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I PURPOSE AND SCOPE

A, Conducting Workshop on Strategic Planning For Commercial
Representation

The MOEFT asked RDI assistance in thinking through how Commercial Representation
might create a human resources development program that would strengthen their ability
to promote both Egyptian exports and increase foreign investment in Egypt. The
Commercial Representation sector has for a number of years worked to promote Egyptian
products and helped connect Egyptian exporters with appropriate individuals and
organizations in foreign countrres. However, with increasing global competition, the
Commercial Representation sector wants to think strategically about how its work could
make additional contributions toward increasing Egyptian exports, and realizes it is
important that senior leadership in Commercial Representation (CR) think strategically
about how to meet this need. It is also important that CR work closely with Egyptian
private sector — viewing the exporters as “users” or “customers” of the services CR
provides.

Final outputs from this assignment are:

1. Final design and preparation for a workshop for Commercial Representation
on Strategic Planning.
Completed workshop.
. Consultant report which captures the outputs from the workshop,
including recommendations for next steps.

L)

This report is organized under the following sections:

Section 1. Purpose and Scope;

Section II. Activities Undertaken

Section III.  Qutcomes from the workshop, Strategic Planning for Commercial
Representation

SectionIV.  Recommendations for next steps

Appendices’
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1II. ACTIVITIES UNDERTAKEN

In developing recommendations for strengthening Commercial Representation, the
following activities were undertaken:

s Meeting with Fatma Khattab from the MOEFT to plan how the work with
the Commercial Representation sector might proceed.

e Meeting with Mr. Hamdy Metwalli, First Under Secretary, Head of
Commercial Representation to discuss the purpose and scope of the APRP
contribution.

* Meeting with Dr. Ashraf EI Rabiey, Commercial Counselor, Ms. Nagwa
Fouad, Ms. Mena Roushdy, and Ms. Amal Fouad, all of who are
commercial attaches.

¢ Second meeting with Dr. Ashraf El Rabiey, Commercial Counselor to
present our recommendations.

¢ Third meeting with Dr. Ashraf El Rabiey and Dr. Hamdy Metwally to
finalize the workshop goals and agenda.

oI. OUTCOMES FROM STRATEGIC PLANNING FOR COMMERCIAL
REPRESENTATION

Attending this workshop were senior level staff from the Commercial Representation
sector and a number of Egyptian exporters. A list of those attending is included in
Appendix One.

Workshop goals were: 1) To develop strategic thinking and planning for how Commercial
Representation can better promote exports and increase foreign investment in this age of

increasing global cc';mpetition; and 2) To strengthen how CR and exporters work together
to increase exports. A copy of the agenda is in Appendix Two.

The workshop began with introductory comments by Dr. Max Goldensohn, Chief of
Party for the Agriculture Policy Reform Project (APRP); Mr. Mahmoud Nour,
Coordinator for APRP; Ms. Bobette Orr, Commercial Counselor U.S. Embassy; and Mr.
Hamdy Metwally, First Undersecretary and Head of Commercial Representation.



Mr. Metwally proposed five questions the group should address. Three small groups
were formed to work on these questions:

1. What do exporters expect from Commercial Representation regarding
export promotion?

2. What do exporters expect from Commercial Representation regarding

advocating for exporters’ interests in foreign markets?

. What do exporters expect from Commercial Representation during

negotiating and concluding government agreements?

4. What 1s the role of Commercial Representation in reforming policies
through providing advice to the Government based on recommendations
recetved from offices abroad?

5. What does Commercial Representation expect from exporters?

[F3]

Each group developed recommendations for the question(s) assigned to them. Each
group reported their recommendations back to the total group followed by discussion.
The complete work from each smail group is located in Appendix Three.

The group also went on a field trip during the afternoon of the first day’s session to visit
an export operation, the group traveled in a bus to the Noubareya farm of the Mafaa
Company; Sherif El-Maghrabi, President.

Several exporters accompanied the Commercial Attaches and their Director, Mr. Hamdy
Metwally for this trip. This farm grows, packs and exports grapes, lettuce, citrus,
strawberries and other crops. They are extremely successful and have an extremely well
organized and managed farm, with the latest in post-harvest handling technology.

They have never had a shipment rejected by an importer. Most of their product goes to
Europe, which is the most demanding of Egypt’s markets for fresh exports.

The group was able to observe the farm, observe the farm’s packing operations, and talk
with staff about various issues involved in exporting farm products.

The Commercial Attaches were very impressed by the Mafaa Farm.

Several of them mentioned that they had no idea that Egyptian agriculture was so
advanced, both technically and commercially. They said that this would make a real
difference in their ability to present Egypt’s export agriculture to businessmen in the
countries to which they will be assigned.

On the second day of the workshop the group developed a list of summary
recommendations. These were discussed and consensus was reached on each. These are
located in Appendix Four.

(¥}



. RECOMMENDATIONS FOR NEXT STEPS
1. Developing Implementation Plans

1t will be important for the Commercial Representation sector to review the commitments
it made when agreeing with the recommendations coming from the workshop to
determine which ones to start first. It will be necessary to establish plans and processes
needed to implement the agreed-upon recommendations. These written plans should
include action steps required, intermediate milestones, timelines, and to whom
responsibilities have been assigned. Since there several recommendations that will
require significant implementation efforts, the leadership responsibility for this should be
assumed by the senior management team within the CR. The head of the CR should be
actively involved in participating in major implementation decisions, but should delegate
much of the responsibility to the various members of the senior management team.

2. Follow Up Meeting to Review Progress

We suggest that this same group of people meets in six months time to review these
commitments and to assess progress that 1s being made. At this time, the successes could
be recognized and appreciated and constraints and barriers could be identified and
solutions sought. This would encourage all group members to remain committed to
implementing the recommendations that were agreed upon.

3. Additional On-going Similar Meetings

We recommend that additional workshops be conducted between the CR staff and
Egyptian exporters, perhaps targeting each workshop to a particular industry or market
segment. In this way the major goals of this workshop - [} To develop strategic thinking
and planning for how Commercial Representation can better promote exports and
increase foreign investment in this age of increasing global competition; and 2) To
strengthen how CR and exporters work together to increase exports — can be continued.

4.Conclusion

!
The participants in these sessions agreed that the opportunity for exporters and
Commercial Attaches to meet and discuss their needs and priorities had been extremely
valuable. Many of the Commercial Attaches had never had a chance to meet exporters
before in a situation where they could discuss their needs, resources, and priorities.
RDI is prepared to work with both groups in the future to follow up on the opportunity
this represents to increase Egyptian agricultural and agribusiness exports.



APPENDIX ONE

Attendees List

Strategic Planning Workshop

Building Stronger Partnership between Commercial Representation

and Private Exporters

15 - 16™, July 2000
Names
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Magdy Farahat
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. Zeinab Mahmoud Morsi
. Alaa shalaby
. Dr. Mostafa Akram Mohamed
. Menna Roshsy Abd El-kader
. Nagwa Ahmed Fouad
. Mohamed Samir Ezzat
. Bobette Orr
. Gamal El-Nazer
. Nagui EI-Favumi
. Dr. Osama Kheir El-Din
. Dr. Samir El-Naggar
. Dr. Mostafa Ibrahim
. Adham Asaad Nadim.
. Abdo Badawy Ibrahim
. Dr. Ahmed Samir Nasser
. Reda Aliah Mohamed Helmi
. Samir Mostafa El-Naggani
. Dr. Faruk El-Shobaki
. Essam El-Din Morsy
. Mohamed Ibrahim Shams
. Al Helmi Eissa
. Akram Bekhit Hussein
. Dr. Mervat Mahmoud Taha
. Mohamed Aly Morsi
. Dr. Mohamed Adel El-Ghandour
. Ibrahim Shetta
. Dr. Khalil El-Malki
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Organization

First Undersecretary Ministry of Economy

Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commerciat Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Counselor
Commercial Attaché
Commercial Attaché
Commercial Representation

Commercial Counselor USA Embassy

Ex-Minister of Tourism
Executive Director Expo Link

Agricultural Commodity Council Chairman
Agricultural Commodity Council Deputy Chairman

Private Exporter
Nadim Company
Private Exporter
Private Exporter
Private Exporter
Private Exporter
Private Exporter
Private Exporter
Prvate Exporter
Private Exporter
Private Exporter

Image Pharmaceutical Company

Mobica Company
Sentch Company
Ministry of Agriculture
Ministry of Agriculture
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39.
40.
41.
42.
43,
44,
45,
46.

Dr. Mohamed Sayed Khalil
Saeed El-Sayed Mansour
Salah Hussein Ahmed
Eman El-Eraki

Kamal GabAllah

Thab Thabet

Abd El-Aziz Gira

Fekry Abd El-Salam

From APRP Staff:
RDI:
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11.

Wilma Gormley

Dr. Max Goldensohn
Samir Shehata

Abd El-Shakur Zahran
Aya Kanm

Ghada Tawfik

Heba Hosny

Abd El-Reheem El-Mahdi
Heba Zahran

Mostafa Ahmed

. Mahmoud Nour

MVE:

12.

Dr. Adel Mostafa

Mimstry of Agricuiture

Ministry of Agriculture

Ministry of Agriculture

Journalist

Journalist (Ai-Ahram Newspaper)
Middie East Agency

Journalist (Al-Ahram Newspaper)
Journalist



APPENDIX TWO

COMMERCIAL REPRESENTATION
MINISTRY OF ECONOMY AND FOREIGN TRADE

STRATEGIC PLANNING WORKSHOP
Building Stronger Partnership between Commercial Representation and Exporters

July 15-16, 2000
Hilton Hotel — El Borg

Workshop Goals

To develop strategic direction and vision for how the Commercial Representation can
better promote exports and increase foreign investment in this age of increasing global
competition.

To strengthen how the Commercial Representation and exporters work together to
increase exports

Workshop Agenda

Saturday, July 15

9:00 Workshop Introduction

r amdy etwally irst ndersecretary ead of ommercial e resentation
r ahmoud Nour oordinator AP P

s obette rr ommercial ounselor mbassy

r ax Goldensohn P AP P/eform esign and mlementation
9:30 Discussion Questions and Small Group Formation
10:00 Small Group Work

12:00 Break

12:30 Small Group Reports and Discussion (two groups)
3:00 Field Trip to Visit Exporters

7:00 Return to Hotel

8:30 Dinner
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unday July 16

9:00

10:30

11:00

12:30

Small Group Report and Discussion (3™ group)
Break

Presentation of Summary List of Recommendations with Discussion
and Consensus

Closure and Lunch

10
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APPENDIX THREE
Recommendations from the Three Working Groups

I. Working Group Responding to Questions 1 and 3. Their
recommendations follow:

e  What do exporters expect from Commercial Representation regarding export

promotion?
e  What do exporters expect from Commercial representation regarding
advocating for exporters’ interests in foreign markets?

1. Enhance the physical and human capabilities of the Commercial
Representation (CR) offices to ensure better service to Egyptian export
businesses.

2. The Egyptian Businessmen Associations (EBAs) should publicize data,
information, reports and studies that come from CR. These shouid be
channeled as quickly as possible to their members, especially the
information that relates to export opportunities, promotion techniques and
investment.

3. Create a special mechanism through which Egyptian export businesses may
contribute to the funding of market research and the development of
contacts for promoting Egyptian exports in the target markets.

4. Guarantee service continuity at the CR offices, especially during ‘ne
announcement of staff transfer movement so that no office would be vacant
at any point of time.

5. Before departure to his/her new station, the commercial counselors/attaches
should visit export-oriented operations across the Egyptian economy.

6. The CR sector should coordinate with the other concerned authorities for
better preparation for Egyptian’s participation in international fairs, show
rooms, and promotion/trade missions. This is particularly meant to ensure
that only serious exporters with potential for success are selected for
participation.

7. Egyptian exporters are called on to comply with the internationally
recognized rules and standards specified by the foreign buyers, especially
those relating to food commodities.

8. The CR sector must be well informed about the export potential of
Egyptian businesses, including basic information about the businesses and
targeted potential markets.

il



9. Name an institutional mechanism to represent the export business
communities with the CR to help communicate export potential and market
export opportunities.

10. Egyptian exporters are called upon to earmark a portion of their budgets
for a well-contrived promotional operation abroad {publications,
exhibition materials, trade missions, etc.). This will help CR fulfill its
mission within each country.

11. Decisive measures need to be taken by the Egyptian Exporters Associations against
those who commit erroneous practices that damage the name of Egypt in foreign

markets.

H.  Working Groups Responding to Questions 3 and 4. Their
recommendation follows:

s What do exporters expect from Commercial Representation during
negotiating and concluding government agreements?

e What is the role of Commercial Representation in reforming policies
through providing advice to the Government based on recommendations
received from offices abroad?

1. The private sector welcomes and appreciates the keenness of the CR to
cooperate with the export business communities. Since the CR is
understaffed and until the electronic network is established, the Group
recommends that necessary steps be taken by the CR sector to guarantee
private access to timely information on economic and commercial policy.
This should include periodic reports and urgent reports prepared by the
foreign offices of the CR.

IIl. Working Group Responding to Question 5. Their recommendations
follow:

e  What does Commercial Representation expect from exporters?
;

1. Create an appropriate mechanism for a more effective financial
contribution by the Businessmen’s Associations to enhancing the CR
offices abroad.

2. Create and operate an adequate two-way communication mechanism for an
easy flow of information from the CR offices to the Businessmen’s
Associations and vice versa.

3. Organize seminars to which commercial attaches and exporters are invited
to explain preferential agreements concluded already or being negotiated.



4 Maximize private participation in supporting Egypt’s negotiating position
through providing adequate information to the Egyptian negotiator with the
WTGOC (Agriculture and GATs).

5. Chairmanship of the Commodity Councils should be assigned to a neutral
(public) figure that has nothing to do with the export operation to ensure
impartiality in the distribution of export opportunities.

6. Maximize the utilization of the preferential advantages (tariff and non-
tariff) secured by the Egyptian negotiator in the bilateral, regional, and
multilateral agreements.

1]
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APPENDIX FOUR

CONSENSUS LIST OF PRIORITY RECOMMENDATIONS
FROM COMMERCIAL REPRESENTATION PERSPECTIVE

CR calls upon Businessmen Associations to maximally benefit from the
information provided by CR offices abroad. Such information should through those
associations, timely outreach the largest possible number of exporters, especially
the export opportunities which require quick responses.

Exporters are encouraged to follow the recommendations of the CR offices
concerning specific standards (sanitary, phytosanitary, environmental and
veterinary) for certain foreign markets. These also include packaging, wraping and
shipment requirements.

Businessmen Association are called upon to adopt such measures that preserve the
good name of the Egyptian exportable.

Exporters are called upon to maximize the use of the tanff and non-tanff
advantages secured by the Egyptian negotiator in bilateral and multilateral
agreements.

CR offices abroad must be kept well posted of the remits of contracts with the
importers in the countries of assignment. This will help those offices assess the
impact of their efforts and defend the interests of the Egyptian Exporters.
Exporters are encouraged to establish branch offices in their export market or joint
venture companies for marketing the Egyptian products.

Exporters are called upon to allocate a larger portion of their budgets to promotion
activities (publications, catalogues, fairs and exhibitions and trade mission) which
would certainly enhance CR activities.

4
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APPENDIX FIVE

CONSENSUS LIST OF PRIORITY RECOMMENDATIONS
FROM EXPORTERS PERSPECTIVE

. More physical and human resources should be made available to the foreign offices

of the CR in order to efficient assume the functions entrusted to them.
Commercial Representatives must visit production sites (in Egypt) to acquaint
themselves with export potentials in order for them to convey a realistic image to
the importers in the countries to which they are accredited.

In view of the increasing role of CR in promotional activity abroad, the concerned
authorities in Egypt must carefully consider the recommendations dispatched by the
foreign offices of the CR especially those relating to trade missions and out-of-
country exhibitions.

It’s also important that the information channeled by the foreign offices of the CR
must be updated, especially those relating to importers and market research.

A small reception unit should be established at the headquarters of the CR to
provide fast track service to the exporters who seek general information (e.g.
address of the CR offices abroad, bilateral agreements, exemptions. ..etc)

The two sides (CR and exporters) agreed on the need to organize seminars to
catalyze interaction among themselves for common interests.

CR offices abroad must provide the exporters with the internationally accepted
rules and regulations, especially those required their respective countries of
assignment, in relation to the agricultural and food commodities.

Negotiations for trade agreements or free-trade zones should seek to secure more
advantages for the Egyptian exportable products.
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