corporations. 


a view is wrong and leads to an
 
on its own experience, that such 


opposed to promotion
on planning as
incorrect concentration of effort 


and execution.
 

After all,
 
It is not surprising that such views should dominate. 


no

the staff of Development Corporations have 

experience of
 
most of 


Their understanding of the investment process

the private sector. 


t 



the role that they themselves play
is, therefore. limited to 


within their own public sector organisations. Much of the
 

success that IDA-,Ireland has achieved in-the field of industrial
 

to the large proportion of
development in Ireland has been due 


staff in the organisation with private sector experience.
 

that it should recruit people with

The lesson for GAFI is nnt 


While such people may be available,
private sector experience. 


public sector-.salaries in Egypt are not high enough to-attract
 

them.--The-lesson-lies in-the-rea-lisation by the staff of- GAFI, and
 

by the staff of the proposed IIC, that after they have completed
 

their detailed studi-es, there still remains 90% of the work
 

before a-project is in-operation.
 

The execution nf this 90% is the objective of the proposed
 

Investment Information Centre.
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