Sy 1o ‘// / '
(’f) SRTIAY ¢
R L.
A Frenl @
E DA E E’,@ E & n d %@ Haddington Count / 36 Haddington Road / Dublin 4

INDUSTRIAL DEVELOPMENT AUTHORITY Telephone (01) 600611 / Fax (01) 603703 / Telex 24525

DRAFT PROPOSALS FOR FUTURE USAID TECHNICAL
ASSISTANCE TO THE GENERAL AUTHORITY FOR
INVESTMENT AND FREE ZONES

Jack Thompson

Industrial Development Authority

Ireland

9 July -1982



TA BLE OFCONTENTS: PO - FG 1A -3 }[(/

Introduction 1

Background. 2.

2.1 The Role of GAFI 2

2.2 USAID - Previous Technical Assistance
b Gapr | orious TeeIniERn IR

'IDA‘Iréland;Dféft;Braposalsgfor.thegiiC‘;

Outline S 5
3.1 Relationship to A D Little Proposals 5
3.2 JApbrba:hfdsedgby IDQ*ireland, 5

IDA“IfelandﬁDraft'PrOposals;for‘théffICﬁéf ‘
Details B 8

4.1 Proposed Organisation chart ‘
for thé IIC S 8

4.2 Analysis of Departments within the" B
proposed IIC 8

3 Inquiry Services 9
4 ‘Library and Daté;SeﬁkiCesz 13

4,5 Promotion 15
6

Investor Services 19



Appendix

Appendix

Appendix:

Appendix

Appendix

Appendix

R T I )

Implementation Programme

#ppoint & Director of the IIC

\’n‘
-

Establish an IIC Committee

‘Role of Consult&htS]jfﬁiﬁéfég

Nou N

Staffing'

Space

a

Training

.7 StabeS‘ongévélmeEnt

Chances of Success

1 ~ Terms of Reference

2 thgfIhVéstmeht Information Centre -
The A D Little Proposals

3 Organisation Chart for GAFI
(taken from-The official Guide
to Investment in Frvpt 1982)

4 The Nature of th2 Problems of
pevelopment Corporations in
Developing Countries and the
Types of Technical Assistance
generally provided

5 The Investment Process

6 List of Documents Consulted

23
23

27

30

35

39

28
29

@O

43

4



‘Introduction.

The[IrishaIndustrialiDevelopment Authoribyﬂ(IDA‘Ireland)
,recelved a request 1n June. 1982 rrom USAIDV- CAIRO to
Tsend an experlnnced executlve to Calro for a number of
weeks. The Durpose of this visit was to«assist»USAIDV;
CAIRO in examining a series of proposala.for'providing
technical assistance to the General Authorlty for
Investment and Free Zones (GAFI) and to produce Draft
Proposals for future technical‘asSistanceftd GAEI;

(See Appendix ] _for-detailed Terms of Reference)

~Jack Thompson of IDA Ireland visited Cairo from 15 June -

¢ 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 Propdsals
based on these conclu51ons and on hlS prev1ous experlence

acqu1red in Ireland and 1n -8 nunoer of developlng countrles.

IDA Ireland i< the Irfsn-sovernment Agency with national
responsibility for'indUstrial planning, promotion and

development.


http:Terms.bf

Background.

The Role of GAFI

GAFI was established to implement the open-door

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

‘that the regulation of Law 43 represented the

total necessary task of GAFI it”néEVQenefeliy7
been accepted by senlor managers ln GAFI that
they snould play a more actlve and p051t1ve role
in developing the economy of Egyptjyby,genoooraglﬂn}g‘)vi
appropriate foreign investment. .While some -
success has been-achieved by,GAFI;in«déailnggwitni_
foreign investment; it~eopears,from the soanfya \
information ayeilablertnat‘the real level ofi
economic developmenf and enployment generation

by GAFI nas been loW;n Those projects thatgheye
been approved and- ‘have commenced operations have

frequently-been-of poor quallty;l - See: Status of

“tné Ooen*Boor Economy in:the;Areb Republic of Egypt

up to 31 December 1981 published by CAPMAS for

greater details.

Thus it_has,beenoegreed-by,ooth,GAFI‘andeSAID}tnat

‘technical assistance should beaproyidedvspécificelly~

to improve those aspects of GAFI's work that bring it
fnto contact with investors. The hoped-for outcome

is that GAFI will assist a greater number of foreign
projects to establish in Egypt, and tnat these projects
will contribute to both economic development and

emnlnvment neneration.
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USAID - PréVioHSVTechhicaikASSistance to GAFI

As part of lts ou51ncss‘support programme in Egypt,
USAID has been prov1d1ng technlcal assistance to GAFI
since 1980 ThlS a5515tance has prlnclpally taken |
the form of a serles of consultanc/ studles (A D thtl
and Sectoral studles w1th assoc1ated components of
tra1n1ng and funded fea51b111ty studles (Chase Horld

Informatlon Serv1ce) Other studles nave been carrlede

.out- on the Free Zone aCthltleS o;~GAFI

Arisfng%from thelr work ‘with GAFI, A D.LitTie na>

—produced a. serles of proposals to establlsh an. Investment
Informatlon Centre w1th GAFI These proposals involved

the creatlon of a speclal d1v1slon "or .unit to handle a
varlety of tasks 1nclud1ng Inqu1ry Se;vrces; Library and .
Data Processrng Serv1ces, Promotlon, Investor Servlces and

a series of promotlon and‘facllltatlon offlces both out51de
Egypt and w1th1n » Two general desrgns were produced '?

Basic and Comprehen51ve The total cost of the Comprehen51ve
-Deslgn over five years was estlmated at approx1mately

$25 Mllllon.

The proposal 'to establlsh an IIC arose from?a recognition

by A D Little that GAFI was not succeedlng in attracting
aﬁsignificant*level of foreign investment to Egypt , The
reason for this lack of success was stated by A D thtle to
be the inadequate level of service offered to the 1nvestor at
all stages of the project from the point of flrst contact
with the investor (Inquiry services and Promotron)hto‘ C{

establishing the project'in Egypt (Investor.Services)~



The assumptlon made by A D thtle, and supported
'by IDA Ireland was that lt would oe eas1er to
~establlsh a new unit within GAFI and glve 1t
'properLStaff; trainingktfacllrtles;and;operatrng
procedUres~than’it-wouldfbe't§4re?ﬁ$b?ﬁi$¢naﬂdﬁf¢?;
iorientﬁbAfItitseltﬁf77his}assonptionfrecogniseSj
the dlfflCUltles of brlnglng about maJor changes ln
the;Rublrc;Sectoriln,Egypt. Thus the proposal to
establish that IIC is essentially a proposal to
re;establish‘GAfI;

In propos1ng ‘the ’IC A D thtle focussed on‘
informatlon‘- 1ts avallablllty, analy51s and use:
The IDA Ireland approach concentratesron
identifying and servicing the needs of themeSt
1mportant person in— the investment process -fthe
investor who is the decision - maker’ - w1th
information Playing'a” important,but suos;diary_roleh

(The AhD;Littiefapproachtishcontained'in‘appendix’2)'



IDA Ireland Draft Proposals. for the IIC - Qutline

Relationship to A D Little P‘ropbs'alfsf.

In formulating Draft Proposals for the IIC,
considerable‘uSe=wa§Vhade”by7IDAfifelahd‘ofjfheﬁ
work previously carrled out by A D thtle . The
concept of the IIC as a separate unlt or d1v151on"
within GAFI has remained the same. " The tltleSgof
the-sub-units,haveaalsomLemained"unchahgedjgbUt";ﬁ
the activities and respcnsibilities havefbeehiﬁ.

re-defined.

However, this use:of prev;oqsfmate;ialcdceS[not
mean that the IDA Ireland Draft Proposals are

a revised version of the A D Little Alternative
Designs. In fact the Irish Draft Proposals
represented a dramatic departure in terms of
Dractical'applicationﬁand~implementatianﬂ and
scale and cost The 51mllar1t1es arose. because
both consultants have reached 51m11ar conclus10ns

on several matters.

Approach used by IDA Ireland

In attempting to put Draft Proposals fo;;thefe
IIC together, IDA Ireland took the following

‘factors into account -

- The changes proposed for GAFI are major - such

changes require political~support;



_ Any proposals must be implemented in a series of steps
or stages. (nly when one step has been successfully

fcompleteo;[shOUldstne°next{step~p6>taken. :

,g'fThe level of management expertlse requ1red to nake the
2IIC 1nto an effectlve organlsatlonnus ';kaptvto e
minimum. - |
- ;A nunber of 1ntegrat1ve dev1ces - a strong IIC: Dlrector
ian IIC Commlttee, proper use of Tralners and Consultants
were designed'tojfacllitategthe‘lmplementat;on‘of the

,ﬁplan,for‘thelllb.
‘These factors led to a number of implications.

- The,decisﬂms_relatlng to[the'formation;of'the,IlC are

'oasicallyTto:oelmadefbnygyptians;

- ?Should the Egyptlans fall to make the necessary decision
'reau1red to make the IIC a reallty, thlS fallure can be
taken as a.signal of the lack.of adequate political

support for the concept‘oﬁstheﬂllc;‘

lfflThe step by-step’ process should be strlctly followed
‘Each new act1v1ty represents a move Trom a response
‘~vor1entatlon to an 1n1t1at1ve orlentatlon Each new

actiyity requiresrnew knowleogedand skllls, 

- Sub unlts Wlthln the IIC should be small conslstlng of

no more than 4 or 5 profesSJonals 'ka



Suggestions fqr Régional ahd7FOreignJOffices

should bé‘delayéd{fpiytheifo;seggbie fufure% 

The commérﬁiaifﬁta?f Qf e*isfidgi§gyptiéhgeﬁbaSEiés.w
<hnild rontinue to be used. The:Wdfk70f'SUChj
StaffTEQUldfbéjSUPPOrtéd‘beYiSifSJfrOm iICf

Promotion Executives where necessary.

2
N



4.2.

"IDA Ireland DraftnPropoSals‘forfthetIICf-‘Details

. Proposed ‘Organisation Chart for the IIC .

Director IIC

Director ‘Director Director

Inquiry Services  Promotion Investor Services

’Head of lerary
‘and Data Serv1ces

'The Director IIC, who will be at the same sevel as

the other ex1st1ng divisional dlrectors will report

to the V1ce Chalrman A Commlttee as described in

:fparagraph 5.2, P9 w111 be establlshed to ensure the

smooth transfer of act1v1t1es from the other d1v1slons
to IIC - Thed1v1510nsnwst effected w111 be the

Investment—Dlv1s1on ~and Promotiohs Dlv1slon

Analysis of Departments within the Proposed IIC :

Each proposed Department has been analysed underﬁf

the followzng headlngs -

Objective

Nature of Function
List of Activities
‘Organisation lé
Reporting Procedures

Implications for GAFI



Inquiry Services

“It 1s clearly necessary to establlsh responsrblllty
'wrthrn GAFI for deallng wrth outslde inquiries. In

partlcular 1t 1s necessary to manage those inquiries

-that come from potentlal 1nvestors Such 1nqu1r1es should
ieventual7y be channeUed to one area of responslblllty,
‘evenfifﬁinoUirieSTarefgeneratedfrnﬁaVw1de variety of ways.

;The},cannthenhoeidealt;Withﬁfhfaniadeouate;way.

Objective

To prov1de a receptlon and flrst contact serv1ce for all
‘1nqu1r1es and v151tors to GAFI so that surtable prOJects~

ican be 1dent;ﬁred and.encouragedrtohestabllshsrn'Egypt.

Nature of Function

'Thls lS a response orlented marketlng functlon h Its
1mportance lies in the fact that lt is the flrst opportunlty
that1the‘potential;inyestorgandﬂcAFIWhaVeVofreyaruatingoeach

others proposals and_ooerations;

List of Activities

= Respond to specific inouiries from potentiai inVestors.
(Where the information required is the resoonsibility
of another department, wnether within GAFI or not, the
staff of the Inquiry Services should obtain this

information and pass it to the potential iInvestors.)



.organisation

The limited number of staff should operate on a geographic
basis. ‘Inquiries could initially be split on the basis

pffﬁetiohel;OrigineOf'fhe;EHeUiryé-‘

United States
France and Germany
‘Rest of Europe
arab countries

.Egypt' 

In. this.way,< the:-operating.staff. will-have. the:oppartunity 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 amouht of project evaluation should be limited at the. early
stage to screenlng out und351rable projects. Latef‘heref
detalled evaluatlon can be carried out, if necessar/ w1th the

assistance of other sectors of GAFI.

Reporting Procedure

The Dlrector of Inqu1ry Serv1ces should prov1de the Dlrector

of the IIC every month w1th the follow1ng 1nformat10n

1. Number of inquiries.

2. Number of serious inquiries

LA
. &0
J
i



3. 1Ahalysis*gf“SeriouS:ghQuiriesepy{¢antr2,

by project type -

Industrial

ngfp{IhdUStry

- 3uilding Materials/tthtf@btipﬁ@

‘Tourism/Hotels

Other
‘vNDTE;l,'Analysislof:projett;typeﬂshQQld#indicéte
whether the project is manufacturing/

productive or service oriented.

4] curtent status of each and every inquiry which

vHésthé pbtehfial to result in a project.

;Imblications for GAFI

At present, it appeaf§fthgtjfif;t#time*¢Onﬁé¢ts_are;

generated by GAFI in a variety of waysi-

7}thfdﬁdﬁ?fhé‘Dépdfy[Chairman'S;foitea
Qg}fﬁbegh promotional Events
. through Egyptian officials overseas .

reporting back to GAFI

It is intended to channel all such first-time

‘¢ontacts to the new Inquiry Services department in IIC.
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_éfjbié?énﬁ Bt

these changes.

fdeagggyiph;pygtppﬁmanagementginiﬁA;ia

Tosupport- the -Work of:

fbe llmlted to prov1d1ng suppon

nduto maintaln a\proflle w1th1n GAFI that will

Pr?#éﬁf?é#heriﬁ??éftemhﬁegfram;Qraab4ngﬁa;048¢6_0~rthe action:

This will have to be antieipated 3nd .

_ Library'and Data Services

{ind@iryéServicesvanduta:provide7a

- service to potential investors, a certain amount of .
“information is necessary. This information should be

~prov1ded by *he lerary and Data Services Department. ‘and

vv general backaround on

ind laws, and (2) . spec1flc lnrormatlon

Egypt 1t3fécahbmyw

;relatlng ‘to 1nvestmen :;fjf? ”ﬂhefcost of: labour.

electrlcltv and . 1mllar matters Ucca51onal 51mple

studles could,alsoﬁ_w: ‘”“,__,Jm,.for Inqu1ry SeerceS

The role of the Library and Data Services Department should

ﬁwfthih*the5frameW0fkfbf the

f;ié; The number of staff req01redﬁ15 therefore, small.

This approach represents a considerable departure form the

efeeoeel§fefjA:Dfﬁiftle{



Objectivef

’The prlmar/ ObJeClee of the lerary and Data Serv1ces

is to asslst the staff of the Inqu1ry Serv1ces to carry
out thelr work by serv1ng as a resource centre for
1nvestment lnformatlon documents, tu prov1de a. compre-~
henSiVe‘dafa‘base;fand«tofcarry out, as requested‘by_
ThauiTy SBIVJLBS,WShOIt term research activities. 1nvolv1ng

economic or technlcal data

Nature of Function

This is a- support functlon for the sta ff ofthe Inqu1ry
Services. Its role”lsjatmlhorgonegwtherefore, ‘few staff

would be needed to operate it efficiently.

List of Activities

for infofmation.

T‘NOrganlse the purchase and distribution of approprlate
newspapers. and magazines within the Inqu1ry Serv1ces

sector.

- Collect store and malntaln lnvestment related documents,
books, publlcatlons etc 1nclud1ng the Chase Informatlon

Services Sectoral Studles and A D thtle reports
- Keep an UP4t°-dat3find¢¥/bf’élliea#eriaJSA.

_ Respond to requests from the staff for economic:..and

‘technical data
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,“;,qdn request from Inqu1ry Serv1ces, to produce short reports

on investment-related. subjects: such as ex1st1ng sectoral

‘studies, componentS‘produced;ln:Egypt and 51m11ar work

Organisation -

bue to the small number of staff, -no'f"co‘rnp‘lyi;c’,a;‘_‘t;ed,ﬂ'voifgani_'s;;‘_,

ation structure would be needed:

 Reporting Procedure’

tTheastafffmeMberein}chafgefoftLiorary;and;QataﬂSe;vices_

 should report\toﬁthe*Ditector'5_InQuirijervicesg

Implications\forfGAFi

It is not proposed to- follow the A D thtle Study and
establlsh a major llbrary and data proce551no fac111ty

'whlch would rival ex15t1ng departments Ex1st1ng

-facilltles in GAFI w111 not be affected except«tO'thel

p0551ble extent of 1051ng one or two of thelr staff

"By operatlng these serv1ces on a limlted basis,ithe amount
~of potentlal CODfllCt Wlth other GAFI departments will be

minimised.

Promotion

‘Thejnext~5tagéhof1deVe1oomentdfolloWing the satisfactory
operationhOfﬁthe InoUiryhservices Department is to set up
a Promotion Department in the IIC. This development

represents a move from a response-oriented activity to an



initiative;o;;entedractivity,.:5uch;a_mqve,is_eSSentialq

if'thé]ijectiveSVOf'GAFI?arejto_be;met;

The role of industrial promotlon 1n lndustrlal develop—

:'ment is often mlsunderstood It 15 oft n. seen as the
soft option, the easy aqtiyity of a;Deye;pmeUt
Corporation. It is in fact nothing of the kind.

‘Rather it is the planned effort of the Development

‘CorporatiOn to seek out investors using‘its own discretion,
rather than passively selecting investment from what is

presented to it (if indeed any is presented to it at ally.

Objective

To promote Egypfias‘é;lbcatipn'fqrfforeign:inVegtmehtltprinVestors
in foreign coUﬁtriési-.uPribfityJWill;be,gjyenijoﬁthQsef
investments which contribute positively to the progress:

_of the National Plan.

Neture of Function

This is an initiativé-oriented marketing function.
Existing project profiles will be marketed to selected 
groups and individuals. Projects which fit within =

general guidelines will also be sought.

List of Activities

_ Develop a promotional strategy and programme for the year.

g Initiate contacts with potential Egyptien investors.. Y



‘Using Egyptian officials in foreign countries, mske
contact with potential investors-who may establish
projects in Egypt either as a joint venture or as a

100% owned subsidiary.

. Maintain: such contacts until e project outline 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_eyqﬁt$ §ﬁf£gypt‘
‘and abroad‘(qse staff of Central'Depéft@éhf}?bffﬁQbﬁic

fRelatibngto carry most of the'Wofk éffarfj;

Initiate and maintain contact with journalists, consultants
and other opinion moulding professionals to maintain
the concept of'Egypt as a locationffor investment at a

high-level of -consciousness.

Develop promotional‘mate;ialé}fﬁjgéhufes and;briefing

documents,

Make an input to the design and distribution of the
~Authority Newsletter sowthét}it;één beﬁused as a document

to assist the attractiOn“of?fo:éigh,investment.

", Uhdertake limited adVertisihéfihtselECted‘mafkétéffb
:éupport1ﬁromotibhalﬁébfinfiés:

Prepare a three-month' plan into which all future activities

can be placed.

R



el the Tesults of ‘the promotion

activities and modify as necessary.

- Provide feedback on a.regular basis ta GAFI on.
effqrfs madé3énd,f85ult§?gbhi¢v9dfin7afparticq;a;

time period.

- Maintain, in coordination;with Inquiry Services,
the current status of'sgriodsyenquiries/contacts_whibh,
have the potential to result in projects and make a

jointyregular:}epbrﬁ‘tquAFI.

-Organisation

Again, only a small hUmber'of'Staff.WOuld_be réqured.
Staff should be preparedfto visit potential in?eStors
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 participatidn of Promotion.

Responsibilities_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 cloSély'Withf

Inquiry Services.

Reporting Procedure

The Director of Promotion should réb@ft toﬂthé:DirécQof-
of the IIC. He should provide him every month with- the.

following information:-
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4+ Number.of -Investors:contacted.

jk2, fNumber of serlous pOSSlbllltleS for proJects ldentlfled -

janalyse by country/proJect type

‘3; jProV1de current status of all serlous pOSSlbllltleS

5(llnk w1th Inqu1ry Serv1ces report on current status
i of serlous 1nqu1r1es)

4h ﬁBrlef detalls of promotlonal efforts that have taken

iplace 1n the month

*5;,?Br1ef detallstnfpromotlonal efforts planned ln the

"/mLomlng month

,::mplioationsfforfGﬁFl,

Currentl)fthe work of Promotions is the respon51blllty of the

'Promotlon and Overseas Offices sector based in Nasr City and

| Dlrected 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 establlsh an IIC and to make

it responsible for Promotlon Wlll largely make Dr Saddek'
sector redundant Thls is: a problem for the top management

of GAFI.

Investor Services'

Once‘a potentlal lnvestor has been 1dent1fied and contac*ed

and has expressed his lnterest in 1nvest1ng ln Egypt by
visiting the country (and suosequently has not~lost

Interest), the greatest care must be taken to euaure that

his investment goes ahead.




IDA Ireland. places. great 1mportance on the task of
fa0111tat1ng 1nve5tnent 1n Ireland a country where
maklng an 1nvestment 1s stralghtforward and 51mple
:Slnce Egypt 15 a count1y where no 1nvestment 15
istralghtforward and 51mple, the 1mportance of

; 551st1ng the 1nvestor W1th hlS 1nvestment plans is of

_cruc1al 1mpor+ance

Prlvate Sector Egyptlan Consultants are frequently
;used by forelgners to ease the way for thelr

1nvestment It may be that the IIC Wlll have to
‘contlnue,to use thls form of sub contractlng in order to

tachleve 1ts ObJBCth&S of attractlng forelgn 1nvestment

*Nevertheless, even lf sub contracto;s are used, it 1s.
| cessary for some staff to coordlnate thlS act1v1ty
vaentually, 1t may be p0551ble to carry—out~th15“m

fact1v1ty w1th1n the IIC

Objective

To fac111tate the 1nvestment process where 1nvestors
nd their prOJBCtS have been 1dent1f1ed by the staff

of Inquiry Serv1ces Promot;on,?

Nature of Function

Again this is a marketlng orlented functlon designed

to ensure that the lnvestor 15 a551sted to get his ‘»'f;

-

project into,operatlon.



List-ofr«=ACLLlVLLIES

- To gu1de 1nvestors on the procedures requ1red to galn
approval of a prOJect from. GAFI and other Government
agencles, and to a551st them 1n completlng appllcatlon

formS‘and,Other;docUments,

- To act as 71alson for 1nvestors w1th all Government and
other agencles to obtaln permlts, llcences and other

legal approvals.

- To anticipate problems and dlrflcultles whlch the 1nvestors

mav encounter and to assrst 1nvestors to solve these

- To maintain contact-with -the investors after-their projects
have been established so that forther‘aeslstance,can‘be

provided as necessary.

Organisation

The number of staff for Investor Services will largely be
determined by the number of projects being handled. Staff
should specialise by project type/product sector so that:

expertise is specialist areas can be gained.

It is crucial that the staff .have constant exposure to

;fproblem solving so'that~thls expertise can be gained gquickly.

_ The transfer of projectsffrodenquiry Services/Promotlon_
hould take place uhen an 1nvestor and a project have been
clearly 1dent1f1ed and the fac1lltatlon serv1ce becomes

necessary.



Reporting Procedure

he Dlrector of Investor Serv1ces should report
.0 the DlrELLur of the IIC every month with the ;

llow1ug 1nformatlon i

i.f;PrOJects handled durlng month"’*by‘C¢Uﬂt?Y;Qf~

orlgln/prOJect type

2.f'$tatus of PrOJects on hand at the end of the

month - same analy51s
3. Erobiemedenoountered.by Projeots

4. ’Proﬁlems;whiCthiilpreodirejGQVernment action.

Implications

currently there is an Investor Relatlons Sector
(Mr Ahmed Gazal) and a number of Progect Orlented
Sectors The propofal to establlsh an IIC w1ll

radlcally alter these sectors

one suggestion may be to keep 1ndustr1al and agro-
business projects in the IIC and to deal with

‘all other projects in the ex15t1ng sectors Thus
fewer sectors would be affected by the operation.

of Investor services in the IIC.
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~Implementation. Programme

“If the Draft Proposals for the IIC are to have any chance
of success, a practical and simple implementation
‘programme must be desighédfand‘fOiioWedﬁjflffiéfiﬁ
‘making and executing the decisions of this implementation
_programme that the Board of GAFI will demonstrate their

‘support for the concept of the IIC.

Appoint a Director‘of:theulib‘

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

_But the appointment of~th¢*Direétqf is'thé first'crucial
f;éc;Uitmeht.decisionn The pef5qﬁfchosen for the support
;willfhEedvconsiderable persohél and management skills. He
 Wiii also‘heed to be a pérsdnibf‘cdnsiderabhapower'and
influence within GAFI to make the IIC an effective

-organisation.

In selecting and appointing the Director,"ﬁhefbdéfdfof GAFI

will demonstrate their support for the IIC.

Establish an IIC Committee

A committee needs to be'eStablishéd“WIth;réépthibiiity
for facilitating'the development of the IIC. 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.



vThé aqfiVitiés{pf“tﬁ¢ bomh‘ttéé~Wpdld“be é${follqui;‘

~ to implement the concept of the IIC;

- to monitor the performance of the consultants:iwho

will execute the organisation study of GAFI;

- to utilise the results of this study to make the
5hé§é$$ﬁrygr¢COMméhdafians;regarding;thgflicﬁtqfthé
‘Board of GAFI;

- to advise the.Board.of GAFI of the implications..of
these recommendations .for the rest of GAFI;

- by.interpreting GAFI policy to establish operating

guidelines for the eppraisal of projects;

- to monitor thé f¢§y;t§ pf”tréiﬁinbfbtggrémmgsgand;to

advise -on any=required-changesi-

- to determine and influence-the rate of progress of the
development of the IIC,.and to take the necessary

‘measures .should progress. be delayed.

‘Membership.of .this. IIC Committee would be as follows:-

Deputy Chairman of GAFI - Chairman
Director of the IIC - Assistant Chailrman
Directors of Inquiry Services, Promotion and~1nyestor

"
»;)5“
PN
74

Services when they have been selected.
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A middle-range eXecutive! 0T GAFT appointed by the:
Deputy Chairman tn work full-time with the consultants.
Other members to be;épbbinted'as'consideredlneceSSer

by GAFI.

The Consultants/Trainers could attend.meetings of. the

CommiffeeéuponyréQUest;

Role of Consultants/Trainers

The consultants will work with the IIC Committee to:--
- execute the initial investigative study
- thduCt,training;g;ogrammes~both“onrand*off=thegjqpy

- facilitate the developmerit~of the II

Working with the consu;tahts/trginers‘should'bg a middle
range executive of GAFI,iwhoﬂwili;bfbvideﬁﬁetailed
knowledge of GAFI as appropriate and in:turn will benefit

from the experience of working with the consultant/trainer.

* Ndfé For details of investibéﬁi@é;stddy,
see page 32. | o

*w‘ﬁﬁ
et b
f*?ge; .



Minimum Time required by Consultants/Trainers

Consultant
$

Local 34 man-months x $1,000 34,000
Say Irish 10 man-months x $2,000 o
per week x 4.3 weeks/month 86,000
Travel 10 trips x $1,000 fiﬁ;ﬁﬁbf
Subsistance $75 per day x 10 months
x 30 days o 22,500
Local Travel 2,500

155,000

Training
Say Irish 3 main Training Pragrammes ’+'l reserve.
Training Programme ' '

1 month investigation

1- month- training=off<the=job

1 month evaluation-on-the-job

3 months x 4 Programmes x 2 staff L

x $8,600 206,400 -

Travel 8 trips x $1,000° 8,000

Subsistence $75 x 12 months x 2 staff

x 30 days 54,000

Local Travel 1,600

270,000

Visits to Ireland on Study Tours by

senior-GAFI/IIC and Egyptian Government

Staff 30,000
Total ZE;TEEE

Continoéncv 10% 45,000



5.4 Staffing-

Getting thé right people for the IIC is crucial. If the
I10 is to' have any-chance of success, it-needs to.recruit

capébléfbéopléfétﬁallﬁlcyéls;;}Ifgtqgfmanaggment gives

the LIC the'necessary, support to make success 3 possivility,
then existing staff in'GAFI'will want to join the IIC.
Recruitment.should-usenthis:pressure to-the.advantage of

the IIC.

The: key person. is, of.cbuféé;ché;Dijggﬁﬁ%{gfﬂtﬁe;liﬁe
‘ He“needS”both“the"managementﬂébilitygto;gep;theéijfdonef
and the political'@bility:to gain and keep support-for

the IIC.

Thé,réalitj;bf;thé;$dppdrfLthafltbpfmanagément gives

tn the IIC will7bé&dém0n§ttéfeafinftﬁé{pérson they select

as Director ofjtheQEFC;f;Tﬁjsfsuppqrtfwill also be demonstratec
in the recruitment of.other staff, particularly if staff
numbers areﬁlimited¢a53isyproposeq.H¢This‘policy‘of few staff
willfnebéSQE}iiyfdgnffféffﬁfinGAF{fsfﬁdliCYgQf‘;ep:uitiﬁg

staff who are additional. to.requirements..

Numbers of -Staff. - Estimate

Using the levels of staff defined by A D Little, the
follbwing numbers are estimated for the departments of.the
IIC. It is better to make the mistake of too few stéff'
than too manv. Additional staff can always be recruited

if this is found to be necessary.

3§*y
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5.5

There may be no need to 1ncrease the numbers of staff
as time qoes by and the leyel of: act1v1ty increases,
since it is to be expected that staff will become more

efficient with experience.

level 1 223 4.5 6 7

Dirécfar  S 1IC fi’ 11
pirector ~Inquiry Services' 1 4 21
Head Library & Data

Services 131
Director  Promotion fi' 4 ?Ef
Director Investor Services j 4 ilﬁiii

Grand Total 30

Space

A D Little in the Comprehensive DEsign assumed ‘that
85 people in Cairo would requirz 2900 m?. Gn this
basis. 30 people would require 7Ju5 m* (at the rate of

23 m? per person).

This-amount .of space-per-persen-is considerably in excess:-

of present standards in GAFI in Adly Street. Hewsver,

it may be necessary for the operation ¢ the iIC.

Further investigation is required for this niziter.

{
LR

Ry

But some general guidelines may be stated for the

selection and use of appropriate space.
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‘thesllL shoulg berlocated:close Lo ithe ;DOWEr (STTUCTULE Y

of GAFI;

- facilities should be to a higher than average GAFI
vstandard;

- two small conference rooms should be prov1ded whlch
could be made lnto one larger room (keep free for
meetlngs),

- staff at levels 4 and below should share offices in
groups of two staff;

q.wone,room.shouldfoefpro?fdedaforf¢ébsdif3ﬁi§f*

- all non-IIC‘staffﬂshooldﬁbe¥keptVaway'from;thefIICf

facility unless duties bring.them there.

Training

If the staff of the IIC are ‘to demonstrate knowledge, SklllS
and attltudes‘not prey;oosly‘demonstrated in GAFI,fconsrder-
able training will need'to be provided. Off?theijob;
training should be glven to all new staff prlor to thelr
joining the IIC. But once the act1v1ty has started staff
should.concentrateﬁonLthe;rdwork{and”mostgtrarnrngswrlr

necessarily be on the job.

Off- the JOb tralnlng should be carried out in Cairo by an
Agency wrth experlence in Industrlal Development and Tra1n1ng =
This tralnlng should be followed up by the trainers who then

assess JOb performance This integration of‘tralnlng

wrth on-the-job performance Is easy to demand but not so easy

to deliver. Library and Data Services training could be

avolided by attracting suitable qualified and experienced staff.



As soon as the decision to establish the IIC has been '
made, and the Dlrector of the IIC and the IIC Commlttee;
have been formed the task of the Tralners should start
The Trainers should deternlne the tra1n1ng needs of the
staff being recru1ted to JOln the IIC,»execute tralnlng
programmes off- the-1ob and‘follow up wrth an evaluatlon

of job performance and determlnatlon of the need ror

further traln;ng,

Stages of Development

The plan proposed for the IIC lS broken down 1n such a
way as to mlnlmlse the rlsk of wasted efforts and funds
The signal for going to each subseguent stage will be the'
successful start-up end operation of the previous stage.‘
Each stage represents a development and enlargement of;the

role of the IIC.

Stage 1 Acceptance by GAFI of Revrsed Alg Proposais.

for the IIC

Stagezé 'Selectlon of a suitable Dlrector of the IIC.
“and the selectlon or an IIC Commlttee to

facrlltate the development of the IIC

Stage;Bj ‘Selection by the Committee of a consultant to
execute an organisation study of GAFI and to ;
carry out further work to facllltate the devel-fw'

opement of the IIC. The results w111 be utlllsed to


http:Jroposa.Ls

- determineithe level o+ project actlvity AN ulrly

- confirm 'staff levels required. for: the IIC;

- establish.a list of suitable. people.for possible
recruitment to the IIC;

- analyse implications of the IIC for other units: in

GAFI.

Selection by thé Committee of .a.Trainer’to execute

the.training programmes.

Stage 4  Selection and Training of staff for Inquiry.
Services+

Stage 5 Operation of Inguiry ‘Services.

Stage 6  Selection and Training of staff for Library
and Data Services.

Stage 7 Operstion of Livrary and Dats Services.
Stage 8 Selection and Training of staff for Promotion
Stage 9 Operation of. Promotion.

Stage 10 Selection and Training of ‘staff for Investor

Services.

‘Stage 11. OperatiOn‘bf Investor Services.

'fZﬁ%

e
s .
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Time Scale of Development

Stage 1Léngth50fﬁTimé ;CumUIative
 Months ‘Months

1 GO by GAFI 3 3

2 Director/IIC Committee I ,4‘

3  Select Consultants/Study 3 7

4 Select/Train Inquiry N ,
Services 3 10

5 GO Inquiry Services: 6 16

6 Select Library + Data-

Services- 1 16

7 GO Library + Data Services 6 115

8 Select/Train Promotion: 31 19

9 GO Promotion 6 25
10 Select/Train Investor -

Services 3 28

11 G0 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)
:ahd t;a;ning_(ZMoﬁths) éf sﬁaff.p;ibrbtu‘their taking

uﬁ:quféé7with £hé iin



Chances of Success

In seeking to change.an Egyptian public sector organisation
in a major way, one should be fully aware of the adverse: and
negative climate in which 'such' .organisations operate.

It Is unfortunately true—that-the possibility of achieving
major changes in a positive direction are limited. - No such
‘changes are ‘likely in'the.ahsence of political support 
which is clearly expressed.and brought to the scene of the

action.

But with such political sprOrtﬁand]W%tbféffortfahd gqodwill
from those involved,,it:is;pqssiblejtd b;ihg~about‘desired
changes. Thus_thé-formatibn'of”éhféffeCtivezIIC is-a.-real-
istic target given thé Corre¢tﬂ;éye1af political{3ypport

and the exercise of political will.

The Draft Proposals contained in thiszeport represent a
target thatc can be achieved. The‘Impleméntation Programme
provides a method of reaching‘this'target. The work of the
Director of the IIC and the}IIC Cammittee, supported by the'
Consultants/Trainers must be prOpérly 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, thevsucceSSfUI
operation of the proposed IIC represents a dramatic change in
the menagerial and oeprating skills of GAFI. In seeking

to establish the IIC, it is reasonable to expect that GAFI

will encounter difficulties and set-backs in the
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.mplementation programme. It is the responsibility
of the Board of GAFI to overcome these difficulties
and set-backs and to ensure that the IIC'is

3e$tablished’and;Qperates7efficiéhtlyi

In stating that the IIC must operate-efficiently, one
is not necessarily insisting on’'a level of efficiency
more appropriate to a private sectOr'organisation in a
developed country. Nevertneless¢~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 initiating hew
,ihvestment inquiries—and encouragihg‘fofEign investment

in Egypt,

“or GAFI, the proposals will require a radical departure
from the present rather reactive approach to one Wheré
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. .
/e



HEPENULX: L

Terms of Reference:

a)

b)

c)

d)

e)

_f)

9/

h)

Review prior AID financed consultant’activity reports
for the Investment Promotion Centre of Egypt's Investment.

Authority.

Visit Investment Authority Facilities.

Discuss progress of-the:Investment“Authority with-AID
and Investment Authority staff.
Assess Investment Authority plans as proposed by AID’

financed consultant activities.
Evaluate all data and perceptions under items a - d.

Qualitatively compare Egypt's progress in promoting
tforeign investment and its actual organisation and
strategy for Investment Authority development with
investment promotion efforts in other. developing. and

developed countries.

Comment on hindrances specific to the Egyptian scene.

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 - 9. The profile of activities should include
duration estimates and address current and oroposed

organisation requirements.

rc -



The Investment Information Centre - The A D.Little Proposals

A D Littlejhé5¢p§gpQ$ed4th¢]e$tabl;§hm§nt]qf;§n 

IIC with two alternative designs - Basic and.
Comprehenéiye; fTHéjBééichesiQntjnyblvesb
Information Servibesffihquiry]Sefvice$,‘Library
Services and'DatéjServiceS) andﬁRegional Offices.

The Comprehensive;DQSigﬁiinCIudesfthe‘additional
activities of Promotion-and-Foreign Offices. 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)
(ﬁfterlj years)v (After 5 years)

Space in - .

Cairo g00m? 2000m?

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

e 3’6"%’"'



A D Little considered the IIC as a unit within GAFI which
would provide information-related services to the rest of
GAFI and to'wolld-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 tn stimulate and guide

private sector investment.

In particular, A D-Little allocated-the-following activities
among the th;ee'units of Information Services, Promotion
and Investor Services.

Compiling and making available information

on policy decisions;
- Maintaining an information‘basgﬁ
- 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.



Summary

The Alternative Designs-for the IIC by A D Little
provide a great amount of bhackground information:
which is of considerable benefit in understanding.

the nature of industrial development..
But its proposals suffer from two major defects:-

1. The proposals,requ1re;thdeerabie;managerialj
expertise form the IIC, particularly in the case
of the RegibnallandﬂFOreigh Offices.A»There»iSf
no evidence that this expertise_existsﬂjnvthe
public Sector in Egypt, let alone in GAFI.
(The séale‘df.the Comprehensive;Dé5;§ﬁ g§j21 §é¢p1§ﬁg
is such that management pr0b13m5 W°Uld”3}WO§ﬁ;Cg?tainlY*

arise from scale factors alone).

2. ‘As mentioned before, the emphasis in the proposals is
on information inputs and outputs. The IDA Ireland
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.

- 38 -




Board of Directors

3
1 Ueputy .
Cr\bnv.nan - l

2. S s Aclyhuh o

T

—

Sevrclaial
(o the
Noaet of Ditecims

Secrotarlat 1o
tie Deputy
Chalrinan

Cunlu'l Departinont
for T echnical
Follow-Up

for

VCtnAlv’ul Deprarton

: _l’_uh_l'ic fclatlons

el

FIGURE41.  ORGANIZATION OF THE INVESTMENT AUTHORITY

vt D ST .
- 1 SN B
Ywlustrdol Financlal sndl Agricuttural and ! o [y L{ v Promotian . \ Aesearch Auditing
I'rojects Sorvices Construction Free Industrial . v \J g nyollor o and 0
tavesiment Projecis Piojucts Zones Zonm ! ’ Ralstinns tnformatl Perlorminnce A
Sechin Invastmont Investinent Soctor Sector Sector., :m: on Appralsat S
Scetnr Sector " Seclur " Soctor
A 1h
- . i N
AN 1)
. '\.
__J ) )
L& : I\ . L o b - .
: s .
) R '/ -
Piojact-Orientad Geagraphleally tavestor Investiment
Soctots .sfuclaliud o Suppont " Authorjty
' i “Sectan Sactard, Suppont

Sactons



The Nature of the Problems of Development Corporations in

Developing. Countries and the Types of Technical Assistance

generally provided.

In appraising GAFI, itstobjeotiyes}andgperformanCe;.and the
investment climate 'in‘which it operates, one mUSl I€ alise that
one is apﬁraiéinoﬁ#foe?elopmentjcorporatioanronra”deyeloping

country.

Development Cor orations=from‘develo ing countries share many
P Corporacions .ITom L ;

of the following problems:-

- No clear polrcres and no corporate obJectlves (other than

statements of desrred end results),
- Inadequate staff and funds,
- Confusion of role wrth other Governhent'Ministries:
- Poor Legislation/Investmenthlimate;
- Poor Management andflowgefficiency;
- Inadequate appraisal of projects;
- Response¥orlented and not initiative-oriented;

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

- Negative attitude to foreign investment.
GAFI shares many of these problems. But it does have some supporting

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

describe as a- hlgh degree of inertia which is peculiar to Egypt.
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But overall GAFl 1s not remarkably dlfferent from Development

Corporatlons 1n other developlng countrles

Manv of theSe Development Corporatlons?are rece1v1ng$technical

1 oranOther ;toef:;iin‘v‘pfa,vej;.:a:t?nei_r;:p“ez:formaric“e;-f

he Tollow1ng ‘range of . act1v1t1es -

- prov1slon ofﬁfunds only,

- executlonkoffsupportlng studles,

- prov151on of tralnlng,

- employment of expatrlate executlves or adv1sers,

- Implementatlon of an Jntegrated plan 1ncorporat1ng ‘elements’

of the .above.

Previous USAID technlcal assrstance to GAFI has concentrated on

the flnal element«—.theérmplementatlon of an 1ntegrated plan

But for any technical assistance to be successful in changing the

nature of a oayel'pﬁgﬁfgtagparétlon, polltlcal support is para-

mount The greater the degreewof change d851red the greater the
amount of polltlcal support needed ‘Also, any organlsatlon and
1ts staff can absorb only a partlcular amount of technlcal
assistance in a specified period. Thus changes are llkely to be

/A P

slow.


http:differ.E.nt

When consultants are being utilised,; the Development Corporation
should attempt to nominate some of its staff to work closely
with the consultants; this will-make the work of the consultants
more releyéht;tbflbéélwneeds'énd cohdifions.],In;ethﬁ,~ﬁhd$é
staff workihgfw1th'the‘consultahts‘w111 gain'in}knoWledgé”énd;

skills.

All technical assistance provided to'Development Corporations should
suffer hojbféak;ingQthinQityﬁ

In addition to the technical assistance being provided by USAID, the
EEC is providing 2 mil1iothqupééﬁfUhitSfOffﬁ?gount¢(lf£QAfi3;
-approximately—US$1). —600,000 EUA~were- spent on-the -Investors'

Forum at Alexandria in early June. Thus I.4 million EUA are

still available to provide technical assistance in the area:of

Investment Promotion.

e



The Investment Process.

The function of.a Development Corporation is to encourage economic
development (often 1ndustr1al development) ‘through identifying and
supportlng a series of prOJects. In. developlng countrles a

pattern hasfarisen~forfidentifvinONSUChibrojeets;

- Start with'the National Plan;

- Identlfy sactors/projects which are needed by ‘the economy
empha5151ng foreign exchange, export potentlal JOb creatlon,
‘;ate of return and other criteria;

_tZDeveldpeprojebt profiles;

- Execute pre-feasibility studies.

Most staff of Development Corporatidns,then?boﬁsiderfthat:9og;ef
their work is completed. O0Only thefIOzfihVOIVing idedtifxiﬁgﬁan
investor and persuading him_toimake{thefinvestmentfdecisiOnfthen

remains.

‘This view of theﬁinvestment‘precesé*is*widely held by stafffbf
Development Corporatlons It 1s the oplnlon of IDA Ireland based

on its own experience, that such a view 1is Wrong and. leads to -an
incorrect concentration of effo;taon‘plannlngeasvopposedwto,promotiont

and execution.

It is not surprising that such views should dominate. After~all;
most of the staff of Development Corporations have no experlence of

the private sector. Their understanding of the investment p;ocess
G

H.

P



is, therefore;flimited to*the”rOlefthatftheyvthemSelves play
within thelr own pUbllC sector organlsatlons ~Much of the
success that IDA Ireland has achleved in: the f1eld of 1ndustr1al
development in Ireland has been due to the large proportlon ‘of

‘staff in the'organisatlon with prlvate sector experrence.

The lesson for GAFI 1s nnt that it should recru1t people with
private sector experlence Whlle such people may. be avallable,p
public sector salarles in Egypt are not high enough to attract
“them. The-lesson-lies in-the- reallsatlon b/ the staff of GAFI,“and~
by the staff of the proposed IIC, that after the/ have completed
their detailed studies, there still remalns 90% of the work

before a-project is in—operatuon.

The executlonnhf this 90% is the objectiVetofgthe~proposed

Investmentllnformation Centre.

el



List of Documeuts‘COnsultedf

1. Alternative Desions for: the Investment Information Centre.

Report to- GAFI A D Little

2. Investment Opportunities in Egypt
for GAFI - dated December 1981 A'D Little

3. Guidelines far Project Appraisal

for GAFI  dated April 1982 A D Little

4. Management of Investment Data
For GAFI  Dated April 1982 A D Little
(Pre-project No.6)
5. A Priority Information Plan for.
the Investment Authority
for ‘GAFI  Dated March 1980 A D Little

6. Investment Information Center.
up dated Project Plan

for GAFI  Dated July 1981 ‘A'D Little
(Pre-project No. 9)

7. The Official Guide to Investment in
Egypt June 1982
(produced by GAFI and A D Little)

8. Sector Studieé 1 - 3 by Chase World L{Jl

Information serViCeSf*JOhéfigszf



10.

‘status 'of.the Open Door Economy in the

Arab Republic of Egypt up 'to 31.12.1981

CAPMAS February 1982

General‘HOQUmentationfproduced by GAFI.




