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EGYPTIAN CENTER OF EXCELLENCE 

Summary 

One of the Initial missions of the Agnculture Led Export Businesses (ALES) project was to 
establish what has been defined In the proposal as a Center of Excellence (Center) Ideally, 
this Center was to provide the pnvate sedor Egyptian food processing Industry with a technical 
assistance to expand their export food bUSinesses Areas of support Will Include but need not 
be limited to education and training In a Wide range of areas, and product and process 
development The Center would also serve as a technical resource to the Industry The 
program IS being developed with the assistance of the Center for Advanced Food Technology 
(CAFT), one of the ALES partners 

The Plan 

The onglnal VISIon was that the Center of Excellence would be a facIlity that could offer the 
Egyptian food processing Industry what amounted to "all m one shoppmg," that IS, the faCIlity 
would have pilot and processing capabilities for In-house training, demonstrations and 
development, tramlng faCIlities, laboratory support systems and a cadre of experts who could 
provide technical, laboratory, and fIeld support The project would work to enhance eXisting 
faCIlities and bnng In outside experts for training and/or demonstrations as required The Center 
of Excellence, also referred to as the ALES Technical Center, would work hand-In-hand With the 
CAFT (Center for Advanced Food Technology) Center at Rutgers University CAFT IS a partner 
In the project (See Attachment 1) 

The goals and means to reach them that are defined In Attachment 1 hold true, but after 
examining eXlstrng faCIlities here In Egypt, It was determined that an alternative was needed 

The proposed new plan for the Center of Excellence Will encompass the follOWing, 

Q An Industry adVISOry committee consisting of nine (9) members Representatives would 
be drawn from the pnvate sector and should Include extensive representation from the 
busmess and trade associations The Task 2 Leader would serve as a non-votmg 
member of the adVISOry board and act as Secretary 

Q A reference library based In the ALES offices (CIMISA) 

Q A working arrangement WIth the Food Technology Research Instttute (FTRI) and other 
operattons aimed at upgrading and expanding pIlot processing facllttles for use by the 
Industry 

Q List of contract faCIlities where analyses and/or projects may be conducted 

(J Working agreements With trade associations and academiC organizations to utilize their 
expertise In developIng projects and/or providing technical assistance on projects 

(J Management of the organtzatlon would be evolutionary 

The Center of Excellence WIll be coordinated through the Task 2 leader and be located In the 
ALES offices At thiS time there are no Immediate plans to establish a formal Center of 
Excellence faCIlity The ultimate goal of the project would be to move all resources Into a facility 
that can prOVide most or all of the services envIsioned In the angInal Center 
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DISCUSSion of COE Components 

Industry AdvIsory CommIttee - Projects for fundIng by the ALEB project wIll be submItted to 
the Committee They will review the proposals, evaluate their potential value to the Industry and 
submit It for bids at the appropnate facilities Committee members will be selected based on a 
commitment to Improving the processed food export market Ideally, there should be 
representation from bUSiness aSSociations In different Cities Committee membership should 
assure a cross representation of products/processes Committee members Will be asked to 
spearhead the development of product/process subcommittees Subcommittees may Include 
suppliers, members of academia and pnvate sector consultants These subcommittees Will be 
charged with soliCIting Industry members and determIning the needs of the Industry 

The Committee Will be responsible for chartIng the direction of the Center of Excellence and 
creatIng ItS operating procedures 

PrOjects can also come from the outside If a pnvate laboratory, university professor or other 
individual comes forward With a proposal that would benefit the Industry, the project could be 
funded by the through the Center of Excellence The mechanism to do thiS needs to be 
established As an example, ALEB staff have already been approached by two IndiViduals With 
Ideas that could benefit the export Industry long-term One addressed the Issue of shipping 
damage, which we have leamed In the Industry Rapid AnalYSIS (IRA) IS a problem, and the 
second, the Introduction of a new processing technology (Pulsed Electnc Fields) Into Egypt 

2 Reference library (CIMISA) -The reference library Will contain matenals that may be 
reViewed by Industry representatives In-house or on-line Wntten matenals Will Include trade 
magazines technical Journals and other matenals such as expert panel reports The ALEB web 
site Will prOVide links to supplier lists, government documents and other relevant listings 

3 Food Technology Research Institute (FTRI) - The Food Technology Research Institute In 
Cairo can supply many of the needs envIsioned In the onglnal plan The FTRI has functional 
pilot faCIlities for dehydration, all processing, soybean processing and baking They will be 
prOVided With a monthly fee (to be negotiated) that Will be used to upgrade pilot faCilities to meet 
those expected by EU and North American buyers Upgrade Will focus on adherence to 
established Good Manufactunng Practices as defined In the Umted States Code of Federal 
Regulations, Title 21 Part 110 ALEB enVISions the FTRI as being the pnnclple contractor for 
process related work where they have the eXisting pilot faCIlities New equipment acqUiSitions 
may also be placed In thiS faCIlity 

4 Contracting Organizations - ALEB Will maintaIn a IIstmg of contract faCIlities where Industry 
can go to get work done These same faCIlities may also be utIlized In ALEB funded projects 
Examples of such organizatIOns are the Central Laboratory for Food and Feed (CLFF), 
Laboratory of ReSidues AnalYSIS of Pesttcldes and Heavy Metals In Foods (The Center) and the 
UniverSity of Alexandria (Department of Nutrition and Food Technology) The University of 
Alexandria has pilot faCIlitIes for retort processing of low-aCid and aCidified canned foods like 
the FTRI, resources could be used to upgrade these faCIlities Price lists for analyses, such as 
mIcrobiology, pestiCides, heavy metals, nutritIonal profiles, mycotoxlns and other quality 
parameters Will be on file In the ALES library ALEB Will work With these organizations 

5 Working Agreements - ALES Will establish working agreements With other UniversIties 
(Alexandria, Aln Shams and Zagazlg, for example), private sector companres trade 
associations and overseas consultants when needed to utlhze their expertise on research 
projects or for trainIng classes An effort to establish set gUidelines for use of time, faCIlities and 
consultants Will be made to Simplify the budgeting process for projects Agreements can be 
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made with new organizatIons at any time, allowing ALEB to contrnually expand their scope of 
activitIes and brrng Increased benefIts to the prrvate sector 

6 Industry Members - Processor members would be assessed a fee for membership In the 
Center of Excellence Varrous levels of membership could be established ThiS would be a first 
step towards developrng a sustainable operation Creation of a self-supporting mechanrsm 
would be a long-term goal The dues structure IS something that Will need to be determined 
We Intend to draw heavily on matenals gathered by Dr Thomas Herlehy (Task 4 Leader) to 
determine how to properly develop thiS program Dr Herelhy's work Will proVide us inSights mto 
what are realistic payments for Egypt Please remember, that thiS IS a long range program 
ALEB does not Intend to Implement any kind of dues structure until we have fully assessed 
needs and Willingness of the Industry to support such a program As thiS IS a USAID funded 
project, It Will also be ImperatIve to determine how thiS can be properly done within the 
organization 

Dues structures that are commonly used In the United States Include the follOWing, 

Flat Rate - All members, regardless of Size, are charged a flat rate for membership 
ThiS IS a structure employed by the developing Egyptran Dairy Industnes ASSOCiation 

II Staggered Rate Structure - Members are assessed a dues fee based on production 
volumes In the case of the Center of Excellence, the staggered fee structure would 
probably have to be based on export volumes Members would be assessed an 
Increasing rate up to a maximum export volume At that pOInt, a ceiling would be 
reached There are Inherent disadvantages In thiS system, as large contnbutors tend 
to demand greater services 

III Dues for Services - Another possible dues structure would establish dues for services 
ThiS would establish a rate schedule that prOVided members With different servIces for 
different fees For example a processor who Simply wanted to have receive the 
monthly newsletters and access to the baSIC webSite would be charged one fee, 
whereas a processor who wanted the complete package would be assessed a higher 
fee To encourage membership a program that would offer members would discounts 
on all training programs 

7 Management - Management of the Center of Excellence would start wlthm ALEB It would 
then move to the board, With the Task 2 leader or hIS counterpart acting In an adVISOry role 
The long term goal would be to place management of the organization In the hands of a 
management profeSSional Our experrence In Egypt indicates that the great maJonty of the 
bUSiness and profeSSional associations are managed by members of the organization We 
have already observed how thiS can create "cliques" or serve to fragment an organization 
redUCing ItS overall effiCiency and compromisIng growth A profeSSIonal aSSOCIation manager 
does not have to be Involved With the Industry he IS serving but does need to understand the 
goals of the organization and the needs for the future 
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Tlmelmes for Establlshmg the Center of Excellence 

Announcement of Center Plan - May 13-18, 1999 at the Launches 

Phase I Plannmg 

+ Creation of Center of Excellence MIssion Statement & GUidelines, including role of 
the Board & Industry membership 

+ Selection of Board Members 

+ Development contractual arrangements with partners (Alexandna, FTRI, pnvate & 
public sector laboratones and service orgamzatlons) 

+ Identify start-up or core Industnal participants 

+ Develop preliminary prOJects from Industry Rapid AnalysIs and other USAID 
programs 

Phase 1/- Startup 

+ First Board Meeting/SelectIOn of Officers 

+ Define goals for members 

+ Evaluate and select projects 

Phase 111- Ongoing OperatIons 

+ Performance review 

+ Members recrUitment 

• SWOT analYSIS on organization (Board & ALES staff) 

Phase IV - Self-SufficIency 

+ AppOintment of full-time manager With expenence managing an aSSOCiation 

+ Dues collection and ongoing programs 
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Attachment 1 

Strategic Plan for the Establishment of a "Center of Excellence" In Egypt to Support the USAID 
Agnculture-Led Export Business Program (ALE B) Both DUring the Contract and as a Surviving 
Resource to the EgyptIan Food Processing Industry 

Slide I 

SlIde 2 

Technical MIssion of ALES 
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Center MISSion 

t;; Attract Industry Partlclpabon to the AlES 
Program 

t;; Train In Application of Required Technical 
Methods and Procedures 

t;; ProVIde EqUipment Demonstration Site 

t;; Directly AsSist In Product Development 
/process DefInitIOn Ond Contract 
ServIces} 

Wltlun the overall USAIDlEgypt 
Agncu1ture-Led Export Busmess (ALEB) 
Program, eXlsts a TechmcalTIuust 
consistIng of a drrect techmcal nusslon and 
an objectIve of estabhsbmg a lastmg 
Center of Excellence referred to as the 

ALEB Techmca1 Center 

Regarding the Techmca1 MIssIOn Wlthtn 
ALEB 

In co-operatIon With an EgyptIan, ALEB 
TechnIcal Center and U S resources (e g 
The Center for Advanced Food 
Technology, Rutgers The State Umverslty 
of New Jersey) ALEB wt11 proVide 
tecbrucal asSiStance to EgyptIan food 
processors m order to expand or lIDtIate 
processed foods exports Techmcal 
assIStance WIll mclude cooperatIve 
defimtIon of speclfic mgredIent sUltabllIty 
good manufacturing practlce, and requrred 
processmg for targeted export products 
Where appropnate, the ALEE techmcal 
teant WIll also prOVide expert 
recOlUlnendatIons regardIng eqUIpment 
selectIon, test and momtonng methods 
packagmg analySIS and Iabelmg Workmg 
With other ALEB teams, the techrucal team 
WIll seek to facIhtate strategic allIances and 
servIces 

In defimng the MisSlOn, specIfically of the 
ALEB Techrucal Center four obJeCtlves 
were estabhshed 1) Attract mdustry 
partlClpatlOn to the ALEB Program, 2) 
Tratrung m applIcatIon of requrred 
techrucal methods and procedures 3) 
EqUlpment demonstratIon SIte, and 4) 
ASSistance ill Product developmentlProcess 
defimtton. The ATC may be called upon to 
prOVide contract sefVlces to mdustnal food 
producers 
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Shde4 

Shde 5 

Attract Industry to ALEB 

1; Definli:lon 
'VldentJfy private sector food processors and 

sohclt partlclpabon In AlEB Provide ongomg 
source to encourage continued parbopatlOn 

1; Resources Required 
'Vlndustly contacts (Egypt wille) 

'VStrong reputatIOn wllhm I1dustry 

Training 

1; Definli:lon 
'VCenter/in-plant tralmng for cnbcal methods 

Uldudmg HACCI' IIIgredlent quahficatlOn 
quality assurance, good manuiadurUlg 
practices, standards and cerbftcatJon. 

1; Resources ReqUIred 
'VAceess to qualified personnel 

'Vlndustly acceptance 

'VAccess to hands on facRlbes and equipment 

Equipment Demons~bon 
/_-

t;; Definli:lon 
",Demonstrabon site fot advanced" equipment 

to provide opportunity for producers to test 
equipment prior to purchase declSlOn 

t;; Resources ReqUired 
'VSultable space for food proce5Slllg 

",1JtJ111:1es (electric steam air vacuum waste) 

",Englneenng personnel 
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The ATC should be able to assist In 
IdentIfymg pnvate sector food processors 
and sohcltmg partIcipatIon In ALEB 

Followmg start-up, the Center would 
proVide an ongOIng source to encourage 
contmued partICIpatIOn 

In order to accomplIsh this objective the 
Center needs Industry contacts (Egypt­
Wide) and a strong reputation WIthIn the 
food processor mdustry 

The second objectIve for the ATC IS to 
prOVide Center/m-plant tranung for cntIcal 
methods mcludIng HACCP mgredtent 
quahficatIon, qualIty assurance, good 
manufacturmg practices standards and 
certlficatIon. 

AccomplIshIng such trammg WIll reqwre 
access to quahfied personnel, Industry 
acceptance of the ATC role, and access to 
hand-on faclhtles and eqUipment 

CAFTJRutgers expenence IS that a 
demonstratIon sIte for' advanced" process 
and packagrng eqUlpment to prOVide 
opporturuty for producers to test eqmpment 
pnor to a purchase deciSion IS a valuable 
obJecuve for the ATC 

It may be posslble to proVide this capablllty 
WIthout major capital eqmpment purchases 
If short-term demonstratIons can be 
negotlated With eqUipment suppbers 
seekmg sales to EgyptIan producers 

In order to accomplish such a 
demonstratIon the Umverslty would 
reqUIre SUitable space for food processing 
utIlities (electnc steam, au, vacuum 
waste) and Engrneermg personnel With an 
mterest and qualIficatIon to assume an 
mtermedIary role between the eqUIpment 
manufacturers and the food processors 
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Shde 7 

Product/Process Assists 

t;; Defimtlon 
IjIProvide aSSIStance to IndUstry group and 

IndIVidual (Inel contract services) ror product 
rormulatlon and process deflflltlOn 

t;; Resources ReqUired 
IjIAccess to quallfoed personnel 

IjIRelevant processmg equipment 

IjIProduct testing mcludmg sensory tests 
IjIlnstitubon abUity to accept Industty contracts 

Center Evaluation 
strengthlWeakness 
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The [mal objectlve of the ATe IS to provIde 
assistance to mdustry groups and mdlvldual 
comparues (mcludmg contracted services) 
for product formulatIOn and process 
defirutlon (mcludmg packagmg) 

Once ALEB target product sectors are 
IdentIfied jomt research & development 
may be requIred to qUlckly enter the export 
market Resources requIred at the ATe 
would mclude access to qualIfied personnel 
and to the relevant eqmpment (both 
analytIcal and processmg) 

DependIng on the capabllItles of mdustry 
product development laboratones, a 
potential area of asSistance may be sensory 
testIng of product candidates 

In order to provide asSIstance of the nature 
descnbed above the ATe must be able to 
enter mto mdustry contracts The purpose 
of such contracts would mclude protectmg 
any sensItlve mformatlon regardmg 
company products raw matenals, and 
processes 

In evaluatmg the ALEB TechnIcal Center 
conSideration IS given to both the current 
status and that whIch could be achieved m 
the future (three-years) With respect to 
personnel and facIltty resources 

The oblIgatIon of the Center for Advanced 
Food Technology Rutgers Umverslty to 
asSISt In estabhshmg the EgyptIan Center 
of Excellence" IS extensIve and CAFT has 
pledged to do ItS best to accomplish the 
objectlves 

The ALEB TechnIcal Center objecuves 
may reqUIre the "Team" to work With a 
broader group of faculty and pursue 
facIlltles not munedIately aVaIlable 


