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1.0 Executive Summary

This document is the strategic plan under which the Agricullule-Led Export Businesses
(ALEB) project intends to operate during the OptIon Period, from January 1, 2002 until
December 31, 2004. The plan was developed by the ALEB team based on lessons Ieamed
and knowledge gained during the Base Period (CY 1999-2001). A separate, 8tIaChed
document entitled, Wot1c Plan for CY 2002 describes the specific acIiYities that the ALEB
team anticipates undertaking during the first year of the OptIon Period.

Following ALEB's Mission Statement, below, the Backgroood section of this SbalBgic Plan
provides 1) a brief overview of the Egyptian economy, 2) a snapshot of the Egyptian food
processing industry, and 3) ALEB's accomplishments during the Base Period (CY 1999­
2001). The ALEB project has completed three successful years of acIiYities in Egypt and
has exceeded ifs overall project milestone of increasing Egypt's processed foods export
value by 17.6 % at the end of the thirty three (33) month Base Period. Tables 1 through 4 on
Pages 7 & 8 of this document show the progress that we made in accomplishing our various
milestones and achievement indicators (task-specific milestones) during the Base Period.

The value of Egypfs processed foods exports actually increased bY 32.8%, from
$62,110,000 to $82,509,000, in the first 24 months of project activity (see Table 1 on Page
7). Moreover, every dollar spent by ALEB during the first two project years (approximat8Iy
$10,000,00 total), generated $2.04 in incremental export revenue from 1998 to 2000
(difference in value of processed food exports). Taking into account the increased sales of
inputs and services that occur with increased processed food exports, in adcfdion to
increased sales of export-quality foods in the domestic market (hotels, restaurants and
supermarkets), each dollar spent by ALEB gen&lated at least $3.00 in inaemeillal revenue,
according to USAIO estimates.

In developing the milestones and achievement indicators for the Option Period, which are
laid out in Sections 5, 6 and 7 of this document, ALEB gave due consideration to USAID's
Intermediate Results 16.1, 16.2 and 16.3, under Strategic Objective 16. The milestones are
similar to those of the Base Period:

Milestone 1: The value and/or volume of Egyptian private sector processed food axpcxtI
will increase to at least $109.92 million and/or 138.96 meIric tons bY the end of the project
Option Period. This represents an increase in value andIor volume of 10% in the first year,
8% in the second year and 6% in the third year of the Option Period, or a total inaeese of
26% by the end of the Option Period. Actual export figures for the Basefme Year (2001) will
be submitted to USAIO as soon as they become available from CAPMAS. The Option Year
1, 2 and 3 objectives will also be modified accordingly and resubmitted to USAIO.

Milestone 2: The aggregate value and/or volume of exports of companies that are within
ALEB's targeted product dusters and who receive both training and technical assistance will
increase by 10% in the first year, 8% in the second year and 6% in the third year of the
Option Period, or a total increase of 26% by the end of the Option Period.

Although Egyptian processed food exports increased in value by 16.7% from 1998 to 1999
and 13.8% from 1999 to 2000, ALEB believes that the industry will not necessarily sustain
this performance going forward, for the following reasons:

• The current global recession naturelly effects Egyptian productivity and exports. In fact,
the Government of Egypt (GOE) recently downgraded its projec:tIon for growth in GOP
for 2001 from 5.5% to 3.3% (New Head Takes OIl8r Central Bank, Business Monthly,
American Chamber of Commerce, December 2001).

• The improvements and increases that our Egyptian dients can make are not 1imiIIess:
eventually, they plateau and then grow more gradually. Indeed, while Egypt has
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continued to increase processed food exports for the past three years, exports inaeased
by a lower margin in ALES's second year of operation (2000) than in the first year
(1999).

• The devaluation of the Egyptian pound may have a detrimental effect on some Egyptian
exports. Some Egyptian food processors use imported materials (e.g., packagi!lg),
ingredients, and equipment, and as the Egyptian pound loses value, these inputs
become more expensive, thus affecting the price and, therefore, competitiveness of the
products.

On the other hand, we must also recognize that the devaluation of the Egyptian pound has
made other Egyptian food processors more competitive, especially if theY use few imported
inputs, or if they upgraded equipment prior to the recent devaluation. The devaluation has
enabled such processors to increase the volume of their exports. Nonetheless, the vaJue of
their exports has not increased at the same rate as the volume, due to the global drop in
prices. For example, from 1998 to 2000, the volume of Egyptian processed food exports
increased by 91.8% (almost doubled), whereas the value increased by only 32.8%.

In light of these facts, our objective is to assist our clients to continue increasing the volume
and/or value of exports by at least 10% in the first year, 8% in the second year and 6% in the
third year of the Option Period.

Achievement indicators are proxy indicators that measure the extent to which ALES has
assisted our clients in becoming more productive and competiIive. The majority of ALES's
achievement indicators were surpassed during the Base Period, as desa1bed in Section 4 of
this document ALES's achievement indicators for the Option Period, detailed in Section 7,
represent a significant departure from the manner in which we measured achievement
during the Base Period. The old indicators were tied to specific tasks or service areas;
whereas, the new indicators are project-wide, in recognition of the fact that all of ALEB's
service areas contribute to achieving all of the indicators.

Moreover, in developing the achievement indicators for the Option Period, ALEB sought to
focus on results, rather than activities or tne8na, and we sought to avoid any redundallcieS.
AlEB's new indicators are inter-related, building upon one another just as ALES's various
activities do. For example, a company wishing to increase exports might decide to develop
and mar1tet a new product This could involve Undertaking a feasibility study, idenliryi IQ
potential customers and/or strategic alliance partners, Identifying new technology, obtai.1Q
financing to fund the purchase of new technology, developing new m8r1teling rnal8riaI, etc.
Our new achievement indicators will enable us to measure a specific company's progI8SS in
all of these areas. Moreover, these indicators will continue to S8IV8 8S proxy incIicators to
measure progress toward achieving the ultimate goal of improving the Egyptian processed
food industry's competitiveness, productivity and exports.

Section 8 describes ALEB's sustainabllity plan, and Section 9 explains our IIlIlIhoddogy for
delivering technical assistance (TA) and training to the industry. During the B8Se Period,
ALES wor1ted with targeted companies (clients) and attempted to give them foaJsed TA and
training across all of our tasks. ALES has revised our methodology for the Option Period ­
The Clusfw Approach. Rather than targeting specific companies, we will target product
clusters (categories) that demonstrate the greatest opportunity to export, and we will focus
our interventions on all of the processing companies within these clusl8rs. In assessing a
product cluster, ALES will also identify service companies and associations with whom we
should work concurrently, or who might assist ALES in our efforts with the food processors.

The Cluster Approach is the driving force behind our annual work plan. Through it, we wiI
determine the product clusters with which we will work in a given year, the types of seMces
and activities we will provide to them, the mar1tets upon which we will focus for each duster,
and the associations and service companies to whom we will also offer training and f8Chnical
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assistance. However, at the end of the day, we win stin work with companies, and we wiD
track the progress that each company (and each aSSOCiation) makes toward achieving the
specified milestones and/or achievement indicators. However, we will not attempt to choose
all of our dient companies at the beginning of the Option Period; rether, we wiD reach out to
all of the companies within the targeted product dusters, and we will focus our effOrts on
those that are most responsive and most capable of increasing exports of processed food
products.

ALES had 73 targeted dients during the Base Period: 13 in Year 1 and 30 each in Years 2
and 3 to whom we provided technical assistance. In faet, however, we gave techi'lical
assistance (TA) to more than 73 companies, because as each year progressed, additional
non-targeted companies would seek assistance from ALES, and we did not deny them.
Altogether, we gave TA to 136 food processing companies. Given the fact that our human
and financial resources will be, in fact, less during the Option Period, we anticipate giving
assistance to a minimum of 125 food processing companies. This number includes the
targeted dients from the Base Period, as they will continue receiving assistallce on an as­
needed basis. It also indudes at least 52 new dients within the food processing industry.
Moreover, we will give assistance to about 9 aSSOCiations and 50 service companies
throughout the Option Period (e.g., credit facilities, banks, transportatio;l, pest control,
packaging, cold storage).

Section 10 briefly describes the different typas of services that.we will offer to food
processing companies, service companies and associations: study tours, trlIining and TA.

In its assessment of the ALES project (Feb-April 2001), the USAID-funded GTG M & E unit
recommended some organizational changes, in order to streamline ALES's various l8Sks,
remove redundancies, etc. Therefore, going forward, we wiD consolidate our aclivitieS and
responsibilities into three, as opposed to the original five, tasks (service areas). These and
other changes are described in greater detail in Section 11 of the report. Finally, section 12
contains our new, proposed organizational chart.

3
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2.0 Mission

ALES's Mission

To improve global competitiveness of the Egyptian
food processing industry, related services

industries and associations to achieve sustainable
export growth.

3.0 Background

Ten years ago, the Government of Egypt (GOE) 186 ec1 the ailicaI ~tallce or gIob8I
competitiveness end its role in international trade. Since 1hen, with ciledioil and asi'l&a
from bilateral end multilateral organizatiOns, the GOE has adopled ,eNIms end has
restruclured many of its traditional agencies and institutions with a focus un sb_1gII-.1ing the
private sector and inaeasing exports to meet the global challenges that..as IriIersaI trade
agreements al8 implemented. However, residual problems slemming from a coilboled
economy l8m8in with inhel8n1 production, pI'OC8ssing, disIribuIing, and markeling cIelidellCies
in the agri-prucessing sector.

Inherent raw ma1eriaI supply problems and the lack of suptisliCal8d <Ulu'aI pndees, post
harvest 1ecttnulogies and lransparent. competitive anc:iIary trade and information services in
the agribusiness sector conIribu1e to its inability to compete in the gIob8I market. In adoiIioi, til
these cons1raints, the Pio1ediotl of the sector with artificial import tari1fs may have n"stili Q
incentive to aggressively dlase export opportunities to the extent that export sales lIJlIl B. to be
treated as incremental sales. with a ffNi excepliuns. But with the advent or reduced 1Idrs
IJI'Ider WTO slricluI8S and the I8C8Ilt assignation of Egypt to the EU MBlii1eirw'IBan Partliership
Free Trade Agreement, Egyptian processors win soon face intematiunaI ClUlT1p8lit:on in the
domestic mar1(el

International letaiIe.'S likely win continue to make addiliunal inroads into the Egyptian doll'Isslk
market as trade barriers 818 reduced or eiminated. Metro, a local Manscu Group CUII1l8"Y in
a strategic aHianoe with Tasca (UK), plans to open 30 supennarkBtlllt1rol.9l2005 end is WII
towartIs meeting that goal. The FI8ndl re4ailer Canefot.n intends lD build three hypeIn....
in Egypt by the year 2003. Two hypennarkets 818 curenlIy IRIer construdiun in Alell8i1d1ia
and Maadi, and they 818 expecIed to open by the end or 2002. Metro AG, a Gem.., b8S8d
food re1aiI chain, also indica1ed its intent to enter the market as a whelasale distrIlUliun uutIel
Between Carrefours and Metro AG, inves1ment in the Egyptian food retail sector cuuId n:I ali
US$292 milflOn. This also offers oppurtunity fur the Egyptian processor. I8SUling in less
fragmented c:flS1nbutiun dlannels and fewer alS1DmerI to 1l18Il8g8. But as the Egyptian
consumer becomes muI8 sophisticated and demands more end betIer choices III CllI....ti...
prices, Egyptian procesSOfS al8 faced with the choices of inIIesti IQ in human and 8CJ.ipment
capital to meet the COlTlpetitioo, developing their market and marketing rapabities, enl8mg
into sbalegic alliances, or liquidation.

The ALES project has comple1ecl three successful y&aI'S of activlties in Egypt and has
exceeded its overall project mileslDne of increasing Egypt's processed foods export value by
17.6% at the end of the 33 month Base Period. The value of Egypfs processed foods
exports actually increased by 32.8%, from $62,110,000 lD $82,509,000, in the first 24
months of project activity (see Table 1 on Page 7 of this document). Moreover, ev&Iy dollar
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spent by ALES during the first two project years (approximately $10,000,00 lotaI), genelaled
$2.04 in incremental export revenue from 1998 to 2000 (difference in value of processed
food exports). Taking into account the increased sales of inputs and services that occurwith
increased processed food exports, in addition to increased sales of export-quality foods in
the domestic market (hotels, restaurants and supermarkets), each dollar spent by ALES
generated at least $3.00 in incremental revenue, according to USAID estimates.

In early 2001, a midterm assessment of the ALES activity was completed by the USAID­
funded GTG M&E Unit, implemented by Price..alerhouseCoopers, and the clear
recommendation of the Assessment Team was that the ALES project be extended through
the Option Period with some recommended stIategic revisions responding to lessons
learned and a focus on demand driven tactics rather than supply driven tactics. ALES's
results oriented successes have been well documented in various ALES reports and the
USAID mid-term assessment, as well as in the many letters of appreciation that we have
received from Egyptian food processing companies and associations that we have asslsled.

As indicated in the midterm assessment, supply driven tactics were the direct result of the
ALES Technical Proposal responding to the ALES Request for Proposal (RFp), which was
prepared almost a year prior to the project's implementation. This proposal deYeIoped
benchmark deliverables for a three-year period (Base Period plus Option Period 1) that must
be fuffilled and at times were accomplished at the expense of more timely ac:livities that
would have responded to the ever changing needs of the Egyptian processed foods industry.
To the extent that we were allowed under the ALES contract, however, we did respond to
changing demand driven needs while at the same time fulfilling contracluaRy required,
supply-driven deliverables.

After the first six months of on-site activity, the ALES team recognized that industry demallds
and needs were not fully covered by following the preset project deliverables. As a result.
ALES developed the State of the Industry report in March 2000. This report states that,
"although ALES successfully accomplished its Year 1 deliverables, we reeched and, at
times, exceeded targeted companies' absorptive capacity without providing specific
assistance to some of the companies' individual requirements for improved
competitiveness." In other words, not all of the companies have the same needs, end some
of those needs cannot be completely addressed simply by providing training in the form of
seminars and workshops.

Beyond the basic project scope of increasing processed food exports, there are hidden end
indirect benefits to the industry in general. The improvement of global competitiveness has
an important and needed effect on a company's sustainabirlly within the Egyptian national
market This is no minor benefit in that protective barriers will be reduced significantly when
the WTO agreements become effective in early 2005. When this occurs, Egyptian food
processing companies must have the ability to survive in the national market versus
international imports, in addition to competing in the international marketplace with exports.

Over a year ago ALES's M&E Manager developed a dient company satisfaclion survey form
that dearly ask8d for feedback on ALES's programs and other ac:tivIties for the company's
improvement needs (demand based). Additionally, a training evaluation form has been used
at workshops from the project's inception. These forms have been and will continue to be
used as a basis for determining demand driven deliverables.

The ALES M&E tracking system was developed to track contract deliverables and pre sat
three-year project milestones/achievement indicators for reporting on a trimester basis, and
it can be improved by further enhancements and some fine-tuning. Careful scrutiny of the
M&E database will show that it already tracks many of the results oriented information
requested by the Assessment Team. These indude company staffing levels, gross income
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and income from exports, and task-specific milestones or ac:hievement indicators (8.g., use
of MPE, adoption of technology, development of new products, adoption of business
development disciplines, etc.). This database will be enhanced to make it more "user
friendly" to accommodata easier access of common measurernen1s. This improvement is
already in its development stage and an overall perfonnance-monitoring plan has been
conceptualized.

While it is important and necessary to establish overall project milestones and ac:hievement
indicators, ALEB agrees with the USAID assessment team's recommendation that
deliverables not be established in advance for the term of the Option Period. Instead, a wort
plan will be developed prior to the beginning of aac:h year of the Option Period that win
encompass the coming year's deliverables based on lessons learned and the changing
needs of the industry. This practice will truly make for a demand driven activity.

Under the new USAID Strategic Objectives, ALEB's sbategic plan for the Option Peliod (CY
2002 - 2004) specifies two milestones - Increase in Exports of Processed Food P10ducIs
and Increase in Clusters' Exports - to measure ALEB's progress. In addition, ac:hievement
indicators have been established to measure improvement in the areas of export market
penetration, implementation of menagement techniques, adherence to intamational
requirements, and implementation of various imparted skills sets to ac:hieve the objective of
increased exports in the food processing indUstry.

As a preferable altemative to taSk-Specific milestones, we have concluded that objectives
and achievement indicators be established for the project as a whole. During the Base
Period of the ALEB project, we observed an operational need whereby two or more task
areas were often required to cooperate in order to successfully accomplish milestoll8S.
Establishing project-wide objectives and ac:hievement indicators will further encourage an
active collaboration between the tasks, from which Egyptian food processors and trade
associations will benefit Each task represents a combination of similar business disciplines,
and within the project, as it is in most private sector businesses, a combined effort across
business disciplines is required to accomplish important objectives.
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4.0 Progress Toward Base PerIod (eY 1999·2001) Milestones & Achievement Indicaton

Project WIde Milestones

Milestone 1: SignificanUy increase, to at least $73.1 million by the end of the first thnle
years, private sector processed food expor1S

Table 1: Progntn toward Project Milestone 1

B8H1ine Yur1 Yur1 Y_2 Y_2 Y__ 3

Yur objective Actual objective

=~
0I!PP"ft,_ 15.31(,1 (11l1l11 15.11%\ '5a\

MIIatDne 1:
SignificanUy illCfll8S8, to 81 54,378 57,:!60 79,014 80,487 104,308 63,974
least $73.1 million by the melrictons metric tons metric tons melrictons melrictons melrictons
end of the first three years,
private sector pl'OCllSS8d $62,110,000 585,402,000 $72,478.000 589,055,000 582,509,000 $73,070,IlOO"
food 8lCDOrts ,

• Year 3 (2001) will be reported durin9 the first trimester of the Option Period.

[Table 2: Exports of the Leading Proc:essed Food Products by category
MIllions fIf US

Item 11lM 111S 11118 1ft7 1_ 11l1l1 - Glowth
1l11112OOO

Frazon \IegeI.... & Fnils 8,698 10,787 11,103 18,000 16,970 14,4n 17,093 .7'Il

V"O'" *' 19,341 32,817 26,148 22,519 22,228 22,815 36,878 85.lI'IlII
Fnils& v......... J__CcI_IIJ_ 2,314 2,220 2,488 2,168 2,087 2,848 3,813 74.ft
Jams&_ 189 738 532 5,187 329 883 2,235 579.~

0IIry I'IllclIda 8,052 2,880 4.490 4,437 3,587 18,374 5,_ 58.ft

~ I'IllclIda 393 813 149 6,343 4,200 2,457 2,089 -liO.~

, CclIfedIoo_. & PetlIles 6,130 8,219 4,734 4,178 4,359 3,3n 3,528 -19.2'11
,0-. _ & _..,......... 1,137 1,923 838 4,2n 1,979 4,_ 8,201 213.~1

::':~':i..~ -.IIouIIon, Dry Souce 897 1,214 1,888 7,484 8.4131 4,953 5,205 -18.ft& Food
otaI 45,151 58,211 12,188 74,113, 12,110, 72,478 lI2,5DI,!

Source: e.-__CAPMAS; ALEBcIoc__...,_3 PtCljlGUd_&~__ IoUSAlO"""2IIDI.

1 able 3: Exports of the Leading Proc:essed Food Products by category
IIIIrIc: TonJ

Item 11lM I 111S 11118 11117
,_ ,. - 0nMIII I

flll~
razon ......... & Fnils 14,362 17,387 19,840 20,888 31,270 57.

v ........ 21,819 21,570 18,871 21,110 45,842 142.ft..
nils &v.r-J_-CcnaIlJ_ 2,389 2,319 1,911 3,520 4,744 148.2'11

Jams&Pt__
481 5,748 271 1,140 2,678 887.4'11

0IIry I'IllclIda FigurN for l/reg 3,011 3,080 2,163 7,698 3,328 53.8'IllI
_1IIl1'lllcllda

,..,._noi
3,221 3,171 2,186 1.583 1,139 ~7.9'lII

awiIebIe to ALES
& CcI_....& PetIrios 3,959 3,372 3,949 12,434 3,018 -23.8'IlI
,G-. _ & _'J ...... 3,992 4,209 3,972 9,258' 10,758 170.~

:.~':i..~ _.IIouIIon, Dry Souce 3,867 2,743 1,215, 1,586 1,536 26.4'-& Food- ,
58,881! l3,mi 54,378 711,014 11M,3111 If'",

Source: e.-__CAl'MAS; ALEB_enIIIIod ""_3 P,CljIGUd MiIoIl....& 1Ienc___ IoUSAlO.....,:ll101. I
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Milestone 2: Increase Year 1 targeted companies' processed food exports by 20'l1l, Year 2
targeted companies' exports by 11.3%, and Year 3 targeted companies' exports by 5.3% by
the end of the first three years.

Table 4: Progress toward Project Milestone 2

BaHllne YHf1 Year 1 Year 2 y... 2AcbH111 y... 3
MIIelItone Yur Objectlw ActuM Objectlw Objectlve

11ll1l1

Increued vBlue of YHf 1 Baseline Y.r1 Co's Companies' Y.r1 Co's 11 camp8IIliN Y.r1Co's

targeted companies' will be lIXpOrts up lIXpOrls up lIXpOrls up RIpOIfed lIXpOrls up
processed food uports by established by 5.3% by 7.7%- by by
20% by end of a.e Period a5.elI 180%; additional 7 c:ompanles' eoporls IICIcfdionlll

company 6'llo clownby8.~; 4 B.nla

joins TallIl c:ompanles' up by , wlbr
program growth 10.1'llo-8ll.nla ZfJ01_

3.5%. -yet
TolIIl dea "e aw.lI,.
14.2'1'.

l_vMueof Yur 2 Baseline Y_2Co's 22 camp8IIliN Y_2Co's

targeted companlell' will be by 5.3% RIpOIfed eoporls up

Bllporta by 11.3'11. by end established by
ofB_Perlod asHcll 1B c:ompanles' eddiIiaI..

company lIXpOrls up by 3.3'11.- 6'llo
joins 1~; 4 c:ompanles' RJ wlbr
program clown by 3O.a- ZfJ01_

59.1'" -yet

TolIIl gnMlh 8.9'llo.
........

Incrl_vMueofYur3 ' Baseline Y_3CO'S
targeted companies' will be , wlbrZfJ01_ eoporls up
Bllporta by 5.3'11. by end of established not,.,.. ' ". by 5.3'11.
8lI8ePeriocl as 88clI

company
joins
plll!Iram i

As indicated in the table above, Year 1 targeted clients actually decreased the agglegal8
value of their exports from 1999 to 2000 by 14.2%, despite the fad that the industly, as a
whole, increasad exports. In interviews, one client (a dehydrator) explained that it had
intentionally reduced production and exports during 2000 in order to divert resources to
expanding operations. Other companies, particularly large producers of frozen vegeCBIlles,
focused on sales in the domestic market, where they could command higher selling prices,
rather than export markets. This afforded smaDer companies (some of ALEB's Year 2 &
Year 3 clients are small and medium sized enterprises) the opportunity to inaease exports
by capturing markets previously served by the Ierger exporters. Many Year 1 clients_
also affected by the general slow down of the Egyptian economy; they _ unable to
procure sufficient financing and had to reduce production and exports in Year 2. FmaIIy,
some Year 1 targeted clients did increase the volume of exports, but the value of those
exports (as measured in SUS) decreased as a result of lower international market prices and
devaluation of the Egyptian pound.
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SeMce AnNI Aehlevement IndlCllfonl

In the Year 2 work plan that was submitted to USAID in cooperation with our USAIDJCTO,
ALES requested modifications to the deliverables (training, technical assistance and other
activities to be completed during each trimester), based on what we Ieamed about the
Egyptian food procassing industry during our first year of operation. In brief, we learned that
most Egyptian food processors would require more intensive assistance and training - and
different types of assistance and training - than initially anticipated, in order to~ the
necessary improvements and changes to become world class, competitive expoI1Bnl.
Essentially, this meant that ALES should attempt to operate in a more "demand-driven"
manner, delivering assistance and training in accordance with clients' needs, rather than
pre-delermined deliverables and performance indicators. Therefore, in consultation with the
USAID/CTO, we determined that we would target a total of 70 to 80 companies during the
Base Period, and we would give them more technical assistance than what was specified in
ALES's contract deliverables.

ALES's Year 2 work plan also included modifications to the task-specific milestones
(achievement indicators). In some cases, we clarified milestones in order to align them with
the changed deliverables. In other cases, we reduced the number of companies expected to
make certain improvements or changes, based on what we learned about the then current
state of the industry, as well as the fact that we were targeting between 70 and 80
companies.

USAID approved ALES's Year 2 work plan; however, the changed milestones (lIChMIvement
indicators) were inadvertently omitted from the contract modification that we subslquently
received from USAID. According to the USAIDICTO, this wes an oversight that coukI be
ameliorated by resubmitting the modified milestones to USAID in the Year 3 work plan.
However, the Year 3 work plan was not approved by USAID, which requested further details
on the budget The USAIDICTO informed ALES of USAID's decision in Ial8 April 2001 and
advised us not to pursue approval of the Year 3 work plan since, at that time, there were
only five months left in the ALES project (EOP September 30). In summary, ALES I'MMir
succeeded in obtaining formal approval for modifications to our task-specific milestoneS,
although we have had the tacit approval of the USAIDICTO. Following, theI.fore, is a report
on progress toward achievement of ALES's original task-specific milestones (achievement
indicators). The modified milestones that were submitted to USAID in the Year 2 work plan
are also provided, for the purpose of comparison.

During Year 3, Periods 1 & 2, ALES's M&E unit surveyed 30 of the 73 targel8d clilnts to
Ieam how they have benefited from ALES's various services, and what more we might off8r
during the optional three-year extension. The rest of the Year 1 and Year 2 clients (13
companies) will be surveyed during Year 3, Period 3, while the 30 Year 3 clients wil be
surveyed during the first year of the Option Period. The feedback obtained through these
surveys directly relates to ALES's project-wide and task-specific milestones (achievement
indicators). In addition, information is obtained via the management reviews, letters from
clients, consultants' reports, evaluation forms, etc.

ilia"''' InfonrHttIon Setvlcw (MIS or Tuk 1)

Indicator 1: MarketPulse-Egypt Information System (MPE) technology used for
management decisions in 50% of targeted agribusinesses.

This 8eh/evement Indletttor did not require modlflelltlon.

9
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progress: 38 targeted companies (52%) and 6 non-targeted companies have indic:aled that
they utilize a component of the MPE System (CD-ROMs, Update, or Price tags, etc.) as a
part of their business activities. For example, one company used information from MPE in
developing a feasibility study to procure a bank loan.

Indicator 2: MPE system demonstrating high dient use through various dissemination
channels, induding Intemel

This achievement Indicator did not require modification.

Progress: MIS has deliVered training on MPE, Sean:hing the Internet for Business, and
other topics related to using market information in decision-making to 148 companies,
induding 70 (96%) of the Vear 1, 2 and 3 targeted food processing dients. MIS has also
deliVered various components of the MPE system (CD-ROMs, the biweekly MatketPu1s8
Update newsletter, the periodic Price Tags Reporl, etc.) to more than 250 of the 278 food
processing companies that are in the TAP database, induding all targeted companies. 16
targeted and 11 non-targeted companies have attended training on the MarketPulse Egypt
web site.

Technical S8I\Ifc:es (Task 2)

Ortginallndlcator 1: 80 targeted agribusiness companies using new technologies or have
developed new products.

Modified Indicator 1: 50% of targeted agribusiness companies using new tech.~.oIogiu or
have developed new product lines.

Prog.....: 61 companies, induding 51 targeted dients (70%) have adafl48d new
technologies or developed n_ products. For example, several companies ilCOlJlOialed
nutritional labels and bar coding into their labels, in order to export their products to the USA
and Europe. Moreover, several n_ processing lines/plants have been built for 8I1Ichokes,
pickled products, juices, olives, chili pasta, jam, essential oils, etc.

Since ALEB worked with only 73 targeted dients during the Base Period, Itwould have been
impossible to assist 80 targeted dients to use new technologies or adopt new product lines..
Nonetheless, we are pleased that almost % of our clients benefited from our assistaI tee in
this area.

Original Indicator 2: 80 companies using quality control ITllInagement practices and fifty
companies meeting HAACP and/or ISO standards.

Modified Indicator 2: 50% of targeted agribusiness companies using quality management
practices (GMPs, GAP, ISO, HACCP, IPM, etc.).

Prog.....: 52 companies, induding 45 targeted companies (62%) have upgraded their
quality, safety or sanitation programs. Changes have induded drafting a HACCP program;
reducing the critical control points and streamlining the HACCP program; improving the pest
control program; and adopting a sanitation checklist to improve monitoring, among other
things.

10
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Again, it would have been impossible to assist 80 targeted clients to use quality GOIiboi
management practices, since \V9 worked with only 73 targeted clients during the Base
Period. Moreover. most of our clients had to implement Good Agricultural PracIices (GAP).
Good Manufacturing Practices (GMP). and/or Integrated Pest Management (IPM) programs
before they could even consider implementing HACCP or ISO. Almost 213 of our targeted
clients benefited from our assistance in this area.

Business Development S""'cea (BDS or Tuk 3)

Original Indicator 1: 50 agribusinesses knowledgeably conducting export market
penetration and using improved management techniques.

progress: About 92% of our Year 1, 2 and 3 clients are currently conducting export market
penetration, in that they are all exporting. We believe that the few companieS that are not
yet exporting have the potential to do so within the next couple years. Moreover. ALEB has
trained 184 companies (targeted and non-targeted) in various topics related to management,
mameting. etc. We have not surveyed all of these companieS to determine whether or not
they are applying improved methods; \V9 only survey our targeted clients. Of our talgeted
clients, 46 are applying new concepts and tools obtained from ALEB through training and/or
technical assistance. HOINever. 4 more non-targeted companieS have informed ALEB that
they are applying improVed methods (total 50).

Original Indicator 2: 100 processing companies have been trained in inl8mational quality
requiremants for European, USA or Gulf mamets, and 4O'Ilt are applying improved me1hods.

progress: At least 160 companies (targeted and non-targeted) have been trained in
international quality requirements, including trade laws and regulations. ISO. HACCP. end
other quality or safety standards. At least 55 companies (34%) are applying improved
methods. having upgraded their quality, safety or sanitation programs. implemeiited bar
coding. developed nutritional labels for packaging. etc. We believe that many more
companies are applying improved methods as a resun of attending ALEe's training
programs; hOlNever. \V9 do not survey all of our clients to discern their achievements - only
those that are targeted.

We believe that it is impossible to gauge whether or not • company is "knowledgably
conducting export mamet penetration." The only proxy Indicator for this Is the runber of
mamet linkages and strategic alliances a company has successfully developed with ALEe's
assistance. In fact, this is Indicator 1 under Strategic Alliance 5ervices (Task 5). We also
believe that Indicator 2. above, is redundant, in view of Indicator 2 underTechnical5ervices;
therefore. in the Year 2 wom plan. \V9 asked to modify the achievement indicalois for
Susiness Development services to read:

Modified Indicator: 75% of targeted agribusinesses trained in various business
development disciplines (including intemational mameting and management concepts). and
50% applying improved methods.

progress: 72 (99%) of ALES's 73 targeted clients were trained andlor received technical
assistance in various business development disciplines. Aftogether. SOS trained 184 of the
278 companies in the ALES databese of processors. 46 (63%) targeted companieS and 4
non-targeted companies are applying new concepts, tools and methodologies as a rasuIt of
ALES's training and/or assistance. For example, numerous companies explained that they
use the SWOT process either company-wide or in specific departments for planning

11
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purposes or to identify and resolve problemslbotUenecks. Several companies mentioned
that ALEB has assisted them to improve marketing material, such as price lists, product
labels and specifications. Several companies established or reorganized their marketing
and sales departments. A number of managers who were interviewed by ALEB's M & E
Manager mentioned that their managerial skills were improved significantly with ALEB's
assistance.

Tf8de Assocllltlontl Services (TAS or Tuk4)

Indicator 1: Improve trade association and service company assistance to their
agribusiness dients as demonstrated by membership increases in targeted trade
associations up by 40% and targeted service company business increased by 20%.

This achievement Indlc8fOr did nat requite modlllc8tlon.

progress: Egyptian Agribusiness Association (EAGA) Increased from 9 founding members
(2000) to 93 members as of December 1, 2001 - 933% increase. Egyptian Investors and
Business Association of Mansoura (ElBA) has grown from 125 members (1998) to 142­
13.6% increase. Egyptian Seed Association (ESAS) has grown from 57 members (1998) to
202 - 254% increase. The service company EAN-Egypt, which registers companies and
products for bar coding, increased business with ALEB's food processing crl&nts by 364%,
while 14 other service companies increased business by 15 to 100%.

Orlginallndlcator 2: Membership of ten targeted association or advocacy groups 8CIMlIy
engaged in policy dialogue with Egyptian government and membership of eight associ8tions
are engaged at the intemationallevel.

Modified Indicator 2: Membership of 4 targeted associations or advocacy groups 8CIMlIy
engaged in policy dialogues with Egyptian govemment and membership of 2 associ8tions
are engaged at the intemationallevel.

Progress: FIV8 associations have been involved In conducllng policy resBarch and
developing policy advocacy cempaigns, while one association has successfully lodged a
policy advocacy cempaign on an issue with intemational ramifications.

ALEB requested the modification to this particular achievement indicator (task-specific
milestone) at the dose of Year 1 of the Base PeriOd based on what we had Ieamed about
Egyptian associations until then:

Specialized Food Industrv Trade Association: Private business associations in Egypt tIInd to
be based around the geographic area in which the member companies op8i8le, rather than
around specific industry needs. The notable exceptions to this are: the Egyptian Seed
Association (ESAS), the Horticultural Exporters Improvement Association (HEIA), the DIIiry
Industrial Development Association (DrDA), and the Egyptian PlICkaging Development
Association (EPDA). Other than these, associations based in Alexandria, 1Q1' of Ramadan
City, Borg el-Arab, Sedat City, 6" of October City and Cairo consist of private companies
that span the entire gamut of industry - plastics, pharmaceuticals, steel, cement and
construcllon materials, food processing, textiles, wood working, electronics and computer
software. As a result, there are few opportunities to work with food processing companies
through their associations on industry, policy and regulatory issues that directly affect their
interests. There is a critical need to either strengthen the HEIA and ESAS associations or to
support the development of a new agribusiness and/or food processing association that will
serve the needs of the food processing indUstry more fully and more directly.

12
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Fund-raising and Financial Sustainability: Associations also tend to rely almost 100'l1. on the
dues from members for their operating revenue, supplemented by a few company donations
and, in a few instances, dOnor funding or in-kind contributions of office equipment and
furniture. There is little experience with and therefore, great lack of understanding about the
role fund-raising can play in expanding an association's services to members. In other
words, associations find themselves in almost an insurmountable dilemma, having
inadequate funds to provide necessary services, and having inadequate services to
generate funds. Moreover, this finandal constraint severely limits the abDity of associations
to provide services that do not generate funds, such as policy advocacy. Fmally, there
seems to be a lack of understanding among associations about the new NGO law and their
ability to raise revenues from sources other than member's dues.

Association Management: The board members of most assodations seem to play a more
dominant role in the day-to-day management of assodations than is either desirable or
efficient Executive directors and their staffs are not well trained in association management.
nor are they empowered to cany out even the daily tasks needed to meet work objectives;
simple dedsions often require approval of the full board before action can be taken. Scopes
of work or job descriptions usually do not exist for staff and are rare for executive directors.
In effect, assedations are limited in their capadty to take initiative and in the services and
programs they can sponsor because they lack financial resources, skilled human resources,
and the division of labor needed to operate efficiently.

PoliCY Advocacy: Finally, members of associations want to be better represented in policy
and regulatory dabates in the National Assembly, at the cabinet level and in in18mationaI
fora. However, because of the problems identified above -lack of funding, skilled staff and
membership surveys to determine needs and demands • most associations approach policy
advocacy on a very "ad-hoc" basis, in reaction to an event that dlreetly affects a memberor
group of member companies. Associations lack the human and financial resources to
design, staff and operate effactive policy advocacy campaigns that would serve the speciIic
needs of their members well.

The weaknesses or constraints described above aitically impeded ALEB's ability to ac:hiew
the task-specific milestone (achievement indicator) of assisting 10 associations lD engage in
policy advocacy on domestic issues, and 4 associations on international issues that affect
their members. TAS had to expend an inordinate amount of time and effort during the Base
Period delivering training and technical assistance in the fundamentals of building, managing
and growing assodations. We were, however, successful in assisting the food industry lD
establish a new trade association in 2000: the Egyptian Agribusiness Association (EAGA),
and five associations began to engage in policy advocacy with our assistance. A new
service association was established in 2001: the Egyptian Cold Chain Association (ECCA).
ALEB considers these to be remarkable achievements, given the difliculties we &rlClUltered
in building capadty within Egyptian associations. During the Option period, ALEB will have
to continue expending great effort in assisting Egyptian associations to become self·
sustaining and to engage in policy advocacy, in order to achieve our new achievement
indicators and to leave behind a legacy to the ALEB project.

Stlaleglc Allience ServIcea (SAS or Tuk 6)

Indicator 1: 25 strategic alliances initiated and Egyptian companies accessing new
markets, products, or technologies

This achievement Indicator did not require modificllflon.
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Progress: 100 strategic alliances I linkages initiated by ALES have been completed to date,
at an estimated total value of at least $56,417,621. Clients have also obtained $19,870,000
in credit facilities, while another 529,676,400 is approved and pending compIelion.

Indicator 2: 80% of targeted Egyptian agribusinesses uSing multiple sources for accessing
information about technology, inputs, markets, and sbategic alliance opportunities.

TIlls achievement Indicator did not require modification.

progress: 100% of our Year 1, 2 and 3 targeted dients ant uSing multiple sources for
accessing information, induding: ALES's biweekly MatketPulse Update newsIetler and the
bimonthly ALEB Update newsletter; MPE CD-ROMs; training on Usinglnlemet and Emeil
and/or searching the Internet for Business; technical manuals and information recei'ied at
training programs; and/or information from ALES's library (ARAC).

Other Accomplishments

3000+ Persons Trained·
270 Women Trained
218 Food Processors Trained
143 Service Companies Trained
113 Misc. Companies (neither food processor nor service company) Trained

30 Associations Trained
29 GOE Entities Trained
16 GTG Partners, Donors, etc. Trained

136 Food Processors Received Technical Assistance
20 Service Company Received Targeted Technical AssIstance
10 Associations Received Targeted Technical Assistance

250+ Food Processors Received Market Information via MPE CD-Roms, Intemet,
MPE Update newsletter, and workshops

186 Food Processors Usted in TAP Database as USing Email, Compared to 12 in 1998
80 Food Processors Have Web Sites

• An exact number of persons trained is not available because ALES provided trailing to
hundreds of people in programs that were sponsored by other organizations, such .. the
High Institute for Public Health, the Ministry of Agriculture, etc. We did not receive Ists of
attendees of these events. We have only the names of the 2688 training parlic:ipllnts listed
in our own database.

Job entation: ALES has attempted to identify a valid economic multipr.... to det.nuin. the
number of jobs that have been created as a ntSult of ALES's asSistance to the food
procesSing industry. A multiplier has been developed for the horticulture industry in Egypt,
which is based on the premise that for every job created within export horticulture
production, 2.7 jobs are created in the rural non-farm or serviceS sector. This multiplier has
been used by other USAID-funded projects; however, we believe that it cannot be applied
easily to the food processing industry. Export growth and Incntased productivity in the food
processing sector can mean some job loss within the sector, as companies move to
increased automatiOn. However, jobs are still created in other industries, such as
agriculture, transportation, packaging, etc., as exports expand and serviceS increase. W.
estimate that for every one job created in the food processing indUstry between three and
five jobs are created in the service, supply and agricultural industries. ALES intends to
develop a multiplier for the food processing industry, specilically, during the first year of the
Option Period.
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5.0 Milestones for the Option Period: CY 2002 - 2004

Milestone 1: The value and/or volume of Egyptian private sector processed food exports
will increase to at least $109.92 million and/or 138.96 metric tons by the end of the project
Option Period. This represents an increase in value and/or volume of 10% in the first year.
8% in the second year and 6% in the third year of the Option Period. or a total increase of
26% by the end of the Option Period.

For every dollar spent by ALES during the Option Period (approximately $10.8 totaI), about
$2.09 in incremental export revenue from 2001-2004 (difference in value of processed food
exports) will be generated, unless global prices of processed food exports continue to fall.
This is consistent with the multiplier of $2.04 that we witnessed during the Base Period
(Page 4).

Actual export figures for the Baseline Year (2001) win be submitted to USAIO as soon as
they become available from CAPMAS. The Option Year 1, 2 and 3 objectives will also be
modified accordingly and resubmitted to USAIO.

T_.: 101-.....1 P.-.V_ _V_ Op6onV_l Op6onV_2 Op6onV_:S- _1'" 2112
':1 =":111'1

IIaIueus_ .......... ..7.2........ .....1....... .....- .--
IIaIume
'_T_ 1OUO....... 11.......... 121......... 111...... UUI_
Scuce: c.nIniI_1nd CAPMAS---Pl,- (+S.ftd,..2llOO)

Milestone 2: The aggregate value and/or volume of exports of companies that ant within
ALES's targeted product clusters and who receive both training and technical assisIBnee wiD
increase by 10% in the first year, 8% in the second year and 6% in the third year of the
Option Period, or a total increase of 26% by the end of the Option Period.

ALES believes that volume as a measure of industry and export growth is just as vaIicI as
value. due to the following facts: global prices for various food produc:Is have been falling:
the value of the Egyptian pound against the dollar has been faRing (thus awlilg new
opportunities for increasing the volume of exports albeit at lower prices); and an increase in
export volume generally coincides with an increase in production, which in tum. c:oirlddes
with an increase in employment Therefore, we intend to give equal, if not more emphasis to
tracking the volume of export sales, as opposed to the value.

If ALEB is successful in assisting the Egyptian food processing industry to accomplish these
milestones, it will be a very significant achievement in light of the fact that the global
economy has been collllacting. In fact, the Government of Egypt recently downgraded its
projection for growth in GOP for 2001 from 5.3% to 3.3% (New Head Talces Owr C8ntlal
Bank, Business Monthly, American Chamber of Commerce, December 2001).
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7.0 Achievement Indicators by Objective

ALEB's achievement indicators for the Option Period represent a significant departure from
the manner in which we measured achievement during the Base Period. The old incflC8lOrS
were tied to specific tasks or service areas; whereas, the new indicators are project-wide, in
recognition of the fact that all of ALEB's service areas contribute to echleving aN of the
indicators. Moreover, in developing the achievement indicators for the Option Period, ALEB
sought to focus on ",suits, rather than activities or means, and we sought to avoid any of the
redundancies inherent in the Base Period achievement indicators.

ALEB's new indicators are inter-related, building upon one another just as ALEB's various
activities do. For example, a company wishing to increase exports might decide to develop
and marltet a new product. This could involve undertaking a feasibility study, ideiltif)ing
potential customers and/or strategic alliance partners, identifying new tachnology, obtaining
financing to fund the purchase of new technology, developing new marlteling material, etc.
Our new achievement indicators will enable us to measure a specific company's progress in
all of these areas. Moreover, these indicators will continue to serve as proxy indic:alots to
measure progress toward achieving the ultimate goal of improving the Egyptian processed
food industry's competitiveness, productivity and exports.

We anticipate giving technical assistance (TA) to a minimum of 125 food processing
companies during the Option Period. This number includes the 73 targeted clients from the
Base Period, as they will continue receiving assistance on en as-needed basis. It also
includes a minimum of 52 new clients (73 + 52 =125). Moreover, we win give TA to aboUt 9
associations and 50 service companies (credit facilities, banks, transportation, pest coilbol,
packaging, cold storage, etc.). All of the companies and associations in our dldabase
(currently 278 food processors, 334 service companies and 35 associations) wiD be invited
to training programs and will receive marltet and other information that we distribute. This
has been our policy since the start of the ALEB project.

Within any given year of the Option Period, each service area win provide t8ctilicaI
assistance to 30-40 food processing companies. Technical Services will also work with 15­
20 service companies each year, while Trade Association and Sbid8gic Alliance 5ervices
(Task 3) will also worlt with 9 associations throughout the Option Period.

Our experiences over the past three years have shown that Egyptian food processing
companies, service companies and associations have varying needs and demands; they
require varying levels of support in the areas of marltet information, business development.
association development, in-plant technical assistance, etc. During the Option Period, each
service area (task) will worlt only with food processing companies, service cornpanIes end
associations that both demand and require the assistance provided by that service area, in
addition to having the capacity and the willingness to improve and to increase exports. For
example, Technical Services will give assistance in developing new products only to
companies that have actually requested such assistance, that are capable of undertaking
whatever efforts must be made, and that have the capacity to increase exports. ltJeiefore,
the task areas will not necessarily worlt with the same clients or the same number of clients.

For each of the echievement indicators listed below, we win track only companies and
associations that receive tachnical assistance (TA) and training in fIeldsltopics reIat8d to the
specific indicator. Based on our past experience (during the Base Period), we anticipate that
a minimum of 30 companies will be tracked for each of the 8 indicators. This is the lowest
number of companies that will be tracked. We estimate that we will track closer to 50
companies for most of the achievement indicators, and for at least one of them (i.e., the
indicator related to strategic alliances and marltet linkages) we could track as many as 100
companies, if not more.
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ALES can't give exact numbers for each of the 8 indicators, due to the fact that the number
of companies that we track depends on the number of companies that receive applicable TA
and training. Sinca we are a demand-driven project, we will give specific types of TA and
training to the companies that need or request it. We will not attempt to predict how many
companies will request or need each type of TA and training now, at the beginning of the
three-year Option Period, because we know from the Base Period that our clients,
themselves, do not necassarily know what they will want or need 1, 2 or 3 years from now.
Their priorities change based on market demands and the economic situation. In any case,
we intend to track all 125 food procassors. 9 aSSOCiations and 50 service companies that
recaive technical assistanca and training.

Baselines for all of the associations will be developed during early 2002. while baselines for
food procassing companies and service companies will be developed as each company
joins ALES's dientele. Any company that recaives at least two visits from the same SITA or
LTTA proViding technical assistance in a specific field (servica) will be considenld a client of
that particular servica, and the company's progress will be tracked. A single visit from a
STTA or LTTA does not qualify a company as a dient, because it might be a diagnostic visit.
Any company that recaives technical assistance from ALES in developing a sbalegic
alliance I market linkage or in procuring fundslfinancing will be considered a client of the
particular service, and the company's progress will be tracked.

Objective 1. Increase stakeholders' capacity to partlclpm In policy clllllog

IR 16.1 Policy Ftameworlc for Ttade & Investment Improved

Achievement Indicators:

Indlcafor 1.1: At least three associations will have improved their capaei\y to
participate in policy dialogue, as indicated by achievement of the fdIowing five
performance indicators:

• The Association adopts policy dialogue or advocacy as a sbalegic goal.
• The Association forms a Committee or Task Foree to engage in policy dialogue or

advocacy.
• The Policy Advocacy Committee identifies issues of importance to members and

prioritizes them.
• The Policy Advocacy Committee conducts analysis and Issues a "posIIIon paper on

the policy adversely affecting members and proposes a solution.
• The Policy Advocacy Committee or leaders of the association engage in poIIc:y

dialogue with legislators or govemmant cIecision-makers on the issue{s) and
solution(s).

IfIfIJut.or 1.2: At least three associations will have increased their abiIily to repesent
and serve the procassed food industry or complementary service sectors, as inclcated
by achievement of at least two of four performance indicators:

• The Association develops and delivers at least one service 10 members on an
annual basis.

• The Association develops and delivers one non-dues revenue generating annual
activity or annual event

• Paid membership at the association increases by at least 25'110 by the end of the
project.

• Twenty percent (20%) of ALES project dients join an industry trade association.
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Objective 2. Improve Industry capacity to antlclpats and ....pond to opportunities and
changes In global markets and technology

IR 16.2 Private SectorCompetitivenessl1lCfHsed

Achievement Indicators:

~"'" Indicator 2.1: .33% 01 companies that l8C8iYed applicable training and technic:aI
assistance from ALES will have established new or improved one or more deciSiOi"..
support systems. including the following:

• Procurement
• Plant operations
• Logistics
• Financial & accounting

"-...":;;v Indicator 2.2: 33% of companies that received appflC8ble training and technical
assistance from ALES will have improved production efficiencies, as Ind"IC8l8d by
achievement 01 two or more performance indicators:

• Decreased unit cost
• Increased yield
• Improved waste management
• Increased capacity utilization
• Improved energy conservation
• Increased output per worker

Indlcllfor 2.3: 50% 01 companies that received applicable training and tee::hilicaI
assistance from ALES will have implemented or improved one or more quality
systems. such as GAP. GMP. HACCP. ISO, TaM, SSOP, SPS, IPM, GAAP, lAS.

"\, Indlcllfor 2.4: 33% of companies that received appHcabie training lind tect.1iCaI
assistance from ALES win have improved or developed new produdll. (Improvements
can be made in packaging, labeling, formula, inputs, bar c:octing, etc.).

'" llICIIcftJr 2.5: 50% 01 companies that l8C8iYed applicable training and tec/'iilic:al
assistance from ALEB win have improved or developed new merketing I sates
capabilities. materials, communication tools (e.g., email, Internet), and/or practices.

""~ Indlcllfor 2.8: 35% 01 companies that received applicable training and technical
assistance from ALEB win have improved or developed new practices related to
management or OHRD (e.g. strategic planning. organizational chart and delegation 01
authority. employee performance monitoring system. company policies and
procedures, etc.).
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Objective 3. Expand and improve linkages and industry support services

IR16.3 Opporlunities for Business Growth Enhanced

Achievement Indicators:

IndlClltDr 3.1: 50% of companies that received applicable training and teetlilical
assistance from ALES wiU have improved marttet peneballon, as indlcat8d by
achievement of one or more performance indicators.

1. Introduced new product in existing or new market
2. Introduced existing product in new market
3. Developed new agents/distributors in new or existing marttet
4. Developed new strategic alliance with foreign investor, such as a oo-packing

or private label arrangement
5. Developed new domestic clients within the tourism sector, such as

franchises, hotels, restaurants, etc. (proxy indiClllOn

IndicatOr 3.2: 33% of companies that received appllcable training and technical
assistance from ALES will have obtained financing to fund exports, purchase new
technology, increase operating capital, invest in new product development or plant
exPansion, etc.

NOTE: In tracking all of the above-mentioned achievement indicators, we wi! establish a
new baseline for aU of our clients, both pre-existing and new. Achievements that targeI8d
clients made during the first three years of the ALES project wiD not CXU1t toward
accomplishment of these new indicators.
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8.0 Sustalnability

In addition to the objectives stated above, an important goal the the ALEB team will work
toward accomplishing by the end of the project is the sustainability of the services we have
been offering to the Egyptian food processing indUstry. However, departing sIigh1Iy fI1lm our
initial strategy during the Base Period, we win focus our efforts on a number of avenues or
means of accomplishing thiS goal, rather than a single association or center of excellence.
The ALES team has been working with all of the entities enumerated below since the start of
the project, and we believe that they have particular capabilities andfor advantages that
enable them to play a role in ALES's sustainability. There might be other associations or
institutions that could contribute to the sustainability of ALES's services and activities, and
we will take them into consideration as we get to know them.

1. Egyptian Agribusiness Association CEAGA): ALES will continue to make fIVfK'J possible
effort to transfer technology, management practices and know-how to the Egyptian
Agribusiness Association (EAGA), as our potential sucoassor. We have identified EAGA
as the association that presently appears most suited to serve the needs of the food
processing industry. During Year 3 of the Base Period, Trade Associalion ServIces
(TAS) made a companies commitment to devote no less than SO'll, of its human and
financial resources to help build and strengthen the ability of EAGA to serve the needs of
the Egyptian processed foods industry. This commitment will continue throughout the
Option Period.

The TAS team has been working very closely with EAGA since Its ir.oepllon, provicIng
on-the-job technical assistance, advice and training for the Chief Exea.Itive QfIicer (CEO)
and staff, as well as workshops for its members. TAS was very much involved in helpillg
EAGA to develop its mission statement, goals and work plan, web site lwww-!!IIQ!lb!z),
first newsletter and brochure_ During this past year, TAS helped EAGA draft a formlII
budget by which it operates and is in the process of helping to draft sound policies 8nd
procedures for improVed management of the association. More recently, TAS assistad
EAGA to condud a successful Suppliers Day, which was first held in Egypt by AlEB last
year. As a result of the exhibition, EAGA increased its membership fI1lm 56 to 72 in
August 2001, and increased it further to 93 as of December 1, 2001.

In recent discussions with the Chairman of EAGA, weleamed that the Board h8s made a
firm commitment to separate the EgYPtian Seed Association (ESAS) and EAGA inlo two
distind entities. A new Executive Director has been hired for EAGA, and ALES h8s
begun training her. EAGA's Chairman has also stated that he intends to hire at least one
more sldHed staff person. TAS has developed and we now await EAGA's approval for a
pilot program that will be implemented during the first 6 to 9 months of the Option Period.
Under this program, EAGA must decide upon one service from among ALES's offer'...
(training or technical assistance) that the association will provide to its members. Then,
AlEB will sit with the association to develop a plan whereby EAGA wiI be a FULL
partner in offering this service. The objective of this program will be to assist EAGA in
staffing and in obtaining finencial resources to provide acIdiIionaI S8IYices on its own,
beyond the term of the ALES project (beyond Dec:ember 2004).

In addition, TAS will work with EAGA to strengthen its capacfty to undertake poIlcy
advocacy (as a membership service) in order to remove or ameliorate regulatory and
legal impediments that prevent the Egyptian food industry fI1lm being more
intemationally competitive. We will provide technical assistance and direct, on-the-job
training to EAGA's Policy Committee, to make it a more effecti"19 pUIar of the
association.
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ALEB's Strategic Alliance services (SAS) activities win be Implemel tted aaoss the whole
project and coordinated by the TAS team. This will ensure that \he TAS team transfers
the skills and knowledge required to keep performing this service for the processed
foods industry to EAGA's appropriate Committee and staff. Ultimately we hope that
EAGA will have the financial resources to research, analyze, communicalB, lead and
manage the successful development of strategic amances for the Egyptian processed
foods industry.

The rest of ALEB's service areas have also been WOItdng with EAGA staff and board
members to strangthen the association, and we will continue to do so during the Option
Period, as described in the Worle Plan for CY 2002 of \he ALEB Project (2002). Each
service area will continue to focus on the appropriate staff member and/or representative
EAGA Committee, training them to take over the roles and services now being
perfonned by the matching ALEB project service area team. For example, _ believe
that the MarlretPulse Egypt information system is a commercially viable product, and_
have been training an EAGA staff member to update and use the system, so that EAGA
might offer it to members in the post-ALEB period as a source of revenue for the
association. The ultimate goal is to develop these Committees and EAGA staff to \he
point where they will be able to deliver most, if not all, of the current ALEB project
services to the Egyptian food industry on a continuing basis after the ALES project has
ended.

2. American Chamber of Commerce (ArnCham): ALES began working with AmCh8m
during the last few months of the Base Period on a discrete project to maldt up
American and Egyptian businesses. AmCham is a strong, financially viable assoc:iation
to Which many of ALEB's clients also belong. It has proven capable of delivering
valuable services to Egyptian businesses, and its staff members are skilled and
prepared to take on additional activities. ALEB will explore other means of cooperation
with ArnCham during the Option Period, such as polley advocacy and the disseminatiOn
of information about sIlategic alliance and mamet linkage opportunities.

3. Service Comoanies: ALEB has already invested much time and effort in _silti"g
Egyptian service companies, particularly those in the packaging and P1illting sectors, to
improve their products in order to better serve food processors. For example, during
Years 2 and 3 of the ALEB project, we wortted closely with an Egyptian service company
that provides bar coding, which is an important tool for product tracking and one that
enhances a product's exportability. We eventually collb8d8d with the company to
conduct our training programs on the subject of bar coding. Through these eIfoI1s, we
assisted hundreds of food processing companies to procure bar coding for their
products. We will continue to work with service companies during the Option Peliod, to
assist them in improving their products and services, 81 well as to link them up with our
food processing clients. Improvements that service companies make will have a lasting
impad on the ability of food processors to export their products.

4. ALEB Staff: During the Base Period, an of ALEB's permanent local staff P1sunliBd
complete and entire workshops in their various areas of expertise to participants from the
Egyptian food processed industry. In addition, they assisted expatriate staff members
and STIAs in the field, delivering technical assistance to targeted dients. Those who
continue working with ALEB during the Option Period (as either consultants or
permanent staff members) will continue to provide training and assistance, while _ will
encourage and train new local staff members to do so, _ wen. Thus, ALES's local
technical staff will provide a sustainable cadre of talent that will form the nucJeus of a
continuously expanding base of local expertise capable of carrying on ALES's know-how
and services.
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5. Local Consultants & Intems: During the Base Period, ALEB worked with a smell number
of local consultants who assisted us from time to time in providing both training and
technical assistance to food processors. These consultants worked in various .....
indUding market information, banking (financing), management and human l8SOUfC8
development. and food processing (technical issues). lhrough dose cooperation. we
have been able to assist local consultants to improve the S8IVices they offer to the
industry and to gain the trust of our dients. lhus, like ALEB's staff members, local
consultants will provide a sustaining cadre of talent capable of canying on ALEB's kn0w­
how and services. ALEB plans to continue WOIking with consultants on an as-needed
basis during the Option Period. In addition, however, we will identify a number of local
experts who have technical expertise related to food processing, and they will work with
ALEB on short term technical assignments as interns. They will assist ALEB staff
members and STTAs in providing training and technical assistance and, even1uaIIy, they
will be expected to provide these services on their own.

6. Training Providers: ALEB's Business Development Services (BOS) team began
assessing local training providers in the areas of management. organiZation8I
development and marketing skills in 1999. Since then, we have used a handful of
providers, who developed specific courses for ALEB's dients, such as Managing a
Family Business and Team Building. In addition, we have used several JocaI training
providers through IIE1DT2 for both computer and management courses. The primary
benefit of this relationship is that we assist the local providers to gain the attention and,
hopefully, the trust of our dients. We promote the need for training among our cIienls,
so that they will seek training from local providers on their own, either during or after the
ALEB project.

7. Regylators: During the Base Period, ALEB's Technical Services' team provided lnIiiilg
to Egyptian regulators on HACCP, American food laws, and other pertinent issues. we
believe that, through these efforts, we have been successful in transferring to reguIa1Drs
the position of our food processing dients on these important issues. For example, in
addition to training, we provided advice to the Govemment of Egypt (GOE) on HACCP,
and we convinced the GOE to postpone enadment of regulations and to allow the food
processors to regulate themselves, at least until government regulators are sufficienIIy
knowledgeable of HACCP and capable of regulating and enforcing it During the Option
Period, ALEB will continue to provide training and advice to regulators and other GOE
agencies, as appropriate. Ultimately, we hope to leave behind, as part of our 1egBc:y, a
cadre of knowledgeable GOE officials who understand that the purpose of reguI8tions is
to encourage and support companies in improving their products and processas, I'lIlher
than to pose a hindrance to doing business or exporting.

8. Egyptian Exporters Association (EEA): EEA is a USAI~funded project 1tIlIt assills
Egyptian companies from a variety of industries to increase exports. It is organized as
an association with dues-paying members, and it provides most of its servic:8s on a cost­
sharing basis. EEA has begun to reach out to ALEB - to explore avenues of
cooperation, and we intend to inaease this effort during the Option Period. For
example, EEA held its first, successful Exporters Joint Meeting in January 2002, and it
expects to continue holding such meetings in the future, as fore where Egyptian
exporters can sit with GOE decision-makers and discuss what needs to be done. both
practically and with regard to regulationsllegislation, in order to inaease Egyptian
exports. Many of ALEB's dients will be involved in this initiative as members of EEA,
and the association has also invited ALEB staff to participate, in order to share our
expertise and knowledge.

9. Industry Modemization Program (IMP): lhe IMP is a EU-funded project 1tIlIt is being
implemented by the GOE. It focuses its efforts on three key Egyptian industries, one of
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which is the processed food industry. IMP established the Food Technological center
(FTC) as a board With seven private sector members who will shape and guide IMP's
efforts with the processed food industry. Many of the board members ant also members
of EAGA and dients of ALES. Consequently. ALES will meet with the FTC in earty 2002
to plan a strategy whereby the FTC can work with the ALES project to complement our
training and technical assistance, to follow-up on the work we do with our cIienls, and to
avoid duplication in activities that serve the processed food industry.

In addition to strengthened associations and institutions, ALES intends to Ie8ve behind, as
part of our legacy, an immense and useful body of knowledge on variOUs i.... related to
food processing. associalion development, busille$S management, etc. We wiD Ie8ve
behind the MarketPulse Egypt information system, which is available on CD-ROM as well as
the Internet; various toolboxes and templates for better business management (e.g.,
strategic planning tool box); technical documents. international standards and regulations
that have been translated into Arabic; numerous Atabil>language training manuals;
directories of Egyptian food processors and service providers; directories of international
importers and suppliers; and the list goes on. Many of these sources of information can be
found in ARAC. One of our tactics for sustaining this ALES service (ARAC) will be to
transfer its management to EAGA. AmCham or another assoeialionlinstilution that can use
the resources in serving members.
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9.0 ALEB's Methodology

As recommended in the midtenn assessment completed by the USAID-funded GTG M&E
Unit, the five service areas comprising ALES under the Base Period cOilbact wiD be
consolidated into three service areas. This realignment is desaibed in greater detail on
Pages 47 and 48 of this dOQJmenl ALEB's three service areas will be known as:

Task 1 • Business Development & Martel Information Services: This servicle .. is
responsible for the development and utilization of an organized system to gain access to
external mamet information. to interpret this information, and to provide this IntormatiOn and
knowledge in a timely manner to managers and other personnel so they can plan and
perform their business operations and identify lIeN export martel opportunities. Business
Development & Mamet Information Services also provides training and technical assistlInce
in mameting and management to leverage martet linkage and sbalegic alliance
opportunities that have been identified by ALEB.

Task 2 - Technical S8rvices: This service area provides technicel assistalice and trrming in
a variety of issues related to quality assurance, processing, product developmel It, safety and
sanitation, etc. to food processors. Technical 5ervices also provides TA end training to
service companias (peSI control, packaging, cold storage, etc.), in order to enhance Vleir
ability to serve the processed food industry, as well as to strengthen cross linkages belvteen
food processors and service companies.

Task 3 • Trade Association & Strategic Alliance 5ervIcas: This service area provides TA
and training to trade end business associations in order to sbengthen them inslilutionaIIy
and to enhance their ability to serve members. Areas or topics addressed include policy
advocacy, recruiting and retaining members, strategic planning, developing and
implementing member services. elc. Trade Association & Strategic Alliance Services also
identifies and facilitates strategic alliances and martel linkages.

9.1 The Cluster Approach

Going forward into the Option Period, ALEB will eliminate the idenlific:atioll of tag••d
companies. We believe thel it is far better to target product lines that offer the greatest
opportunity, in terms of inaeasing exports, and to focus ALEB's interventions on the entint
duster of companies producing these product lines. This approach Will also offer the
flexibility of changing our efforts toward dusters as product opportunities end supply and
demand shifts are recognized. Changing ALEB's focus to product dusters also enables us
to work to a greater extent with small end medium size enterprises (1~50empIoye.s).

It must be noted that a product duster is not necessarily limited to food processing
companies; rather, it might indude service companies, complementary industries and
associations that work very dosely with the food processors and are integral to export
growth and increased productivity. In assessing a product cluster, ALES will also ideillify
service industries and associations with whom we should wof1( concurrently, or who might
assist ALEB in our efforts with the food processors. In other words, the duS18r approach
involves the development of a concerted stratagy and plan for assisting food processors,
service companies and associations. However, for the most part, the methodology
described in this dOQJment applies to our efforts with the fOOd processing companieS, since
they receive the bulk of ALEB's attention. Our methodologies for working with service
companies and trade associations are described in the Worlr Plan for CY 2002, under
Technical Services and Trade Association and Strategic Alliance Services, respectively,
since these teams are primarily responsible.
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Based on very early ALEB market reconnaissance in the Westem European target market,
Egypt's various processed food categories or clusters were initially ranked for their potenlIal.
The Industry Rapid Analysis (IRA) done in 1999 identified actual market lnInds, processor
capabilities and capacities and product opportunities. Subsequent IRAs in the United
States, Gulf States, and Canada contributed to market intelligence and reonfering of
targeted opportunities. Based on this information, dUring the Base Period we screened the
set of available processed products periodically for relevance and the best potential
opportunities for export expansion. In this process, the product focus was consist8ntIy
narrowed to those products with the best short term potential to match the resouroes
available from the project.

Since targeted asSistance and training will focus on commodity clusters based on merket
opportunity in the Option Period (CY 2002-2004), Task 1 win necessarily take a IelIding role
in defining the commodity cluster focus. Going Into the Option Period, Task 1 has suggested
a further refocus based on recent indUStry growth, on products with the most potential for
growth in the coming three years, and on our assessment of our clients' capabirdies and
capacity to take advantage of market opportunities. The clusters oIferjng best potential for
growth in this Option Period are contained in the table on the following page. ALEB's
evaluation of market opportunities is viewed as an ongoing process, thus the clusters wi.
see additions and deletions as the situation evolves and new opportunities are ideillified. In
addition, consideration win be given to clusters and companies that actualy haw the
capacity to respond to identified opportunities.

26



m

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

Table 6: Primary Products Y1·Y3 Egyplian Egyptian Y4
Tugeted Exports Value Exports ......

Rank 000 US. Vol_lIT Ranle"
Selected Dehydrated Producls (onions & gBllic) , 2 26,077 25,802 1

I

Selected Frozen Vegeta~ 1 1552fl 20,709 2
Selected HerbS & Spices (previously included In: 5 5,749 5,159 3
Dry blends, soup mixes, bouillon, dry sauce mixes
and baby food, including pasta)

Selected JuiceslNectars, Concentrates and .. 2,636 2.977 4
Purees, including waters and flavored watelS3

Olives (previously included in: Bagged, canned 3 457 738 5
and Glass (valua added) packed vegetables,

I pickled, etc., including tometo llI'Oduets)'

, There is a major undertaking in the dehydnlled industry to trenll1\lr technology, which may ................ InaII'. in
exports - as it has already in et least one circumstance - in the first year of the Option P.-iocI. Five of the 11 cIehydIErs
heve either installed new technology or are in the neer term pr-. of IlMlIting in land, building MId equipnwll
Moreover, trial plots unclerlaken by BOS in Y2 ofthe project clearly Indiclte thl! new cultivars of high IOlicI onions must be
utilized in order for Egyptiln processors to reduce their unit costs and increase their lIllpClIls subllBilti..y. Many
dehydrators also produce herbs and spices. providing l-.ging of resoun:es in pRJVIding trwinIng and technical
assistance.

2 Varietal and poor cultural practices constrein subllantial opportunity In this martret. For inatanoe. the USA imporlI over
180,000 tons of a hybrid processed broccoli. Unfortunately, Egypt's seed IftlI fon:e Egyptian rarmers to~ .. open
pollinated variety that is not acceptable for pr-.ing. Pass are lI**'IIIY allowed to fMlure on the vine in onl8r to
increase weight for domestic salas. Con.umers prefer a less starchy petit poi. Fineg~ beans ... being imacluced in
Egypt, which offer substantial markel opportunity.

3 USA regulators are implementing requirements for HACCP over a thrw-yaar p.-iocIlor juice 1l4~1... 1M _
importantiy, bolI1 the United States and EU importllnl of juices are edamant that suppliers complywith HI\CCP slaidanll
now. Buyers in both target markets, which are substantial importllnl ofjuice produc:ls, clearly'" theywill visit pIanIs to
ascertain compliance with HACCP, ISO and GMP preetices before entering intostrategic_...-or marUl~with
Egyptian suppliers.

• While the markels for olives ... sUbllantill, this potential is primarily in North~. The wi... of tolllI U.s. impolts of
olives owr CY 2000 p.-iocI cIecIined 10.8 percent to $178 million CIF, cornparad to $1119.5 million CIF during CY 1M,
dua to IowIIr import prices. Total import wtume in CY 2000, howwIIer, continued to~ rising 2 parcanllD 118.122 lIT.
compared to 94,268 MT a year earlier. Total quantiUes of olives imported into the U.S. rnlIrI<et n- ina I sid 23 percant
over the last six yaars, from a lawI of 78,291metric tons (MT) during CY 1995 to the 118,122 MT imported in CY2000. The
largest category of import trade on the U.S. market is for Olives, GreerI, Whole, StuIred, In Conlair*S Las Than 8 KG, In
Saline Solution, Not Frozen, which totaled 28,327 MT wlued at $69.3 minion In CIF wi... during CY 2000, r&flI'lllnllllll
almost 39 percent of total U.S. imports of olives on a CIF w\ua basis. The.-MII&Ille&l: cabIgoIy of import trede on the
U.S. market is for Olives, Not Green In Color, Sliced, canned In A Saline Solution, Not Fruzen, which tolaIed 22,072 MT
valued at $32.3 million in CIF wlua during CY 2000, repraaenting 18.2 parcenI of total U.S. Imports of olives on 11 elF
wlua basis. Egypt proiIucas 800,000 metric tons and currently pra III.. both of th.- types of oliva Tha polalliial
constreint to gaining enIJy to this huge market is primarily in packaging 1Ind adjusting I'lICipes lD meet Amaricen c:onsuIlI«
tastas, plus establishment ofdistribution chlnnell thlll h_tong standing ,"Iatio"sld"WIth 5p&nish supplian. FOl' fuIthIr
market information, HI the USA IRA report. Vol. I, published by BOS in March 2001.

ALES realizes that there may be other important clusters in the Egyptian food processing
indUstry that have potential to expand exports. TIle table above desaibes an intensive
narrower refocus of project activities to the clusters thought to represent the best
opportunities for near tenn growth, but the list is not exclusive. As opportunities appear,
matched with industry capabilities and capacities, the S8IVice aru win develop and issue
special capsule reports and prepare additional infonnation as the need arises. These
secondary products would Ukely include selecteel fruits and vegetablea, essential oils, oIve
oils, processed meats and poultry, jams and preserves, selected baked goods and dairy
products, as well as specific profiles on organic processed foods in selected mar1tets.
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Based on the IRA's that ALEB conducted in the USA, Europe and the MiddIeIEast Gulf, •
well as follow-on market analyses conducted more recenlly (OCtober - December 2001),
Table 7, below, was developed to take advantage of current opportunities coupled with
supply, current capabilities and capacities but limited to a selected group of focus
commodities, each in the fruit and vegetable segments of the industry. The concept is to
utilize a relatively small mix of commodities aaoss a potentially bf1)ad range of processed
products, governed by a select set of specific processes. This table ilIusbaleS how spec:lfte
fruits and vegetables in the five primary commoditY clusters referenced in Table 6 on the
preceding page can represent 33 specific market opportunities in several target markets.
These opportunities must be further tracked and developed for exports.

Table 7: Primary Product Focus by Commodity and Proc:eaI USA, EU and Gulf MarIr8Is

Dried I JUic:eslNec:tars, Bagged, canned IQF
Commodity Dehydrated Conc:enbatH& & Glass Pac:1I8d"

Pu_
Vegetables

Onions X X
Garlic X X
Beans X X

Fruits
Strawberries X X X X
Manooes X X
Guava X X
Olives X

Herbs & Spic:es
Coriander X X
Carawav X X
Chamomile X X
Fennel X X
Anise X X
Basil X X
Mint X X
Dill X X
ParsleY X X

• (Hot Pack -Includes aseptic, retort, etc. to include pastes, I8\IC8S and c:ondiments)
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Table 8, below, indicates market opportunities for secondary (non-specific) product dusters
in the USA, EU, Gulf, Maghreb and Levant

Table a: Secondary Focus by Commodity and P-.IUSA, EU, Gulf, MllghNb & leAnt

Frozen or JuiceslNeclllrs, Bal108d, c.n.. Oil
Commodity Dehydl'llled Con~i1bidlls& & Glaa Packed

PuN8S
selected Vegetables' X X X
selected Fruits X X
Poultry (Value Added) X
Jams & Preserves X
Essential Oils' X
Olive Oi153 ! X
Processed Meats X X
Selected Baked Goods X
$elected Dairy Products X

, Includ"" pickled products

2 Essential Oils, a secondary focus but with good local capacity, "- larger oppoftunlties in the USA & EU

• Egyptian processors have limited capacity for producing olive oils, as this Is a relaliveIy _ lnduslJy
domestically. Italy commands the ofMl oil opportunity in the United SbIIes, therefore the opportunity. wIIich Is
high value and a fast growing trend, is in h8llt infused and speclaillawrs, including herlIal and pepperftlMlrs.
Our clients could potentially triple their production in olive oils to address speclfIc: niche, higtl wIue .,.,......
While volume would not be significant, value'MlUld be and could potentially contribul8 -..1 miHlon cIoIIlIn
to the annual Egyptian export ledger. Egyptian olive oil pnx:essors cannot compete in the EU or the Gulfwith
conventional olive oils due to the EU subsidies provided to EU olive 011 producers.

There may be limited opportunity for infant foods in the COMESA and Maghreb lII8It8ts.
We intend to support these secondary'efforts mentiOned above and in the previOus table on
an "as needed basis" with supplementary market reports andfor product profiles. QIher food
processes - pasta and processed fish - were found too competitive or subjeet to import
restrictions to offer any short term potential for additional growth in the cuR1lnt target market

As ALEB progresses to selection of the tertiary target markets - the Near East fllduding the
GeC states and the Levant) and the Maghreb regions appear to offer significant pobIntiaI for
growth and will receive additiona' focus in the Option Period. In the Base PerIod, the
COMESA countries were analyzed as a potential market While the size of potential exports
to these markets may appear to justify soma concelllrello.1 of effort, many political and
commercial constraints impact on COMESA opportunities. The COMESA member countries
will be reviewed periodically for opportunities should conditions change. Mol8lMlr,
preliminary market research in the Far East regions indicates large demand for food impol1S.
If Egyptian capacity matched with market informatiOn dearly shows that mar1let potential
exists for selected commodities, then, in consultation with USAID. we may allocate
resources to further defining and tracking these opportunities or developing commodity
specific profiles.

ALEB believes that these dusters are dearly defined and need little further refinement in the
follow-on period. Further, basad on diagnostic surveys. enough data exists now to validate
selection of future companies to be enrolled on a weighted basis by sector. In otherwords. it
is evident that, on average, some dusters contribute substantially more to the food
processing sector economy than others, either in gross salas or employment Accordingly.
selection of companies receiving assistance should be based on the merits of contribution to
the economy as a whole.
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Based on our USAID/CTO's advice and encouragement to stay foCIlS8d on specific product
opportunities and obtain results in the corresponding processing dusters, it is the intent of
ALEB to provide assistance to companies on a commodity focused or duster basis - from
production through the markets. Intervention with specific companies "";11 be based on
commonalties within the dusters and will be provided in specific disciplines intended to
accomplish this market driven commodity approach.

The product duster approach will allow ALEB to focus on the sectond needs of the
processed food industly with respect to infonnational requirements and technical assistance
in the utilization of management and other decision making tools for specific products, rather
than on targeted companies as was utilized in the Base Period. This change in approach
will enable us to plan and implement a cohesive set of training programs, technical
assistance interventions, study tours, etc. with each product dUster, in order to address their
unique needs and, thus, to better serve the processed food indUstry. In assessing a product
cluster, ALES will also identify service companies and aSSOCiations to whom we should
provide assistance and training concurrently, or who might assist ALES in our effolts with the
food processors. We intend to promote the idea that these groups of companies (food
processors and service companies) should cooperate, through their trade associations, to
solve their common problems.

While ALEB continues to survey the industly to compile an adequate database of potential
enrollees, Table 9 on the following page indicates the potential universe of food processing
companies, e.g., the potential number of companies that make up specific dusters from
which ALES can draw. The TAP database currently indudes 278 food Pl0C8Ssors; many are
involved in multiple sectors (dusters). When reviewed from a duster perspective, this
expands to more than 500 processing lines or functions (368 in ALES's primary and
secondary product dusters). These numbers do not necessarily rertect actual PlOtessing
capabnities, but also indude buying and selling (trading) activities. All companies in the
database are invited to training events, but technical interventions \'lIiII be limited to those
companies actually processing foods in the targeted dusters.
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Table 9: ALES Proc:essOnl by 8e1ec:t8cl QU"'n1

Product category Total No. of CompuIIes ActIve In

'" ~Selected CIUS1enl (Primary)
JuieeslConcentlll\eslPurees1 48
Dehvdlll\ed Fruits & Veaetables 29
Frozen Fruits & Veaetables 35
Herbs & 5Dlces 28
Olives ConM 15

Sub Total Primary Pi_Ina UneslFunctlona I 115
Potantial Pllleline Clu"'n1 .secondllrvl

Pickled Vegetables (other than olives) 9
Processed Tomato Products2

,
27

Jams & Preserves 28
Processed PoulllY Products /Value Added) 25
Olllenic Kosher & 50eciallY Foods 15
Essential & Medicinal Oils 20
Olive Oils 11
Processed Meets 18
selected Baked Goods 35
DailY 27
Sub Total secondary PiucI..lna UneslFunctlona 213

Grand Total Procenlna UneslFunctlan8 ..
• This is nat an indication ofth. total number ofcompanies in the datebase, but the total numberof-..paniel
reporting activity by rang. of products.
1 19 juice companies also are involved in dairy products
'Includes condiments

In summary,' the Cluster Approach is the driving force behind ALES's annual work plan.
Through it, we will determine the product dusters with which we wiD wort< in a given Y88", the
types of services and activiIies we will provide to them, the rnatltets upon which we wi. foa.Is
for each duster, and the associations and service companies to whom we wiI also offer
training and technical assistance.

Nonetheless, at the end of the day, we will still work with companies, and we wi! tnIck the
progress that each company (and each association) makes towatd achieving the specified
milestones and/or achievement indicators. However, we win not attempt to choose all of our
diem companies at the beginning of the year. Instead, we will reach out to .. of the
companies within the targeted product dusters, and we will focus our efforts on those that
are most responsive and most capable of increasing exports of processed food products.

ALES had 73 targeted dients during the Base Period: 13 in Year 1 and 30 each in Years 2
and 3 to whom we provided technicel assistance. In fact, hovJ8Tt8j", we gave assistance to
more than 73 food processing companies, because as each year progressed, addiIionaI
non-tatr/6ted companies would seek assistance from ALEB, and _ did not deny them.
Altogether, _ gave technical assistance to 136 food processors. Given the fact that our
human and financial resources will be, in fact, less during the Option Period, _ anticipate
giving assistance to a minimum of 125 food processing companies. This number indudes
the targeted dients from the Base Period, as they will continue receiving assistallC8 on an
as-needed basis. It also includes a minimum of 52 new dients (73 + 52 :: 125). MorecMIr,
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we will give assistance to about 9 associations and 50 service companies (e.g., pest control,
packaging, transportation, credit facilities, banks, cold storage) throughout the Option Peliod.

The justification for developing the potential universe of companies in the above 1abIe along
a duster approach is for the simple reason that training and technical assistance will be
offered on a sectoral approach. Since needs will probably vary by duster, particularty from a
technical perspective, it is imperative that we target companies by processing function
(duster) rather than by targeted client, as we did in the previous thr8e years. This ensures
that training is targeted to sectoral needs. In addition, in offering training to dusters of
companies, we intend to cooperate with their associations whenever appropriate, thereby
encouraging associations to start assuming more responsibility for meeting the training
demands of their members. It is axiomatic then, that based on need not aU of the companies
will receive the same level of effort aaoss task. Moreover, the tasks WIll not necessarily
work with the same diems or the same number of dients. In summary, during the Option
Period, market information will be developed and direct technical assistance wi. be provided
to companies based on 1) number of companies within the cluster and their abiflly to
increase exports, 2) market opportunities, 3) potential to inaease quality and prodUClivity,
which are measures of intemational competitiveness, and 4) common needs within the
cluster.
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9.2 Identifying and Assisting Candidate Companies

ALES has finite resources and tries to allocate these resources where it can have the most beneficial impact in Egypt. Through the targetedmarketing program, the ALES team continuously identifies certain dusters in which there is the potential for multiple and follow-on benefit, interms of increased exports. Within these clusters, ALES is proactive in identifying and contacting companies and associations. In addition,ARAC, as a resource for all qualified companies and associations, will market ALES services and programs broadly to inform all companiesand associations in their Infonnatlon marketing program. Read columns vertically.

Targeted "'arlcetJng PIOII",m

ALEB Actlvltles

• ALEB researches clusters to
Identify companies and dynamics
of clusters

• ARAC contacts companies to
compile database for future
enrollment

• ALEB uses teams as Industry
specialists through service areas

• ALEB collects and disseminates
public Information on clusters for
access by other donor projects to
leverage assistance

• ALEB requests specialists,
Including STTAs to meet with
and report on companies and
provide guidance for technlcel
Intervention and training

• ALEB contacts banks that .re
equity owners of companies or
may know of companies for
ALEB assistance

• ALEB complies Informlltlon from
stakeholders In the Industry to
Identify Issues for technical
Intervention and training

Marketing Sources

• Walk Ins & referrals
• Sources of sector Information

ALEB Counterparts and
subcontractors, GTG Partners,
Trade and Business
Associations, Embassles,
AmCham, EEPC, Office of
Commercial Representation,
other donor agencies, and
service sector companies

• Leading Egyptian banks that
have acquired equity Interests In
companies or may have good
regional knowledge of
opportunities

• Brochures, reference material
published and collected In ALEB
database by Industry cluster

• TAP database

Types of Assistance
Programs

• Seek multiple and shared
programs Including shared
technlceland STTAs such es
IESc/CBS, ACDINOCA and EEA
consultants

• Collaborate with other donor
agencies and NGOs to facilitate
transfer of Information

• Opportunities for economies
Including encouraging
development of trade
associations & marketing boards

• Opportunity to focus on IndUstry,
Including allied Industries' needs
In Egypt so many companies can
benefit (outreach)
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Sectors

sectors that are strategic to the Industry
Include:

• Associations
• Packaging
• Transportation
• Terminals
• Cold Chain
• Seeds/Agricultural Production
• Credit Facilities
• Distribution
• Training

Clusters with strong export potential:
• Dehydrated Vegatables
• IQF Vegetables
• Juices, et al
• Hertls and Spices
• Olives

Pipeline - strong niche potential:
• Dairy
• Specialty, Incl. Organic
• Essential Oils & Flavors
• Poultry (value added)
• Olive Oils
• Jams & Preserves
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Information Marketing Program

ALEB Activities

• Prepare standard marketing
materials In English and Arablc
educating potential clients on the
services provided by ALEB

• Prepare Introductory workshops
for companies Interested in ALES
and consulting services as a low­
risk source for Infonnatlon

• Educate other consultants and
adVisory finns (Incl. legal,
accounting) to market ALES
services to clients

• Companies to provide reference
letters to validate assistance
services of ALEB to other
companies

• ALEB to pUblish reports, articlel
and newsletters on management
topics

• ALEB to host visiting speakers on
management topics

• ALEB Is proactive, will spend time
meeting with potential clients to
ascertain potentia' for a
successful project

Mar1<etlng Sources

• Trade and Business Assoclations
• ALEB to leverage coverage and access to
Egyptian businesses through establishing
contact persons who will promote ALEB
consulting services. These Include:

• Arab· American Chamber of Commerce
• Gennan - Arab Chamber of Commerce
• Leading Egyptian banks
• Ministries and Research Institutions
• Other Egyptian consultants and advisors
• Other donor organizations Including Euro­

Med Partnership

• Multi-lateral financial sources - Exlm,
OPEC, CIP, World Bank, AfrExlm Bank

• Sources of equity capital - private SOlll1l8S
and others

• Trade fairs & exhibitions
• Universities and educational Institutions
• Embassies In Egypt and other countries
• Chambers of Commerce In other countries
• Trade Development Agencies In other

countries

·'ntemet

• Trade Journal' & Publleatlol1l
• Bull/nell Journals & Publications
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Examples of Assistance
Programs

• MPE Training
• StUdy Tours
• Production Economics
• Financial Management
• Marketing Management
• MIS Training
• Market Infonnatlon
• Information Utilization
• Techmatlcs
• PackaglnglLabeling
• Food Quality & S8fety

(e.g., HACCP)

• Product Development
• UnelPlant Expansion
• Processing

Improvements

• Varielaia
• Strategic Alliances
• AssocIation

Strengthening

• Membership
Development for
AssocIations

• Policy Advocacy for
AssocIatiOl1l

Sectors

• The fOod processing industry
and all private enterprise
sectors allied to the industry
with a targeted size of 25-1000
employees

• Start-up companies, Including
foreign Investors, In the
agribusiness sector that afford
opportunities to develop
successful business models
and data that can be leveraged
to the entire Industry
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Through these two programs - Targeted Marketing and Inform8lion Marketing - a pipeline is
developed of selected companies that are seeking assistance. As companies pay a nominal
amount for ALES's services, a method of screening companies is impol1ant in order not to
waste the resources of ALES.

The methods that are employed by the Team are:

• Technical assistance request questionnaire

• Diagnostic Survey

• Ranking of the company based on diagnosis uSing the criteria established for aIocating
resources, which includes a ranking on technical capabilities and capacities, WIllingness
(commitment) to cooperate and commit resources, con1ribution to the sector{s)' exports,
client needs and priorities and.financial capabilities to impJement recommended changes

• Meeting with all Service Area Directors and Co-Directors to determine if the company
meets criteria and potential exists for a successful project (intervention & increased
exports)

• Report completed summarizing the above and recommending potential for enrolment
and required assistance, by category and by discipline

After the above screening process, companies proceed to an active list whereby they ..
managed as potential companies for future assistance, or immediately enrolled (active
companias). The next steps after screening and selection to the active list are described
balow.

9.3 Teams and the Process of Assistance

ALES intends to adopt a methodology and concerted approach with our client base th8t
revolves around diagnoses, a specific request for technicalllS5istanee from cfl8ntS within a
prescribed framework of offerings, a proposallwolk plan for clients that includes a company
commitment to a series of interventions with specific goeIs and objectives across funcIion8I
areas and across task. a selection of those clients (active companies) within product line
clusters based on specific and logical criteria, and finally, a formalized completion
assessment rgraduationj that would compel a company to buy into the process knowing
there is a beginning and an end to the process, exclusive of training events and stIll18gic
alliance/marketing linkages. In short, the approach is a stIategic consulting approach based
on documented demand, instead of a tactile approach. The templates to be utilIZed for thiS
methodology were designed by Business Development services (80s) during the Base
Period. They will be reviewed by the ALEB team and implemented by all serviaI teams at
the beginning of the Option Period.

ALES operates as an advisory and consulting group th8t is structured around service ....
(teams) and internal functional specialists (Team Leaders or DirecIors and Co-DinlClOrs) in
marketing information, technical services, business development, aSSOCiation sbengthening
and facilitating the transfer of information and sbalegle alliances. This structure has been
designed to achieve certain goals:

• to provide the appropriate number of teams and resources to echieve the deIivenIbJes
and objectives of the contract

• to leverage the resources of ALES through the use of Short Term Technical Advisors
(STTAs) - both local and expatriate - with different roles over the course of a calendar
year, that is:
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1. very short-term (up to 3 weeks) experts to develop staff resoun:es in ALES and/or
develop and/oroffer training WOfbhops and limited, discrete technical assistance

2. short-term (up to 6 weeks) consultants who are identified for particular cflSCiplines
for the purposes of conducting training and/or cluster inteMInIion

3. medium-term (1 - 14 weeks) consultants with broad experience in technical
issues, business development, general management and consulting expertise in
specific disciplines that can provide both technical intervention and training on a
sectoral basis

4. long-term (15 - 25 weeks) consultants with functional skills to provide specialist
services (technical assistance and training) to teams and companies, including on
call servicas for developing market information, marltet foIIcw.up and
reconnaissanca. attending exhibitions. research and analysis, fac:ilitBting
exchange of information and transfer of teChnology between markets. financial
assistance, business development, etc. Typically charged across the sector(s) or
to specific technical assistance not to exceed the maximum number of LOE days
allocated for each company.

• to enable each Egyptian counterpart (Co-Director) to train alongside a team Jeader
(Director) as a permanent member of a team

• to develop the support resources of ALEB (toolboxes, training and workshops, ele :bonie
communications)

• to capture in ALEB over time, the "body of knowledge" collected by each team (this is
important in any service organization, but in ALEB it is critical as many short term
consultants are not permanent members of ALEB)

• to develop a professional, standardized ALEB consulting process that is etrective in
Egypt and can be readily adopted by new teams

• to develop intemal project management and control systems that reflect good consUting
practices

• to ensure that the reputation and standards of ALEB a18 established and maintained in
Egypt

• to manage the workload on each team to balance the benchmark objectives and the
ability to provide measurable and meaningful assistance to dlents - qualitative aswell as
quantitative

• to provide sustalnability and a legacy for funds invested in the industry

The process of assistance is based on certain paremeters:

1. sectol'lll (Cluster) Focus: Each service area(s), individual STTA or team of STTAs
under the supervision of the respective Servica Area Director and hisnler COlA'1terp8rt
Co-Director, undertakes to assess duster companies and determine common technical,
marketing and managerial needs, induding comparative analysis of existing data from
previous diagnoses and assessments. A work plan for assistance, based on sec:tora/
issues, is defined and agreed upon with companies by duster. If there are multiple
and/or staged projeds, these must be planned and designed to achieve results in one or
more of the three functional categOries of assistance - management, marketing and
operations.

2. Person-Day Guidelines: In planning the intervention and training, the Service Area has
to ensure that the estimated number of person-days and other ALES resources are
consistent with the total allocation of resources based on the estimated level of effort by
discipline.
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Technical Intervention Phase Guidelines: The process of technical inl8rvention has
standard phases whiCh reflect the steps required for initial meetings, developing and
accepting a work plan proposel, planning, diagnosing, analyzing, providing
recommendations and priorities, developing action plans and implementing. Based on the
analysis and previous experience, the table below indicates the lIY8I1Ige person days
estimated to provide assistance to each company across task. The days may not be
contiguous and may reflect technical intervention over the term of one year. This is based on
the preparatory tasks required to accomplish the deliverables as well as the objecIives
themselves (achievement indicators) to provide a range of days depending on the
complexity of the project and the need for specific specialists in the functional areas of
assistance. The workload per project is determined within a range of person-days. The
range is based on two cases:

Case 1: Minimum level of assistance: small companyheadily identifiable projec:tfminimu
specialist assistance

Case 2: Maximum level of assistance: large company/complex areas of assistancelneed for
specialist assistance

The person-day guidelines proposed for each project based on the analysis are:

Table 10: Estimat8d Person Days (LOE) per Company (mscr. Technical AailtaMel

ALES ALES ALE8
Minimum MaxImum

Initial MeelinaCs) with company & Oiaanosls 1 to 2 1.5

Development of Work Plan Proposal and 1 to i 3 2
Presentation to Client & ALEB Teams i ,
Refining Work Plan for Assistance & 1 to 2

I
1.5

Obtalnlno Client's AlIreement
Implementation of Work Plan and F~1lD .. to 20 i 12

Total Assistance IMlr Comoany 7 to rr I 17"
• This Is "9lIAlllate time, m.ning that ft Includes all STTA (across all ALEB .-vice _I time spent on
_rch, supporttaakS and raporting, aswellaa all LTTA time (across all ALEB.-vice arws) decIical8t'to
the procesa of assessment and dlMlloping the work plan proposal for each company.

ALEB has developed a demand-driven assistance program, rwoIving aRKnI marIcIit
driven product opportunities matched with sec:tonIl needs. Specific interventions I'8C(Iire
a proposal to be developed and agreed upon with the dient The proposal is stNctured
within the person-days and assistance phase guidelines. The proposal can also COl ltaillthe
estimated number of person-days and a fee amount reflecting the assignment; such fee
does not have to be paid by the dlent, but should be understood a,the "value" of the ALEB
assignment This concept would engender a recognition of value received by the dient and
would contribute to the transfer of information and eventual sustainability of a service
indUstry and a trade association servicing the food processing industry in Egypt

The demand-driven process achieves certain goals:

• the consulting process reflects good professional practice and contains the required
components to manage and control the projects

• each project requires a proposallwork plan that is agreed to by the client
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• the team stays focused with the dient on the intervention(s) limiting the potential for
open-ended assignments

• each intervention is discrete, but based on sectoral issues, and has a defined objective.
When this objective is attained and the project is completed the company is defined as
"graduated"

• the process disciplines the teams and the specialist consultants to carefUIy evaluate the
needs of the dient and the project to assist in key areas

• expectations of the dient are managed through the dear understanding and written
communication of roles, responsibilities and results as contained in the proposal and
work plan.

The team, after meeting with a prospective diem, IQIl8I'8S a project popovl. The
proposal defines the intervention and so is the key document Proposals are submitted by
the team to be approved by ALES prior to presentation to the dienl This provides an internal
control over the allocation of resources, scope of assistance, time frame and elCp8tt8d
results. The process of preparing a proposal is standard for .. projeds. Infoliilation
gathered through the proposal process is fed into a work plan or action plan that directs
ALES's efforts with the company. The program of assistance targeted toward achievable
results is tailored for each project within the guidelines as outlined.

A disciplined proposal process is important in a consulting project in such ways as:

• enhanced consultant focus on what needs to be done, before as well as after the work
begins (based on dient need and priorities, financial capabilities, etc.)

• enhanced process for systematic mentoring by senior consuttantsl t8am Ieadefs of the
Egyptian counterpal1s

• enhanced method for sharing and marshalling in-house knowledge and ideas, by
practice and by domain

• enhanced management ability to provide targeted guidance and project oversight

• enables the collection of data and experience that will In tum be required i'I fuII.n
assignments induding information with respect to fee generation

• establishes the standards required in the profession of consulling in Egypt through a
process of education and practice with companies currently not uposed to this
profession and service

In summary, the elements of a proposal and the process steps are contained in the following
table: Project Flow (overleaf).
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6 1-3 days AlEB Execution • assess priorities and ablity and I'8SOlIfC8S of client to
Preparation of undertake action plens
Action Plan (wor\( • assess further potential for STTAs lifter audit phase
plan) • dient agreement on plens, benchmarks as required

1 % - 1 day Client Contact

Objectives

• detennine eligibility of crlent, based on
capacity/ability to improve and to ina8ase exports

• inform dient of process and ensure client
commitment to process

• receive request for technical assistance
• diagnose company
• detennine need for assistance and AlEB's potential

for a successful relationship

• confirm in writing with agreement to planning and
support

• proposal drafted by ALEB team and approl/8d
internally before dient submission

• secure an engagement with agreement with cIienl on
project scope
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• develop plen and project with cIienl that fonrlaIz8s
ALES role in implementalion phase

• ensure dient commits resources and personnel to
project implementation

• create realistic andpositive project benchmarks and
objectives

• aitically monitor progress, note deviations and
impact on work plan

• enroll company in ALEB training progrwns
• assess immediate needs and potential for STTAs

dient team assembled as agreed in proposal, cIienl
team to be responsible for project

• detennine phases and benchmarks 8& required
• stay focusad, but be flexible and maintai'l a

professional posture
• be supportive and u''''rtdetiAn:statanding of crMlnts' eIIoo1s to

gain confidence in ALEB

• review project and activItiea to improve consulting
skills and effectiveness of ALES

• measure execution of project based on work plan
• seek feedback from client

Client Screening
(Diagnosis)

AlEB Proposal
Preparation and
Submission

Client
Acceptance of
AlEB Proposal

%-2
days

Summary of ALES Project Flow:
LOE Step
da s

3

5 1-2 days ALEB Execution:
Audit and
Presentation to
Management

7 2-14 ALES Execution
days Implementation

and Monitoring

8 1-3 days Project
Completion and
Review
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Based on the plans for assistance, completion of the Intervention and the WOIIdoad in
person-days to complete a work plan, each team must maintain a balance between enrolled
assistance and the ability to complete the intervention. This is a cIasslc pipeline problem - if
too many companies are enrolled, resources will be too thin to complete technical
interventions.

The conclusions of this analysis provides the project phue guldeUnes:

• Select only projects that can be completed within the average of 17 person days. Longer
projects are possible if justifiable and with due care of the allocation of resources in the
service area across all projects.

• An avel1lge of 5 days must be planned for the proces$ of diagnosis and development
leading to implementation of an assistance work plan. This process allows tor early
assessment of issues that can be remedied by recommenetations for quick solutions and
follow-up reports and toolboxes in advance of foI10w-0n technical assistance. It should
not be considered a loss of time or resources.

• The complexity of the project should be carefully und8lstuoel, as the commitment of
specialist resources to the different phases will require management aaoss teams.

• Management of the dient company should be prepared to commit approximatllly thr8e
times the number of person-days per project; this should be communieatad in advance
(espedally the implementation phase where the company performs the tasks)

The above guidelines are used within the 8ervice Area by the teams in planning projeds to
successfully achieve agreed objectives (which should contribute to accomplishment of
ALEB's achievement indicators) with the dient and also to aIIocale resources within the
parameters as defined by the perfonnance ineticators or deliverables.

9.4 Short Term Technical AdvIsors (STTAs)

Based on the wo/1( plan delIYerabies anet the achievement indicators, STTAs (boIh expalriabt
and local) perform different functions within ALEB. STTAs are considered specialist
members of ALEB ...d are involved in all ALEB acIivities including training, workshops,
counterpart deVelopment, outreach etc. As meny of the STTAs have unique akiIIs and
backgrounds, they may also contribute to specific internal projects induding developmentof
toolboxes, training materials, etc. The SnA schedules in the relpective impletli8i1IBlion
sections of the Worlc Plan for CY2002 indude a level of effort (LOE) for each STTA in order
to facilitate the planning and coon:Jination of snAs to ensure continuity of projects. The
wof1( plan also includes the expected disciplines in which ALEB has detannined common
needs across the indUStry.

Short-term technical advisors (SnAs) will be reauited for company specific improvement
activities that can be leveraged across the dusteror industry and in which there is a need for
technical and other expertise that are not offered by ALEB staff or outside of ALEB - by
GTG partners and other donor agencies or where these activities may require a greater time
commitment than that available from other resources.

In some instances, ALEB will seek to transfer information to institutions or associations in the
same sector where technical assistance or transfer of information is required for all
companies - examples could include the following: Egyptian Agribusiness Association
(EAGA), Egyptian Seed Association (ESASl, Egyptian Cold Chain Association (ECCA),
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Egyptian Exporters Association (EEA), Horticultural Exporters Improvement Association
(HEIA), and others. In this mamer, technical assistance and methodology can be leveraged
to a greater number of enterprises. Furthennore, in the area of sbategic aDianceS and
capacity building, ALEB and their STTAs have and wiD continue to wortt with other donor
agencies and institutions such as the Chambre Affairs Franco-Egyplienne (CAF~. the
German-Arab Chamber of Commerce (GACC). the American Chamber of Commerce
(AmCham), the Japanese Extemal Trede Organization (JETRO), the Industry Modemizatio"
Program (IMP), the Danish International Development Assistance (DANIDA), foreign trade
associations, and ,various ministries, foreign embassies and commercial offices around the
globe.

The process for identifying and selecting an ALES technical SITA is as follows:

1. the client and the team will identify the technical assistance required from the SITA

2. the team, with input from the client, write the Scope of Work (SOW> including cIelaiIS of
the objectives and tasks of the STTA and the e1ient(s) will approve the COillentS of the
application

3. in accordance with USAID requests to consider implementing cost-sharing wt18I8
possible with the e1ient(s), they will be encouraged to provide translators and per diem
fortheSTTA

4. in the case of multiple companies, each company must complete an apprlClltion and the
applications will be submitted together

5. the c1ient(s) will approve the SITA under the guidance of the team

6. confirmation for the SITA will be given by the Chief of Party (COP)

The STTA coordinator (usually the ~Director) in concert with the Director will al11ll1ge the
logistics of each SITA with the company prior to the commencement of work by the SITA.
The Director or ~Directorof the respective Service Area win prepare standard orlelilaliOll
packages for each STTA with the Scope of Work, country information for expatriata SITAs
and ALEB information, including specific briefing information on the assignment

9.5 ALEB StaIf Training

Training of ALEB staff with the intent to provide a cadre of indusby P101'8l1iollals and _dent
sustainablTrly is based on the following program:

• Clear understanding of roles and responsibilities -these extend to aI ALEB staff

• Clear unders!allding of intemaI management systems and procedures - these exIIBIld 10 ..
ALEBstaIf

• Clear reporting lines - Service Area Co-Direclors report to their team leader (Direc:tDI) who
in tum reports 10 the Chief of Party

• Daily training for Egyptian counteIparIs(~) oca.n as a team member alongside
the Director and the other SITAs. The Director is required to cIeveIop the c:onsWIing lnl
technical skins ofthe~.

In addition the folla.ving systems provide formal training in addition to the ad hoc training:
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• use of a systematic process with each crl8f1t
• the aeation of a proposal which outlines the role and objectives of the c:onsUIIn

• training in dient management skills

• discipline in project management

• writing summary reports

• making dient presentations

• pafticipaling in dient meetings and conferences

• professionafism in personal and profassional conduct

• ethics and confidentiality

• commitment and responsibilities

To date the ALEB COUI'll8rparts and support staff have paI1idpaIIId in many bail ilQ ••illn
and workshops, including preparing and presenting the matariaIs for the specific wllItcshDps
and attending the sessions.
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10.0 Strategic Activities

ALES's dients include food processing companies, associations and, secondarily, service
companies. From time to time, we also offer training to GOE agencies and ministries.
CurrenUy, our database contains the following numbers of contacts:

Food Processing Companies 278
Service Companies 334
Associations 35
GOE Agencies & Ministries 36

ALES continuously adds new companies and associBlions to our database and, as we do
so, they are invited to ALES's events and induded in dissemination of marttet and other
information. During the Base Period of the ALES project, over 250 of the 278 food
processing companies in ALES's database received various forms of valuable marttet
information, while 218 of them received the benefit of ALES's training. Moreover, a total of
136 processors received technical assistance. Within these groups, 73 companies received
in-depth assistance as targeted dients. In eddition, we gave training andfor' technical
assistance to 143 service companies and 30 trade and business associations.

ALES will continue to support all of our current dients, both targeted and non-targeIBd, on ...
extension basis during the Option Period. We will continue to disseminate inform8IIon to all
of the food processing companies, service companies and associations in our database, and
to invite them to training programs and other events (e.g., Market 0uU00k Confenlnce,
Suppliers' Day, etc.). Whenever appropriate, we also invite agencies of the Egyptian
govemment (GOE) to our events.

Many of the food processors in our database are not in ALES's targeted product dllste,. or
they are not capable of exporting products within our dustars. Moreover, our experiences
over the past three years have shown that Egyptian food processing companies, service
companies and associations have varying needs and demands; they require valying levels
of support in the areas of market information, business development, assoc:ialion
development, i~ant technical assistance, etc.

Prior to providing targeted assistance to any company or association, we wiI underIaIce •
diagnosis [If we have not already done so during the Base Period) to determine the Iev8I of
assistance a company requires. Moreover, with nigard to food processors and service
companies, as mentioned previously, we will work with companies that are within our
targeted product dusters, that have the financial and human capacity to benefit from ALES's
assistance, and that are capable of increasing exports. ALES's methodology for working
with companies is described in section 9.0 of this document

Given the fact that our human and financial resoun:es will be, in fact, less duItng the Option
Period, we anticipate giving technical assistance to a minimum of 125 food processing
companies. This number indudes the 73 targeted dients from the Base Period, as they will
continue receiving assistance on an as-needed basis. It also includes a minimum of 52 new
dients (73 + 25 =152). Moreover, we will give assistance to about 9 associations and 50
service companies (e.g., transportation, past control, credit facilities, banks, packaging, coIcI
storage). The rest of the companies and associations will continue to receive information
and training.

During the Base Period, all service areas (tasks) attempted to work with all targeted clients,
as required by the ALES technical contract. Going forward, each service area will work only
with food processing companies, service companies and associations that both demand and
require the assistance provided by that service area, in addition to having the capacity and
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willingness to improve and to increase exports. For example, Technical 5ervices wi. give
assistance in developing new products only to companies that have aduaIIy demoIiSbaled
an interest/need for this type of TA, that are capable of undertaking whal8ver efforts must be
made. and that have the capacity to increase exports. Therefore, the task areas will not
necessarily work with the same dients or the same number of dients. Within any given year
of the Option Period. each service area will provide technical assistance to 30-40 food
processing companies. Technical Services will also give TA to 15-20 service companies per
year, and Trade Association and Strategic Alliance Services (Task 3) will also work with 9
associations throughout the Option Period.

10.1 Training

Topics for ALES's training workshops have always been based on industry demand
identified through workshop evaluations, specific indUstry requests and word of mouth.
During the Option Period, ALES will continue to utilize input from companies and
associations through evaluations and surveys to detennine the important lIlpics and subject
matter most needed to improve the industry's global competitiveness. We wiI also Iist8n
and respond to indUStry demand to determine both the number of training events and the
timing of these events best suited to provide the industry with their specific needs.

ALES has also determined that, while there is a demand for both generallraining and
industry-specific training (managerial. marketing or technical). it is not aJways cost efJec:tive
for ALES to provide both of these training types. Therefore. a major portion of the general
training in areas such as human resource development, change management, stnllegic
planning, computer skill development and a number of other general lDpIcs we beII8r
scheduled and more cost effective if done in cooperation with and through other USAIO
projects such as 012 and MOl. In fact, ALES has already initiated training In several of
these general areas through 012. Our Option Year work plans will incarpolate a majorIIy of
general training programs through cooperation with other USAIO training providers.

ALES will continue training in some topics that may appear to be general but .... however,
more specific in nature. such as strategic plenning wherein a training "tool box" has been
prepared on "how to do a SWOT analysis". Workshops will be offer8d on how a company
can accomplish its own SWOT analysis rather than ALES doing the SWOT for the company.
This is only one example of taking a specific part of a general topic and teaching a company
how to help itself.

Specific technical training will continue to be offer8d by ALES to industry cIusIIIrs on •
demand basis. The types of this technical training are plant Mnitation, HAACP, Good
Manufacturing Practices, marketing food products, searching the Internet for business, using
information about the processed food market in feasibility studies, association fundraising
and association policy advocacy. pius numerous other sPecific lDpIcs.

All of ALES's tasks have already utilized our local Egyptian staff to organize, prepanI and
deliver a number of technical workshops in their specific areas of expertise. This practice
will continue and will be increased during the Option Period whereby local staff will teach at
workshops with the ALES expatriate staff acting only in an advisory capacity. Additionally,
several of ALES tasks have identified qualified local training providers while other tasks are
still in the identification process. This training provider search and identification wi. continue
and ALES staff will continually update and "train the trainers". It must be recognized that in
several technical areas it has been and will likely continue to be dilficult to find local trainers
or training providers with sufficient in-depth technical knowledge and background to present
all of the ALES technical events. The ultimate objective will be that by two-thirds of the time
frame into the Option Period years. local staff and local training providers will be presenting
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a majority of ALEB's workshops. This will provide a strong set of expert and knowledgeable
resources for continuing technology transfer long after the ALES project has left Egypt.

ALEB began to charge training participants a nominal fee during Year 2 of the project, and
we intend to continue this practice dUring the Option Period. Charging a fee for training
emphasizes the value of the knowledge and material that ALEB provides. Paying for ALES's
training accustoms our clients to this concept, preparing them for the time when training is
no longer offered at discounted prices by international donors. Finally, as ALEB utilizes
more focal trainers during the Option Period, we will help to sbWlgIhen the domestiC
industry, which generally charges for its services.

10.2 Study Tours

Over the past two years, we have found that study tours comprised of food company
representatives participating in various trade fairs and expositions ere significant results­
oriented events. Those trade fairs and expositions that study groups have attended ere
varied in nature and have included processed food expositions, equipment shows and
technological conferences. The benefit and results from these study tours have provided
Egyptian food companies increased export sales, identification and pwchase of new
equipment, technology transfer and networtdng with international import/export companies
and other food companies to build linkages and strategic alliances. Specilic technical
training sessions have also been provided to study tour participants as part of the study tour.

We propose to continue to utilize study tours in the Option Years as an importallt benefit and
results oriented technique to improve the industry's global competitiveness and to ina8ase
export volume. The study tour deliverable had been the responsibility of Task 3. We
changed this dUring Year 3 of the Base Period to a project deliverable, rather than • task
specific deliverable, and we will continue this activity as a project-wide deliverable during the
Option Period. Thus, in the Option Period, Technical Services win develop tours that invoIva
technical training overseas, while Business Development Services will develop marketing
study tours and Trade Association services will develop tours for staff and board members
of associations. Some tours might cut across disciplines, in which case the various ALEB
teams will cooperate and coordinate efforts.

We will also endeavor during the Option Period to develop study tours that are men
focused, in order to deliver optimum benefit to our clients. Study tours undertaken during the
Base Period were not necessarily focused, as they usually included participants from ...eraI
produd clusters (dehydrators, freezers, juicers, etc.). As a result, the technical tnlining that
we offered during tours was broad in nature, in order to encompass all of the clusters
represented. Participants have asked that we narrow the focus of our study tours and
deliver very specific, tailored training. Therefore, we plan to organize tours around product
clusters: one for dehydrators, one for freezers, and so forth.

Moreover, in selecting study tour participants, we Will endeavor to ensure that they meet the
following criteria:

• Candidate should hold an appropriate positionljob in the company/association.
Participants of technical tours should hold jobsIpositions that are technical in nature,
and participants of merketing tours should work in firms' marketing/sales
departments. All participants of association tours will be staff or board members off
associations.

• Candidate should be an appropriate age (not less than 25, ideally) and should have
worked in the industry, association or appropriate field (e.g., marketing) for at least 2
years.
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• Candidate should be an Egyptian national.
• Candidate should have appropriate language skills (i.e., English language capability,

unless the tour is in the Middle East region).
• Company should be involved in the applicable product cluster or service industry,

and it should have the capacity to benefit from its employee's participation in tour
O.e., should be capable of increasing exports, adopting new technology, developing
new product, etc.).

Study tour participants will be expected to share the costs, as they have done during the
Base Period. They will continue to pay for all of their meals and inciclentals, while IIEJDT2
will cover transportation, hotel and training or exhibition fees.

10.3 Technical AssIstance

The majority of technical training events will also require hands-on technical assistance for
implementation of improved systems at the cluster company level. To effect real positive
change it is necessary that technical assistance supplement training events to provide on­
the-job, real life experience within the companies. During ALES's Base Period, USA based
consultants provided a considerable amount of technical assislallee. In most cases, the
USA consultant was teamed with a local Egyptian consultant and/or a local Egyptian staff
member. This has been a technically broadening experience for local consultants and staff
members. In the Option Period we will decrease the level of effort and use frequency of USA
based consultants by a minimum of 35% while supplementing this level of effort with
increased utilization of local consultants and staff. When we do use USA based consultants
we will continue the practice of "pairing them up· with local consultants or staff. We will also
utilize local consultants and staff on an ever-increasing basis to provide technical assislallee
to the cluster companies. In the last nine months of the Option Period, we will alleillpt to
provide all training and technical assistance with trained local consultants and staff. This
should provide a cadre of qualified local experls to carry on ALEB's work in the various task
disciplines after ALEB leaves Egypt

Additional technical assistance to cluster companieS will also be extended through ALES's
cooperative efforls with other USAID funded activities. We have already begun Q)lltleielive
efforts with the CBS Project, implemented by IESC whereby we share Egyptian company
diagnostics, assassments, evaluations and SWOT anelysis with CBS so that they are able to
provide longer term technical assistance consultants when required to a gl88terdegree than
ALEB can provide within our contract scope and budget.

During the Base Period, clients did not share the cost of technical assistance that they
received from ALEB. We believe that this might have contributed, on some occasions, to a
lack of commitment on the part of the client to working closely with ALEB staff members
and/or STTAs and implementing recommended changes. Going forWard, we will expIont
how clients might contribute to the cost of technical assistance. Perhaps, they will pay for
interpreters, an STTA's meals and incidentals, or a percentage of the STTA's daily fee, etc.
Charging a fee for technical assistance will emphasize the value of this service, while paying
the fee will demonstrate the c1ienfs commitment and interest.
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11.0 Organization

11.1 Tasks

Recognizing that there has been some minor overlap between various task areas, we are
consolidating and changing some task responsibilities. Furthermore, ALES's Base Period of
33 months was budgeted at $14,678,674 while the 36 month Option Period #2 is budgeted
at $10,795,506. This represents a bUdget decrease of 32.6% and mandates greater cost
effectiveness ultimately resulting in consolidation and some staff reduction. This will aD be
accomplished while maintaining a results oriented project with significant positive impact for
the Egyptian processed food industry.

A. Combine Task 1 Market Information 8ervices with Task 3 Business Development
Services under one expatriate director while maintaining two local co-diredDrS, one
specializing in Business Development services and the other in Market Information
Services. The key areas of overlap that will be enhanced and improved by this move
are:

• The incorporation of industry rapid analysis updates (a Task 3 function) into the
MarkelPulse-Egypt Information System (a Task 1 function).

• Combining trainingltechnical assistance in the use of market information for
decision making induding market feasibility studies (a Task 1 fundion) and the
development of target market feasibility studies for potential processed food
exports (a Task 3 function).

• Combination of trainingltechnical assistance in use of market resl.cti across
targeted dusters (a Task 1 function) and training on how to expkn new markets,
determine demand and consumer preferences in other markets (a Task 3
function).

B. Incorporate the training and technical assistance of service companies into Task 2
Technical services under one expatriate director, while maintaining one local c0­
director. The service company improvement function was part of Task 4 Trade
Association 8ervices during the Base Period. The key areas that will be enhanced
and improved by this move are:

• There is an ongoing need for technical improvements in service compBnils that
can be supplied in greater depth by the Task 2 Technical Services function.
These indude technical improvements in the packaging industry and
improvements in the function and handling of the cold chain (cold storage and
transport).

• The development of standards and speciflcations for packaging materials and
containers.

• The liaison between processors and suppliers to teach coop8ialive efforts
between the two in developing the correct new packaging for existing products
and new products.

C. Combine Task 4 Trade Association Services with Task 5 Sbalegic Alliance Services
under one expatriate director while maintaining two local co-diredDrS, one
specializing in Trade Association services and the other in Strategic Alliance
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Services. The key areas of overlap that will be enhanced and improved by this move
are:

• Trade Association Services (Task 4), as part of their nonnaI function are in
contact with various association members who are food processors, supplars
and service. Within the aggregate membership of associations and in the spirit of
cooperation among a diverse membership a great opportunity exists for the
initiation of stratagic alliances and linkages.

• Identifying strategic alliance opportunities or "matchmaking" can be an ill'lpOl1.WIt
association service that strengthens the association, as well as its members'
business ties and collaboration with one another. It can be a source of revenue
for the association, in addition to enhancing the association's image.

• While the functional responsibility for Strategic Alliance Services wit taU under the
direction of Trade Association services (TAS), the development of sbalegic
alliances will remain a cooperative effort across all ALES Tasks or service area
teams as innovative alliance opportunities do not evolve from only one source.

D. Administration: During the last six months ALES has initiated downsizing measures
within the Administrative staff. We have not renewed conbaets on three of the staff,
the Administrative Assistant, Senior Administrative Assistant and a Translator. This
was done in anticipation of the need to reduce costs partiaJlarly in the Option Period
where an overall lower budget was proposed. We have been opetating with thiS
reduced Administrative staff and there is still some question whether all
Administrative needs can be adequately accomplished with this reduced staff. We
propose to replace the Administrative Assistant and add one Translator whIe
eliminating the Senior Assistant for the Option Period.

E. USAID, through the USAIDICTO, has requested that ALES add a Deputy Chief of
Party (COP) position for the Option Period. This person will be a local hire, Egyptian
national. Funds for this position will come from the existing Option Period budget;
however, USAID expects that the Deputy COP will be a highly qualified food industry
specialist capable of delivering TA and training to the food processing companies we
will assist during the Option Period. In addition, in order to allow the expatriate COP
more time to engage in leading TA and training to the food industry, USAID and
ALES have agreed to add an expatriate Project Manager. This person wit have
primary responsibility to ensure that ALES has the policies and procedt.ns in place
to comply fully with USAID rules and regulations. The expatriate Project Manager
will supervise all financial, administrative and support services, including payment
through voucher verification a~ so forth.

11.2 Subcontractors

During the Base Period of ALES activities we have been supported by seven subcoilbactors
providing technical services in various task areas.

Alexandria University, High Institute of Public Health (HIPH)
Allied Corporation, Egypt
Center for Advanced Food Technology (CAFT), Rutgers University
Market Solutions
Sparks Companies Inc. (SCI)
Samuel R. Daines (SRD) Research
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The Mitchell Group (TMG)

For the most part, these have been successful partnerships. We propose maintaining foI6
out of the seven contractors in the three year Option Period 2.

11.2.1 Subcontractors Maintained:

Allied Corporation, Egypt: Allied Corporation has "Successfully provided AlES with both
local technical staff and some local administrative staff in key arees. They deliver technical
assistance across all tasks in providing local short-term technical consultants and local
technical trainers. Additionally, they have identified and negotiated with local providers for
technical support materials to assist the various ALEB tasks. These include CD-ROM
preparation, collateral materials and signage for various major events. Allied staff members
working with ALEB have been instrumental In developing and maintaining a processed food
company database, and they continue to survey the local industry for critical Input
infonnation. Allied is also responsible for the logistics and organization of ALEB's annual
Market Outlook Conference. We propose that they continue these vital activities through the
Option Period #2.

CAFT: The Center for Advanced Food Technology at Rutgers University primarily serves
Technical Services (Task 2) and identifies, supplies and administrates short-term technical
consultants in specific food science and technology areas. They have been inItrumentaI in
assisting in the development of food science training and have provided several packaged
courses presented in Cairo as a purchased service. They also provide on-sile training at
CAFT for ALEB's study tour participants. This training is a combination of classroom Iedure
and hands-on laboratory and/or pilot plant facility training. We propose this valuable asset
be continued through the three year Option Period #2.

Sparks Companies: The Sparks Companies support has been critical in IIw development
of and maintenance of the MarketPulse-Egypt Information System. They provide short-term
technical assistance in the market information systems area, which includes design,
organization and database inputs. The short-term technical assistants and their home oIfice
staff also provide guidance on market information dissemination, utilization of informlltion for
critical business decisions and training on the use of multiple SOUR:81 of infomlation
including electronic business-to-business and Internet We propose to continue this valuable
asset through the three year Option Period #2.

The Mitchell Group: The Mitchell Group provides IIw total support for ALES's M&E
activities including critical M&E staff, the M&E Manager. Additionally, The MiIcheII Group
has provided professional short-term technical assistance on WID support and
organizational davelopmentlhuman resource support We propose that this professional
support continue, haNever, on a somewhat different basis. WID support wiI consist of ways
and means to incorporate more women into middle management and more participation in
ALEB's training programs and study tours. We envision that most organizational
development and human resource training In the Option Period will be accomplished in
coordination with other providers, such as DT2 and MOl. However, after training, a critical
need still exists for on-site, on the job assistance or intervention at the company JeveJ to
assist companies in implementing what they have learned in the classroom. Therefore,
TMG might assist ALEB in identifying and hiring appropriates STTAs for organizational and
human resource development We propose to continue this partnership for three years
through the Option Period #2.
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11.2.2 Subcontnlctors Terminated:

Alexandria University, High Institute of Public Health: The HIPH was utilized in the Base
Period to provide local technical support to ALES's Technical ServIces (Task 2). They were
also provided office space in Alexandria and were utilized as a base of operations for ALES
staff and our STTAs while providing training and technical assistance to the many food
industry companies in the Alexandria area. The HIPH did supply ALES with a rmil8d number
of local· STTAs at some technical training events and for several reslarch and survey
projects. The HIPH's ability to provide a good cross section of local technical consultants
was limited in that only local consultants from the HIPH were nominated and utilized. This
limited ALES's ability to find local expertise in other critical areas such as agriculture,
engineering and other scientific disciplines. We propose that this subcollbaetor not be
continued into the three year Option Period #12.

Market Solutions: Market Solutions had been used during the Base Period on a short-term
basis for library, Intemet and document research in the public domain to survey
import/export statistics in target markets. Their reports containing this data were utilized by
ALES's SDS team (Task 3) to help identify export products of opportunity. This service
supported ALES's in-depth IRA surveys. In the Option Period ALES win provide updated
IRA surveys. These updated surveys will not be accomplished in the depth that was
required for the initial survey but rather will re-qualify opportunity products already ideutified
and any new products of opportunity supplemental to the existing IRA surveys. We propose
that this subcontractor not be continued into the three year Option Period #2.

SRD Research: SRD was initially utilized in the Base Period to identify, supplement and
broaden data and provide reports on IRA opportunity products in various markets. l8I8r
during the ALES product, SRD was utilized on a task order basis to supply this same
material. In the Option Period ALES will provide updated IRA surveys. These updated
surveys will not be accomplished in the depth that was required for the initial survey but
rather will re-qualify opportunity products already identified and any ~ products of
opportunity supplemental to the existing IRA surveys. We propose that this subCClilbaetor
not be continued into the three year Option Period #12.
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AmCh.m
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ASAE

ASTA
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BDSorT.sk2

I BEBA

CAE

I CAFT

CAFE

I CAPMAS

CBS

I CIDA
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I CIBUS

CIF

I CIP

CIP
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COP

I
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CY

I
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DIDA

EAEOFFC
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I EAN
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Acronyms UtIlized by AlEB

Agricultural Cooperative Development International' Volunteer
Overseas Cooperative Assistance

Agribusiness Linkages for Egypt

Achievement Indicator

The Agriculture-Led Export Businesses project

American Ch.mber of Commerce in Egypt

ANUGA Food Tech (intemationalexhibition in Cologne, Germany)

Agricultural Policy Reform Program

ALES Resource and Alliance Center

American Society of Association Executives

American Spice Trade Association

Agricultural Technology Utilization & Transfer

Business Development services

British-Egyptian Business Association

Certified Association Executive

Center for Advanced Food Technology. Rutgers University

Chambre des Affairs Franco-Egyptiennes (French-Egyptian Chamber
of Commerce)

Central Authority for Planning, Mobilization .00 Statistics

Center for BusinesS Support Ont8l11llliona1 ExeculIve seMce CoIps- IESC)

Canadian Intemational Development Agency

Chief Executive Officer

Intemational Processed Food Exhibition (Parma. Italy)

Cost, Insurance, Freight

Cleaning In Place

Commodity Import Program

Common Market of East and South Africa

Chief of Party

Commodity Number

calendar Year

D.nish Intemational Development Assistance

Dairy Industry Development Association

Egyptian Association for Essential Oils, Flavors, Fragrances &
Cosmetics

Egyptian Agribusiness Association

European Automated Numbering System

Egyptian Chefs' Association
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ECCA

I EEA

EFDA

I ElBA

EMDA

I EMPA

EOP

I
EPDA

ESAS

I
ESMAP

EU

I FMI

FPM&SA

I FTC

GAAP

I
GAP

GATT

I
GCC

GMA

GMP

I GOE

GOP

I GTG I GTG M&
EUnit

I
GTN

GTZ

I
HACCP

HEIA

HIPH

I HTS

IAFIS

I IARWIWFLO

I lAS

IESC

I
I
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Egyptian Cold Chain Association

Egyptian Exporters Association

Egyptian Franchise Development Association

Egyptian Investors & Business Association (Mansoura)

Egyptian Marketing Development Association

Egyptian Meat Processing Association

End of Project

Egyptian Packaging Development Association

Egyptian 8eed Association

Egyptian Society for Producers, Manufacturers & Exporters of Medicillal
Herbs & Spices

European Union

Food Marketing Institute

Food Processing Machinery & Equipment Suppliers Association

Food Technological Center

Generally Accepted Accounting Principles

Good Agricultural Practices

General Agreement on Tariffs and Trade

Gulf Cooperation Council

Grocery Manufacturers of America

Good Manufacturing Practices

Govemment Of Egypt

Gross Domestic Product

Growth Through Globalization I Monitoring & EvaluatiOn Unit

Global Technology Network

German Technical Assistance Cooperation

Hazard Analysis and Critical Control Points

Horticultural Export Improvement Association

High Institute of Public Health

Harmonized Tariff Schedule

Intemational Association of Food Industry Suppliers

International Association of Refrigelalecl Warehouses and World Food
Logistics Organization

Intemational Accounting Standards

International Executive 8ervice Corps
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IEFP

I 1FT

IIElDT2 or OT2

I IMP

IPM

I
IQF

IR

I
ISP

IRA

ISO

I IT

JETRO

I LAN

LOE

I M&E

M&IE

I MALR

MOl

I MIS

MIS or Task 1

I
MPE

MT

NAFTA

I NFFA

NFPA

I NGO

WEPA

I OHRD

PGI

I PI

PSOP

I
QC

RFP

I
SA

SAS or Task 5

SIAL

I
I
I

Intemational Exhibition of Food Processors

Institute of Food Technology

Intemationallnstitute for Education I Development Training 2 (project)

Industry Modemization Program

Integrated Pest Management

Individually Quick Frozen

Intermediate Result

Intemet service Provider

Industry Rapid Analysis (or Appraisal)

Intemational Standards Organization

Information Technology

Japanese Extemal Trade Organization

Local Araa Network

Level of Effort

ALES's Monitoring & Evaluation Department

Meals & Incidental Expenses

Ministry of Agriculture and Land Reform

Management Development Initiative

Management Information Systems

Market Information Services

MarketPulse-Egypt Information System

Million Tons

North Americe Free Trade Agreement

National Frozen Food Association

National Food Processors Association

Non Govemmental Organization

Northwest Food Processors Association

Organizational & Human Resource DaveIopment

Project Generated Income

Performance Indicator

Private Sector Development Programma

Quality Control

Request For Proposal

Strategic Alliance

Strategic AlDance services

Salon Intemational des Alimentaires (intemational processed food
exhibition in Paris, France)
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SPS

SSOP

STTA

SRD

SWOT

TA

TAP

TASorTask4

Ta.k2

TMG

TQM

UK

USAID

USAID/CTO

WID

WTO
Y1

Y2

Y3

Y4

sanitary and Phytosanitary Standards

Standard sanitation Operating Procedures

Short Term Technical Advisor

samuel R Daines Researd1 Group

Strengths, Weaknesses, Opportunities, Threats

Technical Assistance

Tracking ALES Progress (ALEB's internal database)

Trade Association Services

Technical Services

The Mitchell Group

Total Quality Management

United Kingdom

United States Agency for International Development

USAlD's Contract Technical Officer

Women In Development

World Trade Organization

Year 1 of the ALEB Project (Base PeriOd)

Year 2 of the ALEB Project (Base Period)

Year 3 of the ALEB Project (Base Period)

Year 4 of the ALEB Project (Option PeriOd)
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1.0 Introduction

This document is ALEB's work plan for CY 2002, the first year of ALEB's Option Period.
ALEB will develop similar, though briefer work plans for the remaining years of the Option
Period (2003 and 2004) at the dose of each preceding year. Ttis work plan is illwlded to be
a definitive doalment to provide a foaJs and working guidelines for the ttne service .­
comprising ALEB: combined Business Development (BDS) and Market InfOmlaIioI. (MIS)
Services; Technical Services; and combined Trade AssociaIion (lAS) and Sballllgic AIanc8
(SAS) Services. It indudes both the Long-Term Technical AdviSOrs (LTTA's) i'Ilheir respective
service areas and Short Term Technical AdviSOrs (STTA's), both expaIrial8 and local. It ha
been written for the purposes of establishing the existing pIC)lOcols or identifying the need to
develop supplemenlary procedures and lIIulxX>JIt in order to provide l8ctIIicaI anisla... to
food processing companies in Egypt. This work plan is in accordanc8 with the govening
Technical Proposal submitted to USAID and under COl .bact as Project No. 263 - 0264.

This work plan consists of the following seven sections:

2.0 Task 1: Business Development and Market Information Services
3.0 Task 2: Technical Services
4.0 Task 3: Trade Association and Strategic Alliance Services
5.0 Annex 1: ALEB's 2002 Deliverables
6.0 Annex 2: BUdget for the Option Period (CY 2002 - 2004)
7.0 Annex 2: Training that will be Delivered through IIE1DT2
8.0 Annex 3: Strategic Alliances Completed & In Progress

The activities that we intend to implement during CY 2002 are desaibed In Sectior-. 2.0, 3.0
and 4.0, under the task teams that are responsible for them; however, it should be noted that
the various tasks will cooperate dosely. Many activities will be a team effort and, as
explained in ALEB's Strategic Plan for the Option Period CY 2002-2004, accornpIstment of
our milestones and achievement indicators will require a team effort. Section 5.0 contains a
summary list of the activities we will undertake during 2002, while 6.0 GOntaius ALES's
budget for the Option Period. Section 7.0 contains a pIen for the training we upect to
implement through IIE1DT2 during CY 2002. Finally, Section 7.0 is a table showing aI of the
strategic alliances and market linkages that were developed by ALES's dients with CU'
assistance, as well as alliance and linkage opportunities that remain to be COQ1)IeI8d. ALES
will continue assisting our dients who have the capacity to take advantage of these
opportunities, in addition to identifying new opportunities for companies capable of meeting
them.

After three years of receiving technical assistance and training from the ALEB project, the
Egyptian food processing industry and many firms in complementary senrice sectors are
taking advantage of the market opportunities available to them for export. Egypt is engaged
in reducing barriers to trade through the Euru-Med partnership with the Europ.... Union
(EU), and Egypt is implementing changes in tariffs, subsidies, JUles and reguIetionI al'.eting
imports and exports as a result of its membership in the World Trade Orgwdzation (WTO)
and in conformity with the General Agreement on Trade and Tariffs (GATT). Ind••d,
Egyptian food processing companies are now facing increasingly Itiff c:ompetitioo1 in
domestic markets as more European products enter local sUpennarkela. The upansion of
foreign competition in the retail food business, especially through supermark81s such as the
French hyper-market Canefuur, and the continuing growth of the Met1U Mat1c81 chain via its
strategic alliance with the UK-based Tesco supermarket giant pose a serious threat to
Egyptian processed food companies that are unprepared to compete accorcIing to
intemational quality and marketing standards.

1



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

If Egypt is to maintain its competitive advantage in domestic markets and ina8ase exports of
processed foods, the private sector must have a much 111018 vocal and active role in
affecting public policy. During the three-year project extension, the ALEB team will build on
earlier work to increase the capacity of the private sector to engage in parrcy dialogue. We
will provide both long-term and short-term technical assistance and training, including on­
the-job training, in order to transfer and strengthen the skills of both Egyptian food
processing firms and the business and trade associations to which they belong. With regard
to firms, we will assist them in developing the capacity to apply their resources in order to
take advantege of market opportunities for Egyptian processed foods. Regarding
associations, we will assist them to plan, develop, and implement sound policy advocacy
campaigns on behalf of their members and to deliver other types of membership services.

If Egypt is to enhance continuously the adoption of new technology and management
practices that will make export growth possible, sbategic alliances and industry support
services must continue to expand and improve. TherafonI, the ALEB project will also
continue to build stronger private sector partnerships within Egypt and between Egyptian
and foreign firms.

SlI6tIIlnabillty: Three additional years of ALEB technical services and training shoukI bring
immense benefit to the Egyptian processed foods industry, boosting exports as well as
domastic sales into hotels, restaurants and supermarkets. But how can these elfOl1s be
sustained after the end of the ALEB project?

One way that we will endeavor to generate sustainability will be for the whole ALEB project
team to work very dosely with the Egyptian Agribusiness Association (EAGA), as well as
other trade associations in the food processing sector, to develop their capaci\y to take over
some of the services that the ALEB project offers and that the food industry will demand in
future years. The Trade Association Services (TAS) team wl1llead the projecl's eIfuo1S to
provide intensive support to associations involved in the food-procassing sector with the
objective of having these associations become the leading organizations in the sector by the
end of the ALEB project.

We must recognize, however, that three years (CY 2002-2004) is en inadequate amount of
time to strengthen the organizational, managerial and financial capacity of new and nascent
Egyptian trade associations to become totally self-reliant and financ:ially swlaillable
institutions. Nevertheless, we will make every effort to work with the most qualified
association staIf, especially those at EAGA, to teach them how to do whIIt ALEB seMce
teams have been doing, so that through "leaming by doing: EAGA may gnldualy develop
the capacity to serve the processed food industry as other modem trade assoc:iaIions serve
their members in North America and Europe.

Indeed, we would also suggest that the ALEB project is aIr8ady on the way to estIIllshillg
sustainability for our services by creating a duster of forward-looking, 1IIlIIttet-nIIp,
well-managed food companies that can compate e1fectively in workI markets. This c:IusI8rof
companies will form the core group of firms that will continue to demand ALEB-like services
from Egyptian institutions and service firms long after the ALEB project ands. And, as we
have more success during the next three years in making more Egyptian food companies
more competitive, we will also Increase the demand in the industry for those services that
will help Egypt maintain its competitive edge in international and domestic markets.

For example, the recent decision by the Government of Egypt (GOE) to create an Industry
Modernization Program and to select the food processing industry as one of three key
industries for modernization reflects the growing public and private sector lIWlIJ'8n8SS that
the Egyptian food industry needs to be transformed. This new awareness is also leading to
the demand for services akin to ALEB project technical assistance and training. The
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composition of the Food Technological Center (FTC) Board, with seven privaI8 sedor
members - many of whom are members of EAGA and the EAGA Board of Directors - also
reflects the growing realization that ALEB-like services are necessary if the Egyptian food
industry is to compete successfully under the Euro-Med partnership, GATT and the wro
after 2004. Consequently, some time in earty CY 2002, we will be meeting with the Board of
the Food Technology Center (FTC) to plan a sbalegy whereby the FTC can work with the
ALEB project to complement our training and technical assistance, to foIIow.up on the work
we will do with clusters of food products, and to avoid duplication in ac:tivilieS that serve the
processed food industry.

By providing value-added services to the whole food industry, we are creating a continuing
and, ultimately, sustainable demand for such services that will endure beyond the life of the
project. As illustrated above, this is already leading to the realization by publ"lC and privaI8
sector leaders of the food industry ,that organizations - such as associations - and
institutions as well as service firms have a role to play in the modernization of the Egyptian
processed food industry.

Finally, as we plan and implement our training progrems, we will also search for skiled and
financially sound Egyptian training providers (service firms or institutions) capable ofworking
with us in our training activitias. Our ultimate aim will be to deliver high quarlty training for
the present and, hopefully, to find future training providers who will be able to continue
meeting the demand that our services are aeating. We hope to find local firmS suitIld for
technical training, such as EAN-Egypt, with which TAS developed a successful alliance to
provide training in barcoding to food processors and service firms during the Base Period of
the ALEB project.
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2.0 Milestones and Achievement Indicators for the Option Period: CY 2002 - 2004

Milestone 1: The value and/or volume of Egyptian private sector processed food exports
will increase to at least $109.92 million and/or 138.96 metric tons by the end of the project
Option Period. This represents an increase in value and/or volume of 10% in the first year,
8% in the second year and 6% in the third year of the Option Period. or a total inaease of
26% by the end of the Option Period. Actual export figures for the Baseline Year (2001) will
be submitted to USAID in 2002, as soon as they become available from CAPMAS. The
Option Year 1, 2 and 3 objectives will then be modified accordingly and resubmitted to
USAID.

T_.:M_, Pl-.sY_ IIeooInoY_ opIanY_1 opIanY_2 opIanY_3-- ..... aez - ..
1+1ft1 _I I+ftI

\IlIIueus_ ..- "'.21_ .......- ......- ...-
Volume

;IMIIlricT_
,__

110.31_ 121.-_ 111._ --SoII'ce: c.mw _ ond CAPMAS---PI.... (+5.ft of,..- 2000)

Milestone 2: The aggregate value and/or volume of exports of companies that are within
ALES's targeted product clusters and who receive both training and technical assis1Bnce wi.
increase by 10% in the first year, 8% in the second year and 6% in the third year of the
Option Period, or a total increase of 26% by the end of the Option Period.

Achievement IndicatonJ by Objective

We anticipate giving technical assistance (TA) to a minimum of 125 food prot8Ising
companies during the Option Period. This number includes the 73 targelBd clents from the
Base Period, as they will continue receiving assistance on an a&-needed basis. It 8Iso
includes a minimum of 52 new clients (73 + 52 =125). Moreover, we will give TA to IIbout 9
associations and 50 service companies (credit facilities. banks. transportation, pest COl Ibol,
packaging, cold storage, etc.). All of the companies and associations in our dalBb8se
(currently 278 food processors, 334 service companies and 35 associations) will be inviIIId
to training programs and will receive market and other information that we distribule.

Within any given year of the Option Period. each service area will provide liIctIlicaI
assistance to 30-40 food processing companies. Technical Services will 8Iso work with 15­
20 SBlVice companies each year, while Trade Association and Strategic Alliance Services
(Task 3) will also work with 9 associations throughout the Option Pel iocI.

For each of the achievement indicators listed below. we will track only companies and
associations that receive technical assistance (TA) and training in fiekIsItopics related to the
specific indicator. Based on our past experience (during the Base Period), we anticipate that
a minimum of 30 companies will be tracked for each of the 8 indicatorS. This is the lowest
number of companies that will be tracked. We estimate that we will track doser to 50
companies for most of the echievement indicatonl, and for at least one of them (i.•.• the
indicator related to strategic alliances and market linkages) we could track as many as 100
companies, if not more. In any case, we intend to track all 125 food processors, 9
associations and 50 service companies that receive technical assistance and training.
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Baselines for all of the associations will be developed during early 2002, while baselines for
food processing companies and service companies will be developed as each company
joins ALEB's clientele. Any company that receives at least two visits from the same STTA or
LTTA providing technical assistance in a specific field (service) will be considered a client of
that particular service, and the company's progress will be tracked. A single visit from a
STTA or LTTA does not qualify a company as a client, because it might be a diagnostic visit.
Any company that receives technical assistance from ALEB in developing a stIalegic
alliance I market linkage or in procuring fundsllinancing will be considered a client of the
particular service. and the company's progress will be tracked.

Objective 1. Increase stakeholders' capacity to participate In policy dialog

IR 16.1 PofIC)' Framework for Trade & Investment Improved

Achievement Indicators:

Ind1clltor 1.1: At least three associations will have improved their CIIpa"fty to
participate in policy dialogue, as indicated by achievement of the following five
performance indicators:

• The Association adopts policy dialogue or adVocacy as a sbal&gic goal.
• The Association forms a Committee or Task Force to engage in policy dialogue or

advocacy.
• The Policy Advocacy Committee identifies issues of importance to members and

prioritizes them.
• The Policy Advocacy Committee conducts analysis and issues a "position paper" on

the policy adversely affecting members and proposes a solution.
• The Policy Advocacy Committee or leaders of the associalion 8l1g11g8 in policy

dialogue with legislators or govemment decision-makers on the issue(s) and
solution(s).

Indlt:ator 1.2: At least three associations will have incntased their abiIty to repreSlnt
and serve the processed food industry or complementary service sectors, as irdcllllld
by achievement of at least two of four performance indicators:

• The Association develops and delivers at least one service to members on ..
annual basis.

• The Association develops and delivers one non-cIues revenue geri8lalilQ ......
activity or annual event

• Paid membership at the association increases by 8t least 25'110 by the end of the
project

• Twenty percent (20'110) of ALEB project clients join an industry trade associa'ion.
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Objective 2. Improve industry capacity to anticipate and respond to opportunllles and
changes in global markets and technology

IR 16.2 Private Sector Competitiveness Increased

Achievement Indicators:

~ Ind1cafor 2.1: 33% of companies that received applicable training and technical
assistance from ALEB will have established n_ or improved one or more decision­
support systems, induding the following:

• Procurement
• Plant operetions
• Logistics
• Financial & accounting

~"''--Indicator 2.2: 33% of companies that received applicable training and technical
assistance from ALEB will have improved production efficiencies, as indicated by
achievement of two or more performance indicators:

• Decreased unit cost
• Increased yield
• Improved waste management
• Increased capacity utilization
• Improved energy conservation
• Increased output per worker

'" ,ndlc.tor2.3: 50% of companies that received appflC8b1e training and technical
assistance from ALEB will have implemented or improved one or more quality
systems, such as GAP, GMP, HACCP, ISO, TQM, SSOP, SPS, IPM, GAAP, lAS.

\.\.\, 'ndlc.tor 2.4: 33% of companies that received applicable training and I8chllical
assistance from ALEB will have improved or developed new produds. (Impro>'8m8l1ts
can be made in packaging, labeling, formula, inputs, bar coding, etc.).

\ 'ndlc-mr 2.5: 50% of companies that received applicable training and technical
assistance from ALEB will have improved or developed new marketing I salas
systems, materials, communication tools (e.g., email, Internet), and/or prac:ticas.

"\"nd1cafor 2.8: 35% of companies that received applicable training and techi'IicaI
assistance from ALEB will have improved or developed new syst8ms or prac:ticas
related to management or OHRD (e.g. stIalegic planning, organizaliOl1al chart and
delegation of authority, employee performance monitoring system, company policies
and procedures, etc.).
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Objective 3. Expand and Improve linkages and Industry support seMces

IR16.3 Oppottunities for Business Growth Enhanced

Achievement Indicators:

IndlCllfor 3.1: 50% of companies that received applicable training and technical
assistance from ALEB will have improved market pelJ8balion, as indicated by
achievement of one or more performance indicators.

1. Introduced new product in existing or new market
2. Introduced existing product in new market
3. Developed new agents/distributors in new or existing market
4. Developed new strategic alliance with foreign investor, such as a~

or private label arrangement
5. Developed new domestic clients within the tourism sector (franchises, hotels,

restaurants, etc.)

IndICIIfor 3.2: 33% of companies that received appflC8b1e training and technical
assistance from ALEB will have obtained financing to fund exports, purchase new
technology, increase operating capital, invast in new product development or plant
expansion, etc.

NOTE: In tracking all of the above-menlioned achievement indicaklrs, we will esl8blish a
new baseline for all of our clients, both pre-existing and new. AchievementS that targeted
clients made during the first three years of the ALEB project will not count toward
accomplishment of these new indicators.

7
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3.0 Task 1: Business Development and Market Information S8Mces

BaclqJround: Business Development and Martlet Information 8ervic:es (BOSIMIS) are the
broadest of the ALEB service areas. Their overan goal is to help managers and owners of
food processing operations in Egypt obtain the skills they need to compet8 etrectiveIy and
profitably in a martlet-driven, global economy, which includes, implicitly, meeting the
challenge of domestic martlet threats. In the previOus three years, MarketPulse-Egypt was
designed to make available a constanation of martlet infonnatlon for processed fruit and
vegetable products and, in addition, to describe current, semi-weekly de>felopments that
affect economic fundamentals of the industry. Martlet Information 8ervic:es is being
combined with Business Development Services in an effort to eUminate duplicalion of some
activities, as recommended by the PricewaterhouseCoopers team that evaluated ALEB in
early 2001, and to further strengthen the projects' efforts to accomplish our goal of
expanding Egyptian processed food exports. In the former structure, MIS focused on martlet
information with the objective of increasing:

• Availability of professional-grade martlet information systems for processed fruit
and vegetable products in Egypt through MarltetPul..Egypt (MPE);

• Dissemination and understanding of MPE and special martIet aneIyses, and
development of improved dissemination channels;

• Client understanding and use of commercial martlet ilifomlllllon through
introductory explanations, management reviews and dient staff training; lind

• Technical assistance in the development of decision support using MPE
information.

In the base period, Business Development Services, after diagnosing our dient base and
conducting SWOT analyses with many of our targeted dients, concet .baled on weak links in
the Value Chain, including:

• Raw matarial supplies as it relatas to unit costs and martletable product

• Strategic planning, induding Export Martleting Plans and Company Action Plans

• Organizational and human resource development, including:
- job organizational structure
- t88m building
- descriptions,and
- policies and procedures

• Martleting issues, induding:
- coIlataral material
- labeling
- packaging
- trademam and brand equity,
- after sales support and customer ClIre

• Intarnet training and web site development

• Production Economics and cross task transfer of technology

• Martleting and management skins transfer.

8
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After completing the third year of the ALEB project, it has become ina88sIngIy clear whent
these service areas need to concentrate on affecting qualitative transference of skiIs sets
and information to expand capabilities in the industry if we are to be successful in improving
global competitiveness on a sustainable basis and continuing to increaSe exports of
processed foods from Egypt To that end, the following work plan is designed to implement
the lessons learned in the base contract period of the project to most effec:tiveIy create a
sustainable change in the industry and meet the objectives of the projec:l

3.1 MarketPulse Egypt Infonnation Sys18m

DetlcrlptJon of IIfIIhods and Tools: The primary vehicles for MPE prelBlllations will
continue to be the MPE web pages and regular MPE Update reports, which will be revised to
indude specific targeted market news by commoditY duster. The web pages will be updated
and the MPE Update newslettar wiU be published as market conditions change, rather than
on a bi-weekly basis. Reporting under the~ format will begin early in the Option Period,
and will be well established by the end of the first bimester.

More importanUy, based on lessons leamed and client f8edback, the MPE and supporting
reports will be rolled back to focus on targeted dusters and specific commocfdies in order to
"de-complicate" the amount of information provided. New features win be added to incr8aSe
the utilitY of the system. These will indude the introduction of aJgorithms and "cornpetiliwe
index" (techmatics) features to enable users to make support decisions and run comparaIive
analyses with similar enterprise industry averages. Further, while the Retel Price Tags
reports have received favorable comments and alB utilized to some d8g1ee, these will be
scaled back to specific commodities in targeted dusters (Of eflminated) and rwplaced with
entry prices at ports of disembarkation. This will add utiflty to the MPE effort and give
comparative, competitive data to our processor dients to facilitate the management decision
process on "what to export whelB." Further elaboration on these issues follows:

FoeUII on whol...,. prices: It has proven difficult to find soun:es of !anded whot ",
prices for processed fruit and vegetable products in major market countries. The projed
now IBports both retail and wholesale price estimates for a broad range of products. This
system will be IBvised in early 2002 to focus more direclly on the target COlimodity groups
and to identify potential additional sources of more direct wholesale price estimaI8s. This
relatively modest revision in procedulBs will direclly parallel the effort on the foaJs to pruvide
the more detailed MPE presentations described above. In addition, BOSIMIS will boIst8l its
sources and level of information related to tren'POltalion and shipping costs, packaging
costs and other pricing information important to the determination and analysis of the
competitive position of the Egyptian processed food sector dusters ct.osen for in-depth
technical assistance.

FoeUII on production Intormation ImptOV8IJtfIIJf1: A major weakness in Egyptian Oldlook
information is the lack of credible raw product production information. The current data hlMt
been IBviewed !8peated1y by outside statisticians, always with the conclusion that the
process is limited in its scope and accuracy. The result is unreliable information of limited
utilitY.

Sparks Companies, Inc., the MIS subcontractor to ALEB, operates agriaIIIuraI produc:tion
surveys in the United States which parallel those managed by the government and which 818
far smaller and less expensive, while still providing acceptable levels of accuracy and
reliabilitY. Similar surveys likely could be developed in Egypt for selecled products. A
simple pilot survey will be designed and tested in 2002. Based on the results of the pilot
effort and reactions of the processed fruit and vegetable industry, additional surveys could
be designed and extended in the future. The MIS Co-Director in concert with the Ministry of
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Agriculture Extension Service will play a vital support role in the researdl, c:ompiIaIion and
reporting of this data. Based on the product selection, the production estimation work will
commence with a setected vegetable and fruit (onions and sbawben'i8s). Based on the
success of this effort, the process would be repeated for another vegetable and fruit to
include green beans, tomatoes and/or olives. Following the successful completion of the
second effort, BDSlMIS would begin a similar effort for selected herbs and spices to include
coriander, caraway and chamomile.

Suatalning 1fPE: From the beginning of the project, it was contemplated that at the end of
the ALEB project MPE would be handed off to a local Egyptian entity such as EAGA. EEA,
AmCham or the Food Technology Center. An added consideration is the fact that a
realignment of Co-Directors within the BDSlMIS Service Area will take place. Thus, within
the context of revising activities on a more focused basis, it will be necessary to idei ltiry and
train a new Egyptian expert in MPE concepts and procedures as soon as possible to insure
effective sustainability.

But more importantly, MPE must be redesigned to afford ease of upkeep, whidl would
include maximizing utilization of marketing intormation in the public domain plus salact8d
private trade data services that represent value for service. The intent and uIIimate fonnat of
MPE at the end of the Option Period is to provide a service that the industry recognizes as
worthy of paying a service fee to an organization that can afford, manage and Iewrage the
system to improve the industry as a whole - preferably as a non-duas revenue enl8lcement
scheme to attract and retain membership.

ALES lfal1fet Outlook Conference: The annual ALES outlook conferellC8 has proven to be
an effective outreach tool, and an effective vehicle for intormation about the sector. A target
date (OCtober 2002) and a theme (WTO accession and the EU-Medilerr8naan FTA and the
potential impacts on Egyptian processors) have been selected. Planning and Pl..-alion for
the conference are now und8lWllY.

aoo.tlng IfPE UIIIIty: To increase the utility of the ALEB support system to client IIrms, a
new series of decision support algorithms will be developed. The purpose of this f8alur8 wlI
be both to provide decision support to clients directly and easily, and to ina1NIse Cfient
understanding and appreciation of the capacity of the MPE system.

In general, the algorithms will permit clients to undertake economic analyses on ALES's web
site by identifying a decision of interest, choosing appropriate infonnation from MPE,
providing modest amounts of real plant information, and receiving speciIic guidance as a
result.

But this effort will be dependent on the successful compIelIon and inl8gialiol~ of the
Production Economics model undertaken by BOS, as the algorithms will be 0Ig&nized to
support four types of decisions, two production decisions and two marketing decisions,
including:

Marketing

• Product marketing opportunities (by markets);

• Market development opportunities (by product);

Production

• Output level decisions for plants; and

10
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• Non-output affecting decisions for plants (e.g., quality invesbii8l'lts, packaging,

other).

In short, the algorithms will assist dients in determining 1) which prodUCIs they can produce
2) at which costs/prices 3) for entry into which mar1tets. The 9DSIMIS DiredDr and C0­
Director, in conjunction with the Production Economics efforts under 90s wi. take the lead
in developing these support algorithms, working closely with the 90s Co-Dilecloi and his
short-term assistants. This system will be developed and introduced (one category at a
time) by the and of the first year of the Option Period.

CompetItIve Index ('7echmdt:a") for Ptoceaed Fru". .nd v.o J ... In Efwpt
There is no widely available model for industry performanc:e in Egypt. By contr8st, most
firms in developed countries have a dear idea of how their performance compares with their
most efficient competitors and the indUstry average. During 2002. ALE9 wiI develop a
cooperative effort across the industry to organize and develop an effective "techmatics"
program for fruit and vegetable products in Egypt The effort will have four components:

• Locate and present current techmatics model firm desuiptions and selected
industry paremeters;

• Wor1t with an industry focus group to develop a ~ative approach to
techmatics for processed fruits and vegetables in Egypt;

• Develop and implement a pilot techmatics prog..im in Egypt; and

• Modify the pilot prognom, and implement a modest, industry wide progl8l1l.

Program design and testing will be done in the first half of 2002, with implemeutation by f8II,
2002. This should lead to development of a template germane to a processor's speclIic
industry - much like an enterprise budget - on whld'l to compare perfonnance to the
industry and make management decisions.

Suaa/Hbll1ty: The increased, intuitive utility features of MPE coupled with reduced dlIbi
tracking should be easily transferred to a local body, such as a trade or business
association. Cost of upkeep should be minimal but afford the sustainable instiIution an
opportunity to charge for this service. Simil.. to USA corporations who, in the pat two
decades, made the management decision not to employ an economist for market sllalegic
planning but rather outsource mar1teting information, Egyptian companies wiI most P1ob8b1y
prefer to purchase mar1teting information services. This does not negate the fact that these
companies must understand mar1tet nuances and be able to apply market information as
part of their management decision process. Accordingly, the new features planned for MPE
in the Option Period should enable them to further understand apprlC8lion of market
information. Training of processor firms win conceubale on intel'pletillg and transfelj~lgthe
new utilities with the intention of developing a reliance on mar1tet information from a
sustainable local body.

MPE Impleme"l1illoir Foe..LeedllJfl to AchlellWfHllft ofPer1ofJlrMC81nd1cf1fJota

The concept: To provide Egyptian firms with information useful for expanding exports,
particularly to target markets. Information needs can be grouped into six basic categories:

1. Production (supply) situation in Egypt (raw and finished product)

11
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2. Production (supply) situation in competing countries (raw and finished product)

3. Demand/marketing (price/quantity) situation in potential markets

4. Market access (competitiveness) information

5. Regulatory (administrative) information.

6. Price information to indude landed import, shipping, packing and etc.

ImporfanUy, within each above category, the information must be obviously and directly
applicable to business planning by individual firms. It must be ntIevant to daily business
decisions as well as long range planning. Providing firms with a 'ibrary" of secondary
market data should De de-emphasized in favor of providing brief and ac:tionabIe analyses of
market conditions.

It is ailical to emphasize the difference between market data and martalt InI'annIdIon.
Information is directly actionable and comes from the interpretalion of data. The ALEB
product (MarketPulse) should focus on providing interpretive analysis (infonn8lion), not on
proViding raw data that firms must analyze and interpret on their own. The aIgoriIhm utility in
the new MPE will provide an intuitive process for applying information to processors' needs.

Key Focutl AINS for the CollectIon ofDfttIIIInfOtmtItIon

Domestic: Production SitUation: Egyptian firms need to know their stancIng reIaIIve to
other domestic firms, and must be aware of factors that aI'fect their production costs. This is
especially important for near-term production planning decisions (especially proanrnent,
production level) and in estimating production costs (which is impoltant knowledge for
product pricing decisions).

International Competitor Production SItuation: Egyptian firms need to know their
international competitors: both who they are and how they opelate. It is irnportIInt to
emphasize that competition in manufactured goods markets (such as processed food)
occurs primarily between firm5'-llOt countries.

Demand Situation In Potential Markets: Egyptian firms need reliable Infonn8tion about
where to sell their product and with whom to do business: the countries, the distribution
channels, and the firms with which to do business. Egyptian firms do not do business with
foreign countries, but with individual firms operating in those markets.

Market Access (Competitiveness) Information: Egyptian firms need iufollnalioli aboul the
factors that can affect their competitiveness in international markets. Basic i lfonnation
about tariffs and exchange rates is important Also important are ocean hight rates and
insurance costs. Some of this data is readily available (e.g. exchange 18111s, tariffS): other
might be more difficult (ocean shipping rates). This indudes subaaiplioil to a service
providing world tariffs by Harmonized Tariff Schedule (HTS) and Commodity Number (CN).
MarketPulse should provide interpretive information along with the data.

Regulatory Information: ALES (ARAC) should compile all necessary forms and paperwork
that might be required by potential import markets.

Products and Country Focus: Detailed information such as desaibed above will
necessarily require a sharper focus on particular products and fewer countries. "Market
analysts" must become fuDy aware of the details and current events in each industry or
market. Complex modeling is not required; useful economic analysis mainly requires a
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thorough understanding of the economic forces that affect marUts and firm/consumer
behavior.

Despite a narrowed focus on fewer products and markets, much of the informaliOn provided
by MarketPulse could still be valuable to firms in other industries. Information about
distribution channels, industry contacts, country demographic profiles, export documei ltalion,
etc., could be useful to a broad range of firms.

Delivery ofInformfItlon to Client Rrms

Publications: ALEB could develop a seIies of short-term and long-term pubIicaIions and
analytical tools that analyze the information collected above and provide inlIIrpIetation useful
to individual firms. ALEB's (and its subsequent legacy) value-added services should come
primarily from analysis and interpretation of variOUs data and desaiptions of market
conditions, not the supply of data. A library of publications should be developed for both
static (slowly changing, long shelf life) and dynamic (frequently changing, short shelf life)
information. All publications should be concise and tailored to the Egyptian perspective.
Detailed data should only be included as necessary to support written analyses.

Publications will consist of the MartcetPulse Update reports bY commodity cluster and
periodic Commodity Profiles (capsule reports). These market opportunity reports will be
focused by cluster. We will generate ten Commodity ProfiIN around the five primary
clusters - an annual report backed up with a semi-annual update report. The ten secondary
clusters will each be the focus of an annual commodity profile - a snapshot of market
opportunities. Format will typically revolve around a situational and outlook report.

Analytical tools will consist of the algorithms and the competitive index (t8chmallcs). There
will be no toolboxes generated by MIS because the algorithms and techmatics will COillain
instructions, which will provide users with the necessary .how-to. information.

MPE Training: Market Pulse training should focus not so much on the internal use ofmerket
data, but rather on the use of market information, which consists, in thiS case, of reports
and analyses provided by MarketPulse.

Training seminars could focus on business and marketing oriented topics such as:

• Procurement strategies for raw rnatenals

• Pricing your produd in competitive markets

• Gaining access to different marketing channels

• Identifying opportunities in private label sales, etc

• Basic economic data analysis and organization skills

The focus should be on how particular typas of market informaliOn can help with various
short and long-term planning needs. Training will revolve around commodity c1uslln.
Whenever appropriate, training participants will also be shown how to use the algorithms
and techmatics tools that are included on the ALEB web site, as well as the template for
developing unit costs. Produd-specific examples will be given in order to demonstrate mora
clearly how these variOUs tools and templates can be of use and benefit to our clients.

Web Site: The ALEB web site will be improved in terms of appearance and navigability and
upgraded to include reports and toolboxes generated bY ALEB's service areas. Reports will
be organized by key categories on the web site. Design and reorganization will be locally
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out-sourced, and the management thereof will be undertaken by TI1IIde Association Services.
However, ALEB will develop and control the content of the web site as a team. With regard
to the MPE web pages on the site, the Data Center should be de-emphasized as a resource
of direct relevancy to individual firms.

Raw Product Availability Assessment (Crop Survey): The cumtnt sysI8m of crop
production reporting in Egypt is typically completed well after the fact and no rorecast is
available for future production. The level of anticipated raw product supply plays a key role in
the decision process of Egyptian food processors in the determination of utilization existing
production lines and in plans for investment in capacity to handle anticipated incr8ases in
supply. And the lack of information does not allow the processors to adequat8Iy take
measures to manage risks.

Thus MIS plans to undertake a pilot assessment of raw product avaiIabiIily for focus
commodities in 2002. The work will commence with basic production foP" asts for two
commodities, onions and strawberries. This task requires research and anaJysis of
production information, as well as assessment of tonnage converted. If the results are
successful, the work would be expanded to othar focus product itemS for which critieaI
production (supply) data are lacking. The MIS Co-Director will oversee the survey and
forecast work in accordance with appropriate statistical and survey procedures, with limited
assistance by Allied Corporation. The bulk of the survey information is available through the
Ministry of Agriculture. Given the proposed MIS Co-Direetor candidate and his excallent
relations with the Ministry of Agriculture and Land Reform (MALR), we anticipate this data
can be collected at minimum cost and in a timely manner.

TraMfer ofSldl,. Sets to Management and Stsff In ClWIifIr Con/fMn-

Technical Assistance: Given the lessons learned, dient feedback and budget
considerations, BDSlMIS intends to streamline its services by concellbaling on firm level
assistance in four areas - Production Econorilics, Financial Management, OrganiZllIional
issues (including a compensation survey) and Marketing. These interventions wiI consist of
a definitive work plan and will be strictly budgeted. Given the success of the Market Study
Tours and high client demand, we will continue to offer these. The balance of our assIstao1ce
will be in the form of training - MPE utilization, e-Buslnessllntemet, supplementary
marketing assistance, OHRD and business training courses - through IIElDT2 and at the
ALEB training facilities where appropriate.

Implementation: A key component of ALEB's services is its work with client finns to insuIe
that they understand the potential benefits of MPE, and to increase their caPNi'¥ to UN
market information systematically in their decision-making. These activities include basic
introductory courses and information, management audits In which key decision points and
data needs are identified, the adequacy of market Information estimated, and special
technical assistance efforts developed to meet client needs defined. In the future, special
technical assistance efforts will be designed in the following areas:

MPE training: The MIS team in the past three years has actively conducI8d training of key
personnel in the Egyptian food processing Industry in several aspec:Is of martet information.
Training focused on the development and utilization of information sysI8ms including, e­
business, information access for key processed product focus itemS, and included
workshops, study tours, and one-on-one technical assistance for client finns.

This valuable component of ALEB services will be continued, and will adopt the nanower
commodity focus defined above. By 2002, most client companies have received suIficient
introduction to the MPE systems and now require more direct support to integlate the MPE
system into their own internal management and decision-making operations. As a result,
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management infonnation training programs will be developed which focus on skills
necessary to develop and implement a sound export marketing plan and other business
planning.

Special training programs: Specific attention has been given In the 2002 wort\: plan for the
development of specialized training programs associated wiIh risk management and
marketing topics. The intent and design is to ina'ease MPE utility by incorponlling the
algorithm and competitive index ("tech'matics") templates into the Production Economics
equation. Specialized training programs then will consist of topics based on the discrete
components as it relates to Production Economics and the specific temp/ates developed for
the purposes of management decision-making. This approach considers the deweIopmentof
a series of customized training agendas that will allow the training to be tailor8d to specific,
narrow topics by cluster. The target audience of selected individuals wi. insunI that the
subject materials will be of maximum interest and value to those in attendance. Moreover,
the added benefit would be one of Inviting interested personnel from the business and
institutional arena to participate in the local training events, thus conbibuting to sustainability.

3.2 Production Economics

Description of 1IIeIhods & TooIa: We have endeavored to provide technical assistance
and training in the area of Production Economics to resolve production !slues as it relates to
cost efficiencies. risk management, project management and marketable product based on
findings from Industry Rapid Analyses of target markets. Substantial effOo1lI have been
expended in the dehydrating cluster. In the Option Period. we will wrap up these efforts and
leave in place a significantly improved sector of the food processing industry, positioned to
reclaim its global ability to compete for the market of dehydrated commodities.

The basis of production economics is unit cost. How much does it cost to pmduce each kg
of finished product, and why is this important? In order to detennlne the unit cost, one must
have in place a thorough. accurate systam of documentation and reporting which capIunIs
all costs Involved in the operation. The reason this is importalnt is because this informaIlon
fonns the basis for establishing a minimum selling price, operational budgeting, and planning
and justification for capital expenditures to improve and expand operations.

Almost every decision a processor makes regarding their operation requires paying allllnlion
to unit cost It provides the basis for detennining how and whent to improve the ope_lion.
improving product quality and at the same time reducing unit costs. Improving opetalional
efficiency is commonly called Improving Productivity. Another way to express this more
simply is "maximizing quality output while minimizing input" As it relates to food procesaing,
there are four major areas affecting productivity: 1) Raw Product, 2) Personnel, 3)
Processing. and 4) Documentation.

Raw Product: The old saying "Garbage in - Garbage our directly appliBS to food
processing. One may have a plant eqUipped wiIh the latest modem tec:hndogy. good
experienced people and extensive documentation. but without beginning wiIh good quaIily
raw product, a processor CBnnot make a high quality final product. Exceptions are very few
and generally costly. A sound raw product supply program is therefore a must if the goal is
to produce high quality export products that are to compete well In the Int8mational market
Early on. 80s recognized the deficiency in raw material supply as it relates to unit costs,
product quality and consumer preferences. Preliminary wort\: in introducing and testing new
cultivars has been transferred to Technical Services (TS) and we will endeawr to work wiIh
TS in their efforts to identify acceptable cultivars as it relates to a marketable product. Other
tasks that will contribute to this component will be the crop survey undertaken by MIS.
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Personnel: This component is as critically important as selection of the .-product, and is
another common problem area. In terms of productivity, there are a number of ways to
address this. All of these recognize that a person must be made clearly aware of what is
expected of himJher, and what the benefits are of doing his or her job, and also what are the
consequences if sIIle does not. This sounds simple, but is not easy to implement and
manage. Dealing with the people problems in any organization is almost always the most
difficult. Some of the basic tenets that apply include the following:

1. Define the job clearly - use written job descriptions
2. Delegate responsibtlity and authority
3. Rewards and incantive programs
4. Periodic job performance evaluations
5. Written personnel policies and procedures
6. Consistent enforcement of policies and procedures
7. Provide the tools necessary to accomplish the job the right way.

People will do a better job if they understand their role in the avera. objectives of the
company, and how their job relates to these objectives.

The organizational structure that personnel operate within is critical also. The organizational
enterprise must have a clearly defined MissiOnNision Objective so that people clearly
understand who they are, where they are going and what it's supposed to "look lika" when
they get there. This creates employee morale and a team effort towards accompI"lShing
common objectives. A critical component within the organizational structure that contributes
to teamwork and subordinate interaction is the authority responsibility matrix and consistent
feedback between subordinates and respective managers - a "how am I doing review."

In order to assess a company's ability to export and uphold the "8nInd Egypt" image ALES
endeavors to attain, a "high spot" review will be conducted on new companies as they enroll.
Diagnoses will take place on issues including preparedness to export and objectives and
based on the parameters of skills, knowledge and attitude. Priorities and a matrix by
company will be established within the context of the methodology outlined in the Stnltegic
Plan and revolving around both training and non-training (technical) intenIentions. Design
of both will be based on the impact of performance transferred to the company.

BDSlMIS will continue training in OHRD issues as it relates lD ProductiOn Economics.
TactInical interventions will be provided on a sectoral basis, e.g., common iSsues that atrect
most of the processors in a duster. Budget and human resources pennilli Ill, ALES will
develop some toolboxes to assist dients in developing some of the systems or practices
enumerated above.

Documentlflion: Another essential requirement for productiYity improvement is good
documentation, commonly referred to as Total Quality Management, or TOM. Without
sound documentation, there is no way to know unit costs and no way lD measure progress.
Lack of documentation imposes constraints to identify, quantify and priolitize the problem
areas and areas of greatest opportunity. The more complate the documentation, the easier
it is to track operational effectiveness, to identify needs and trends, and to anticipate
problems before they occur.

Each plant department should establish meaningful reports that track performance. Each
should have a budget, and be given a periodic report showing any deviations from the
bUdget, or actual performance against their department budget A typical plant should have
hourly production reports, shift and daily reports that are summarized weekly and monthly. It
should log downtime with the reason, time down, and corrective action taken. This should
be summarized into a lost production report, and converted into Pounds LE lost as 8 result.
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This provides targeting on trends and equipment that may need eitherbetler rnaintenIInce or
replacement, or be an indication of other operational problems.

BOS has developed management report templates. Documentation is also a aItIcaI
component of HACCP. In concert with Technical Services and through requisite training
programs, we intend to facilitate progress in this discipline.

Procea: Appropriately, the process $YSl8ITI is the last of the four. While essential and
necessary, it cannot be maximized efficiently without the three areas above. Process
constraints, or bottlenecks, affect productivity and therefore unit costs. A producIion
economist is more than a process flow engineer, however. Plant floor assessments indude
process flows, as well as assessment of the other components - financial, personnel and
inputs as well. To that end, we intend to work very dosely with Technical Services in a
concerted approach to resolve production economic issues for the clusters.

At the same time, however, it is difficult to measure or quantify performance improvements,
since in most cases a true cost accounting program is not in place. In the case of some of
the more modem facilities visited which have been in operation two years or less with good
technology and high quality equipment, they are deficient in either an accounting system in
compliance with generally recognized international standards or in general menagement
practices. Another limitation to upgrading equipment efficiencies is available capital, in
which case, financing options must be provided.

It is therefore our intention, at a minimum, to examine and address those areas that are
deficient and that may, with ALEB's assistance in making adjusbllents and improvements,
have a positive impact on production costs, labor utilization or final product quality. While
the results may not be measurable in monetery terms in all cases, the degree of
implemantation should be. At the same time, exposure to the costs vs. benefits approadl of
prioritizing and implementing recommendations will be beneficial to most of the cornp8Ilies.

We intend to provide assistance utilizing both expatriate and local STTAs and wi! include
disciplines in production economics and financial analysislmanagement. Since personnel is
an integral component of productivity and indudes issues such as job dlsCJiptions and
policies and procedures, we intend to utilize local STTAs to assess needs and deulop
toolboxes, as well as provide training in conjunction with IIE1OT2.

In order to assess the most efficient and effective approach to implementing thiS hoIstic
concept, we will select two companies from each of the primary dusters as pilot cases. One
company requisite for indusion in this special intervention will be the cornmiIment by the
recipient company to attest to the process and achievable results without diSdoIing
proprietary information to the indUstry for the purposes of promoting the need to improYe
productivity.

3.3 Financial ManagementlUnkages

Description of Methods and Tools: To progress, to fund new product de'telopment,
investment in human capital and capital equipment and to increase exports requires
investment and working capital. Cradit facilities exist with numerous loan schemes.
Facilitating aedit is considered to be one of the most effective tools that will contribute to the
increase of Egyptian exports. It is a good means of transferring technology, knowledge,
product development and many others faces of development. Expanding financial aedit
knowledge & opportunities to our clients will result in positive development of the food
processing industry in Egypt.
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Provide technical ""'nce to prepare for financial a""nee: The IlIck of
appropriate credit fadlities is one of the major problems facing most of the Egyptian
companies working the processed food industry. It is considered to be the main obslacIe for
companies to develop their products, upgrade their equipment and hence, fulfil importers'
demands. This assistance will result in the proper flow of information to financ:ial institutions
from the processors to obtain credit.

OfJl8nlze credit facilities worQhopa: Workshops are considered to be an effective tool
for introdudng companies to finandal institutions, banks and other credit facilities and
institutions. Through these workshops, companies will become aware of the dilJenlnt
requirements for loans given by financial institutions. They will also receive training in
preparing a proper business plan and how to submit a request for credit. An adcfltional
benefit will inure by having direct contact with the representatives of the international es well
as domestic finandal institutions that will fadlitate the flow of information.

3." Marketing Management and Skills

Description ofIIeIhoda and Tools: Attending exhibition and trade shows are considered
an essential and a direct marketing tool that contributes tnImendousIy to the increase of
Egyptian exports. By attending major intemational exhibitions, Egyptian companies will have
the opportunity to increase exports. BDSlMIS will continue to sponsor marketing study toln
to further exposure to the competitive intemational arena. Intemational exhibitions and
conferences are many, but care must be taken to property select those that our dient
processors can benefit from. A common criticism from study tour participants from the
evaluation feedback is that desire study tours spedfic to their industry. This is not an easy
task to fulfill, as exhibitions and conferences tend to be industry focused rather than duster
focused in order to gain as wide an audience as possible. However, some exhibitions and
trade shows, although limited, do tend to be sector focused.

After conferring with Technical Services, both serviee areas intend to target 8llhIJlIionIIst
tours, to the extent possible, on a commodity focus. We intend to accomplish this by
concentrating, first and foremost, on the primary commodity dusters - dehydrated fruits and
vegetables, frozen fruits and vegetables, fruit juiceslCOllC8i Ibales and purees, hetbs and
spices and olives. Study tours identified to date are: Food IngrecIianIs Europe for the
dehydrators and herbs and spices processors; NWFPA for IQF processors; Interbev for juice
processors; and a yet to be identified exhibition for olive processors. 8eIIerai of these
exhibitions offer potential for cross task study tours: NWFPA, 1FT and IEFPIPack Expo.
Finally, from a marketing perspective, FMI, SIAL and ANUGA offer signilicant potential for
exposing participants to trends and requisites for competing globally. And the Fancy Food
Show offers tremendous opportunity for introduction of spedalty foods for companies
seeking to gain entry to spedfic niche markets such as olives and oJive oils, juices, jams,
pickJed vegetables, speda' cheeses and ethnic, organic and kosher (halal) foods.

Other exhibitions targeted but subject to selection and validation by dutter consist of the
Natural Products Show (Expo West), FMI, Condiments, Meat Processing, Dairy World and
IEFPlPack Expo in the USA, Alimentaria and CIBUS in the EU, and Food Asia in Singapore.
These will be subject to selection validated by spedfic market opportunity information. For
instance, while many processors daim to provide organic products, organic certifiCations are
not forthcoming. BDS is in the process of surveying the industry to detennine if there is
actually capability and capacity in Egypt that would justify sending a group to the Expo West.
Moreover, MIS is in the process now of compiling a live-year history of market data in the
Far East - presently a US$7 million market for Egypt - to determine if it merits a market
study tour to this region. This information will be given to USAID for the final decision.
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In order to leverage these marketing opportunities it is imperative that cfl8l1ts ant first proven
to have developed their marketing approach to intemationally competitive s1andards. These
standards are few or non-existent within the companies that have not yet received ALEB's
.services and to a much lesser degree. within companies that have. This simply means that
interventions and training must continue with most dients in order to prepare for the coming
international competitiveness both at home and abroad.

Targeted companies attending exhibitions known worldwide will have the opportunity to
identify the latest development in the field. Prior to attending an international exhibition.
participants should attend a workshop on how to prepare for an intemationaI exhibition.
They will be schooled on how to prepare company information for handouts. cultural
requisites to doing business in respective countries and receive a checklist - a "To Do Iisr ­
to prepare for the exhibition. Moreover. ALEB will take care in choosing study tour
participants: the finns must have the capacity and the individuals must have the
commitment to obtain the utmost benefit from the tour.

During CY 2002. we intend to organize 3 marketing study tours. in addition to the 3 teehniclII
study tours that will be organized by Technical8ervices. BOS and Technical Services might
also cooperate with one another in organizing and conducting our respective tours.

Incf811S8 exposure to quality coI"".,., me""''': Attending major exhibitions give the
companies an excellent opportunity to get acquainted with the latest development in the liekI
of promotional and printed materials. Exposure to different companies' brochures and
catalogue prepared specially for these major events contributes to the development of their
own. Companies will be required to visit live booths pertinent to their own product olferings
and obtain at least one piece of collateral material from each booth. Following the exhibition.
a debriefing will be held to discuss findings and the attributes or non-attributes of spec:ilic
promotional pieces.

Inc,.".. expoaure to tnmds, packaging. IHIIIIf pt'OtIut8 Md "..,~
opportunities: Attending major exhibitions such as SIAL. ANUGA • 1FT. FMIIUld oIher
exhibitions listed in the proposed activities give a tremendous opportunity for tageted
companies to get acquainted with food trends. packaging and~ product dwlelopment, as
well as leaming about new technology at those exhibitions where equipment and food ant
displayed together. such as the IEFPlPack Expo and the GuiFood shows. EgyptilIn
companies benefit greatly from this exposu.... resulting in ~ product offer'". Bnd
purchases of new technology. FoIJowing the exhibition. a debriefing will be held to disclIss
findings and companies privately interviewed to detennine extent of follow-up assistallC8
required to transfer new technology and/or develop new product.

Increased pof8ntIal to expand expott metlfet: As well as beneliling from the .. the
previously mentioned points. attendance at intemational exhibitions win eventually coullibule
to the increase of Egyptian exports. This is achieved through the development of Egyptian
products and competitive advantages gained from the visits. Moreover. all8nCing exhibitions
is a direct tool to conduct business with importers and distributors.

r"''''''''''ftlllllatlfetlftll Skll,.

Provide export marketing guidance to facilitate use of IRA data and ImportIIr leads:
Since many Egyptian food processors heve never exported their products, many nuances of
export marketing techniques are foreign and will require education for these companies to
fully utilize any data provided.

The most cost-effective method for this dissemination of this infonnation is by m_1S of a
workshop, where several companies can be updated at the seme time. This forum wi.

19



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

reduce the total man-days required, as opposed to a one-on-one basis with individual
companies. Participants will be trained in subjects including development of an introduClion
letter, how to make a cold call, developing a customer and buyer profile, r&gUIatory
requirements in target markets and development of product specification sheets.

In addition, either through training or direct intervention, they will receive instructions on how
to improve collateral material, labeling, "first image" (communications), customer response
time, and after sales service and customer support Since companies have specific needs,
budget will be allocated for direct technical assistance to clients. HOOPJ8VeF, in order to
prevent exceeding the absorptive capacity of contpanies, intervention will be geared in
discreet steps. Once improvement is demonstrated in a specific area, the next logical step
will be provided, based on assessment and subsequent work plan.

3.5 Marketing Unkages

Description of Methods and Development: Business Development S8nrices is dBged
with developing business. According to the mid-term assessment, a aitical component of
business development is ·doing deals". This includes identifying potential lTI8I1l.et Inkage
opportunities (trade leads) between Egyptian processing companies and importers or
suppliers to enhance exports.

The identification of potential market linkage partners is accomplished through several
diverse channels. The use of IndUstry Rapid Assessment (IRA) studies performed in
regional markets through the European Union, COMESA Countries, Gulf States have
provided exposure for the Egyptian processed food industry to a wide range of importers in
several countries.

Additionally, the matchmaking process between Egyptian food processors and int8mlItionaI
importers is enhanced by contacts made through food industry tracIe shows, study tours,
Internet searches, and food industry networking activities.

One way ALES's client companies can gauge and improve their marketing poI8nIIaI is
through import data collected during an Industry Rapid Appraisals or IRA of iilPOl'tillg
countries around the world. These IRA studies include individual country import sIatistic;$ for
specific target commodities to identify target markets with the greatest po18Iltia1 for exports.
Included in these IRA studies are 'Market Basket Surveys," which provide retail outlet prices
for ALES's targeted commodities. The IRA study also idelllilies lTI8I1l.et COllSbaillls and
opportunities, which direetly affect the marketing sbategies of exporting companies.

Perform periodic IRA update auMlya to identify pulJllrtlallHlllll ....'** apf:IOtIUnIIIel
to pnNrIOte exports from Egypt: Due to the increasing demands for P1lDC81sed foods
around the world, at the expense of fresh produce, it is importallt to idei llify poI8ntiaI JNWket
opportunities in areas with major population bases for the promotion of Egyptian processed
foods. Within major population centers, the potential to Identify market nnkages is magnified
by the higher consumption of processed foods.

Markel evaluation and importing statistics are necessary to provide the Egyptian food
processing industry with data that is both current and accessible for use to develop
marketing strategies. By utilizing information gathered by an IRA, food P1ocessors can more
easily define their target markets, develop new product lines, plan new marketing stJategies,
and more easily identify potential market linkages. At a minimum, surveys should be
accomplished annually.
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Develop IJIIIrlcet linages to Impt0V8 upotta: By utilizing trade Jeads de\IeIoped while on
IRA data gathering missions, intemet searches. study tours. food shows and personal leads•
it will be possible to identify potential market linkage opportunities for target companies.

EducM.e com/Mnlet& In export~I I/IfIhetIIIfI t.echn/quM, uIIIIzInfI ""..".,
t.echnology and printed rIItta to develop IJIIIrlcetillfl BtI_...,_ It is important for the
companies to have the capacity to acquire and utilize export data to develop a martteting
strategy. Acquisition of export data is difficult at best, but without proper training the
companies will not attempt to acquire new and the most current export data to support
market-planning strategies.

Transfer of skills to access the Intemet will be accomplished through IIEJDT2 , but the aetuaI
identification of sources for acquiring export data will be taught during group training venues
at ALEB. It is important to promote the concept of each company obtaining a decIic8l8d
computer for not only market data acquisition, but for the expansion of marketing activiIies
and accounting functions.

Once the targeted companies have gathered export data, itwill then be necessary to instruct
them on methods to not only analyze the information, but how to apply these findings to
develop their overall export strategy.

Given that many of the targeted companies won't have a dedicated marketing department, it
should be assumed that out of the identified new companies each trimester, less than 30%
would develop a marketing strategy to take advantage of the new skills leamad in a market
analysis training session.

We will develop and present a training program to educate new companies each trimester. in
addition to continued training with the companies that were targeted d..-ing the bale Peliod,
on methods to access electronic and printed export data gathering tIIchniques to develop
marketing strategies. Training of ALEB staff WIll be a key factor in continuing service in the
area of assistance of access and analysis of information gained about po18nIia\ marttets.
These personnel and others will be developed as a sustainable rasoun:e to continue this
effort once the project ends.

ProvlMHr ofInformtItIonITtalnlllfl

Disseminate IRA data and Importer leads to Egyptian food proCIIIDIS: Once an
Industry Rapid Analysis (IRA) update has been completed and pubrlShed. it is recommended
that the presentatiOn of findings take place in a workshop setting. W. wit dis_millale the
IRA findings in report form supplemented by a PowerPoint presentation. In c;onjunclIon,
importers' names (market linkages) will be provided to select clients based on importer
requests for individual company brochures. price lists and samples.

Since all ALEB client companies are affected by the outcome of the IRA, it is irnport8Ilt that
every company receives the data collection. Due to the lack of dedicated martteting
departments in most of the companies. it will be difficult to expect that more than 30% of the
companies will utilize any data presented without significant additional assistance.

3.6 MISIInfonnation Soun:lng Training (AddlUonallT Effort)

Description ofMethods end T__: The world has become even more InteI'eorli'l8d8d with
the advent of the Intemet and information technology is making the world economy
interdepandent and knowledge-based. Competition is stiff and consumers have many
choices from which they can choose. Businesses that can aet fast and provide consistent
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and reliable products/services will take full advantage of this inronnation and knowtedge
driven economy. Those that do not adapt to this fast paced revolution will be left out And to
the extent that they do not invest in upgrading their skills and knowledge base they will
simply have to cease operation.

It is against this background that the MISIInternet component will conduct needs assessment
and training activities that will equip the ALEB supported Egyptian agribusinesses with tools
and knowledge to become successful in using multiple sources for accessing ilifonnalion
about markets and strategic alliancesllinkages. The activities presented below describe
tasks that will provide a framework that can be used when the project moves into the Option
Period.

In order to customize and tailor the information system delivery mechanisms and
components needs to track and monitor the inventory of computer resources available to
dient firms within the duster focus area, BDSlMIS will conduct a computer inventory and
resources review. The task of inventorying and evaluating the number of computers,
software programs, the extent of intemal networks and internet connecIivity is a minor, but
key effort to the design and effective completion of this overall task of infOmlation delivery.
Thus the proposed inventory task could be conducted with a minimal effort and expense
through Allied Corporation.

Experience gained from training activities conducted since October 1999 showed the
eagemess with which the ALEB-supported agribusiness owners and employees want to
leam and become fully conversant with Internet-related technologies, particularly browsing
and email communication. Participants induded upper, mid and lower level management
employees. Evaluation results from participants indicate that those who paJtiCipated in the
training activities benefited significantly and are establishing dial-up accounts, LANs, and
web presence.

Despite progress made to date considerably more needs to be done. The pnMous IIdlviIies
focused more on teaching ALEB-supported agribusinesses how to use the II illlmet and
electronic mail communication. Additional in-depth training on Intemet-related tectJ.~es
needs to be conducted; it is also necessary to bolster the current inventory of the exIIInt to
which Egyptian companies are computerized and are using apprlCation soflware to inprove
their operations' efficiency and effectiveness.

In addition, there is demand driven interest in e-commeree and Its possible lifIIlIcalOilS for
Egyptian businesses. At this time, litUe is known about the extent to which e-c:ommert8 is
currently practiced or practicable in Egyptian businesses, but it is thought to be of only a
small magnitude.

The USAID RFP and the subsequent Abt Technical Proposal recommended impIoving
methods of information dissemination and information gathering through the use of e-mail
and the Internet. However, they did not anticipate the need in many cases to buiIcI computer
use and the use of e-mail, e-commerce, business-ta-business functions and web site
development to the extent and degree required by Egyptian food processors.

The number of companies will vary from period to period due to the fact that this is a phase­
in and phase-out project. It is reasonable to expect that all companies wiD benefit from the
Internet, E-mail, Web presence and Web page development training and intervention.

Activities would be implemented in the following areas:

• Assess the computerization of the companies and the use of software
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• Organize training sessions through IIElDT2 and ALEB where necessary

• Conduct in-house training for those who are in need (should be phased out to privale
sector by end of year two of Phase II)

• Organize training by two distinct groups: Top management and the employees. Training
for top management should be conducted as a seminar discussing the latest
development in information technology and the globalization of e-c:ommerc:e. Strong
emphasis should be put on establishing an environment that makes their operation more
efficient and the extent to which they need to obligata resources to upgrade.

• Training for the lower level employees should be more experiential sinee they are the
ones entrusted to accomplish daily tasks.

• Organize seminars, bringing together MIS and ISPs and agribusiness company's so they
can develop mutual understanding and respect for each other

• Solidify links between the two and participate in the early design and itllplemeiltation of
training programs by the MISIISPs

• Evaluate training programs and provide feedback to MISsIISPs

How to na."".,. til. Internet and How to conduct...n:hea IfIIevant to bllIIn I"

Internet searches and navigation: The needs assessment exercise wil idel ilify the 8Xt8nt
to which those companies require assistance in becoming efficient in using the InI8m8t to
search for information related to their area of intaresl Personnel from those companies wiI
be trained at IIElDT2 on how to use the Intemet Each participant wi. have access to a
computer during the training. Concepts of~ navigation by the use of search engines such
as Altavista, Yahoo, Lycos, Northemlight, Google, Dogpile, etc. will be delilOliSbated.
Participants will be assigned short exercises to help them become proficient in this lICtiVity.
All personnel that expressed the need to leam will be trained and will be fully functional. This
will include training in the utilization of the linkages on the ALEBIMPE web site and how to
effectively use linkages that most other informational silas provide.

E-mail: Electronic communication has become the most widely used means through which
people communicate and exchange information. It is also by far the cheapest means
through which information exchange takes place. Yet it has not been widely used
throughout the developing nations. Research has shown that less than 1 percent of people
from the developing nations (Egypt included) are connected to the InI8m8t and using e-mail.
Given that the focus of the ALEB Project is to help the Egyptian agribusinessess become
more competitive, e-mail is a means through which large amounts of it ifounation can be
exchanged between and among business partners. It is extremely important that at ALEB
supported companies Ieam how to use this medium efficiently and effectively. Achievement
indicators may be measured on the following:

• Establishing a dial - up account

• Using e-mail effectively and efficiently

• Train staff to train others (train the trainer)

3.7 Packaging & labeling

Descriptlon ofMethods and Too": While the Technical Proposal is expIk:it in addressing
packaging issues from a ·cost competitiveness' standpoint, packaging issues with our client
base are much deeper and broader, including technical issues such as filling and sealing,
regUlatory issues such as bar coding and nutritional labels, marketing issues such as master
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carton packing, transportation issues, and, ultimately, market presentation on the I8IaiI shelf.
Packaging has been addressad by four of the five tasks in the base period. Much of the
packaging requirements are technical in nature. Cost corn~ as it relates to
packaging is driven by technical considerations. BDSJMIS prefers to be outof the packaging
business, but would consider assisting across task but only on related marketing issues et
the retail level, e.g., market entry, presentation (cornpetitivenass) and regulatory.

Improve pteS8J1t6tlon authetlca and IlJfotmIItIon: Egyptian food products have not
enjoyad a wide intemational distribution; hence graphics design has not been an issue.
However, as exports materialize, competitive pressures in mature markets will diCtale
pleasing aesthetics be offered to attrad consumers to a particular product. Improvements in
colors, shapes, graphics, layout. and informational and legal text. marketing and regulatory
will be necessary and will become an important activity of any firm wishing to export several
produds or produd lines. Regional marketing will necessitate designs be specific to those
conditions that will attrad and be important to consumers.

3.8 Transfer of Good Management Practiee. to InatItutIons for Sustalrlllblity

Description ofMethods and Tools: capacity building es it relates to improving capabilities
with companies in the industry to become intemationally competitive is not enough. In order
to ensure a vibrant, healthy industry, companies must leam to leverage their numbers and
corne together to resolve issues common to the industry. One of the most glaring
defICiencies is the lack of experience and knowledge by the industry companies in
relationship to participating in trade associations as members.

For instance, in discussing EAGA with ALEB clients, there is a tremendous amount of
disaffection and disappointment in EAGA. In fleshing this out, ifs obvious that members do
not know the benefits of a trade association and what their rights and obrlQ8llons ere. If a
trade association is to be effective, it has to be member driven.

To that and. BDSJMIS will work across task and specifically with Trade Association SeMces
(TAS) to impart governance skills to members es it relates to improving sound, eI'fective and
sustainable practices in trade associations. BDSJMIS and TAS will Cl>host quarleIty
meetings with all association members to train them in how membership in a IIIIde
association can benefit them, but also in their duties, obligations, rights and privileges as a
trade association member, including transparency, their right to attend board It.-Iiiags, their
expedations on govemance and communications from their associations and their right to
replace management if deemed necessary. They should also be made aware of non-dues
revenue activities that could support their association, since the message does not seem to
be trickling down. In our discussions with clients, they seem to accept the fact that a trade
association should charge for transfer of skills, if it is to be sustainable.
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3.9 Level of Effort (LOE) Schedule

Direct Intervention

To implement the preceding activities in order to accomplish achievable results, the following
summary of Person-Days for the BDSlMIS Teams analyzes the number of person days for
Year Four in the Option Period. Table 1 below indicates the Level of Effort (LOE) budgetBd
forCY2002:

Table 1: Level of Effort (LOE) for Business Development & Market Infonnation Ser.ices
for CY 2002

Name I Scope ofWork or R lilies LOEoavs
Sparks. Inc.
T/BlN* I Competition Index (Techmatics) 70
TIBIN* I TrainingITechmatics 20
Total- Sparks (all expatriate LOE days) 90

Abt Associates
Doualas Anderson Director - BDSlMIS 260
Dr. A.M. Hafez Co-DirectorlBDS (Local Si8ff)t 180
Edwin Hayashi Production Economics 108
T/BlN* FinanceJlnventory Manaaement (Prod. Econ.) 75
T/BIN* Business Development (MarketinglManagement) 109
Total - Abt Associates (all e "ate LOE days) 732

Allied Com.
Dr. Ali said Co-DirectorIMIS (Local Staff) t 218
Mme.AyaEIA Financial Assisl.lManagement (local STTA) 180
TIBIN* Production EconomicsJCrop SurveylForecasting for 50

MPE
Total- Allied Corp. 441
*To Be Named

t These 2 individuals haw not yet baM appl'CMld by Abl Assoc:ilIIw and USAlD to join ALES • ~ IllIIf
membels, pending 8lCI8nsion of the ALEB projac:t. Their LOE days h8vlI bean
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4.0 Technical services

Introduction: The role of Technical services during the extension phase of the ALEB
project will be to build upon the work we have already done with the Egyptian food
processing industry in the following areas:

• Developing technical expertise within the food processing industry;

• Enhancing food safety, sanitation and quality control praclices in the plant and at the
farm;

• Assisting food processors to improve and/or expand their businesses by, among
other things, adopting new technology (equipment, machinery, etc.), improving
products, developing new products, or investing in new plants or processing Ones;

• Building expertise within and improving complementary industries and support
services;

• Improving agricultural practices at the farm and in the pecking house through
development and implementation of Good Agricultural Pradices; and

• Assisting processors/growers to identify, test and obtain govemment approval for
new varietals, which will improve product quality and/or reduce costs.

Technical Services activities will fall into these broad areas:

1. Cooperating with and training Egyptian technical experts (Industry Unk);
2. Training food processing firms;
3. Providing technical assistance at the firm level (focusing on product dust8rS);
4. Developing and hosting study tours & internships;
5. Publishing, translating and disseminating technical literature;
6. Strengthening and enhancing complementary Industries and service tIrms; and
7. Improving agricultural practices by assisting processors and glowers to lIIst and

utilize varietals that are more conducive to food processing, implement Good
Agricultural Practices (GAPs), and improve post-harvest handling techniques.

4.1 Industry Unk Program

Under the heading of Industry Unk Program, the Technical Services l8am wiI COilblJul8 to
USAID IR 16.2 and IR 16.3. However, this activity, in and of itself, does not COilbibu18 to
accomplishment of any single echievement indicator. Rather, through this activity, Technical
Services intends to train and prepare local Egyptian experts who WIll assist ALEB in ClIIYying
out the other activities described in this section of the work plan. Moreover, these experts
will remain in Egypt beyond the ALEB project, delivering technical assistance and training to
Egyptian food processors. Thus, they will become part of ALEB'slegacy.

De8crlpllon ofActIvIty: ALEB is committed over the Option Period to reducing our reliance
on U.S based consultants by a minimum of 35%. A similar need exists for ina8ased
involvement of local experts in training workshops. While speciarlZ8d technical topics may
require a U.S. based consultant for the foreseeable future, local consultants can cover
certain established topics. These topics indude, among others, prerequisites to HACCP
(Hygiene, Cleaning & Senitizing, Preventive Maintenance, etc.), HACCP implementation,
food safety, Good Agricultural Practices (GAP's) and packaging.

During the base period, ALEB worked with a few local consultants who assisted us,
primarily, in providing training to the industry. In addition, the Co-Direc:lor of Technical
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Services began to co-teach HACCP prerequisites and other topics during the S8QOIId year of
the base period, and then he delivered workshops on his own during the third year. These
programs were very well received, because they were up to ALEB's standards in tanns of
content and delivery, and they were conducted entirely in Arabic. Clients began to send
technical staff from "deeper" within their organizations; people whose English skiDs may not
be as good, but who have "front-line" roles in implementing these aitical subjects. Thus, it is
critical that ALEB continue to deliver assistance and training to Egyptian food processors in
Arabic, in order to ensure the widest possible dissemination of the knowledge and skiDs that
we wish to impart.

During the Option Period, Technical services intends to continue WOItdng with local
consultants, who will be hired as Short Term Technical Assistants (STTAs). They will work
very dosely with ALEB staff and expatriate STTAs, both to assist us in our work with the
industry and to enhance their own skills and knowlec:lge. By building expertise within the
Egyptian industry, we will also be contributing to the long-term sustainabllity of the services
that ALEB currently offers to the industry.

Technical Services has been wortdng with the industry, academia and the privat8 sector in
an effort to determine the ideal charaderistics of these local experts. The consultants that
we wish to identify should demonstrate the following:

• Outstanding knOlNledge of their field;
• Good understanding of the needs of industry;
• Mutual trust between the individual and the industry segment;
• Willingness to work with ALEB and within its guidelines;
• Ability to teach;
• Willingness to learn;
• Willingness to make a commitment to ALEB; and
• A desire to help the indUStry change.

During the first year of the Option Period (2002), Technical Services will ide"tify, GOOIl8I­
with and train 5 or 6 individuals with the charaderistics mentioned above, who wiI form the
basis of the Industry Unk program. Some of the experts will be IocatecI in Cairo and some in
Alexandria. All of the experts must have both academic and professional expeIience in
technical fields that are related to the food processing industry. As part of the selection
process, each candidate will be asked to present a short workshop in his or her area of
expertise, in order to demonstrate technical competence and teaching p1oficiency. The
workshop will be presented gratis, as it will be part of the interview process.

Scope 01 Mibrlc The local STTAs will be expected to assist ALEB st8I'f and expatriale
STTAs in delivering training and technical assistance to our clients. They mightalso develop
technical literature for the industry, in addition to handouts or training manuals for any
programs that they deliver.

Similar to the expatriate STTAs, local STTAs will be expec:ted to prepant weekly reports
summarizing all work undertaken on behalf of ALEB. In addition, they wi. prepant detailed
reports of technical assistance provided to crl8nts. These reports must indude
recommendations, pertinent references and supporting documents. AU reports Will be
reviewed either by the Dil8dOr and/or Co-DiI8dOr ofTechnical8ervices befole being sent to
the diem.

The local STTAs will be asked to sign a confidentiality agreement stating that any
documents or materials generated as part of the project remain in ALEB's possession, and
that dient confidence be strictly maintained. The agreement will also contain a clause reIaI8d
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to conflict of interest. Violation of any part of the agreement Will be cause for immediate
termination of the STTA's contract with ALEB.

All local STTAs will answer directly to the Co-Director of Technical 8ervic:es. Each STTA win
be continuously evaluated and, if performance is not up to standards based on Technical
Services staff review and feedback from the industry, he or she might be dropped from the
Industry Unk program and replaced.

Level of Effort: Six local STTA's will be hired for periods averaging about 53 days eech
year. The maximum number of LOE days in 2002 Will be 320. STTA's Will also be
reimbursed for travel and expenses incurred on ALEB business. Note: Table 3 at the end of
this section of the work plan summarizes the 2002 LOE for Technical 8ervic:es.

4.2 Training (Workshops)

Ducrlptlon ofMethods and Tools: The topics for ALEB's training workshops have aIwlIys
been based on industry demand identified through workshop evaluations, specific industry
requests and word of mouth. ALEB will continue to utilize input from companies and
associations to determine the subjed matter most needed to improve the industry's global
competitiveness. Response to industry demand will include also the number of training
sessions on the same or similar subjeds and the timing of these events.

ALEB will continue to provide training in topics that are of great Importance and relevance to
the food processing indUstry, such as plant sanitation, HAACP, Good M8nufaduring
Practices, product development, etc. However, at the request of our crl8nts, we wiI develop
advanced courses on these topics, as well as courses that focus on specific product dustIIrs
(e.g., HACCP for dehydrators or product development for processors of juices and
concentrates). Moreover, we will develop training courses on new topics that have been
requested by our dients such as, various issues related to dairy processing, picking,
processing ready-made frozen meals, meat processing, flexible packaging, etc.

During the base period, we relied on expatriate (American) STTA's and ALEB staff for the
bulk of training, using local consultants on only a few occasions. However, going fornard,
we intend to increase the use of local STTA. The local STTAs who will participel& in the
Industry Unk program, described above, will prepare and deliver ... inausing number of
technical workshops in their specific areas of expertise. ALEB and expatriate staff wiI ad in
an advisory capacity, training-the-trainers, so to speak.

In addition, the Co-Diredor of Technical Services, who delivered numerous SUCClISsN
programs on HACCP Prerequisites and HACCP Concepta & Implementation during the bese
period, will continue to do so during the Option Period, in addition to delivering training In
other topics as his skills and knowledge develop. Our objective is that, by two-thirds of the
time frame into the Option Period, local staff and local STTAs will be prese lIing a significant
majority of ALEB's workshops.

It must be recognized that, in several technical areas, it has been and win likely continue to
be difficult to find local experts or training providers with sufficient in-depth technical
knowledge and background to deliver training and/or technical assistance. Theiero.-e, we
may have to continue relying on expatriate STTAs for some topics. Nonelh818SS, by
enhancing the skills and knowledge of Egyptian experts and by providing them with the
opportunity to demonstrate their capabilities to the food processing industry, we win
contribute to the sustainability of training and technological transfer beyond the fife of the
ALEB project.
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For each training worItshop, ALES develops a training manual, which includes boIh side-by­
side ArabiclEnglish slides that correspond to the instructor's presentation, as W8II as
appropriate technical documents. The manuals are highly valued by ALES's dienls, who
continuously request extra copies of them. In fact, dUring the base period, we instituI8d a
policy whereby manuals would only be distributed to indMduals who paid for and
participated in the workshops, in order to impress upon our dients the value of the malarial.
During visits with our dients, several have pointad out the libraries that they have
established, indicating that they use ALES's manuals regularly, as reference materials.
Technical Services will continue to develop training manuals during the Base F'eliod.
Moreover, in order to ensure the dissemination of technical information throughout the
industry (from top to bottom) we will continue to translate training malarial into Arabic.

Our plan with regard to training during the first year of the Option Period is to:

1. Offer a total of 60 workshops in Cairo and Alex8ndria, inCluding:
• Workshops that satisfy industry demand in traditional subjects; such as,

deaning, sanitation, GMP and HACCP;
• New worItshops, such as advanced courses, focused programs (e.g., HACCP

for dehydrators) or new topics (e.g., pickJing);

2. Increase the utilization of local STIAs and local ALES staff as instnIclDnI; and

3. Continue to develop and disseminate Arabio-language training manuals.

Level of Effort: During 2002, between 6 and 10 expatriate STIA's will be hired for a toIBI of
100 days, maximum. These individuals will participate in the workshops and provide
technical assistance, either of a general nature or related to specific ALEB programs. They
might also assist in other activities to be undertaken by Technical Services (e.g., S1udy
Tours, Varietal Testing, Publications, Strangthening Service Firms, etc.) NoI8: Table 3 at the
end of this section of the work plan summarizes the 2002 lOE for Technical Services.
Training participants will be expected to share the cost of training. During the base period,
we charged participants a fee of 50 - 300 lE per training program, and we will continue to
do so during the Option Period. Members of the Egyptian Agribusiness Association have
received a 25'11> discount on the cost of all training workshops, and they will continue to do
so, in order to encourage businesses to join the association.

4.3 Technical Assistance

Description ofIIfIIIJo* and TooIa: Technical assistallC8 supplements trai i11g to provide
on-the-job, practical help to firms and to assist them in implementing what they have Ilamed
in the dassroorn. During ALES's base period, a considerable amount of this l8cht"lical
assistance was provided by expatriate STIAs, predominantly American. In many cases,
expatriate STTAs were teamed with local Egyptian consultants and/or local Egyptian staff
members. This set up served to broaden the experience of local consultants and staff
members, in addition to aiding the expatriate STIA in better comprehending the Egyptian
environment and culture.

In the Option Period, the level of effort of expatriate STTAs will be reduced by a minimum of
35'11>. Moreover, we will continue the practice of pairing expatriate STTAs up with the local
STIAs who participate in the Industry Unk program and with Technical Services' local team
members. Eventually, we expect to utilize local STIAs and staff on an ever-inaeasing basis
to provide technical assistance to the dient firms. During the last nine months of Year 6
(last year of the Option Period), we will attempt to provide all training and l8cht"lical
assistance with local STIAs and staff. Thus, Technical Services will contribute to ALES's
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effort to prepare a cadre of qualified Egyptian experts to carry on ALEB's work in the various
task disciplines after ALEB leaves Egypt

As the ALEB team assesses the needs of each product duster, in ac:cordance wiIh our
methodology for the coming three years, Technical Services will identify 8llp8lriate STTAs
with the appropriate expertise. However, based on what we have leamed about the industry
thus far, we anticipate that we will need to hire STTAS who have expertise in product
development, pest management, glass packaging, metal cans, fIexlbI8 pcllICMs, freezing,
dehydration, and frying. (Note: STTA support for aIltural practice, post-harvest technology
and GAP is covered in the Varietal program.)

Technical Services anticipates delivering technical assistance to 3O-.w firms during the
whole of Year 1 of the Option Period. Technical assistance will be provided acconliilg to a
process that was established during the base period. This process involves:

1. An entry meeting with management staff;
2. A plant tour during which Technical Services staff and/or STTA(s) 8lCIII'Iline the

plant, processing equipment, and food quality, food safety and sanitation
systems;

3. An exit interview during which Technical Services discusses any problems that
were identified during the tour and possible solutions; and

4. A follow-up letter induding the STTA's report on the plant visit, recoliuilendations
for improvements, and any information that the processor requested.

Level of Effort: LOE for Technical Assistance is induded above, underTraining.

4.4 Study Tours

oeactlptlon of Methodtl and TooIa: ALEB has found that study tours comprised of food
company representatives participating in various trade fairs and expositions .. sigllificMt
results-oriented events. The trade fairs and expositions that study tour groups alleo1ded
during the base period were varied in nature and induded processed food expositions,
equipment shows and technological conferences. For example, Technical S8rviceI
accompanies study tour groups to the annual meetings/expositions of the Northwest Food
Processors Association and the Institute of Food Technologists.

In addition, study tour groups were usually taken to the Center for Adv8nced Food
Technology (CAFT) at Rutgers University in New Jersey for training in specific technical and
marketing issues, such as product development and how to market food producIs. VIIhlIe
there, participants were given the opportunity to receive CAFrs assistance in de....loping
nutritional fact labels for their products, using special software for this purpose. As an ALEB
SUb-contractor, CAFT also worked with ALEB and IIE1DT2 to organize the logistics and
develop the itineraries for the various study tours.

The benefits and results of these study tours have induded Incteased export sales, rapid
identification and procurement of new equipment, enhanced technology transfer, and
networking opportunities with intemational import/export companies and other food
companies to build linkages and strategic alliances.

Technical Services proposes to develop a maximum of 3 study tours, eech for 12-20
participants, during the first year of the Option Period. These tours will be technical in
nature, as our ALES colleagues will plan and organize marketing and other study tours. For
the most part, we will follow the same format for study tours that we established during the
base period; however, in response to industry demand, we will attempt to develop more
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focused study tours. We might, for example, develop a study tour specificaly for firms that
are involved in dehydration, and we will identify an appropriate confenInce or exhibitiOn in
the USA or Europe. During the study tour, we might provide a technical training program at
CAFT or elsewhere, addressing issues that are specific to dehydrators. Tectmical Services
will take care in selecting participants who are serious and who have an appropI iate
technical background, while their employers (the food processing companies) must have the
capacity to benefit from the tour.

In addition to the traditional study tour, Technical Servlces proposes to organize and host
"inlemship' programs that will take place in the United State. Through this effort, Technical
SetVices aims to address Egypt's lack of practical training in technical areas, particularly
those related to support industries that serve Egyptian food processors, such as packaging,
pest control, cleaning and sanitizing, and chemical handling. Many services vitBI to a
healthy food indUStry are very weak in Egypt This weakness stems from a combination of
issues such as a lack of knowledge, experience or equipment. Frequently there is a failure to
understand both the importance of customer service and the need to be a partner with the
dient

Intemships can be best defined as short periods of time (est. 3 to 4 weeks) during which
Egyptians from service firms will visit similar organizations in the United St8tes. These
individuals work sid.-by-side with American counterparts to better Ieam the business and
receive one-on-one training. The goal is to have these persons bring these skills back to
Egypt, where they can train their counterparts and help upgrade their segment of the service
sector. For example, ALEB has already received a commitment from Clark Pest Control in
Lodi, California to train Egyptians from the pest management segment for a period of 3-4
weeks. The intems would not only leam the industry, but they would undergo training
needed to pass examinations that allow them to handle and apply pesticides in different
environments, thereby eaming a Certified Applicators License.

Technical Services intends to conduct 2 intemship programs, each consisting of 2 Egypllens
(4 intems altogether). In addition to the pest control firm, a glass packaging finn has been
identified that might be willing to host two Egyptian intems. Technical Services wiD worf( with
our STIAs in the United States to identify the best hosts and to help organize the intemship
programs.

Of course, we wiD also apply stringent criteria in choosing the Egyptian industry
reprasentatives who will participate as intems in this program. The critIIrla wII indude age
limitations (minimum and maximum), work experience, English language skills, ate. The
criteria will be more fully developed in consultation with the USAID/CTO during the planning
stages of the intemship program. All participants will be required to sign an allid8vit,
affirming that they will retum to Egypt and continue working with their employers for a
minimum number of years, likewise to be determined in consultation with the USAID/CTO.

However, it must be noted that the successful implementation of both Internships and study
tours is conditional upon resolution of the current political situation. Recently, we have been
advised by our USAIDICTO to postpone programs that involve trave/ by EgyptiallS to the
United States, at least until the second half of 2002. In right of this directive, we can't be
sure that we will be able to undertake all of the planned study tours and intemship programs
in the United States. We might move some of these programs to Europe, with USAID's
approval. Otherwise, we will increase training for food processors and service firms in
Egypt, and we might develop special programs in-country similar to what would have been
carried out in the USA.

Level ofEffort: U.S. based STIA's (including CAFT staff) will be hired as nee lied for a total
of 15 days to help organize and conduct the study tours and intemships. In ackfltion, at least
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one fulltime ALEB staff memberwill accompany each study tour. Note: Table 3 at the end of
this section of the work plan summarizes the 2002 LOE for Technical Services. USAID will
bear most expenstts for the study tour and internship participants (through IIEJOT2);
however, the Egyptian companies will be expected to share some of the costs, e.g., meals
and incidentals and/or transportation. ALEB will cover the expenses of any staff members
and/or STTA's who accompany the study tour participants.

4.5 Publications

De8crlptlon of llelhods and TooIII: During the base period, ALEB developed a significant
library of technical documents that were translated into Arabic and pubrlshed es sidlH)y-side
English-Arabic booklets, induding the following:

1. United States Good Manufacturing Practices
2. Good Manufacturing Practices for Employees
3. Frozen Food handling and Merchandising
4. Guide to Minimize Microbial Food SafetyHazatds for FteSh FfIIits and VegetlIbIN

5. Introduction to HACCP
6. HACCP Prerequisites: Can't Stad HACCP without Them
7. HACCP Concepts and Implementation
8. Post Harvest Handling ofFfUits & Vegetables: The Fifst Step Towatrl QueltyProcassed

Foods .

9. Deep Freeze (article on freezing)
10. Sainsbury's Quality Programs (Forprogram with Sainsbury's)
11. Codex Food Hygiene Guide
12. Pest Control for the Food Processor
13. The Role of Sanitizers in Food Processing
14. Sanitation and Hygiene forthe Plant Wot1cer
15. Cleaning: Do nRight orElse
16. DryerData Sheet
17. Equipment Purchasing: Technical & Economic Considerationa
18. Guidelines for Purchasing Freezers

All of these documents are available on the ALEB web site, in both Arabic end EnglIsh.
They appear to be highly regarded by our dients, who repeatedly request extnI COllies for
their staff members. Therefore, ALEB will continue to identify basic and advlInc8d tee:I'i\1IcaI
literature that will be translated into Arabic for the Egyptian food processing industry. ALEB
will provide EAGA with masters of all documents, so that the associallon can COiIliIU8
distributing them after ALEB is terminated. EAGA has been asked to aeate a sIamp to
apply to each document noting that they have been reprinted with the permission ALES. Of
course, USAID is always mentioned on the documents, by name and/or logo.

Other "literature" such es Arabic language posters on sanitation and oItw GMP issues, are
completely lacking in Egypt Such posters, when hung throughout the plant, are an etreclive
method of continuously communicating these important principles to even the lowest level
factory worker. ALES intended to develop posters during the base period, but we were
unable to do so due to lack of adequate financial resources. Therefore, we will implement
this project during the Option Period.
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In addition, ALEB has begun to put the Arabic-language documents on ourweb site, in onler
to make them more widely available. We have laamad that very few of the local food laws
and regulations are available on-line, and we have begun to convince regulatory agencies
that their standards and regulations should be accessible on the Internet. Efforts wiR
continue in this area during the Option Period, as it will make it easier for industry to comply
with regulatory standards. It could also halp break down some of the barriers between
regulators and industry.

Level of Effort: No additional LOE is required for Publications. Technical5ervices' fuIIIime
staff members will develop publications. with assistance from STTA's who undertake other
activities (Training, Technical Assistance, Varietal Testing, etc.).

4.6 Strengthening & Enhancing Complementary Industlles & S8rvIc:e Firms

Description of Affllhoda and TooIa: One key to buDding a quality food processing industry
is having a network of suppliers who are supportive and, in essence. partners in business.
ALEB has identified a number of areas in which both the industry and the supplier netwlllk
need assistance. These areas indude but are not limited to packaging materials, cleaning
and sanitizing agents, pest management, distribution (cold chain), plant engineering and
design, product and process development, market research, consumer testing and
evaluation, and ingredients.

Of all the service sectors, packaging is the most significant to the food industry, in l8rmS of
cosl Yet, many processors lack technical and functional spec:ifications for the packaging
materials they purchase. Consequently, they often do not obtain the best funclionality from
packaging systems and, et times, they experience failure and increased cost. ~,use
of bar codes and accurate nutritional panels is spotty.

On the other hand, although there are numerous Egyptian firms involved in pest
management, sanitation, etc., many food processors neglect to take full actYaI dage of their
services. In addition, the service finns, themselves, often lack proper training in their fields,
such as applying deaning and sanitizing agents. Many service firms would bellefit from
access to advanced technology, education in new methods, etc. The food processors pay a
huge cost for their lack of deanliness and sanitation, in terms of lost sales and revenue due
to poor quality.

During the first year of the Option Period, Technical 5ervices wII focus primarily on
strengthening and improving finns in the pest management, deaning and sar'liziig, and
glass processing sectors. as we have found thet weaknesses within these induslries hillder
many Egyptian food processing finns from improving product quality and inc:reaSing expor1s.
However, as we assess each food produd duster, we will ide! dify specific needs that a
duster might have with regard to service and support industries. Thus, we might also
address weaknesses in other industries. such as distribution, especially es we move into the
second and third years of the Option Period.

Technical Services plans to deliver training and technical assistance to seMce firms in
tandem with food processors. So, for example, when developing the training prog,al1ls and
identifying appropriate expatriate STTAs for the dehydration sector, we will consider which
service sedors require assistance in order to serve dehydrators better, and we wi. plan
accordingly. Expatriate STTAs who are hired to assist the service sector wiD also work with
food processors, to assist them in better defining their needs and specifications. In other
words, the STTAs will work to increase the food processors' demand for services while also
enhancing the supply of services.
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Egypfs service sector, as a whole, is larger than the food-processing sector, and some
companies within the service sector are actually quite advanced and sophisticated. Also,
only a fraction of the service sector's business caters to the food processing industry.
Therefore, delivering technical assistance to all of the many suppliers of services and
products would not be feasible or effective. Instead, Technical Services intends to focus
primarily on those firms that are known to supply or serve our dients.

On the other hand, training progrems will be open to all service firms, as well as food
processors. Indeed, we plan to develop training progrems and other events (e.g., small
trade fairs) that will bring suppliers and service firms together with food processors, to
educate both segments while encouraging greater cooperation.

Some suppliers have approached ALES wanting to use our facilities and resources to
present workshops in technical fields that would benefit their aJStomers. As long as ALES
can control the content of the presentations so they do not become advertisements, the
project could provide resources (such as use of the training room, translation services or
promotion) on an "as needed" basis. In fact, ALES sponsored very successful joint
workshops with service providers, such as EAN-Egypt (bar coding), during the base period.

Technical Services anticipates delivering technical assistance to at least 20 servic:8 firms
during the first year of the Option Period, in addition to conducting at least 6 training
programs for service firms. Of course, service firms will also be invited to atI8nd training
programs that are organized for food processing firms, many of which are appropriate.
Finally, Technical Services intends to identify technical documents of hlterest to service
firms, such as Egyptian or intemational quality regulations, translate them into AI1Ibic, and
disseminate them through workshops and the Internet.

Level ofEffort: During 2002, 2 expatriate STTA's will be hired for an average of 15 dlIys.
The maximum number of LOE days will be 30. This LOE indudes both technicallISSist8IlC8
and training for the service industry. Note: Table 3 at the end of this sectiOn of the work
plan summarizes the 2002 LOE for Technical Services. Again, training participants wiI be
expected to share the cost of training, under the terms desaibed eIsewhent in this
document

4.7 Varietal.

Detlt:rlptlon of Methods .nd ToohI: One deterrent to building Egypfs food uports is iIlI
own agricultural system. A number of agricultural issues serve to reduce product quality,
yields and profitability. These indude the lack of vertical integratiOn, poor agria.IIII.nI
practices, a non-existent or deficient cold chain system, and excessive dependence by both
growers and processors on fresh market outlets.

Few Egyptian food processors utilize contract growing, as the glowers, aa:ording to
processors, do not always honor contradS, usually in the face of betI:er market conditions at
the time of harvest. Some processors impose a 10% to 15'110 penalty for breaking the supply
contract and report that it is sometimes paid, but more often, it is not. Other supply
constraints are imposed by cooperetives, as in the cese of onion growers. One Ierge
dehydrator reports that a cooperative controls 75'110 of the supply, and thus the price.
Another constraint in the supply chain is a group of about~ to fifteen wholesalers who
control a large part of certain commodities or a significant portion of output in certain glowing
areas or governorates. These wholesalers are well organized, supplylng inputs to the small
farmers in the form of seeds, fertilizers, pesticides and information. In fact, we have heard
that this group functions better as a private agricultural extension service than the official
(GOE) extension service!
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If a processor is unsuccessful in securing produce through any of the above channels, (s)he
must resort to the wholesale markets. Of course, this does not make economic sense, as
processors must compete with buyers from the bakalas, supennarkets and olher retail
outlets for their produce, trying to pay a price that allows the processor to convert the
produce, process it. package it and ship it to the consumer. Since the retailer has no
conversion costs and simply puts the produce on the retail shelf at a higher price, (s)he cen
afford to outbid the processor for the higher quality produce. As a result, the processor is
forced to purchase "seconds' and "thirds' that the consumer would not buy on the retail
shelf. While blemishes or misshapen produce are not a problem for the processor, owrripe
or under-ripe produce is, imposing high conversion ratios and forcing blending, which
creates a whole new set of problems in meeting consistent specifications to get a final
product.

Another critical problem facing processors is the lack of good agricultunll practices (GAP)
and post-harvest handling. In addition to low yields as a result of poor varietal sellction or
availability, the lack of a cold chain is reported to cost the agriaJltural sector LE4 biIion
annually. As soon as a fruit or vegetable is harvested, it immecflately starts the rotting
process. The rule of thumb in the produce business is that for every hol6 that the ambient
field temperature is not reduced to impose a false dormancy, you lose a day of shelf life.
This applies to processors as well. The "field to factory" time frame is as imporlant to the
processor as to the horticultural exporter, as it means higher yields, less waste and lower
conversion costs.

A third problem is the lack of appropriate seed varletals for food processing. V8rilIbIIs
dictate supply windows, conversion costs and consumer acceptance. Fruits and wgetablls
are bred and propagated for either table consumption or processing, but not boIh. TIIbIe
varieties are bred for good shape and color, taste and handling. Processing varieties ant
bred for high solids or other conversion attributes. Unfortunately, the folks who cOilbul seed
regislfation in Egypt have not received this message.

For example, Egyptian officials have imposed two onion varieties on onion dehydrators - the
Giza 6 and the Giza 20. seed stocks in these two varieties have been diluted to the extent
that yields are different colors and shapes and the plants have become susc...4'-:IIe to fungus
and "pinkY roar, impacting on yield (field tonnage). Moreover, while the rest of the world is
dehydrating a white globa onion that results in 22% to 30% soluble solidS and requires no
peeling, the Egyptian processors have to utilize the officially imposed onion 'IIII1eties that
result in 10% to 12% soluble solids and require peeling, as the skin has a different cuIorfrom
the meat. The manual peeling process removes another 2O'lIl to 30% of the sale..
product. Obviously, if one does the math, the Egyptian processor is alr88dy 68'11I behind in
cost against his competitor, and this does not indude further costs imposed by poor p0st­
harvest handling and subsequent shrinkage - another 15%- as well as inefficient processing
technology.

There are similar problems with regard to the varieties of broccuIi, fine beans, c:aulillcm8r,
petite peas, sweet com, and processing tomatoes that are used in Egypt. In short,
inappropriate seed varietals offer poor yields and high conversion costs to processors,
impacting on unit costs and consumer selection.

Finally, poor cultural practices impose a significant cost to the Egyptian food processor,
whether vertically integrated or not Soil preparation is done very poorly and, thel8f0r8. the
crops suffer in quality and yield. Poor seeding or transplanting practic:es result in pocnr
yields - as much as 20% poorer. Plants need to be planted at specific distances apart in
order to maximize the yields. Additionally, utilization of pesticides is a problem that has been
uncovered by ALES. There is no facility in Egypt that is accurate in obtaining the prop8I soil
analysis or petiole analysis for the growers.
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There seems to be little understanding of the proper usage of the various herbicides that are
available to the growers. Currently, the growers usually weed the aops by hand, which
costs about LE350 per feddan. Through proper cultivation and utilization of herbicides, this
could be done for about LE155 perfeddan, resulting in savings of LE195 perfedclan.

ALES cannot address an of the above-mentioned issuas to the extent to which we would
like; however, we have made a commitment to addressing agricultural pradices in the
Option Period. This commitment win indude the testing and eventual introduction of
processing vanetals, education at the farm level (Good Agricultural Prac:tices), and
introduction of improved post-harvest handling techniques. ALES elreacly began to address
the issue of seed varietals dUring the base period. We supported several food processors in
successfuny testing seed varietals (e.g., com, tomato, and onion) that can thrive in Egypt
and have the potential to enhance profitability for processors. It is critical that ALES
continue to support our dients' efforts in this area.

During the Option Period, Technical Services intends to cany out the following adIvilIeS:

1. Introduce and implement to a segment of the processing industry the use of
processing vanetals for eight commodity aops that are currently dominated by fresh
market varieties.

2. Provide training for improved cultural practices, induding:
a. Soil and land preparation
b. Planting and plant distribution
c. Irrigation
d. Fertilization
e. Pesticides and herbicides, selection & application

3. Provide training for improved cultural practices, including:
a. Harvesting
b. Field cooling
c. Grading
d. Packing for transport
e. Cold chain maintenance

4. Increase the length of processing seasons by staggering the production "Plaits"
utilizing various microdimates that may require their own varieties.

Whenever appropriate, Technical Services will COOpelate with the Horticultural Expol1IBrs
Improvement Association (HEIA) and the Egyptian Seed AssociatiOn (ESAS) in undeItaIcing
the activities enumerated above.

Pending input to the contrary from dient companies, ALES will give priority to the foIlowillg
commodities: onions for dehydration, tomatoes for pasta, and cauliflOWer, braccoIi callota
green beans, green peas and SW8Bt com for freezing. We will focus on the implemelll8lioll
of commercially available processing varieties, rather than the deveIoprnent of new varieties
or hybrids. In addition, we will focus on opportunities to extend the processing season by
taking advantage of various microdimates, but this activitY will be secondary to idei ltifying,
testing and registering new seed varietals.

It goes without saying that Technical Services will have to cooperate whenever appropriate
and feasible with Egyptian associations such as HEIA, ESAS and EAGA; GOE agencies and
seed suppliers; and ALES's dients and coneagues. During Year 1 of the Option Period, we
expect to take the following steps to initiate trials for evaluating and registering processing
varietals.
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1. ALEB's Trade Association Services (TAS) team assisted the Egyptian Seed
Association (ESAS) to undertake a successful policy advocacy campaign to shorten
the testing period required by the GOE on new plant varieties from three years to two
years. Going foIWard, Technical Services and TAS will meet with representatives of
ESAS to define protocols for evaluation of new varietals (Complete; no LO.E. Year 1
of the Option Period)

a. Identify or develop written procedures
b. Determine contact personnel/groups

2. Meet with government staff to determine protocols for actual testlng of new YarietaIs
(complete; no L.O.E. Year 1 of the Option Period)

a. Identify or develop written procedures
b. Determine out-of-pocket costs for the trials-

3. Contad seed suppliers in the U.S. and in Europe as to their interest in supporting lhe
worlt

4. Meet with interested ALEB dients to confirm which producls should be the fOaJS of
effort. We expect to focus on 5 or6 different types of vegetables during Year 1 of the
Option Period. Identify those dients thai will participate in evaluation of trial
materials. Prepare detailed plan with schedule & milestones.

a. Products that are tested should benefit the ITl8lCimum number of proclISlClI'S
b. Number of varietals of each crop tested will be decided on the individuIII

merits of each, however we expect to test an average of five seed varietaIs
for each vegetable (25-30 total).

. 5. Hire 2 expatriate STTA(S) to assist with the programs and monitor foIIow.up.

6. Identify &hire one local STTA for monitoring & follow-up.

7. Using agricultural data bases, obtain detailed information on soils,locatioo'l, rellbilly
and suitability of water sources, and microdimates throughout the country. Compile
and publish this information in a central source.

8. Initiate and follow-up trials with govemment agencies

a. Use US-based consultants as advisors and local consultant as a supeMsor
b. More than one STTA may be required depending upon industry needs

9. Work with HEIA, EAGA and ESAS to begin educating gIO..I81'1 in tee:hi'liquas to
improve yields of processing varietals. This education process Will include cuItuI1II
practices and post-harvest technology. Use consultants and encourage development
of "extension-like" services within the associations.
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Seed Reglstnltion Process

AcnON COST" T1MENEEDfD
Apply for import license for testing seeds through ESAS 50-100 LEI per 1 month

Govemment issues ESAS imoort oermits 1 month
samples shipped to ESAS
Customs clearance usino license 100 I . 14daYs
Apply to Registration Committee 2,500 - 4,000 LE

oerseed
Samples sent to ARC for evaluation, testing &
registration 500 -1,000 LE 18 - 24 monlhs

a. Evaluation yearly testing
b. Testing fees per seed
c. Monitorino

Final report prepared

• Costs will be confirmed by ESAS

Level of Effort: During 2002, one or t1NO expatriate STTA's wiD be hired for a toIBI of 60
days in-country to identify seed suppliers, prepare a plan and schedule, etc. Two expalriat8
STTAs will be hired for a total of 60 days to work with the food processors who wil t8st the
varietals. One expatriate STTA will be hired for 30 days to assist dienls in GAP & post
harvest techniques. A local STTA will be hired for 128 days to work with the cftents who..
testing the varietals, and to monitor and follow up with the GOE agencies, etc. Nola: Table
3, below, summarizes the 2002 LOE for Technical Services.

Table 3: Level of Effort (LOE) for Technical Services for CY 2002

STAFFISTTA Primary RoJeIR ItIes LOEDays
Expatriate Director of Manage and lead all acIivitles of Technical servtces (Ihls 172.5
Technical services parson must be hired)
Local Co-Director of Manage and lead all acIivitles of Technical servtces 153.5
Technical Services
Local Industry Unk 8 STTA's in various fields train with ALEB and II5sist 320
STTAs Technical Services in DI'Ovldlno tnllnina and TA
Expatriate STTAs in STTAs In various fields, such as HACCP, product 100
Various Fields development, pest management, etc. wiH provide training

and TA to food
Expatriate Study Tour STTAs In various fields assist In developing and 15
STTAs Implementing study tours and Internship program In the

Unitad States
Expatriate Service Firm 2 STTAs in different fields provide tnllnlng and TA to servioe 30
STTAs firms
Expatriate Seed 1 or 2 STTAs identify seed suppliers, prepare a plan & eo
Varielals STTA schedule, identify EOwtlan firms that will conduct trials, etc.
Expatriate GAP STTA 1 STTA provides TA & training to firms and growers In Good 30

Aaricultural Practices (GAP)
Expatriate Seed 2 STTAs assist firms in identifying, testing and obtaining eo
Varietals STTAs aooroval for new seed varietals
Local Seed Varietals 1 STTA wortIs with Expatriate Seed Varietals STTAs and 128
STTA follows UD with clients thl'Ouohout the vear
Total expatriate LOE Days 467.5
Total Local LOE Days i 601.5
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5.0 Trade Association and Strategic Alliance 5ervices

Introduction: This work plan provides the operating principles under which the TI'lIde
Association Services (TAS) team and the Strategic Alliance Services (SAS) team Will
perfonn our activities during the three-year ALES project extension, CY 2002-2004. This
work plan provides the details regarding Iong-tenn and short-tenn technical assistance and
training activities that we will provide during CY 2002.

BlIckground ofWork: If Egypt is to maintain its competitive adv8lltage in domesticmarkets
and increase exports of processed foods, the private sector must have a much mont vocal
and active role in affecting public policy. During the three-year project extension, the primary
objective of the Trade Association Services (TAS) team will be to build on ealtier work to
increase the capacity of the private sector to engage in policy dialogue. We wi. provide both
long-tenn and short-tenn technical assistance and training, including on-the-job tlaining, in
order to transfer and strengthen the skills that Egyptian trade associations need to plan,
develop, and implement sound policy advocacy campaigns on behalf of the members of their
associations - Egyptian private sector food compenies.

In addition, if Egypt is to enhance continuously the adoption of new t8cti11OIogy and
management practices that will make export growth possible, sbategic alliances and industry
support services must continue to expand and improve. Indeed, by building stlOo1Q8f private
sector pertnerships within Egypt and between Egyptian and foreign finns, ALES's Strategic
Alliance Services (SAS) team will help Egyptian food companies become mont competitive.
During the three-year project extension, the primary objective of the Stlalegic AIIi8nce
Services (SAS) team will be to build on earlier work done in identifying market opportunities
for exports and to bring foreign finns and Egyptian companies together. We wiR provide both
long-tenn and short-term technical assistance and training to help Egyptian companies
through the process of mediation and facilitation that is required to ger.-alB sustain8bIe
strategic alliances with foreign investors, buyers and/or suppliers. Indeed, there ant also
opportunities for Egyptian trade and business associations to become linked with US or
European-based trade associations and, thereby, to serve as conduits for such market
linkage and alliance activities on behalf of their members.

Srnta/nablllty: Three additional years of ALES technical services and 1raining shcUd bring
immense benefit to the Egyptian processed foods industry, boosting exports as wei as
domestic sales into hotels, restaurants and supermarkets. But how can these efforts be
sustained after the end of the ALES project?

One way that we wiD endeavor to generate sustainability will be for the whole ALES projeet
team to work very closely with the Egyptian Agribusiness Association (EAGA), and 0Iher
trade associations in the food processing sector, to dev8Iop their capacity to lake over some
of the services that the ALES project offers and that the food indUstry will demand in fuIunt
years. The Trade Association Services (TAS) team will lead the projecl's e"OilS to PloYide
intensive support to associations involved in the food-processing sector with the objective of
having these associations become the leading organizations in the sector by the end of the
ALES project.

We must recognize, however, that three years (CY 2002-2004) is an inadequate amount of
time to strengthen the organizational, managerial and financial capacity of new and nascent
Egyptian trade associations to become totally self-reliant, SlJStainab\e institutions.
Nevertheless, we will make every effort to work with the most qualified association staff,
especially those at EAGA, to I8ech them how to do what ALES service teams have been
doing, so that through "Ieaming by doing,· EAGA and, perhaps, other associations may
gradually develop the capacity to serve the processed food industry as modern trade
associations serve their members in North America and Europe.
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Finally, as we plan and implement our training programs, we will also slNllCh for sidled anc:I
financially sound Egyptian training providers (service firms or institutions) capable ofworking
with us in our training activities. Our ultimate aim will be to deliver high quality training for
the present and, hopefully, to find future training providers who will be able to continue
meeting the demand that our services are creating. We hope to find local firms suited for
technical training, such as EAN-Egypt, with which TAS developed a successful allance to
provide training in bar coding to food processors and service firms during the Base Perlod of
the ALES project.

Guiding PrInciples & Methodology: Trade Association Services (TAS) is combining with
Strategic Alliance Services (SAS) under one long-term expatriate Directorwho will supervise
two Egyptian Co-Directors. One Co-director will specialize in Trade AssociaIiOn Services
and the other Co-Director will be responsible for Strategic Alliance Services. The key
activities that will be enhanced and improved by this move are:

• Trade Association Services, as part of their normal function, are in COlilact with
association members who are food processors, suppliers, anc:I service firms.
Within the aggregate membership of associations, and in the spint of coopeialiOl1
among a diverse membership, great opportunity exists for the iniIialion of
strategic alliances and linkages among members themselves.

• Strategic amance opportunities can be an important and meaningful association
service that strengthens both the associations and their members' business ties
and collaboration with one another.

• While the functional responsibility for Strategic AUiance Services will tal under the
direction of Trade Association Services (TAS), the development of sbal&gic
alliances will remain a cooperative effort across all ALES service ... l88ms,
because innovative alliance opportunities do not evoJve from only one 1CMC8.

Combining tha activities of TAS and SAS will bring new synergieS to Egyptian trade
association development and strategic alliance development For example, the TAS 188m
recently created a strategic alliance with tha Global Resource center of the Amerlc8n
Society of Association Executives (ASAE). We have purchased nining materials from the
Center during the past three years, and we have adapted these to Egypt's trade and
business association industry needs. Moreover, in OCtober 2001, we secued ASAE
permission to utilize its Associations Maile a Better Wodc1 campaign liI8rature end to
translate it into Arabic for a two-day planning and teaching workshop that TAS hekI with nine
Egyptian associations. ALES gave ASAE permission to post the material that we translatIId
on its web site, where Arabic-speaking associations worldwide can now ac;cess anc:I
download it, as well as other literature that ALES has developed anc:I transIaI8d into Arabic.
(See www.asaenelorg.)

The TAS team will work primarily with trade-based assoclations that serve the food
processing industry, and we will work, secondarlly, with other private seclDr business
associations that have significant members in the food industry or complemelitaly service
sectors. We will devote as much of TAS resources as possible to sb...·lglhei1ing EAGA, with
a minimum of 50% of TAS resources available to train and advise EAGA in CY 2002. We
will also work with other industry associations. We need to maintain our working reJaIionship
with other trade and business associations in order to foster opportunities for sbalegic
alliances among Egyptian private associations, as well as to sb_'Igthen private seclDr
participation in policy dialogue. By working with more than one or a few trade and business
associations, we increase the likelihood of identifying organizations that represent the
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industry and that are capable of and willing to take over ALEB project type serviCeS on
behalf of their members.

The SAS team will work first on the market linkage and sbal&gic aliance opportunities
identified through Industry Rapid Analyses (IRAs) conducted by the Business Development
Services (BDS) team during the Base Period of the ALEB project. Second, the SAS team
will follow-up on any new market opportunities that may be identified through BDS analysis
and research. We will devote considerable short-term and long-term resources to faciliblling
strategic alliances by bringing potential partners together, identifying and meeting specific
market requirements, assessing Egyptian capabilities to meet specific market demands, and
performing logistical "hand-holding" during the process until the first transaction has been
completed. This will involve, for example, identifying new technologies that can help lower
the unit costs of production for Egyptian food processing companies and working with the
supplier of that technology and the Egyptian buyer until the transaction is complete. Again,
this work will be done in tandem with the short-term technical assistance being given to firms
in specific product lines through both Technical Services and the BDS-MIS service area
team.

The SAS team will also contribute to the enhancement of the ALEB project web site, in
tandem with the Market Information Services (MIS) team that is being absorbed under the
BDS Director and with Technical Services. We want to ensure that as much sound
information as possible is available on the web site for our crNlnts who are S881dilg mark8ling
linkages or sbategic alliances. All service teams will also continue to strengthen the ALEB
Resource and Alliance Center (ARAC) as a key source of besic information on market
opportunities and new technology. Ultimately, we will search for an organizalio.1 or service
firm that will be capable of taking ARAC over and delivering a cost etfective information
service to the industry atter the ALEB project ends.

5.1 Trade Association Services

Aaocllltlon Demtlnd for 8ervIces: During OCtober 24-25, 2001, the TAS 1118III imriI8d the
CEOs, members of Board of Directors and key staff from nine trade and business
associations with whom we have formed dose working relationships to a two-day workshop.
The purpose of that workshop was to raise the consciousness of Egyptian trade and
business associations about the power of their associations as representatives of the private
sector, especially the food processing industry, and to discuss how the TAS team can help
make their associations even stronger during the project Option Period. We discussed the
five basic building blocks upon which financially sound and weII-managed trade and
business associations rest And we asked these associations to enurnelal8 those aspects of
their organization for which they required our technical assistance.

Our trade and business association partners made a wide range ofdemands for b'ai Iilg 8I1d
technical assistance in many fields. (see Tables 5, 6 & 7 on pages 49-51). The total
demand for TA and training from these nine associations WOUid involve en eslilial8d 926
persolHlays. We do not believe that the TAS team has the budget to fund 926 person days
of LOE to meet the broad and deep demand for on-the-job training, technicalDSislal1Ce and
follow-up technical advice to help implement skills learned in workshops. Thus, we will focus
our LOE on policy advocacy, organizational management, fund-raising and sbe.lgIhening
staff skills to meet member demands. To complement TAS' direct assistance to
associations and reinforce our on-the-job training, we will use 01'2 and NGO Service Center
workshops, seminars and training providers. By working doseIy with 01'2, as weil as the
NGO Service Center, we will meet most of the demands for generic types of training that are
being made by our client associations. This will also satisfy USAID's request that ALEB pian
and schedule generic training through these organizations. Moreover, by doing these
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training activities through 01"2 or the NGO 8ervic:e Center, we hope to contribute to the
sustainability of training services for trade and business associations, since the NGO 8ervic:e
Center may become a "stand-alone" Egyptian institution at the end of three years and
because the 01"2 project uses Egyptian service providers (e.g. consultants) to do most of the
training they implement.

Strengthening the capacity of these associations to engage in policy dialogue is one of the
primary demands being made by the CEOs and Board. They are interested in Sb6lg1hening
not only their own capacity to engage in policy dialogue activities but also to enhance their
ability to work with other associations on policy. legal or regulatory issues that arrec:t their
members.

Yet, the associations also recognize that in order to be a strong, effective voice for their
members in the porley dialogue or pUblic policy debate, the associations themselves should
be financially sound and well managed with a high level of volunteer spirit This means that
these associations have to strengthen their services to members so that memberswi. renew
and maintain their membership, thereby ensuring a sound base for revenue for the
association. This also involves efforts to develop non-dues sources of revenue that will
enable the associations to undertake policy dialogue activities on behalf of their members.
Policy advocacy or participating in the public policy debate can be a fairly c:ostIy service for
an association to provide for its members; indeed, it is usually referred to as a "revenue­
negative" service because the costs associated with engaging in policy dialogue are high
while there is no immediate return of revenue to the association from even a successful
policy dialogue campaign.

The associations also have requested continued ALEB TAS team support in sbengthenlng
them as member-driven and responsive organizations that secure more voluntary support
from their members. Association executives asked for continued assistance from the TAS
team in revising their annual strategic plans and developing their annual action plans. At the
October 24-25 workshop, the associations also expressed a desire for more in-depth traIni IQ
than they receive from the 01"2 project or the NGO 5ervice Center in subjecls such as
Effecfjve Committee Management and MembelShip RecnJittnentand Retention. Assoc::i8liol,
leaders have also asked for our assistance in writing grant applications to the donors,
induding the USAID-funded NGO service Center after the Center implements its new grants
program for business and trade associations (scheduled for some time in early CY 2(02).
According to the Director of the NGO 5ervice Center, the purpose of this new grants
program is to galvanize and unite associations around a single policy issue. Once this
program starts at the Center, it might reinforce and strengthen our own efforts to train 8r1d
assist trade and business associations to take on more responsibility for lealillQ policy
dialogue on issues of interest to the food processing indUstry.

TAS TNm Technical Response to AaocllrtloM Demand: We recognize that there is II
strong and intimate link between improving the capacity of the private sector to p8I1lcIpeIe in
policy dialogue through their associations, on the one hand and the need to improve the
financial soundness and organizational strength of the associations, on the other hand.
ImProving the capacity to engage in policy dialogue depends on gen8i8l1ng more
memberships and raising revenue at the association, while a successful trade IISsodatlon
policy dialogue campaign will eventually generate interest amorlg private companies in
becoming members. Through this process, the TAS team will aim to unleash
complementary and mutually reinforcing forces that should lead to $bong« member-based
associations and a stronger voice for the private sector in the public policy debate.

Therefore. TAS team training and technical assistance activities will focus on enhancing the
capacity of private sector trade and business associations to engage in policy dialogue about
the impediments that prevent the Egyptian food industry from being more internationally
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competitive. Thus, we will work with several trade and business associations in this training
and technical assistance activity. (see the section below for the list of potential client
associations.) This will lead us to work with their Policy Advotcacy Committees or Task
Forces, and this will involve direct on-the-job training to these CommitteeS to make them
mora effective pillars of the associations.

In order for trade and business associations to represent their members effectively in policy
dialogue, they themselves must be financially strong inslituliOns, because conduc:ting
effective policy dialogue activities costs associations money while it yields no revenue for the
association. Indeed, in order to attract and retain members, who are the uIIimate source of
strength of any association, we must work, to some extent, on strengthening a variety of
organizational, financial and managerial skills of the key food.based trade associations, as
well as complementary service sector and business associations, so that they are capable of
designing, implementing and sustaining the time-consuming and resource-consuming policy
dialogue activity.

r,.de and Bualness Association CIIentIr. The TAS team will have the following priorities
in terms of meeting trade and businass associations' demands for services. The TAS team,
as well as the whole ALEB project, will provide technical assistance and training to the
Egyptian Agribusiness Association (EAGA), as one of the potential legacy organIz8Iions for
the ALEB project. We are prepared to make aveilable, on a demanckIriven basis, a
minimum of 50 percent of the TAS team's long-term and short-term technical assis18lC8.
Our objective will be to strengthen EAGA as a voice for the private sector in policy dialogue
and as an organization that may be capable of meeting the needs of the processed food
industry in the years after the ALES project ends.

In recent discussions with the Chairman of EAGA, we learned that the Board has made a
firm commitment to separating ESAS and EAGA into two distinct entities. A new Executive
Director has been hired for EAGA, and ALES has begun training her. EAGA's Chairman has
also stated that he intends to hire at least one more skilled staff person. TAS has developed
and we now await EAGA's approval for a pilot program that will be implemellted during the
Option Period. Under this program, EAGA must decide upon one service from among
ALEB's offerings (training or technical assistance) that the association wiD provide to its
members. Then, ALES will sit with the association to develop a plan whereby EAGA wiI be
a FUll partner in offering this service, and we will continue to provide training to EAGA
throughout implementation of the service. The objective of this program wiI be to assist
EAGA in staffing and obtaining financial resources to offer additional services on its own, in
the long term. That is, EAGA may be trained to eventually take on full, direct responsibility
for delivering some of the ALEB services or they may be trained to take on the management
of such services and transfer the actual technical capacity for service delivery into another
institution (educational or otherwise) or private service firm, such as a company that
specializes in technical training.

We will also provide technical assistance and training to strengthen other processecl-foods
based associations, such as the Egyptian Association for EssenIiaI Oils, Flavors and
Fragrances and Cosmetics (EAEOFFC) and the Egyptian SocietY for Producers,
Manufacturers & Exporters of Medicinal Herbs & Spices (ESMAP). While these
organizations are research-oriented and academically based in terms of memberstip and
services, we will build on our efforts to strangthen these associations so that they become
more private sector oriented during the next few years. Our efforts with these food.based
associations will be to strengthen them as member-oriented, demancklriven associations,
representing well their industry. Thus, we will work with these three associations, and any
new food-based associations that may be formed in the next three years, to sbe..'lgIhen their
capacity to engage in policy dialogue, and we will also strive to enhance their ability to serve
their members from an organizational, managerial. financial and technical perspective.
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The TAS team will also assist trade-based associations !hat have es membefs services firms
that complement the processed food industry, including the Egyptian 8eed AssocIaIion
(ESAS), the Egyptian Cold Chain Association (ECCA), which is stiR under formation, the
Horticultural Export Improvement Association (HEIA), the Dairy Industry Development
Association (DIDA), the Egyptian Meat Processing Association (EMPA) and the Egyptian
Packaging and Development Association (EPDA). These trade associations have aitical
links with the food processing industry and, therefore, fan within the scope of WOI1t for the
ALEB project.

We will continue to provide technical assistance and training to ECCA and ESAS that wiD
aim to strengthen their capacity to engage in policy dialogue on behalf of their members.
We will also strengthen the linkages between all these associations and the food industry­
based associations. Thus, we will engage in technical assistance and training that will
increase their capacity to forge strategic alliances across the food indUstry and service
sector in order to increase food exports.

Finally, the TAS team will also indude several business associations !hat have a significant
portion of food companies or complementary service sector companies es members.
Among the business associations with whom we will continue to work are: the Egyptian
Investors and Business Association (ElBA) of Mansoura, the Chambre des Affairs Franco­
Egyptiennes (CAFE), the American Chamber of Commerce (AmCham), the Egyptian Chefs
Association (ECA), and the Egyptian Marketing Development Association (EMDA).

Our purpose in worKing with these business associations is to forge Jinkages and aIianceS
that cut aaoss the whole processed food industry and to work with dynamic leaders in the
association community. We will bring these business associations into our treining ac:tivities
that aim to increase the capacity of the private sector to engage in policy dialogue. CIe8rIy,
strengthening the capacity of three associations to engage in policy cfralogue wiD be an
intensive and timEK:Onsuming task. But we sincerely believe !hat we should also do such
training and provide such technical assistance to as many membefs of the food industry as
possible; therefore, we must reach out to any association !hat has members who are food
processors or who provide services to food processors in one way or another.

We will maintain our sound relationship with the Egyptian Chefs Association (ECA) because
of its obvious linkage to Egyptian processed food companies. The ECA's members, through
their applied use of food products, have the potential to be valuable peI1ners of the ALEB
project and the Egyptian processed food industry during the next three yeans. The ECA is
especially strong in Egypfs tourist sector, specifically in the franchise, hotels and restaurant
industry, which could be of great help in fostering increased sales of Egyptian processed
food products to these institutions. Indeed, we will also explore how we can help link the
Egyptian Franchise Development Association (EFDA) with the ECA in a sbategic alliance for
the indirect benefit of the Egyptian processed foods indUstry.

CY 2002 Wbtk Plan - LellVl ofEffott (LOE): To make progIlIU towards the achie.ement
of the end-of-project objectives and achievement indicators, and to contnbutB to USAID IR
16.1, we propose to apply intensive technicel assistance and training in the first year of the
ALEB project extension, CY 2002. The reason for this is simple: we want to build on the
progress we have made to date in working with nine trade and business associations. We
do not want to lose momentum in strengthening their capacity to become financially capable
of serving their members needs, especially the technical needs of their food processing
members, and of representing their private sector membefs in policy dialogue.
Nevertheless, we want to apply such assistance in a measured, deliberate way in order not
to overload the absorptive capacity of the Egyptian trade and business associations with
whom we work.

44



II
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

Therefore, our work plan proposes intensive levels of both short-term technical assistance
(STTA) and training during CY 2002, with a gradual decline in STTA LOE during the
following years, CY 2003-2004. We will focus our own training activities and technical
assistance on policy advocacy and strengthening the financial base of EAGA and oIhertracle
and business associations. But we will also provide specilic technical assistance to follow­
up generic training from DT2 or the NGO Service Center, and on-the-job training to help
strengthen the food-based associations and complementary associations so that they have
effective plans, objectives, and goals and can generate a higher level of voluntary spirit and
collective action to achieve their stated goals.

As noted above, in order to meet the wide variety of demands for generic training made by
the trade and business associations with whom we work, we will utilize both the USAID­
funded DT2 project as well as the USAID-funded NGO Service Center.

But, we also know from experience that without intenSive, hands-on, follow-up WOIk with an
association's CEOs, Board and staff, they may not apply the knowledge and skiIs gained
through generic training to their day-teKfay work in the association. Thelefore, we will apply
intensive efforts, through expatriate and local short-term technical assistance, to help these
trade and business associations apply successfully the new skills and information that they
gain in generic training.

We will also use short-term expatriate technical assistance to deliver advice and training on
food industry specific policy, legal. regulatory or procedural issues and to help design
services demanded by members of Egyptian trade associations. This will involve close WOIk
with the associations, especially EAGA, on analyzing policy, legal and reguIatDry issues and
training their Policy Advocacy Committee and staff in methods to organize and conduct a
sound. well managed policy dialogue with public policy makers.

In CY 2002, we propose holding one study tour for Egyptian trade association 8ll8CUtiva,
Board members and staff so that the associations can see for themselves, firSt-hand, what
American trade associations are doing to serve the needs of their members, especialy those
in the processed foods industry. We propose scheduling this trade association study tour
around a trade show(s) that the food industry and their associations normally holds in the
USA. For example. the American Spice Tracie Association (ASTA) is scheduled to holds its
annual meeting in May 2002. However, after September 11 and in light of Department of
State visa application procedures, it might be difficult to schedule a tour anM.RI this event.
In September-octolber 2002, the National Frozen Food Association (NFFA) usualy holds its
annual trade show and complementery convention. Since this show takes place later in the
year, thus anowing more time for planning, this show is more feasible. The study tourwill be
funded through the Development Training 2 (DT2) program, but the ALEB project will bear
the expense of sending our own TAS staff along with the study tour participants to the USA.

Therefore, our proposed level of effort (LOE) for CY 2002 is incflCllted in Table 4 on the
following page. Greater detail on each staff member or STTA is provided In the text
immediately following the table.
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Table 4: Level of Effort (LOE) for Trade Association Services for CY 2002

STAFF/STTA Primary Role1RelDOnslbllitiel LOEDays
TAS ExpaI Director Lead & manlllle all TAS activities 130
TAS Local Co-Director Co-manage all TAS activities & wort with Policy Dialogue 218

STTA and Institutional Strengthening STTA (10 months
since this staff person has not vet been hirecD

Expatriate Policy Training & TA to associations in policy analysis & dialogue 100
Dialoaue STTA withGOE
Local Policy Dialogue I Wort with Expatriate Policy DIalogue STTA & continue 100
STTA providing support to associations
Expat. Institutional , TA & Training to associations to develop sources of non- 100
Strellllthening STTA . duas revenue & Improve voluntary DlrtletPation
12 US Trade Assn Training & TA on various issuas, in addition to developing 120
StaffJExecutlves alliances with ElJYIlllan associations
Total "ate LOE Days 450
Total Local LOE Days 318

TAS Director: 130 days

l TTA (expatriate long-term technical advisor) lOE: 260 days per year divided equally
between TAS and SAS activities.

leading and managing all TAS activities; drafting reports for ALEB and USAID; dn.fling
SOWs for STTAs; coordinating TAS wort with other AlEB service ....s; advising EAGA
and other associations on policy dialogue and on sbategies and tactics to $1I_-,gthen their
organizations in order to serve better their members, especially those in the processed foods
industry or complementary service sectors; designing and participating in all TAS spec:ieIizad
training for associations; and providing critical on-the-job advice and training to CEOs and
Board members of associations.

TAS Co-Director: 218 days

l TTA (Egyptian long-term technical advisor) LOE: 218 days during CY 2002 (this penon
must be identified and hired) and 260 days in subsequent years

Co-manage all TAS activities, especially wortdng closely with the expatriate Poky Dillap
STTA and Institutional Strangthening STTA during their assignments in Egypt; following up
with associations after generic training designad to strengthen them as rnember-orienl8d
organizations; co-designing and participating in specialized training for the associalions;
advising EAGA and other associations on policy dialogue issues and institutional
strengthening strategies and tactics; and providing on-the-job training to relevant associalion
staff, CEOs and Board members.

expatriate Short-tenn Technical Assistant for PoHcy Dialogue (STTA): 100 clays

Expatriate STTA advisor experienced In food-based policy issues, with the skiIs to conduct
financial and economic analysis of the adverse impact of specific policies, laws or
regulations and procedures that the Egyptian food industry idenIifias as primary constraints
to export growth. These analyses will inform and support the Egyptian trade and business
association policy dialogue with the GOE. In addition to assisting the associations in
undertaking analyses, the STTA will meet with associations and industry representatives in
roundtable discussions to identify and discuss pertinent policy issues. He win develop the
framewort and implementation plan for policy campaigns, and he will guide the associations
through the effort. One 3<klay in-country technical assistance mission per trimester with 3
days for worX in the USA befora the assignment. Total of 33 worXdays per trimester.
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Local Short-tenn Technical Assistant for Policy Dialogue (STTA): 100 days

Egyptian STTA analyst experienced in conducting financial and economic analysis of the
impact of policies on food-based companies, to work with the expaIriaIe advisor and
continue to advise trade associations in developing and implementing the policy dialogue
agenda. One 33-day assignment per trimester to assist, work with and Ieam from the
expatriate STTA. (S)he will also follow-up with the trade associaIions, to assist them in
implementing policy analyses and advocacy campaigns, after the expatriate STTA leaves
Egypt. Total of 33 workdays per trimester.

Expatriate Short-tenn Technical Assistant for Institutional Stnmgthenlng (STTA): 100
days

Expatriate STTA advisor familiar with diverse methods of generating non-dues income for
trade associations, especially the food-based trade associations or complerneillary service
sectors, to advise and help develop a program for services and acIivities that will earn non­
dues income for Egyptian associations. Must also be familiar with methods to sbe.1gthen
voluntary participation in the association, such as through Committees and be able to guide
associations through the Strategic Planning and Action Plan (Work plan) process. One 30­
day in-country technical assistance mission per trimester with 3 days for work in the USA
before the assignment. Total of 33 workdays per trimester.

Invitational Travel: U8-based Trade Association Staff or executives (STTA): 120 days

Invite twelve U8-based trade association executives or staff to corne to Egypt and to work
closely for 10 days each with the trade and business associations that demand assistance
and advice from the TAS team. This would mean having four US trade aSSOCiation
representatives per trimester in Egypt. They will be invited to speak at an event, to pubIiciz8
their own trade association activities and to edvise and train Egyptian cornplernenlary trade
and business associations. Another purpose of this travel will be to give the U5-based
associations an opportunitY to develop affiliations with Egyptian associations, if so desired,
to encourage Egyptians to join their association as international members, and to allow
Egyptian association leaders to hear first-hand from their counterparts in America how their
associations operate, fund themselves and engage in policy dialogue on behalf of their
members. This will reinforce the lessons we are trying to teach Egyptian associations and
enhance the transfer of skills and knowledge that the TAS team is striving to achieve.

USA representatives will be drawn from food-based trade assoeiationl, such as the NIdionIII
Food Processors Association (NFPA), the Grocery Manufacturers of Am8Iica (GMA), the
American Spice Trade Association (ASTA) and complementary associations such as the
International Association of Refrigerated Warehouses and World Food Logistics
Organization (IARW/WFLO). For example, we plan to invite several repr&18i1lali.... of US
trade associations to participate in the ALEB Market Outlook 2002 Conference scheduled for
October 2002. In addition to speaking at this event about the theme of the cOilf8l1lnC8-The
Impact of the WTO and GAIT on their own trade associations - they would be asked to
provide more in-depth advice to Egyptian trade and business associations through closed
focus group meetings and training sessions. Total of 120 work days throughout the year.

One (1) US Study Tour for Associations with TAS leadership:

Two members of the TAS team (Director and Co-Director) will accompany the Egyptian
trade association delegation to a US-based trade show event(1) and be on hand to
coordinate the training, advice and distribution of materials from U8-based trade association
executives. (ALEB will pay the airfares and per diem costs of the TAS team project staff for
the approximate lwo-week stay in the USA.) Coordination will be done using OT2 in
Washington, DC as well as the American Society of Association Executives (ASAE), Dir8ctor
of Global Resource Center. The ASAE can provide an association-based training facility in
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Washington, DC where other affiliated US aSSOCiation executives and staff can come and
train or talk with the Egyptian trade association delegation. The purpose of the study tour
will be to transfer infonnation and skills from USA trade association leaders in poficy
dialogue, association membership recruitment and retention activities, and the various
sources of non-dues revenue that are available to associations.

NOTE: the following tables represent the collective demand for services from the nine trade
and business associations that the TAS team surveyed at the Associations Malee a Better
World workshop (OCtober 24-25,2001). The tables make the following assumptions about
the level of technical assistance (LOE) needed to meet the broad and deep demand from
these nine Egyptian trade and business associations:

1. Generic LOE will be given collectively through workshops to aU interested assocIaIIons.
Only 50% of the generic LOE (person days) are induded in the total TAS team LOE.
DT2 and the NGO Service center will provide the remaining 50%.

2. The associations are divided into the following three calego.ies: (a) EAGA which will
receive a minimum of 50% of the total TAS LOE; (b) EEAOFFA and EMHSA receiving
somewhat less TA relative to their capacity to absorb and use the additional TA; (c)
ESAS, ECCA, HEIA, D1DA, EMPA and EPDA will receive training and on-the-job TA;
and (d) EMDA, ElBA, CAFE' and ECA will receiving training and on-the-job tralnlng for
their high priority requests that the TAS team believe are essential for their
organizational soundness.

3. Additional associations that meet TAS association seIecIion criteria may be added to this
list, as TA and training resources are available.

4. Special technical studieS will be done by other ALEB task teams and shared with TAS.
Example of such studies might be assessments of the influence that the WTO. GATT or
more fonnal trade agreements between Egypt and the EU will have on the Egyptian food
processing industry, especially for exports.
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Associations' Demands for Technical Assistance & Training

Table 5: TAS Level of Effort (person days) Demanded by EAGA, EAEOFFC, and ESMAP

Services Request8d TollII "'of
by Associations TollII

LOE

3 0.8

20 4.3

80 12.8
10 2.2

10 2.2

15 3.2
20 4.3

15 3.2

1 0.2
15 3.2

0 0.0
0 0.0

20 4.3

8 1.8
85 14.0

3 0.8

4 0.8

7 1.5
20 4.3

140 30.2

8 1.3

21 4.5

414 100.0 '
100
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I Table I: TAS Level of Effort (person dap) DemancIecI by E8AS and ECCA

ECCA Total 'll.ofTotaI

U LOE

I
17 2 0.11

II 20 8.11

I
20 40 17.8

18 10 4.4

I 10 0 0.0
8 10 4.4

I 15 10 U

I 7 5 2.2
20 5 2.2

I 13 10 4.4
11 0 0.0

I 111 0 0.0

10 4.412

I 4 8 2.7

8 15 8.7

I 18 1 0.4

5 2 0.11

I 8 2.7

20 8.lI

I 35 15.8

I
4 1.8

14 8.2

I 221 100.0
100

I
I
I 50
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Table 7: TAS Level of Effort (person days) Demanded by EMDA, ElBA, CAFt and ECA
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Services Requested "'of
by Associations Total

LOE

4 1.7

, 8.7
0.0

5 2.1

0 0.0
13 5.5

18 7.8

13 5.5
0 0.0

0 0.0
1 0.4

0 0.0

10 4.2
15 8.4

5 2.1

2 0.8

8 3.8

4 1.7

23 8.7

35 14.8

8 3.4

28 11.8

20 8.5

za 100.
100
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5.2 Strategic Alliance services

Stta«eg/c Alliance: What is a strategic alliance? We believe that it is a partnership that
drives both of its participants to achieve a goal that they could not have achieved alone. In a
strategic alliance, both partners contribute resources necessary to carry out an agreed upon
set of activities that, when accomplished, will achieve the goal. Resources might include
people skills, funding, equipment, material, distribution channels, etc.; that is, both taugible
and intangible assets. The partners in a strategic alliance usually agree to WOItt together to
monitor progress, identify problems and success, and make adjustments accordingly.
Communication will usually involve periodic meetings between the two parties where an
open, honest exchange of ideas, concerns and suggestions takes place. Clear and open
communication is vital to the success of a strategic alliance.

Indus«ry Demand for S8I'ViceB: During the Base Period of the ALEB project (CV 1999­
2001), the SAS team provided technical assistance and training as well as "hands-on"
intensive assistance to help food companies through the process of making successful
market linkages and strategic alliances. While thel'1l was not a Ialge demand, per se,
emanating from Egyptian food companies, there was an awareness by finns that Egypt
lacked the technology to keep its costs low enough to compete efficiently with neighboring
countries and that Egypt may be missing out on market opportunities because of its attention
to the fairly large domastic markel

Thus, the SAS team, working in tandem with the BOS team, identified a dear need in the
Egyptian food processing industry and began to deliver the services to meet it. Because
Egyptian food processing companies' unit costs were often too high to enable these finns to
compete in international markets, the SAS team, working with the Technical Services team,
helped to find rwN equipment and technologies from the United States to solve these
problems. Through visits to trade shows and food fairs, Egyptian food companies also came
to realize that their packages, and their packaging and labeling technology are a constnint
to market growth. And, finally, despite having good quality products suitable for many
foreign markets, Egyptian firms seemed to lack the thorough approach and perseverance
needed to build relationships of trust with foreign buyers and suppliers who could become
their strategic alliance partners. Thus, the ALEB SAS team, in tandem with the BOS team,
stepped in to bridge this gap and help "hold the hand" of the Egyptian dients until market
linkages that could lead to strategic alliances were forged.

During the Option Period of the ALEB project, these activities will continue as there exist
many market opportunities for EgYPtian food products in WOIld markets that have not yet
been realized. Once the opportunities are identified, the SAS team will analyze the
capability of Egyptian firms to seize the opportunities. Working with the BDSlMIS team, the
SAS team will only pursue market opportunities that we believe Egyptian food processing
companies have the capacity and willingness to exploit The dissemination of the ALEB CD­
ROM Directory of Food Processing and Service Companies in March 2002 should ger.wabi
some intemational inquiries about EgYPtian food products. Butwithout a conceited effort by
ALEB's SAS team to assist Egyptian food companies intensively in presenting themselves to
international buyers, their efforts alone may not have the desired result

8AS Team Tt!Chnical Response to Industry Demand: Thus, the SAS team will COilllliue
to build on the nascent indUstry demand for assistance and training in establishing stlategic
alliances. We will endeavor to work dosely with the BDSJMIS team to analyze which firms in
which product duster groups are capable of moving to the next phase of seeking
international or domestic strategic alliances. And we will work with both BDSlMIS and
Technical Services to assist the top tier cluster firms to identify sources of new technology to
lower their unit costs and make them more internationally competitive.
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The work of identifying strategic alliance opportunities may also involve EAGA or 0Iher
Egyptian trade and business associations. For example, the SAS team has aIntady forged
dose working relationships with the British-Egyptian Business Association (BEBA), the
Chambre des Affairs Franco-Egyptiennes (CAFE>, and the Gennan-Arab Chamber of
Commerce that could be utilized to search for and find more sbategic alliance opportunities
in those respective European markets. The ALEB project itself has also signed a sbategic
alliance with the American Chamber of Commerce (ArnCham) in Egypt. We will continue to
work dosely with AmCham in its activities that involve American and Egyptian companies,
especially in the food industry or in complementary service industries.

In addition, one SAS-TAS cross-eutting activity that may begin in CY 2002 with AmCham is
an effort by forward-looking Egyptian association executives to establish an Egyptian Society
of Association Executives (ASAE) based on the private-sector model found in the USA - the
American Society of Association Executives (ASAE). The ASAE Opetales a certified
Association Executive (CAE) training program that has helped raise the skills and knowledge
base of American association executives. ArnCham is interested in working with like-minded
colleagues in the business and trade association community to lead an effort to establish an
ESAE in Egypt in order also to raise the level of education, skills and experience of Egyptian
association executives and staff. We have already haId one meeting (November 13, 2001)
at which AmCham presented these ideas to nine Egyptian trade and business associations
with whom we work. We will monitor this development dosely because we may have a role
to play, either as the SAS or TAS team, to encourage and support such a sbal&gic alliance
of Egyptian association executives in an umbrella organization in affiliation or in a sbategic
alliance with the US-based ASAE that could strengthen the Egyptian trade and businesS
association community.

Moreover, during the Base Period of the ALEB project, we successfully enrolled as members
in the Intemational Association of Food Industry Suppfl8l'S (IAFIS) and the Food Processing
Machinery & Equipment Suppliers Association (FPM&SA). We invited their repr8S1 llali..
to Cairo twice and they participated in both SAS and TAS team training events as well as the
CY 2000 ALEB 'Suppliars' Day" event We will continue to build on this relationship and to
utilize our membership to tap into the wealth of infonnation available on food equipment and
machinery that is available through these two strong associations. As the USAID SO 16
strategy itself notes, there is a great potential for Egyptian food companieS to incnIese their
imports of US technology and then to use that technology to increase their processed food
exports to Europe and other suitable markets.

When the industry demand is for machinery or equipment, we will involve these two US­
based associations in our request for infomlalion and we win strive to enccuage an
Egyptian trade or business association to also become involvecl in p1aming and
implementing the equipment search activity. We want to encourage such partnerships or
alliances as a way of transferring skills and "know-how" from the SAS team and our STTA
consultants and US associations to IocaJ member-oriented associations. By establishing
such relationships bet\wen Egyptian and US-based associations, the sustainability of ALEB
SAS team services may endure beyond the end of the ALEB project.

Thus, during CY 2002, our approach will involve the following steps:

First, the SAS team will follow up and complete any pending sbategic alliances and market
linkages from the Base Period of the ALEB project (see Annex 3, Strategic Alliance
Opportunities Completed and in Progress). That is, we will maintain the current activities
that meet food processing dient demand to source new technology and new market
alliances for their products.
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Second, the SAS team will build on the analytical work done during the Base Period that alii
requires follow-up, such as identifying more market opportunities for Egyptian food producIs
through the Industry Rapid Analysis (IRAs) conducted by the Business Development
Services (BDS) team during the Base Period of the ALEB project. This will involve more
intensive follow-up in North American markets, select European markets, the Gulf States
and, potentially, Asian markets.

Third, once strategic alliance opportunities are identified, we will follow-up with c:onsiderabIe
short-tenn and long-tenn resources to facilitate those contacts, that is - to assess Egyptian
capabilities to meet market demands, to bring potential partners together, to help Egyptian
finns meet specific market requirements, and, finally, to perform logistical "hand-holding"
during the negotiation process until the first transaction is completed and a satisfactory result
is achieved. In this activity, we will follow the new approach of targeting product fines that
offer the greatest opportunity to the entire industry in tenns of volume and value of potential
sales and targeting SAS interventions to the entire duster of companies producing these
product lines. This approach will also offer the flexibility of changing our errorts toward
dusters as product opportunities and supply and demand shifts are recognized.

To further support our dients in developing strategic alliances, SAS intends to deYeIop a tool
box or "how-to· manual on identifying, evaluating and developing sbsiegic aRiances. In
addition, we will develop a tool box on trade logistics.

This process of bringing Egyptian food companies to international markets has proven to be
one that works and one that will be maintained during the project extension. We will \AU a
similar approach in helping Egyptian food companies identify and source the new teehllOIogy
or information that they need to lower their unit costs of production and become more
efficient in competing with other food processing export-oriented countries in the region.
This assistance will be dosely coordinated with any short-tenn technical assistance being
given to finns in specific product lines through Technical Services and BDSlMIS. The
Arabic-English tool box Equipment PulChasing: Technical and Economic Considenttfons
developed by Technical Services during the Base period will be a useful resource in these
activities.

Our experience to date has proven to us that without a US intennediary, that is en ALEB
project LTTA or STTA, foreign finns that have never done business in Egypt or Egyptian
finns that lack international marketing experience will not be able to take all the steps
required to establish trust, follow-up on initial contacts and, ultimately, forge a sbalBgic
alliance. For example, in CY 2000, an SAS STTA went on a mission to the Gulf staI8S to
perfonn an IndUstry Rapid Analysis (IRA) and to distribute brochures and parnphIets
(collateral material) from ALEB food companies. He was able to generate 4n specific
requests for more information, price lists, and sample products from Egyptian food
companies. This information was disseminated to appropriate companies among ALEB's
dientele. The results were abysmal and disastrous in tenns of the effect on the reputation of
"Brand Egypt" Virtually none of the companies followed up in a timely and thorough mamer
with the Gulf state importers and, as a result, numerous opportunities were lost.

In November 2001, this STTA conducted a mission to interest US buyers on the West Coast
in Egyptian food products. He distributed samples, price lists and collateral materials from
various Egyptian companies. We have had four direct inquiries from the USA for additional
samples and information; yet, during Ramadan we found it extremely difficult to get our
Egyptian companies to focus on getting the information to us in a timely manner so that we
can get it to the potential US buyer.

Thus, we finnly believe, and our experiance continues to bolster this belief, that this
approach of direct, intensive, hands-on involvement to facilitate the request for infonnalion or
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product and to meet requests in a timely, effective manner, is the only way to colliliue
having the success that we had had to date in assisting our clients to develop sbategic
alliances. Without such intensive SAS efforts, we remain just as confident that VfKy few
leads will generate concrete strategic alliances between Egyptian food companies and
foreign investors, buyers or suppliers. By facilitating the dialogue and pushing both parties
until an aelual transaction takes place, ALEB can play an important and timely role in
building alliances and linkages between Egypt and world markets. This will ctearIy
demonstrate to our clients what it takes to complete such transactions, in terms of lime and
effort. Moreover, by acting as the "go-between," we may be able to take the relationship to
an even higher level, such as a co-packing arrangement, joint venture, or private labeling
deal for the Egyptian firm.

Some US and European trade associations offer such services to their members through
staff members or, more frequently, through the services of a recognized, reputable service
firm with whom the trade association itself has entered into a Sbalegic aUiance. Thus, we
will endeavor to identify a suitable association, such as EAGA or the American Chamber of
Commerce, with whom we can cooperete in assisting our clients to develop aHiances and
linkages. The Egyptian association would be kept in the information and transaction loop,
and trained to handle and expedite such transactions. Indeed, once a few sbalegic alianees
are successfully formed, we would convene a workshop to teach the methocIoIogy that the
SAS team used and offer "case studies· on what it takes to succeed in forging such links and
alliances. This could also be offered through a local trade or business association.

The SAS team will also cooperate with project-wide efforts to enhance the ALES project web
site, in tandem with the Market Information Services (MIS) team that is being absorbed
under the BOS Director. We want to ensure that as much sound illfomllltion as possible is
available on the ALEB project web site for our clients Heklng marketing linkages or Sbalegic
alliances. We will also continue to support the project-wide effort to strengthen the ALEB
Resource and Alliance Center (ARAC) as a key source of basic information on market
opportunities and new technology. Ultimately, we intend to pass ARAC on to en associlllion
or similar organization that will be capable of maintaining it and delivering a cost effecti".
information service to the industry after the ALEB project ends.

For example, we plan to use ARAC and a local consultant to develop en Inll'Nlots Gca for
Doing Business in the Food Industry in Egypt. While AmCham and the GOE offer gener8I
books and guides promoting Egypt as a sound market for foreign invesbilents and sales,
there is not yet a single guide that analyzes in depth the investment and market potenliaI for
the food processing indUstry. We believe that such a guide will make a sigr'lif1C8l1l
contribution to attrad interest in Egypt fl'om foreign buyers, suppliers and inveslols. SAS wi!
take the lead in developing the guide, but it will be an ALEB-wide effort..

We will also utilize ARAC to advertise specific market and alliance opportunities in Egypt as
they arise. We can advertise in European Chamber of Commerce newsletters, IAFIS and
FPM&SA newsletters as well as in the world renowned ECONOMIST or FINANCIAL TIMES,
using a modest amount of resources. Indeed, many intarnational lISSociations wi! publish
such information free-of-charge because this is one service they perform for their members,
too, that is helping them to find markets or suppliers. We will also be distributing the ALEB
CD-ROM Food Processing & Service Firm Directory dUring the early part of CY 2002, and
we will continue to utilize and up-date this source of information to promote the Egyptian
food industry abroad. Again, this is the kind of service that could also be taken over by an
Egyptian trade or business association, such as EAGA or AmCham, and we will be
searching for such an interested organization during the project extension.

The Egyptian food processing industry needs significant amounts of basic training in key skiI
areas if the indUstry, at the firm level, is going to be capable of sustaining the search for
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market linkages or strategic alliances. Indeed, even if associatiOns decide to Ieam how to
deliver such a service to their members, a significant transfer of skins and "kno",,; how" will
have to take place. Such a broad foundation of knowledge and skills can best be gained
through training that the BOSIMIS team will arrange to offer either themselves or with the
OT2 project. This will involve, for example, training in IndustTy Rapid Analysis Tools, Baaic
Negotiation Skills, Customer service Skills, Marketing, Package and Packaging Concepts,
and so forth. SAS will assist in identifying training needs for Egyptian food companies based
on feedback received from potential foreign buyers and suppliers during SAS efforts to
establish linkages and alliances.

The SAS team will work with dusters of companies, both our own dients and association
members, to penetrate intemational markets in search of new marketing opportunities or to
source new technologies. Thus, SAS team long-term technical assistance (LTTA) and short­
term technical assistance (STTA) will focus on the intensive process of working with
Egyptian food processing companies to identify and take advantage of sbategic alliance .
opportunities.

SAS Buslnua Clients: The SAS team will work with the duster of food processing
companies that produce items in the product categories that the project identifies as being
those with the most marketing potential for Europe, North America, the Gulf and Middle
Eastem countries, as well as Asia. In this activity, we wl1l closely coordinate with the BDS­
MIS team to ensure that its efforts to raise the company's human resource capacity and
marketing potential result in soundly managed companies that are ready for SAS services.

CY 2002 Worlr plan - Le"'" ofEffort (l..OE): To make progress towards the achilMlrnent
of the end-of-project objactives and achievement indicators, and to contribute to USAIO IR
16.3 we propose to apply intensive technical assistance and training in the first year of the
ALEB project extension, CY 2002. The reason for this is simple: we went to build on the
progress made to date in working with individual food processing companies as wei as the
industry dusters in which they operate. We do not want to lose momentum in sbeng!hening
their capacity to become capable of competing efficiently in wortd markets, especially in
terms of their technology, unit costs, packages, packaging and labeling. Neverthelsss, we
want to apply such assistance in a measured, deliberate way in order to avoid overloading
the absorptive capacity of EgYPtian food processing firms and the trade or business
associations that represent them.

Therefore, our work plan proposes intensive levels of short-term technical asaistanee (STTA)
and training during CY 2002, levels that will taper off during the following years, CY 2003­
2004. We will focus our training and technical assistance on searching for and finding
suitable sbategic alliance opportunities, and on identifying and helping companies move
towards the actual procurement of new technologies.

To meet the wide variety of demands for other types of training made by the trade lind
business associatiOns with whom we work, we will utilize the USAID-funded OT2
(Development Training 2) project, as noted above.

The ALEB project win sponsor a number of study tours to Europe, the Unit8d States and the
Middle East during 2002. The SAS team will participate in these study tours when
appropriate, in order to help identify sbategic allience opportunities for Egyptian food
industry companies in key food product areas. We might, for example, join study tours to
CIBUS (Italy) in May 2002, SIAL (France) in October 2002, and the "Mega-Show"
(Intemational Food Equipment Show) in November 2002. These study tours will be funded
through the Development Training 2 (OT2) program, but the ALEB project will bear the
expense of sending our own SAS staff along with the study tour participants to the shows.
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Therefore, our proposed level of effort (LOE) for CY 2002 is indicated in Table 8, below.
Greater detail on each staff member or STTA is provided in the text immediately following
the table.

Table 8: Level of Effort (LOE) for Strategic Alliance ServIces for CY 2002

STAFF/STTA Primary Role1Responslblllties LOEDays
SAS ExPat Director Lead & man8lle all SAS AdiYities 130
SAS Local Co-Director Co-manage all SAS activities, work wllh SAS STTA's, follow 218

UP with clients (this person must be identified and hired)
Expatriate Strategic Identify and make contact with potential slr8tegic alliance 100
Alliances STTA . partnelS worldwide
Local Strategic Assist clients to meet marketing requirements; work wllh 100
Alliances STTA Expatriate Strategic Alliances STTA & continue providing

suDDOrt to clients
Expatriate Strategic Assist clients in identifying and purchasing equipment and 75
Alliances STTA machlnerv
ARAC Manager* Manage ALES's library (ARAC), publication of ALES 2tlO

newsleltelS & InvesiOlS' Guide; disseminate information on
alliance and IInkaoe oDDOrtunlties

ARAC Assistant· Continue developing & improving ALES's web site Develop 2tlO
Inll8si01S' Guide to Doing Business in the Egyptian Food
Industrv

Total ExDatriate LOE Days 305
Total Local LOE Days 138
• While the SAS Director will supervise the efforls of these steff membersfconsultanls, the costs win be nr.d
equally by all three ALES service arees.

SAS Director: 130 days

LTTA (expatriate long-term technical advisor) LOE: 260 days per year divided equally
between SAS and TAS activities.

Leading and managing all SAS activities; drafting reports for ALEB and USAID; chlting
SOWs for STTAs; coordinating SAS wor1t with other service areas; facilitating sbal&gic
alliance negotiations, etc.

SAS Co-Director: 218 days

LTTA (Egyptian long-term technical advisor) LOE: 218 days during CY 2002 (this person
must be identified and hired) and 260 days in subsequent ye8IS

Co-managing all SAS activities, especially working closely with expatriate STTAs during their
worlt in Egypt and potentially in ovelSe8s mar1tets; following up with companies lifter
requests are made; advising companies on a day-to-day basis, etc. This person wiI work
most closely with the foreign buyelS of Egyptian food products and the foreign suppliers of
equipment On-the-job training for the Co-Direetor will come through expatriate STTAs as
well as the SAS Director. The Co-Direetor will follOYi up requests for new mar1tets and new
technology and coordinate with BDSIM'S to ensure that financing is available for new
procurements.

SAS Short-tenn technical assistance for Strategic Alliances (STTA): 100 days

Expatriate STTA advisor experienced in identifying and making contad with potential
investors and buyelS of processed food products in world mar1tets (e.g. Europe, North
America and the Gulf), with knowledge of and experience working with the Egyptian
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processed food industry. One 3O-day marketing mission per trimester with an additional 3
days for work in the USA before the assignment. While in Egypt, the STTA will also present
the results of the strategic alliance mission to a forum of companies in Cairo, Egypt on
'lessons leamed.· Total of 33 workdays per trimester.

SAS Short-term technical assistance for Sbateglc Alliances (STTA): 100 days

Egyptian STIA market analyst with soliel education and skills in analyzing marketing
opportunities, discussing with buyers their requirements in technical (e.g. certiIication,
labeling, package and packaging) terms, and then working closely with Egyptian food
processing companies to help them meet those marketing requirements. The Egyptian
STIA may accompany the expatriate LTTA on some marketing missions but primarily the
role of this STIA will be to be a direct link between the expaIriaIe STTA and Egyptian
companies during the assignment. One 33-day assignment per trimester to assist, work with
and leam from the expatriate STIA is planned. Additional foIlatN-up with Egyptian firms,
beyond these STTA assignments, will fall upon the SAS Co-Director and SAS Director.
Total of 33 workdays per trimester.

SAS Short-term technical assistance for Strategic Alliances (STTA): 75 days

Expatriate STTA advisor familiar with the suppliers of equipment and tectmoIogy for the
specific cluster of Egyptian food products that the ALEB project will target. Experience In
analyzing equipment and new technology needs of Egyptian companies and Identifying
sources for procurement. Must be able to establish the contacts that will potentially lead to
negotiations and sale of new technology. One 2o-day in-country technical assistance
mission per trimester planned with an additional 5 days in the USA, after visiting Egypt, in
order to contact US suppliers of equipment and transfer that information to Egyptian firms
and the SAS team. Total of 25 workdays per trimester.

While the SAS Team Director may supervise the following staff. the costs for the following
positions will be shared across all ALEB services areas and all service teams wiD COl d11bu1e
to their success.

ARAC Manager (LTTA) - 280 days

Egyptian LTTA advisor familiar with the ARAC and methods of compiling information from
diverse sources into an effective format that is user-friendly. The LTTA will oversee the
production of the ALEB Update newsletter and will work with the SAS Director to
disseminate timely and effective information on specilic sbategic amanc:e opportunities. The
LTIA will also assist in the compilation and up-date of the ALEB pubrlC8lion, an III1I8SlOIS
Guide fo Doing Business in the Food Industry in Egypt. The ARAC manager wiD, wukirlQ
under the SAS Director, assist in BDSlMIS efforts to up-date, stream-llne and make more
user-friendly the ALEB project web site. This will include but not be limited to ensuring that
essential ALEB project "tool boxes' and training materials are easily available through the
web site. ARAC and its activities will be funded across all ALEB tasks.

ARAC Assistant (LTTA) - 280 days

The ARAC Assistant will help the ARAC Manager in all activities noted above. ARAC wiD
help develop annually update a newALEB publication, to be known as An III1I8SlOIS Guide fo
Doing Business in the Food Industry in Egypt. The objectives of this Guide will be to
promote awareness of Egyptian food products abroad, to encourage foreign direct
investment in the processed foods industry, and to encourage the development of marketing
alliances to enhance Egyptian processed food exports. This activity will be funded across all
ALEBtasks.
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US Study Tours and Intemational Trade Shows with SAS Assistance:

One member of the SAS team (Co-Director) will accompany the Egyptian food company
delegation to at least one of the US-based and/or international trade show 8'fents that are
developed by other ALEB service areas. The SAS Co-Director will be on hand to coordinate
the training, assist our dients, and distribute materials regarding sbalegic alliance
opportunities. (ALEB will pay the airfare and per diem costs of the SAS Co-Director for the
approximate one to two-week stay required for each trade show event.) Coordination will be
done using DT2 in Washington, DC.
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6.0 ANNEX 1: ALES's CY 2002 Dellverables

SDSlMIS CY 2002 Deliverables

1. Market Pulse Updates 5 primary commodity reports approximately every quarter less
the semi annual and annual commodity profiles - total of 20)

2. Cluster Focus Commodity Situation and OUtlook Reports (total 20) One amual and
one semi annual update for 5 key commodities in the Primary focus sectonI in
English and Arabic

3. Soecjal Opportunity Focus Reports on specific secondary commodities or sectonI
(per industry demand, but limited to 10) in English and Arabic

4. Competitive Index (Techmatlcs) one for each of the 5-focus product dUSl8rS
processing sectors (locate on MPE website)

5. Decision Model (algorithm) for 2 production activities and 2 marketing related
activities for the primary product duster focus group (locate on MPE website)

6. ALEB website revised by service area with information and links. Site updated in
conjunction with local web designer with assistance from BDSlMIS and CAFT

7. Technical Assistance and Training for at least 35 firms by product duster on the
Competitive Index (techmatlcs) and use of the decision algorithm

8. Continue to train an organization or individual to conduct MPE activities for
sustainability when project ends

9. Commence raw production supPly assessment for 2 key Egyptian products with
plans to extend to 4 commodities.

'" 10. Assess and develop integrated model for production economkis for two (2)
companies in 5 dusters - primary or secondary - for a total of ten compenies

'" 11. Conduct and develop compensation survey for twenty (20) compenies aaoss five
clusters comprised of the largest number of companies by sector. Use findillQS to
integrate into productivity model.

" 12. Assist minimum of thirty (30) companies with marketing development issues

....... 13. Conduct one Industry Rapid Assessment (IRA) in a new market area to be
determined (Maghreb or the Levant)

... 14. Assist minimum of thirty (30) companies with e-businessIIT issues

15. Assist minimum of thirty (30) companies with packagjngllabefing issues.
e"a.. 16. Conduct at least one (1) membership meeting for trade association members to

impart good governance skills

17. Develop at least three (3) toolboxes (sample !iUes): Production Economics, Best
Practices for Inventory Management, Compensation Survey in the Food Industry, An
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Exporters Guide to Marlcet Entry in the USA, A Guide to Rnancing Exports,
Packaging for Exports

18. Assist at least fifteen (15) companies to obtain financjal assistance for the purposes
of capital equipment purchases or working capital to fund exports

19. Conduct three (3) marketing study tours for primary commodity focus cluster
companies

20. Conduct 15 training programs for food processors on issues related to marketing,
management, OHRD - throygh IIEJDT2

21. Conduct 15 training programs for food processors on issues related to marketing
food products, managing a food processing firm, etc.• at ALEB

Technical Services CY 2002 Deliverables

1. Initiate the Indum Link program; hire and train 6 local STTAs

2. Conduct at least 60 training programs for food processors on technical issues throughout
the year

3. Deliver technical assistance to 30 - 40 food processino firms

4. Conduct three (3) technical studY tours for primary commodity focus duster companies

5. Develop 2 intemship programs in the USA for 4 participants at 2 American firms

6.· Develop Arabic-English sanitation POsters that dients can hang in plants

7. Identify, translate and publish technical documents, regulations, international sIandanIs
as needed; post on the ALEB web site

8. Conduct at least 6 training programs for service firms

9. Deliver technical assistance to 15 - 20 service finns

10. Assist dients to identify and test 25-30 samples of 5 seec:I varietals; work with ESAS to
register new varietals with GOE

TASISAS CY 2002 Deliverables

1. Provide technical assistance to about 9 businass and trade assoc!a!ions in policy
advocacy, developing a strategic plan and work plan, reauiting and retaining members,
developing membership services, etc.

2. Conduct 1 studY tour to the USA for association staff and board members

3. Conduct 12 training programs for associations

4. Follow up on strategic alliance opPOrtunities that are in progress from the Base Period

5. Identify new strategic alliance opportunities and assist dients in pursuing them
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Develop an Investors' Guide to Doing Business with the Food Industty in Eqvpt

Complete and distribute the Food Processing and SeMce Finn DiI8Ctoties on CD ROM

Condud 5 workshops or seminars on strategic alliance opportunities. how to dev8Iop
strategic alliances, etc.

Maintain and enhance ALES's web site in tandem with the other ALES service areas.
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