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EGYPTIAN CENTER OF EXCELLENCE 

1 EXECUTIVE SUMMARY 

One of the Initial miSSions of the Agriculture Led Export Businesses (ALEB) project was 
to establtsh what was defined In the proposal as a Center of Excellence (Center) 
Ideally, this Center would provide the private sector 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 ALEB partners 

2. INTRODUCTION AND BACKGROUND 

2 1 ALES MISSION 

The miSSion of the Agriculture Led Export Businesses (ALEB) IS to Increase exports of 
processed foods by private sector processed food companies by $10,000,000 through 
the three year life of the project By providing technical assistance In marketing and 
business and In food processing techniques, the belief IS that the Industry Will 
experience significant growth dUring the life of the project and continue long thereafter 

This Will be accompltshed through a two-pronged approach, 

1 The use of multiple tools and activIties to provide support to processors Interested 
In enhanCing or Initiating an export bUSiness 

2 Providing Industry level support to a cross-section of frUit and vegetable firms and 
processors 

Partners In the project Include the Allied Corporation In Cairo, Egypt, The Center for 
Advanced Food Technology (CAFT) from Rutgers University of New Brunswick, New 
Jersey, The Mitchell Group of Washington, DC, SRD Research of Salt lake City, Utah, 
the Department of Nutrition and Food Technology at Alexandria University and the 
Sparks Companies, Inc of Memphis, Tennessee There are many other firms and 
consultants who have tentatively agreed to participate In the program 

Within the project, there are five distinct but Interconnected tasks The Chlef-of-Party 
for ALEB IS Mr DennIS Buda Mr Buda has been workIng on the project for over a 
year, well before Abt ASSOCiates was granted the contract from USAID The five tasks 
within the program and the task leaders are, 

• Task 1 ExpandIng and Making More WIdely Available Targeted Export 
Marketing Product Information (Dr David Dyer) 

• Task 2 Increased Access To and ExpanSion of Processing Technologies and 
Product Improvement ServIces (Mr Richard Stier) 
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• Task 3 Strengthen and Expand International Marketing, Management & 
Technical Skills (Mr Douglas Anderson) 

• Task 4 Enhance Association and Private Export Service (Dr Thomas Herlehy) 
• Task 5 Expand and Enhance Private Sector Strategic Alliances Supporting 

Services (Mr DenniS Buda and Mr Douglas Anderson) 

22 TASK 2 MISSION 

The Task 2, "Increased Access To and ExpanSion of Processing Technologies and 
Product Improvement Services", has several baSIC components These Include the 
development of an Egyptian Center of Excellence and the provIsion of technical 
support to pnvate sector food processors Support will be In the areas of food safety, 
Sanitation, quality systems and other disciplines Identified In the Industry Rapid 
Assessment ThiS will encompass training and education, work With Industry segments 
and aSSOCiations through Task 4 and With Individual food processors 

2 3 THE CENTER OF EXCELLENCE, 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 broad resources, that IS, the 
facIlity would have pilot and processing capabilities for In-house training, 
demonstrations and development, training 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 ALEB 
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 (Appendix 
I) 

The goals and means to reach thiS vIsion are defined In AppendiX 1, but after 
examining eXisting faCIlities here In Egypt, It was determined that an Intermediate 
solution was needed 

The proposed plan for the Center of Excellence will encompass the following, 

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

CI A reference library based In the ALES offices (ARAC) 

CI A working arrangement With Alexandna University. the Food Technology 
Research Institute (FTRI) and other operations aimed at upgrading and 
expanding pilot processing faCIlities for use by the Industry 

CI List of contract faCIlities where analyses and/or projects may be conducted 
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Cl Working agreements with trade associations and academic organizations to 
utilize their expertise In developing projects and/or providing technical assistance 
on projects 

Cl Management of the organization would be evolutionary In keeping with the 
Center's development 

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 
onglnal Center 

3 PROSPECTUS FOR THE CENTER OF EXCELLENCE 

31 MISSION 

The Center of Excellence shall prOVide private sector food processors with technical 
support aimed at upgrading eXisting operations to enhance export capabilities Support 
Will be In the areas of product and process development, food safety uSing the HACCP 
(Hazard AnalysIs and Critical Control POint) system as a gUide, sanitatIon and GMP 
(Good ManufactUring Practice compliance), quality systems and any other programs 
that are Identified as necessary to enhance the market positIon Internationally 
Technical assIstance Will consist of educatIon and trainIng In targeted areas, support to 
targeted Industries such as the freeZing and dehydration Industnes and direct support 
to IndiVIdual companies ThIS support Will be prOVided by ALES staff, short-term 
experts IdentIfied by the project and In-country experts 

3 2 THE STAKEHOLDERS 

The stakeholders In thIs organization shall be private sector Egyptian food processors 
who are exporting or are conSidering entering the export market 

3 3 CONTRACTUAL RELATIONSHIPS 

The Center Will maintain a listing of contract faCIlities where Industry can go to get work 
done These same faCIlities may also be utilized In ALES funded projects Examples of 
such organizations are the Central Laboratory for Food and Feed (CLFF), Laboratory 
of ReSidues AnalYSIS of PestiCides 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 
Pnce lists for analyses, such as microbiology, pestiCides, heavy metals, nutritional 
profiles, mycotoxlns and other quality parameters Will be on file In the library 

As an example, 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 
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dehydration, 011 processing, soybean processing and baking They would 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 Upgrades will focus on adherence 
to established Good ManufactUring Practices as defined In the United States Code of 
Federal Regulations, Title 21 Part 110 ALEB envIsions the FTRI as being the principle 
contractor for process related work where they have the eXisting pilot faCIlities New 
equipment acquIsitions may also be placed In thiS faCIlity 

ALEB Will establish working agreements With other Universities (Alexandria, Ain Shams 
and Zagazlg, for example), private sector companres, trade associations and overseas 
consultants when needed to utilize 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 made 
With new organizations at any time, allOWing ALES to continually expand their scope of 
actiVities and bring Increased benefits to the private sector ALES Will work With these 
organizations to establish contracts that define their role and their relationship With the 
Center Contracts Will address Issues such as pricing, confidentiality and consulting 
fees 

34 ORGANIZATION AND KEY OPERATING ELEMENTS 

341 Executive Team - The Task 2 leader Will serve as adVisor to the Center of 
Excellence In his absence, thiS role Will be filled by the Task 2 counterpart In thiS 
role, the Task 2 leader Will serve as a non-voting member of the adVISOry committee 
and as a liaison to all technrcal sub-committees 

The long term goal would be to place management of the organization In the hands of a 
management profeSSional Our experience In Egypt Indicates that the great majority of 
the bUSiness and profeSSional associations are managed by members of the 
organization 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 

3 4 2 Industry AdVISOry Board - Board members Will be elected based on a 
commitment to Improving the processed food export market Ideally, there should be 
representation from bUSiness associations and Industries from different cities Board 
membership should assure a cross representation of products/processes The first 
board Will be elected for varyIng terms to allow for a staggered turnover Board 
members WIll be asked to spearhead the development of product/process 
subcommittees Subcommittees may Include suppliers, members of academia and 
private sector consultants These subcommIttees WIll be charged With soliCitIng 
Industry members and determining the needs of the Industry 

The Board WIll be responSible for chartIng the dIrection of the Center of Excellence and 
creating ItS operating procedures 
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343 Project Management - Projects for fundIng by the ALES project wIll be submItted 
to the Industry AdvIsory Soard They WIll revIew the proposals, evaluate their potential 
value to the Industry and submIt It for bids at the appropriate facIlitIes 

Projects can also come from the outside If a private 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, ALES 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 learned In the 
Industry RapId AnalysIs (IRA) IS a problem, and the second, the IntroductIon of a new 
processIng technologIes Into Egypt 

3 4 4 Evaluator - The progress of the Center of Excellence shall be subject to revIew 
by the UnIted States Agency for InternatIonal Development 

3 5 MEMBERSHIP 

Private sector processors Wishing to become members of the Center of Excellence Will 
need to submIt an "ApplicatIon for Technical ASSIstance" to become chents of the ALES 
project Client members WIll be eligible to become members of the Center of 
Excellence Processor members would be assessed a fee for membershIp Various 
levels of membershIp could be established ThiS would be a first step towards 
developIng a sustainable operation CreatIon of a self-supporting mechanism would be 
a long-term goal The dues structure IS something that Will need to be determined We 
Intend to draw heavIly on materials gathered by Dr Thomas Herlehy (Task 4 Leader) to 
determIne how to properly develop thIS program Dr Herelhy's work WIll provIde us 
Insights Into what are realistiC payments for Egypt Dues establishment and collection IS 
a long range program ALES 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 The ultImate goal for the Center of 
Excellence WIll be to create a self-suffIcIent and self-financed organization 

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

A Flat Rate - All members, regardless of Size, are charged a flat rate for 
membershIp ThiS IS a structure employed by the developing Egyptian DaIry 
Industries ASSOCIatIon 

S 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 contributors tend to demand greater servIces We would also have to 
rely on Members to accurately portray theIr export bUSiness 
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C 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 discounts on all training programs might 
be established 

36 TECHNICAL ASSISTANCE 

The Center of Excellence will strive to prOVide technical assistance to Egyptian private 
sector food processors In all areas that will enhance the products and reputation of the 
Industry These areas will Include but need not be limited to food processing, food 
safety, food quality, sanitation and GMP compliance, product and process 
development, introduction of new processes and products, packagIng, dIstribution 
systems and education for all levels of plant and management staff 

361 Targeted Products/Processes - The products and processes that Will be targeted 
by the Center of Excellence WIll be evolutIonary Those with fIrst Priority are ones that 
have determined through the Industry Rapid AnalysIs conducted by ALES's Task 1 and 
Task 3 to have great potential for export success These Include frozen fruits and 
vegetables, dried frUits and vegetables, JUices and JUice concentrates, pickled and 
preserved foods and preserves Other products and products lines Will be addressed 
as opportunities are created or analysIs indicates that an export market eXIsts Long 
term, the Center Will be available to serve all product lines and processes 

362 Education & TraIning - Working with the Task 2 leader, the Center of Excellence 
Will conduct educational and traIning programs targeted at upgrading the processing 
operations and products of the EgyptIan private sector Programs Will focus on food 
safety, Sanitation, quality systems and processes (freezIng, drying, glass packaging, 
low aCid canned foods, JUices and concentrates and pickled products) 

As the Center evolves, the traIning programs currently being conducted through Tasks 
1 and 3 (marketing and bUSiness development) Will be absorbed Into The Center of 
Excellence ThiS Will help to assure long term stability of the organization as one that 
can offer ItS members a complete service package 

363 Product/Process Development - Programs Will also be offered In prinCiples and 
the process of product and process development These programs Will be general 
(covering all product lines) and more speCifiC (addressing speCifiC product lines) USing 
outSide facIlities, "hands-on" programs may be conducted whereby partiCipants Will 
have the opportunity to work on their own projects and go beyond theory to practice 

As the Center of Excellence evolves, the "Virtual Center" may become a true bricks 
and mortar" faCIlity If thiS comes to pass, In-house facIlities for education and 
product/process development may be available 
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37 DELIVERABLESAND PERFORMANCE EVALUATION 

The Center of Excellence will strive to Initiate programs to benefit private sector food 
processors The success of these ventures will be judged by the Industry, as 
demonstrated by their willingness to participate In the project and their use of what any 
studies generate, and the United States Agency for International Development 

3 8 BUDGET AND FUNDING RESOURCES 

The Center of Excellence activities will be funded through the ALEB project As noted 
earlier, the ultimate goal Will be to create a well-managed Industry-funded center 
managed by a professional manager This manager and the Center Will eXist to serve 
the Industry In general, and not represent anyone segment or group Long-term, the 
Center Will be a self-sufficient and self-funded organization 
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TIMELINES FOR ESTABLISHING THE CENTER OF EXCELLENCE 

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

Phase I Plannmg 

• Development of Prospectus - Creatron of Center of Excellence MIssion Statement & 
GUidelines Including role of the Board & Industry membership (August 1999) 

• Identify start-up or core Industnal participants (August 1999) 

• Industry Planning Meeting - Selection of Soard Members (SeJ!)tember 1999) 

• Development contractual arrangements With partners (Alexandna, FTRI, pnvate & 
public sector laboratones and service organizations (September - October 1999) 

• Preliminary proposed projects from Industry Rapid AnalYSIS and other USAI D 
programs (September - October 1999) 

Phase 11- Startup 

• First Board Meeting/Selection of Officers (October 1999) 

• Define goals for members 

• Evaluate and redo selection process for projects 

• Call for proposals 

• Evaluate and select first research work 

Phase 111- Ongomg Operations 

• Performance review 

• Members recruitment 

• SWOT analYSIS on organlzatron (Board & ALES staff) 

Phase IV - Self-Sufficiency 

• Appointment of full-time manager With expenence managing an association 

• Dues collection and ongoing programs 

11 



APPENDIX I 

Strategic Plan for the Establishment of a "Center of Excellence" In Egypt to Support the USAI D 
Agnculture-Led Export Business Program (ALEB) Both Dunng the Contract and as a Surviving 
Resource to the Egyptian Food Processing Industry 

Sbde 1 
Technical MISSion of ALEB 

In CO-opeDbon w,'llInEmmn T<chmca1 CcIUnndU S 
RIOUIteS (e g..CAF'J'IRJ1gm) ALEB WlIl JmYlde teduucaI 
"""""e to E£yp!Jan food pnx:aocn In order.o expand or 
DIlIllJIe ~ foodlexporu. Techmc""""'" will 
mdJJdo o:ooponttve delinJuon of opeafic mgredJm 
.... abihty good ~Jl'1l'!lc .. and<eq=d 
_ foramge<ed export producIL Whm oppropnae 
the ALEB tecImIca1leam wiII_ pnMde expert RCOIml..-.... ~ eqmpnat aeledUlJ, .... and 
mODJ1onns moIhodo, pad:JIgJDg. _)'II! and IaileIJng. 
WOIlong 'M!h oIher ALEB T ...... 1he Techmal TCIlll will 
teet to facW1atc Itl'mrpc alhmca andsem.ces 
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Wlthtn the overall USAIDlEgypt 
Agnculture-Led Export Busmess (ALEB) 
Program, eXIsts a Techrucal Thrust 
cOIlSlSbng of a chrect techrucallDlsslon and 
an obJeC1lve of estabhslung a lastlng 
Center of Excellence referred to as the 

ALEE Techntcal Center 

Regardmg the Techntcal MIssion Wltlun 
ALEB 

In co-operatIOn WIth an EgyptIan ALEB 
Techrucal Center and US resources (e g 
The Center for Advanced Food 
Technology Rutgers The State Umverslty 
of New Jersey), ALEB WIll proVIde 
technIcal assistance to EgyptIan food 
processors m order to expand or ImtIate 
processed foods exports Techmcal 
asSistance WIll mclude cooperatIve 
defimtIon of speclfic mgredIent smtabllIty 
good manufactunng practice and reqmred 
processmg for targeted export products 
Where appropnate the ALEB techmcal 
team WIll also provide expert 
recommendatIOns regardIng eqmpment 
selectIon test and momtonng methods 
packagmg analYSIS and labelIng Workmg 
WIth other ALEB teams the technical team 
Will seek to faCIlItate strateglc alhances 
and sernces 



Slide 2 

Shde 3 

Shde4 

Center MIssion 

• Attract Industry Parbopabon to the ALEB 
Program 

• Train In Apphcabon of ReqUIred Technical 
Methods and Procedures 

• ProVIde EqUIpment Demonsbabon Site 
• Directly Assist In Product Development 

/process DefinitIOn (incl Conbact 
SeIVlCes) 

Attract Industry to ALEB 

• Definition 
I Identrfy private sector food processors and 

sohclt partJclpabon In ALEB Provide ongoing 
source to encourag~ conbnued partJapabon 

• Resources Required 
I Industry contacts (Egypt WIde) 
I Strong ~putabon within .. dustJy 

Training 

• Definrtlon 
I Ce~r/ln-piant training for critical methods 

Including HACCP mgredoent quahficatoan 
quality assurance good manufactufllg 
pracbces, standards and certifocabon. 

• Resources Required 
I Access to qualified personnel 
I Industry acceptance 

I Access to hands-on facilities and ~ulpment 
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In defimng the Mission specifically of the 
ALEB TechnIcal Center four objectIves 
were established 1) Attract mdustIy 
participation to the ALEB Program 2) 
Trarmng In apphcauon of reqwred 
technIcal methods and procedures 3) 
Eqmpment demonstration site and 4) 
AsSistance In Product developmentlProcess 
defimtIon The ATC may be called upon 
to proVide contract servIces to Industnal 
food producers 

The ATC should be able to assist In 
IdentIfymg pnvate sector food processors 
and soliCIting participation In ALEB 

FollOWIng start-up, the Center would 
prOVide an ongoing source to encourage 
continued participation 

In order to accomplish thiS objectIve the 
Center needs Industry contacts (Egypt­
Wide) and a strong reputation Within the 
food processor Industry 

The second objectIve for the ATC IS to 
proVide Center/m-plant trammg for CrItical 
methods mcludmg HACCP mgredlent 
qualification quahty assurance, good 
manufactunng practices standards and 
certification 

Accomphslnng such trammg Will reqmre 
access to qualified personnel Industry 
acceptance of the A TC role and access to 
hand-on faClhtIes and eqmpment 



SlIde 5 

SlIde 6 

Equipment Demonstration 
"" v... :... ......... y "(N{~ ........ , .A 

• Definition 
I Demonstration SIte fur "advanced eqUipment 

to provide opportunity fur producers to test 
equipment prior to purchase decision 

• Resources Required 
I Suitable space for food processng 
I utJlJbes (electric sl!!am air vacuum waste) 
I Engineering personnel 

Product/Process AsSISts 

• Definition 
I Provide ilSSlSlance to industry group and 

IndIVidual (IneL contract services) for product 
formulaoon and process defilltion 

• Resources Required 
I Access to qualified persomel 
I Relevant processing equipment 
I Product testing Including sensory tests 
I InsbtutJon abHIty to accept Industry contracts 
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CAFflRutgers expenence IS that a 
demonstratIon SIte for advanced process 
and packagIng eqUlpment to proVIde 
opportunIty for producers to test eqUlpment 
pnor to a purchase declSlon IS a valuable 
objectIve for the ATC 

It may be poSSIble to prOVIde tlus capablbty 
WIthout major caPItal eqUIpment purchases 
If short-term demonstratIons can be 
negotIated WIth eqUlpment suppbers 
seekIng sales to EgyptIan producers 

In order to accomplIsh such a 
demonstratIon, the Umverslty would 
reqIDre SUItable space for food processmg 
utIlItIes (electnc, steam, arr vacuum 
waste) and Engmeenng personnel WIth an 
mterest and qualIficatIon to assume an 
mtermedIary role between the eqUlpment 
manufactllrers and the food processors 

The final objectIve of the A TC IS to 
prOVIde assIstance to mdustry groups and 
mdtVldual compames (mcludmg contracted 
seTVlces) for product formulatIon and 
process defimtIon (mcludtng packagIng) 

Once ALEB target product sectors are 
IdentIfied, Jomt research & development 
may be reqUITed to qIDckly enter the export 
market Resources reqUlred at the A TC 
would mclude access to qualIfied personnel 
and to the relevant eqUlpment (both 
analytIcal and processmg) 

Dependtng on the capabIlitIes of mdustry 
product development laboratones a 
potentIal area of assIstance may be sensory 
testIng of product candtdates 

In order to prOVIde assistance of the nature 
descnbed above the ATC must be able to 
enter mto mdustry contracts The purpose 
of such contracts would mclude protectmg 
any sensItIve mformatIon regardtng 
company products raw matenals and 
processes 



Sllde 7 Center Evaluation 
Str.ngth~eakness 

~ V~ "oN .... xlW'<-~N.Y.i~w .... ",. 

.... IbIiI:G.~ - - -". -". . _ ... -- - ---- . ,. . , • lD . , 
MhcthUQ .. MS _.- ... 
---
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In evaluatmg the ALEB TechnIcal Center 
consIderatIon 18 gIVen to both the current 
status and that whIch could be achieved m 
the future (three-years) With respect to 
personnel and facility resources 

The obhgatIon of the Center for Advanced 
Food Technology Rutgers UnIVersIty to 
asSist m estabhshmg the EgyptIan "Center 
of Excellence' IS extensive and CAFT has 
pledged to do Its best to accomplIsh the 
objectIves 

The ALEB TechnIcal Center objectIves 
may reqUIre the ''Team'' to work With a 
broader group of faculty and pursue 
faClhtIes not mmlematelv avaIlable 


