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This evaluation was part of a broader assessment of projects in industrial productivity
improvement that included the Industrial Technology Application Program (263-0090.3),
Vocational Training (263-0090.2), and the American University in Cairo's Industrial 
Mnagement Program. The evaluation was conducted by a team of U.S. and Egyptian
consultants over-a six week period to assess the future of the program. 

The team addressed four major issues: (1) productivity returns and project
continuation/expansion, (2) deficiencies inproject design and/or contractor
performance, (3) recammendations for improvenent, and (4) coordination with other 
activities in order to enhance inpact. .While the team identified some deficiencies,
they conclu-1ded that MDP should continue based on both the monetary returns it has
 
gen rated and the inproved management practices introduced in various industrial firms.

MPD has worked with 31 companies; trained 845 managers; sponsored 17 workshops, 2seminars and Z5 case studies; and prepared audiovisual and reference materials.
In addition, the report states that the next two years should serve a transitional 
period during which an Egyptian institution should be developed to supplement MDP. The
project could also serve as a coordinating mechanism between other USAID projects and 
ODE services to industry. 

The deficiencies in the project are a result of the need for support from the GDE and

business comunity, internal management systems, the delineation of roles and

responsibilities, and the developnent of detailed action plans. There are a number of 
areas, such as the base line survey, training programs, and internal cost accounting
procedures, that need additional attention. The need for political support for the

project should be addressed through the advisory committee and by MDP staff contact with

Egyptian business and government leaders. 
 The project should also develop a strategic
foo.is by sector, problem area, or economic targets. The project has recently developed
documentation and management control systems. These should be expanded and refined in 
the future. Several areas of implementation such as task force visits, training

materials, ani marketing need to be improved. They should be addressed in the
contractor's %workplan for phase II. In general, the team recommends that MDP 
concentrate on consolidating the organizational lessons learned thus far in the project
life. 

fiowever, despite the recoimmendations of the evaluation team, USAID has decided not to
finance phase II of the project. This decision is based, in partion the COE's request
that MDP be replaced by seven separate sector-specific training centers. 
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I. INTRODUCTION
 

A. BACKGROUND
 

Management Development for Productivity (MDP) is one of three
 
technical assistance and training projects included in USAID's
 
Industrial Productivity Improvement Program (IPI, 263-0090).
 

MDP (263-0090.1) provides a .Inked series of diagnostic,
 
training, and continui.ng consulting services to private and
 
public sector industrial firms. The project has a dual focus on
 
individual middle and higher-level managers and on the firm
 
itself.
 

MDP seeks to increase the effectiveness of business organiza­
tions by:
 

o 	Improving management in selected public and private
 
sector business organizations; and
 

o 	Increasing the supply of and demand for effective
 
management development and organization development
 

services in Egypt.
 

B. 	THE PROBLEM
 

MDP has been organized and has provided services to a number
 
of Egyptian firms for the past two and one-half years. USAID now
 
wishes to have the project evaluated to determine whether the
 
project should be continued and/or expanded, what improvements in
 
the project are necessary, and what steps are to be taken to
 
relate this project to others to increase its effectiveness. As
 
such, our approach was to focus primarily on issues which could
 
help improve the project.
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C. METHODOLOGY
 

The evaluation was conducted within a six-week timeframe 
beg..:ing the latter part of January 1985. Information was 
obtained from both group and individual interviews, analyses of 
documents maintained by the project contractor, and a review of 
original assumptions and project design. 

A combination of structured and unstructured interviews were
 
conducted with over 60 people, including Egyptian middle and
 
senior management, chairmen of public and private sector com­
panies, academicians, Egyptian government leaders, foreign and
 
expatriate consultants, and USAID/Cairo staff. In addition to
 
these information sources, the evaluation was complemented by on­
site factory visits.
 

These sources provided information on two levels: (1) the
 
validity of project assumptions and design; and (2) the effec­
tiveness of contractor performance in terms of meeting project
 
design activities, improving the management development process
 
in the Egyptian environment, and the success with which coordina­
tion with other USAID projects took place.
 

D. REPORT OUTLINE 

The remainder of this report consists of three chapters. 
Chapter II provides an executive summary focused on the four 
management questions posed to Coopers & Lybrand; Chapter III is
 
our analyses and recommendations concerning the five components
 
of the MDP project; and Chapter IV addresses specific issues
 
relevant to the future of MDP.
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II. EXECUTIVE SUMMARY
 

Four management questions were posed in the scope of work foi
 
this evaluation and, therefore, act as the basis for an overview
 
of our findings. The four questions are:
 

o 	Do the productivity returns realized to date from the
 
investment in this project justify its continuation
 

and/or expansion?
 

o 	Are there deficiencies in project design ana/or the
 
performance of contractors?
 

o 	If there are deficiencies, what can be done to im­
prove the project?
 

o 	What can be done to relate this project to others in
 
order to maximize its effects and the effects of
 
other projects?
 

The questions were answered in as direct a manner pos­as 

sible, but, in some cases, particularly the first question, a
 
more thorough explanation was needed.
 

1. Do the productivity returns realized to date from the invest­
ment in this project justify its continuation and/or expan­
sion?
 

The MDP project, as designed, was to have an impact on com­
pany operations by providing diagnostic, training, and consulting
 
services. The impact was to be measured in two ways: in terms
 
of economic performance (e.g., increased profits, market share)
 
and in terms of management functions (e.g., strategic plans,
 
management information systems). No relative weight was given to
 
either of those two categories, so it can be assumed that either
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type is acceptable as an outcome of an MDP intervention in a
 
firm. What is significant for Mr. is the process through which
 

the outcome is achieved. The project called for the company to
 
establish an action group which would be trained by MDP to
 
actually solve a problem that. the company was experiencing and
 

have the capability to solve other future problems. We feel,
 
however, that the question as it is stated ignores Lhe importance
 

of this problem solving process and in fact may lead the consult­
ant to solve technical problems that will show higL productivity
 

to the detriment of developing management. Further, the question
 
as stated makes two assumptions: (1) that the end result or
 
benefit of each MDP intervention can be monetized; and (2) that
 
if the benefits can be monetized, a specific number can summarize
 

the success of the project.
 

We take exception to both those points. First of all, not
 
all benefits can be monetized. Some benefits, as described in
 
our report, had only indirect effect on the performance indi­
cators of firms, but nonetheless they are considered good manage­

ment practice and, in the long term, positively affect the firm's
 
economic performance. Thus, when undue emphasis is placed on
 
monetizing benefits, the contractor may begin to assist client
 
companies to solve only problems to which have an immediate
 

monetary benefit. For example, reducing inventory levels can
 
have a direct quantifiable benefit, while the analysis of a
 
firm's market may not in the near term. We trust, however, that
 
if marketing is the real problem in that firm, then the contrac­

tor will choose to emphasize markets rather than inventory de­
spite the absence of a quantified benefit in the short term.
 

Second, when undue emphasis is placed on calculating a return
 
on investment (ROI) for the project based on a series of inter­

ventions which emphasize monetized benefits, one would draw the
 
wrong conclusion about the success of the project. For example,
 

if the monetized benefits for MDP interventions resulted in an
 

ROI of 20% or 30%, but was the result solely of MDP consultants
 
solving specific quantifiable problems for the client and in fact
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did nothing to leave behind a problem solving capacity in that
 
firm, we would have serious reservations about the success of the
 

project.
 

In addition, a few companies may have extremely high ROIs,
 
which may hide ineffective interventions in other companies.
 
Therefore, ROI measurements to avoid skewing should be assessed
 
independent of one another as opposed to aggregating and then
 
averaging several firm ROIs.
 

It is our conclusion, therefore, that the evaluation of MDP
 
should include monetized benefits but must not exclusively rely
 
on them to draw conclusions about project effectiveness. It must
 
also give equal weight to other benefits incorporated in improved
 
management practices. Futhermore., evaluation of MDP success
 
should assess the degree to which the project is successful in
 
developing a core group of managers who are trained in problem
 
identification/solution and who actively apply that learning to
 
other problems in the firm.
 

In evaluatiqg MDP in terms of answering the question of
 
whether there have been benefits which justify its cost, we
 
applied the approach outlined above. In doing so, we conclude
 

that MDP should continue for a second phase.
 

Our recommendation is based on the following issues:
 

o There is evidence that MDP has provided monetary
 
benefits to some companies. MDP should receive credit
 

for achieving monetized benefits, especially when
 
significant management problems also were resolved.
 
In other cases, however, we were unable to make a
 
determination of a specific return on investment
 
because the benefits estimating methodology in some
 

companies is not considered reasonable, causal
 
relationships do not always exist between the MDP
 
intervention and the claimed benefit, the degree of
 
implementation of actions necessary to produce bene­
fits is limited, and there is a lack of sufficient
 
tracking devices to verify claimed benefits.
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o 	There is evidence that MDP has contributed to in­
stalling good management practices in some firms and
 
has been successful in some cases to establish pro­
blem-solving groups. Several companies reported the
 
installation of management information systems,
 
marketing plans, and the like and believed that the
 
action groups were better able to resolve future
 

problems.
 

In addition, we believe that there are a number of
 
benefits which, because of the rate of implementa­

tion, have not reached their full potential.
 

0 	 There are other reasons why we believe MDP should 
continue. The next two years should be considered a 
transition period in which an Egyptian organizational 
form should be developed which can perform the func­
tions now carried out by MDP. This may be a "Business 

Center" as proposed by several people or it may be a 
group of Egyptian consulting firms emerging from the
 
current MDP staff. We make no prior judgements as to
 
the organizational form it should take, but none­
theless we believe that MDP can fulfill an extremely
 
important function by transferring its approach and
 
materials. As such, MDP needs a period to refine what
 
it has developed over the past few years. Stopping
 
the project would only disrupt the transition and
 
leave a void for the institutional development needs
 

of 	the Egyptian industrial community.
 

Another reason for our recommending continuation of
 
the project is that MDP as currently structured has
 
the potential to act as a link-pin between othe
 
USAID projects and GOE services to industry. It can
 
be an important mechanism through which USAID re­
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sources can be focused to high priority areas of the
 

industrial sector.
 

Yet, all -of those reasons do not suggest that the project
 
continue as is. We believe that the management of the project
 
needs to be refined and that Phase II should not begin until a
 
detailed work plan is provided by the contractor. No significant
 
expansion should take place for at least a year, and efforts
 
should be made to give Egyptians a greater leadership role. For
 
example, we recommend that an Egyptian be appointed, after a
 
transition period of 90 days, to be deputy project director re­
porting directly to Dr. Ready. Staff expansion should take place
 
only after the contractor develops a suitable way of assessing
 
project capacity to perform all functions of the project, not
 
only service to client firms. The extension contract for MDF
 
should only last for one year, from August 1985, and a second­
year extension should be at the discretion of USAID and the
 
Egyptian Advisory Committee.
 

2. 	Are there deficiencies in project design and/or the perform­

ance of the contractors?
 

There are deficiencies in both areas. From a design point of
 
view, the approach to keep the project independent of a govern­
ment agency did give the project some flexibility. However, the
 
Advisory Committee, which was to function as a quasi-counterpart
 
agency, did not fulfill its function effectively and, as a re­
sult, compounded problems related to implementation. It would
 
appear that a more structured group would be effective, and,
 
therefore, the composition of the advisory group for Phase II
 
must be carefully determined. Alternatives such as chambers of
 
commerce, banking associations, and the liku may be viable alter­

natives.
 

The design also assumed that the GOE and the business com­
munity representatives support the project. For various reasons,
 
this did not prove to be accurate. In fact, open opposition to
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the project may be considered one contributing cause to the proj­
ect's lack of progress in some areas.
 

In terms of implementation, the contractor has not met sev­
eral targets. For example:
 

o 	The base line survey is not completed;
 

o 	Only minimal advanced training is provided to the
 
action groups in each company;
 

o 	The development of training material is behind
 

schedule;
 

o 	There is no internal cost accounting procedure upon
 

which to base a cost recovery program;
 

o 	Only recently has documentation been developed to
 
demonstrate project activities; and
 

o 	Limited information, such as pre/post testing, has
 
been developed to use as a means of evaluating proj­
ect effectiveness.
 

In our opinion, most of these targets indicate the need for
 
stronger internal management systems, the delineation of roles
 
and responsibility, and the development of detailed action plans.
 

3. What can be done to improve the project?
 

There are five broad areas which act as a framework for
 
improving the MDP program:
 

o 	develop a support base for MDP
 

o 	develop a strategic focus
 

o 	stabilize the organization
 

o 	establish management controls
 
o 	improve implementation of several project activities
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o Develop a support base for MDP
 

This has been the subject of discussion between our team
 

and several groups, including MDP staff, USAID, and Egyptian
 

business/government leaders. Without a direct GOE counter­

part agency, MDP at present does not enjoy the business and
 

political support necessary to survive in the short/medium
 
term. There are several steps which we believe should be
 

taken. Informally, the MDP Egyptian staff should re-exert
 
its influence and gather political support for MDP from busi­

ness and government leaders. The American leaders should be
 
permitted to have direct access to GOE representatives with­
out making contact through USAID, but they should do so only
 

in the presence of the Egyptian subcontractors. On the formal
 
side, the Advisory Committee should be reconstituted with
 

members who have active interest in MDP success, and it
 

should include the Minister of Management Development. The
 
Committee should be responsible for approving an overall
 

strategic focus for USAID projects and should be responsible
 

for coordination of MDP with ITAP, VTP, IESC, the AUC pro­

gram, and other USAID institutions. We envision that the
 

function of MDP, as well as other projects, will become
 

institutionalized in the Egyptian Industrial environment
 

during the next two to three years, and we view the Advisory
 

Committee as critical to the process. Therefore, the commit­
tee shoul-I select chairmen of companies to serve on an execu­

tive Committee for each of the projects. Composed of three to
 

five leading industrialists (public and private), these
 

people would ensure that their respective projects would
 

remain on target, provide relevant services to companies, and
 

help sell the project to other chairmen.
 

As a practical means to ensure cross-project coordina­

tion, we recommend that a full-time executive secretaly func­

tion be to created as part of the overall ADCOM. This could
 

be supported by funds from USAID Innovative Activities Proj­
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ect or, if appropriate, the local banking community could
 
financially support the position. This could act as the
 
basis for developing an appropriate organizational form to
 
ultimately absorb and deliver on a cost-recovery basis the
 
various project functions. If the Advisory Committee cannot
 
be formed and if no alternative support base is found, we
 
recommend termination of this project.
 

o Develop a Strategic Focus
 

This can be done in several ways - sectorally (e.g., food
 
processing); problem oriented (i.e., production, quality,
 
etc.) or economically (foreign exchange earnings, employment
 
generation). Whatever focus is chosen must provide some
 
rationale as to the allocation of MDP resources. The project
 
must still avoid assisting companies which have no economic
 
rational to exist or those which are "losers" in terms of
 
desire to participate in MDP (government directed). MDP is
 
(can be) at the stage where it must choose how to spend its
 
resources and be selective in its client base. It can do so
 
only by developing a frame of reference within which selec­
tion criteria can be established.
 

o 	 Stabilize the Organization 

MDP has gone through an organizational learning process: 
developing a sense of what business it is in (and this needs 
further refinement): developing its products and services; 
and penetrating its markets. As such, it must spend a period 
of time in a stable mode - limited growth, operational re­
finement. Therefore, we recommend that MDP does not expand 
its organizational structure to establish offices in Alexan­
dria. In order to keep some dynamic in its operation, it may 
wish to bring into the system some Alexandria clients, but it 
should do so only after careful assessment of its own capa­
city and staffing requirements. As part of this process, we
 
recommend that MDP staff have a 3-4 day workshop to review
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where it has been and where it is going as an organization.
 
A review of Westinghouse's initial proposal (1981) and Phase
 
II proposal (1984) would b. useful workshoD documents as well
 

as this evaluation report.
 

o Establish Management Controls
 

Much of the documentation and some of the internal
 
control systems appear to have been developed only recently.
 

While we believe that some management problems may have been
 
avoided if this had been done sooner in the project's life,
 
we do recognize that the documents do exist and encourage
 

their further use.
 

At this point in the project's life, we suggest that 

Westinghouse develop a detailed work plan for Phase II of the 
project - essentially a proposal on how it will manage the 
project for the next two years. Continuation of this project 
beyond August 1985 should be contingent upon the accepta­
bility of that plan to USAID management. Part of the plan 
should include a section on project management and a descrip­
tion of how Westinghouse proposes to develop control systems, 
such as cost accounting procedures, marketing plans, staff 

.development, and the like.
 

o Improve Implementation of Several Project Activities
 

Contained in the body of our report are several areas
 
where improvements are needed, i.e., task force visits,
 

training materials, marketing, and so forth. We would recom­
mand that these areas be addressed in the suggested work
 

plan. In some cases, we note that improvement has already
 
been undertaken and recognize that the MDP staff is continu­

ing that process.
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4. 	What can be done to relate this project to others in order to
 

maximize its effects and the effects of other projects?
 

It must be understood that MDP is not one independent ap­

proach to solving the problem of Egypt's industrial base. Pro­

ductivity is a function of many variables, and it is unlikely
 

that only one of those variables in itself can significantly
 

affect productivity. In a general sense, USAID programs seem to
 

recognize this issue. While MDP is focused on the management of
 

firms, other projects are designed to provide finance, tech­

nology, technical training, and so forth. However, the concept
 

is not carried out in practice. With few exceptions, these proj­

ects operate independently of each other and in a competitive
 

mode, while attempting to serve a common constituency. Each of
 

the projects could be enhanced by linking their services to one
 

another while currently maintaining their independence of opera­

tion.
 

There are two essential elements to make this happen. First,
 

there must be a common rationale for all the industrial sector
 

projects. This may involve focusing all projects on a target
 

based on criteria identified in 3 above. Second, once there is
 

agreement on that issue, a relatively simple structure could be
 

put into place which would encourage coordinat.on across proj­

ects. This may simply involve an amendment to each contract
 

stipulating the need to refer clients to other projects, or it
 
may include a more formal arrangement in which an advisory com­

mittee common to all projects is developed. Attached to the
 

advisory committee would be a full-time unit responsible for en­

suring a focus of the projects' activities.
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III. ANALYSES
 

In this chapter, we pfesent our detailed analyses and recom­

mendations which support our answers to the four management ques­
tions addressed in the previous section. It consists of an
 
analysis of project inputs/outputs; an analysis of project
 
implementation; and recommendations for improving various func­

tions of the project.
 

A. 	A COMPARISON OF PROJECT DESIGN, THE CONTRACTOR'S PROPOSAL,
 

SCOPE OF WORK AND PROJECT IMPLEMENTATION--INPUTS VS. OUTPUTS
 

This section describes the results of an evaluation of the
 
contractor's performance in terms of the project inputs and
 
resulting outputs. Our frame of reference was the original 
project design, the contractor's proposal, scope of work and 

implementation figures. 

1. 	Design vs. Proposal vs. Scope of Work
 

As MDP evolved from a design to implementation, some changes
 

in expected outcomes have occurred. To assess how much change
 
has occurred and the significance of that deviation in terms of
 
project success, our analysis focused on each of the stages from
 

design to implementation.
 

A comparison between the original project design and the
 

Westinghouse proposal indicates little variance. In our judge­
ment, the proposal agreed with, supported and reinforced the MDP
 

concept. The major strength of the proposal was the depth of
 

Westinghouse's understanding of the problems at hand. In addi­
tion, they displayed knowledge of the realities of carrying out
 
projects within the Egyptian environment and the resources that
 

would be needed to successfully achieve the project's goals and
 
purposes. The proposal emphasized that the contractor, as well as
 

its subcontractors, would capitalize on their experience with
 
projects of a similar nature and that they already had in their
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possession (or readily available to them) information and train­

ing materib - which could easily be adapted and applied to the 
particular needs of the project. For example, the proposal 
discusses at length the results of data collected using a survey 
on specific management problems in Egypt carried out by Westing­
house during 1980. In terms of training materials, the proposal
 
stated that TEAM Misr had several business simulations or manage­
ment games of which at least one was designed for middle and top
 
managers in Egypt and translated into Arabic.
 

While the proposal was consistent with the design, the con­
tract deviated slightly. A review of the contract and its at­
tached statement of work indicates variances occurred in terms of
 
the targets to be reached by the end of phase I of the project,
 
while leaving the implementation of phase II for future negotia­
tion. For example, some of the changes involved the number of
 

companies expected to participate in the DTA cycles (later refer­
red as PI or productivity improvement cycles). The project's
 
original concept envisioned 40 to 60 companies participating in
 
the two phases of the project. The proposal indicates that 60
 
companies could become participants in phase I alone while the
 
contract sets the target at 40 companies in the first phase.
 

Likewise, the number of managers to be trained was reduced to 300
 
from the 500 target that was contained in the proposal. Overall,
 
we concluded that the proposal was consistent with the design of
 

the project and that the scope of work deviated from design and
 
proposal primarily in terms of target figures. Both the proposal
 

and contract represented a strong base upon which to implement
 

the project.
 

2. Assessment of Inputs vs. Outputs
 

As designed, much of the success of the project depended on
 

the ability of the contractor to organize its operations and
 
marshall its resources first, during a start-up phase and later
 

throughout the duration of the project. This start-up phase was
 
to last four months and its original intent was to:
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o 	allow the contractor to adjust and refine its ap-.
 
proach to the project;
 

o 	design several types of training materials and
 

productivity measurement tools;
 

o 	provide the project with pertinent information on the
 
target industries' (baseline survey);
 

o 	produce a staff development plan and proposed fee
 

structure; and finally,
 

o 	allow the project to initiate a promotional effort.
 

After this start-up phase and throughout the project, there
 
were other outputs to be produced such as case studies, business
 
simulation games, training materials and, refinement or modifi­

cation of previously developed materials.
 

The final outputs, the accomplishment of which would serve as
 
a measure of success of the project, were the number of PI cycles
 
completed, participant companies in one or more PI cycles, man­
agers trained, task force visits carried out, training materials
 
prepared, articles and other materials on productivity and man­
agement issues disseminated, and Egyptian staff and consultants
 
with improved skills in training and consultancy. The timeliness
 
and effectiveness of these accomplishments should lead to a
 
successful end of project status.
 

A summary of accomplishments, in cumulative terms, obtained
 
during several periods of the MDP project is presented on Table
 
1. The data contained in this table originates from the review
 
of the MDP periodic progress reports. The explanation which
 

follows is categorized as:
 

o 	Fervices to client firms;
 

o 	task force visits to the U.S.;
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o MDP project promotion;
 

o 	training materials; and
 

o 	staff development
 

a. Services to Client Firms
 

As originally conceptualized in the MDP project, the
 
number of PI cycles carried out, the number of companies that
 

eventually were to participate in the project and the number
 

of target industries that would benefit were important
 
performance indicators. In addition, related targets included
 

the number of managers trained and mandays of training, the
 

industry productivity seminars, target industry surveys and
 

the base line survey on management attitudes.
 

o 	PI Cycles - Companies Interventions. To analyze the 
relative success of MDP in terms of PI cycles, it is 

first necessary to understand the definition of this 

term. The definition has changed as the project 

progressed, thus affecting the target numbers that 

were to be indicative of success. 

In its original concept and as reaffirmed in the
 

proposal and the contract, the PI cycle (formerly DTA
 

cycle) was defined as an activity where a group of
 

companies of the same target industry were to parti­

cipate together in three distinct cycle phases:
 

productivity measurement or diagnostic, training and
 

finally, application. The target number to be reached
 

at the end of the third year from the initiation of
 

the project was set at 18 to 20 cycles covering 40
 

companies. As the project progressed, the contractor
 

reported that it had encountered difficulty in
 

getting groups of companies to agree all at the same
 

time to participate in a PI cycle and, even more
 

difficult, to have all of them coming from the same
 

target industry. In view of this, the definition of
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OUTPUTS 
CONCEPTUALIZED PROPOSED ACREED ACCOMPLISHMENTS AS OF TARGET TO BE 

PROJECT W/i CONTRACTS END OF ACCOMPLISHED BY 
PAPER 11 PROPOSAL SCOPE OF WORK START-UP AUG. 1983 AUG. 1984 NOV. 1984 FEB. 1985 AUG. 31, 1985 

PI CYCLES 22-25 20 18-20 IZ/ 1o/10 IN 10/0/ 1/ 

COMPANIES 40-60 60V 40 1 142 / 26-1 /­
5 /  

2 7E7118 1 3119/20/ 3222/ 

TARGET INDUSTRIES 7 7 7 1 2 5 6 1  
5 

6 1  7 5 

MANACERS TRAINED 600 500 300 - 129 392 627 845 480 

MANDAYS OF TRAINING NIS NIS NIS - 815 3000 3340 3832 4800 

BASE LINE SURVEY I 1 I - - - - - I 

INDUSTRY SURVEYS NIS 1! 2/ - - - - -.. 

INDUSTRY PRODUCTIVITY SEMIN. N/S NIS N/S - - 2 2 2 N/S 

TASK FORCE VISITS N/S 5 5 - - 2 2 3 4 

MANACERS IN TASK FORCE 80 40 40 - - 20 20 28 40 

PROJECT PROMOTION NIS 4/ 6/ 12/ 12
/ 12/ 22

/ 
32/ N/S 

Published Articles 2 3 A 5 21i 
Radio Appearances 1 1 1 1 NfS-
Brochures 

Other 4l3/  
3 

4 
3 

4 
3 

A 
N/S 

N/S 

PROD. MCMIT. WORKSHOP MODULES N/S NIS NIS - 1112 13 18 17 12 

CASE STUDIES 10-20 20 10-201 
/ - 13 15 28 25 20 

BUSINESS SIMULATIONS 1 2 1 - - - - - 2 

AUDIOVISUAL MATERIALS N/S N/S N/S - N/S 

Films 3 5 10 14 NIS 
Slides - 75 73 73 N/S 
Transparencies - 366 366 366 NIS 

REFERENCE MATERIALS N/S N/S N/S - 138 473 573 674 NIS 

Rooks 44 114 135 160 N/S 
Studies & Articles 79 339 418 494 NIS 
Other 15 20 20 20 N/S 

PROFESSIONAL DEVEL. MOPSTAFF NIS N/S N/S 511 811/ 81/ B 8 

16a 

N/S Not stated 
Accomplishments are shown in cumamulative numbers
 



PI cycle was changed to be synonymous with one
 
participating company. Thus, the number of cycles
 
was to be the same as that of the companies partici­
pating in all or most of the phases included in the
 
PI cycle. One further refinement of this definition
 
has now taken place where a PI cycle represents a
 
company intervention to account for companies that
 
have signed up twice to go through the three PI cycle
 
phases. In addition, Westinghouse also changed the
 
content of the original cycle, removing advanced
 
training for the action groups. Thus, to assess the
 
progress of the project, we observed both the number
 
of company interventions and the actual number of
 
different companies participating in the MDP p7oject.
 
While the contract with Westinghouse calls for 40
 
companies to participate in the MDP, the project
 
measures and reports its progress in terms of company
 
interventions of which it has ta.geted 32 by August
 

1985.
 

By the end of its first year, the project ac­
counted for 14 of such interventions either in pro­
gress or that had been completed. During the second
 
year, MDP initiated 12 additional interventions for a
 
total of 26 in two years. By February 1985, or almost
 
two and one-half years after the initiation of the
 
project, MDP reported that it had 31 PI cycles of
 
which 9 had been completed and 22 were in progress.
 
However, the 31 cycles represented 28 companies. In
 
order to meet the end of project status, MDP will
 
have to complete the PI cycles now in progress and
 

complete interventions in an additional 12 companies,
 
an achievable goal.
 

o Target Industries. The project paper suggested seven
 

(7) target industries. Emphasis was to be made on
 
industries related to food processing, textiles and
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construction materials. Others included L-anking,
 
chemicals, metals and metal working and tourism. The
 
Westinghouse proposal and the contract confirm the
 
original suggestion. By February 1985, MDP was
 
involved in 7 target industries according to the
 
following breakdown:
 

Target Industry No. of Companies % of Total
 
Textiles 7 26
 
Food Processing 9 33
 
Metals 5 18
 
Chemicals 2 7
 
Building Materials 2 7
 
Tourism 1 7
 
Electrical 1 4
 

27 	1/
 

In this respect, it can be said that the project was
 
successful in reaching a variety of types of indus­
tries and in concentrating most of its activities
 
within two out of the three industries to which the
 
project concept had assigned a priority.
 

o 	Managers Trained. Originally, the project design had
 
set a target of 700 managers to be trained during the
 
two phases of the MDP project. The proposal set the
 
target to be reached as 500 and the contract set it
 
at 300 to be achieved during the first phase or a
 
three-year period. By the end of the first year of
 
activities MDP had trained 129 managers equivalent to
 
815 	mandays of training. During the second year, the
 
project had trained, as reported by MDP, an addi­

1/ 	The 28th company is the pilot project in the telecommuni­
cations industry.
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tional 263 managers, for a total of 392 managers
 

trained equivalent to 3000 mandays of training until
 

that point. Approximately two and one-half years
 

after the project initiation, the number of managers
 

trained reached 845 which was equivalent to 3832
 

mandays of training. Clearly, these figures have
 

surpassed the target set in the contract and it would
 

appear that, in this respect, the project has been
 
successful. However, it should be noted that the
 

actual length of time spent by each manager in the
 
different training programs is substantially lower
 

than the length anticipated in the design, proposal
 

and contract. The information available did not
 

allow us to ascertain the average length of a train­

ing program, but on the basis of the above cited
 

figures, we can see that the average number of man­
days per trainee has been 4.5. Only limited advanced
 

training was provided.
 

o Baseline Survey -- Industry Studies. The project 

concept called for a baseline survey of management
 

practices and attitudes and for general studies on
 

target industries. The proposal and contract
 

reiterate these tasks. Although these tasks were
 

programmed for implementation at an early stage of
 

the project, in practice this has met with
 

considerable difficulties. The design of the baseline
 

survey was completed 6 months after the project's
 

initiation, exceeding the elapsed time when the
 

survey would have been most useful. Once the design
 

had been completed, it took the government approxi­

mately 11 months to revise and approve it and, in the
 

process, it imposed significant modifications and
 

constraints, such as reduction in the sample size and
 

in the types of companies that could participate in
 

the survey. The actual survey process was undertaken
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by TEAM Misr under the responsibility of Westinghouse
 

and began in the second quarter of 1984. To date,
 

the survey has only partially been carried out and a
 

preliminary report on findings was delivered to
 

Westinghouse and USAID in January 1985. Furthermore,
 

it has been noted that the survey deviated consider­

ably from the design in the way the data should have
 

been obtained and in its completeness, posing ques­

tions on the results that can be obtained.
 

With regard to the general studies on target
 

industries Westinghouse stated that they accomplished
 

the following:
 

o 	Plant tours in target industries
 

o 	Review of various reports
 

o 	Meetings with MOI experts
 

o 	Commissoned textile industry studies.
 

o 	Industry Productivity Seminars. The project design
 
and the contract indicate that the contractor should
 

carry out industry productivity seminars for each one
 
of the target industries, with the first starting
 

prior to the initiation of the initial PI cycle.
 

These seminars were to have a dual purpose: first,
 

to discuss topics related to productivity issues
 

pertinent to the target industry, and second, to
 
promote the MDP concept and project in order to get
 

firms interested in participating in the PI cycles.
 

By the end of the first year of the project, no
 

seminar of this type had been conducted. By the end
 

of the second year, two seminars had been offered,
 

one on the textile industry conducted in December
 

1983 and another on the food processing industry
 

carried out in April 1984. Since then and until the
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time of this evaluation (March 1985), no other indus­

try specific seminar has been offered.
 

b. Task Force Visits to the U.S.
 

The project concept did not specify the number of task force
 

visits to the U.S. during the life of the project. However, it
 

does indicate that during both phases of the project, 80 Egyptian
 

managers were to have participated in these task forces upon
 

completion of the PI cycle by their companies. The Westinghouse
 

proposal indicates that, in Phase I of the MDP project, 5 task
 

force visits to the U.S. were to take place with at least 40
 

managers participating in them. This same target is reflected in
 

the contract. The target number was later changed by MDP to
 
include only 4 task force visits though the target number of
 

managers remained at 40.
 

At the end of the project's first year, no task force visits
 
had taken place, although, according to the proposal, at least
 

one should had occurred. At the close of the second year, two of
 
these visits had been carried out. The first visit, in April-May
 

1984, involved 9 managers from the textile industry and the
 
second visit, in July-August of the same year, included 11
 

managers from food processing industries. A third one for 8
 
managers from the metals industry was taking place at the time of
 

this evaluation. Thus, until now, there were a totsl of 3 task
 
force visits involving 28 managers. A fourth visit is being
 

planned for June 1985.
 

c. Project Promotion
 

The project design called for a series of marketing and
 
promotion activities due to take place throughout the life of the
 

project. However, it left flexibility in terms of specific
 

actions or outputs. The Westinghouse proposal indicates that
 

their promotion activities would result in at least 20 articles
 
or media presentations being carried out each year and that, in
 

addition to the industry productivity seminars for target indus­
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tries discussed previously, other top management seminars would
 
be conducted. The proposal also indicated that symposium presen­

tations to the academic community would be conducted semi­

annually. Finally, the contract indicates that the promotion
 

activities were to result each year in 10-12 management, MDP or
 

related articles, or features on other media, that an unspecified
 

number of mini-seminars and guest lectures should be conducted
 

and that a systematic sharing and testing of the material develo­

ped with the academic community should take place.
 

One of the important activities that MDP carried out so far
 

was the productivity seminars for industry managers. The first
 

activity of this kind took place in December 1983 with a seminar
 

on productivity issues offered to an audience composed of chair­

men and top managers of several industries as well as government
 

officials. Two other seminars, one in September and the other in
 
December 1984, have occurred since. Both of these were in
 

Alexandria and were presented to a general audience of chairmen
 

and top managers of local companies.
 

The MDP project has also produced a number of productivity
 

and project-related articles. It is difficult to assess the
 

quantity or the frequency of these publications with the excep­

tion of a quarterly newsletter that has become one of the main
 
promotional efforts of the project, of which to date 5 issues had
 

been published and distributed to a wide audience. In addition,
 

several brochures on MDP services have been printed and distrib­

uted, two radio and one T.V. appearance were conducted, several
 

receptions were offered and newspaper advertisements joblished.
 

Finally, formal contacts were made early in the project with
 

the academic community, and on an individual basis, several
 

university faculty members have participated in the project
 

either as trainers or consultants.
 

d. Training Materials
 

The production of training materials during the life of the
 

project was to become an important output and at the same time,
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play a key role in the upgrading of the managerial skills of
 

those individuals participating in the PI cycles. Preparation of
 

these materials was to include productivity management workshop
 

modules and case studies, business simulations and audio visual
 

materials. In addition, refereuce materials on productivity
 

issues were to be identified and put to the disposal of the proj­

ect. The sharing of materials produced with the universities has
 

not occurred because, two and one-half years into the project,
 

MDP feels that their training material is still undergoing
 

modification or refinement. In terms of target numbers, the
 

project is meeting its objectives. In terms of dissemination, it
 

is not.
 

o 	Workshop modules and case studies. The project con­

cept, proposaA and contract make no specific mention
 

of numerical targets for productivity management
 

workshop modules. However, it is implicit that they
 

will be part of the training materials to be produced
 

throughout the project. On the other hand, the number
 

of case studies was stated as 10-20 during both MDP
 

phases in the original design, 20 case studies in the
 

proposal and finally, in the contract, the target is
 

set at 10-20 cases which were to have been tested and
 

refined through application with the client compa­

nies.
 

At the end of the first year, the MDP staff had
 

prepared 11 workshop modules and developed 13 case
 

studies for use in the PI cycles. During the second
 

year, only two of each type of training materials
 

were added to the inventory, but several of those
 

that had been produced in the previous year underwent
 

extensive modification or refinement. By February
 

1985, the MDP project had prepared 17 workshop
 

modules and 26 case studies, both of which had been
 

and were being used with companies participating in
 

the PI cycles. Thus, in terms of numbers, the MDP
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has already surpassed the targets. However, most of
 
the case studies are still in English and therefore
 
need to be translated into Arabic.
 

o 	Business Simulations. Business simulation games were
 
viewed as an important tool to upgrade managers'
 
skills. In addition, the development of such games
 
based on Egyptian experiences was considered as one
 
of the important contributions that the MDP project
 
would make to the academic and consulting communi­

ties.
 

The original design of the project calls for the
 
development of one computer-based simulation game.
 
It also suggests that a game designed for enterprises
 
in socialist countries (at the time in use in
 
Hungary and Poland) could have been adapted to serve
 
the Egyptian needs. The Westinghouse proposal ad­
dressed this by proposing the development of 2 busi­

ness games for public and private sectors. Finally,
 
the contract sets the target at one business simula­
tion to be developed.
 

In actual practice, the development of this busi­
ness game has been delayed. Although in their pro­
posal, the contractor stated that several games were
 
in possession of TEAM Misr, so far the project has
 
been unable to identify a suitable game for adap­
tation much less to develop a new one. Thus far, the
 
activities in this task have been limited to search­
ing for appropriate games in the United States. In
 

the second half of 1984, the MDP project proposed the
 
development of 2 Egyptian-based simulation games.
 

This activity was started in October 1984 and accord­
ing to the progress reports, detailed plans for their
 

development were produced by November. However, on
 
the recommendation of USAID, further development of
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the games has been postponed until phase II of the
 

project.
 

o 	Audiovisual Materials. The MDP project has acquired
 

or developed several audiovisual materials that are
 

presently being used in the training activities. At
 

the present time, MDP has 10 video films produced by
 

the project, 4 training films, 73 slides and 366
 

transparencies, most of them in Arabic.
 

o 	Reference Materials. Throughout the project, MDP has.
 

acquired a sizeable amount of reference materials on
 

productivity topics. By February 1985, the collec­

tion of reference materials consisted of 160 books,
 

194 studies and articles on productivity and 20
 

miscellaneous articles.
 

e. Professional Development
 

Another important objective in the MDP project was to provide
 

its Egyptian staff with opportunities to increase their profes­

sional skills. The project design made specific reference about
 

this and suggested that a professional development plan be esta­

blished during the start-up phase of the project and that activi­

ties in this regard commence early in the project. The Westing­

hou:se proposal addresses this aspect by proposing to carry out a
 

professional development plan tailored for the individual needs
 

of all its Egyptian professional staff consisting of training
 

visits to the U.S. and a series of in-house training seminars.
 

Between May and November 1983, all the senior professional
 

staft had been through a productivity training program in the
 

U.S. especially designed for each participant. In addition, some
 

of the senior and junior staff were given the opportunity to
 

participate in the task force visits to the U.S. At the same
 

time, and throughout the period under consideration, there have
 

been a number of in-house seminars on various productivity
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related subjects offered to all of the project staff. It is 

anticipated that these in-house seminars will continue to be 

offered during the remainder of the project. 

3. Summary Evaluation of Project Inputs/Outputs
 

The analysis of the project's accomplishments based on the
 

periodic progress reports and summarized on Table 1 reveals that
 

the project has had a mixed performance in terms of the pace at
 

which targets were and are being achieved. On the negative side,
 

most of the actions programmed started later than anticipated and
 

their progress, in terms of tangible outputs obtained, were
 

behind schedule. For example, while at the end of the start-up
 

phase the project was successful in conducting one top management
 

seminar for a general audience, it fell substantially behind in
 

the production of several other outputs such as training mate­

rials, case studies, business simulations, industry surveys and
 

industry specific seminars. Likewise, during the remainder of
 

phase I, most of the programmed actions were started later than
 

anticipated and their progress, in terms of tangible outputs, was
 

slow. There are no business simulation games available and only
 

the preliminary results of the base line survey were delivered in
 

January 1985.
 

Further review of Table 1 indicates that the rate at which
 

outputs were achieved during the period under evaluation was slow
 

until the second year. This suggests that the learning perioa
 

which the MDP staff had to go through was substantially longer
 

than anticipated. Acquiring experience and surmounting internal
 

and external problems was a difficult process for the contractor
 

and had a negative impact in the production of outputs. The
 

realization of these factors resulted in MDP staff setting new
 

targets to be accomplished by the end of phase I (August 1985).
 

These targets were considered more realistic, considering the
 

internal and external circumstances.
 

On the positive side, a review of the actions taken in the
 

last 12 months indicates that many of the initial difficulties
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may have been surmounted. As the project itself acquired momen­
tum, became more involved with companies and the MDP staff gained
 
more experience and confidence, the ability to initiate actions
 
and, therefore to deliver expected outputs, has been enhanced.
 
To date, the project appears to be on its way to reach, and in
 
some cases surpass, the new targets.
 

Our overall assessment of the contractor's management of the
 
input/output part of this project leads us to the following
 

conclusions:
 

o 	The Project experienced significant management problems
 
during the start up phase.
 

Westinghouse had developed an excellent proposal to
 
carry out this project but did not develop strong project
 
management techniques to effectively carry out what it
 
proposed. The absence of detailed work plans based on its
 
proposal, a high level of conflict between certain staff,
 
conflict with its one subcontractor and an apparent lack
 
of shared understanding of the project design by the MDP
 

staff led to delays in certain project deliverables. For
 
this, the contractor must assume responsibility for delays
 

and for lack of implementation.
 

Beyond the contractor's control, external circum­
stances also caused project management deficiencies. For
 
example, the Advisory Committee failed to provide a
 
concrete base of company clients and also engaged in
 
political infighting for control of the project. In addi­
tion, they provided no realistic political support base
 
upon which the contractor could have built a supportive
 
constituency and they failed to provide a strategic focus
 
for project activities.
 

USAID management was correct to have the contractor
 
focus on quantification of success but may have overstated
 
its case to the exclusion of other benefits equally
 
important. The external pressures on the contractor
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coupled with a weak internal management system compounded
 

the problem.
 

o 	 These management problems still exist to some degree but
 

corrective actions have been taken.
 

There still is no strategic focus for this project or
 

concerted efforts to link the project to other projects. The
 
Advisory Committee does not function and the contractor has
 

chosen to create its own approach to project implementation.
 

Internal management systems are still deficient yet recently
 

enacted programs (e.g., documentary system, the PI cycle
 

handbook) will help project effectiveness.
 

o 	 Despite internal management problems, the project has
 

achieved many of the expected and some unanticipated
 

outcomes.
 

Some of these unanticipated outcomes include the initia­

tion and development of the President's Forum, the Produc­
tivity Management Forums for U.S. Task Force participants the
 

use of research assistants and the like. The expected out­

comes include useful diagnostic instruments, training mate­

rials, the establishment of problem solving groups within
 

some companies, and in many cases, the resolution of signif­

icant management problems.
 

B. 	PROJECT IMPLEMENTATION--ANALYSES AND RECOMMENDATIONS
 

In the following section, we review and analyze MDP as it was
 
implemented and offer reconendations of how the project staff
 

can improve portions of its operations. The analyses deal with
 

five areas of the project:
 

1. Service to Client Firms
 

2. Task Force Visits to the U.S.
 

3. Iromotion
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4. 	Development of Training Materials
 

5. 	Staff Development
 

1. Service to Client Firms
 

Phase I - Diagnostic
 

According to the project design, the diagnostic phase of the
 

productivity improvement cycle (Phase I) was to meet the follow­

ing objectives:
 

o 	Involve all management levels;
 

o 	Identify organizational problems through information
 

gathering (interviews, documents review, surveys);
 

o 	Discuss results of organizational analysis with top
 

management;
 

o 	Select key managers to participate in the produc­

tivity improvement (P.I.) cycle; and
 

-o 	 Identify/quantify expected results, and subsequently
 

inform top management of these results.
 

The time frame for the diagnostic report was to be one week with
 

two CSMs allocated to the task. In reviewing this process, the
 

following was observed:
 

o 	The Contractor satisfied the design objectives of
 

Phase I but not within the established time frame.
 

Although the contractors identified company problems
 

effectively and in accordance with design, severe problems
 

occurred in completing Phase I on time. The diagnostic phase
 

has often taken up to 30 weeks (elapsed time) to complete.
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There are several reasons for this, many of which are beyond
 

the control of the project implementors but others of which
 

can be altered slightly to improve MDP efficieny and, ulti­

mately, to better meet client needs. For example, the
 

contractor has faced the following constraints:
 

o 	Delays caused by public sector chairmen for the fol­

lowing reasons:
 

- Rotation of chairmen resulting in new problem
 

orientation and/or negotiations;
 

- Difficulty .n getting chairmen to release informa­

tion to consultants;
 

-	 Lack of commitment to the MDP concept;
 

-	 Lack of top management motivation;
 

-	 Indecision implicit in bureaucracies; and
 

- The belief that MDP services should be free be­

cause it is an AID project or because chairmen 

awaited payment by the ministry. 

o 	Delays caused by logistics and data: In addition to dif­

ficulties with public sector chairmen, the contractor
 

faced logistical problems in making plant tours and
 

appointments with top management, as well as sizable
 

constraints in collecting useful and reliable data. On
 

the one hand, the efficiency and effectiveness of collect­

ing information in Egypt is both a function of quality and
 

availability of information. For example, the reliability
 

of published financial data is questionable. These reali­

ties suggest that fostering personal relationships built
 

upon mutual trust becomes critical: in essence, a time
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intensive procedure. Thus, some delays are justified.
 

Delays also occurred in private sector companies, although
 

these delays were not as extensive. In a few cases, in
 
private sector companies, diagnosis was completed within
 

two weeks.
 

o 	Organizational problems were assessed by means of diagnos­

tic tools and top management workshops.
 

We also analyzed both the number and adequacy of tools
 

used during the diagnostic phase against the purpose of the 
diagnostic phase (to identify organizational problems), the 

means of identification (group decision-making), and the 

source of problem identification (in most instances, the 
managers). Our analysis has resulted in several findings:
 

The contractor used various diagnostic instruments in the
 
early stages of the MDP program. These instruments were
 
borrowed from the U.S., which operates under an advanced
 

system of auditing, financial analysis, sensitivity evalua­

tion and organizational assessments. Attempting to use all
 
of these tools, particularly in the early stages of diag­
nosis, was cumbersome and, at times, inappropriate in the
 

Egyptian environment. For example, attempts to gather, and
 

often derive the data, resulted in delays and frustrations on
 
the part of CSMs and companies. Moreover, some productivity
 
indicators measured only aggregate company-level activity;
 

there continues to be a relative lack of standards from which
 
to measure productivity, and the volume of historical data
 
often does not facilitate trend analysis in orde r to assess
 

the significance of a problei.,.
 

This does not imply that more in-depth analysis will not
 
be required at a later time in the cycle. For example, dis­

crepancies between CSM and company management may arise
 
during early diagnosis which require further diagnosis. It
 

suggests that the most effective approach to diagnosing
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management problems must 	 on
be determined a company-by-com­

pany basis.
 

In approximately 40% of the cases, problem(s) were identi­
fied during this information-gathering stage. In cases where
 
this was not done, the problem(s) were identified during top
 
and middle management workshops through group decision-making
 
forums. During these workshops, problem(s) were put in
 
priority by means of a productivity improvement opportunity
 
ranking system. These workshops were effective in four
 
respects. First, the method of diagnosis assisted in opening
 
intracompany communication channels; second, it emphasized
 
group decision-making from a practical perspective; third, it
 
apprised managers of various problems throughout the company,
 
often for the first time; and fourth, except in rare cases,
 
the diagnosis was confirmed by the CSM, which served to build
 
client rapport.
 

Subsequently, following problem identification, action group
 
members expected to participate in the P.I. cycle were chosen,
 
and the chairman was notified of the problem(s) to be solved. In
 
some cases, the diagnosis confirmed what the chairman had determ­

ined the problem to be.
 

The process which is now somewhat effective could be improved.
 

An 	objective of MDP is to arrive at 
a good understanding of
 
company problems and determine how solutions m
to to prc*-1 can
 
be integrated into management development, wherein decision­
making linkages are created. Although we feel that the implemen­
tors have been effective in the diagnostic stage and have, in
 

fact, improved the quality of instruments used, the following
 
recommendations should result in greater time efficiency:
 

o 	Decrease the number of diagnostic tools used in early
 

diagnosis. For example, prior to holding top manage­
ment interviews (but after plant tours and introduc­
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tory meetings with top management) employ three
 

instruments: a corporate strategy session, the Dupont.
 

model, and the client company data feedback instru­

ment. A corporate strategy session will help deter­

mine the importance of problems identified relative
 

to future goals and objectives of the company. It
 

may also be useful to involve IESC and ITAP personnel
 

in these sessions, particularly when technology is a
 

critical aspect of corporate strategy. The Dupont
 

model will provide sensitivity analysis from a finan­

cial perspective, and it serves as a base in which to
 

analyse more subjective data. The feedback instru­

ment, which was designed by one of the Egyptian
 

ccnsultants, is drawn from descriptive and produc­

tivity data. it is used to analyse productivity and
 

financial information.
 

It also assesses marketing characteristics from a
 

company and competitive standpoint. Further, it
 

prevents the implementor from relying too much on
 

productivity improvement indicators to the exclusion
 

of gaining an overall assessment of the company.
 

o 	Use the preliminary diagnosis as a tool to build
 

trust with senior management before conducting in­

depth analysis which means that no fees should be
 

charged during this time frame;
 

o 	Top management presentations should then be made with
 

the following objectives in mind:
 

- identification of findings that gain the consensus
 

of top management;
 

- determination/e:planation of further data needed
 

in conformity with problem(s) identified;
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- description of the feedback that management can. 

expect following further analysis; and 

- assessment of how problem analysis might foster 

management development. 

o 	Following further analysis wherein additional
 

diagnostic tools are used, a presentation should be
 

made citing specific interventions and modules to be
 

employed during training. (Again the ITAP personnel
 

could be useful in doing a manufacturing diagnostic.)
 

o 	Submit an estimated work plan for management which
 

will assist the contractors, as well as the company,
 

in time allocation.
 

This diagnostic restructuring could result in a more
 

efficient use of time. Notwithstanding this, the
 

diagnostic cycle should be extended to two months, given
 

logistical constraints. These recommendations and
 

conclusions should result in the following overriding
 

benefits:
 

o 	The CSM begins to build trust early in the P.I.
 

cycle;
 

o 	From inception, management is made aware of the
 

integral role it has played in problem identifica­

tion, and that it is the manager, not the CSM, who is
 

helping the company;
 

o 	Management is also made aware of the importance of
 

developing communication channels, which improves the
 

management development process;
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o 	The diagnosis becomes a learning process for manage­

ment involved;
 

o 	The client will know that specific service will be
 

offered; and
 

o 	The analysis and presentations will demonstrate value
 

that the client will receive for his money.
 

These activities then become the basis for training the
 

action group.
 

Phase -I - Training
 

This section is analyzed in four sections as follows:
 

a. 	The scope of training activities;
 

b. A comparison of implementation with project design in
 

terms of the following variables:
 

o 	content
 

o 	method
 

o 	training aids
 

o 	sequencinc
 

o 	trainers
 

c. An analysis of the significance of differences in
 

training interventions between companies; and
 

d. 	An assessment of impact in terms of:
 

o 	managers trained
 

o 	client satisfaction
 

o 	evaluation of training materials.
 

e. 	Recommendations
 

35
 



a. Scope of Training
 

Management training in the PI cycle is not confined to the
 

training phase (Phase II). It also takes place in the diagnostic
 

and application phases and, therefore, includes the top and
 

middle management workshops and any specialized training, either
 

formal or on-the-job, which is given during the application
 

phase. For this reason, the diagnosis, training, and application
 

phases cannot be regarded as mutually exclusive components of the
 

PI cycle. Accordingly, our approach in this section is to examine
 

all forms of training for client companies wherever they take
 

place in the service delivery.
 

b. Comparison of Implementation with Design
 

In general, the trainina which has been implemented for
 

client companies differs in many respects from that envisaged in
 

the project design and described in the training phase of the
 

client service delivery. In this section, we assess the
 

significance of the divergences from project design in terms of a
 

number of different variables.
 

Content
 

The project design envisaged classroom training of approx­

imately 6 weeks divided into two segments covering both general
 

and specific management skills. However, the impiementation of
 

training in client companies has focused upon the general manage­

ment skills which are drveloped Cjring:
 

o top and middle management workshops;
 

o problem-solving workshops; and
 

o action planning.
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All client companies have undergone the above types of train­

ing, although in some cases the top and middle management work­

ships have been combined into one. (See below.) The top and
 

middle management workshops develop communication skills, and the
 

problem analysis and action planning sessions enhance analytic,
 

planning, and decision-making capabilities among management.
 

We have analyzed the activities carried out during the train­

ing phase for 16 client companies who are the most advanced in
 

progress through the PI cycle. Of the 14 which have reached the
 

stage at which specialized management training is carried out, 10
 

have undergone such training. This training has not been broad
 

in scope and typically involves one or two topics directly
 

related to the focus problem. However, the duration of this
 
training is short, lasting only a few days, and therefore does
 

not correspond to the advanced training envisaged in the project
 

design.
 

There is a difference of opinion among MDP staff as to which
 

type of management training is more effective--the general or the
 

specific. Summarizing these views, one may conclude that the
 

general skills training is at least equally if not more useful
 

than the specific skills training for Egyptian industrial manage­

ment. Therefore, it would appear that the emphasis in company
 

training on the general skills is well placed. We believe, how­

ever, that it is difficult to draw a firm conclusion on the
 

relevance of training in the absence of any assessment of manage­

ment capabilities in client companies at an early stage in client
 

service delivery prior to the design of the training programs.
 

It is clear that the intensity of formal training has di­

verged significantly from the 6 weeks classroom training en­

visaged in the project design. The 4 workshops conducted by MDP
 
are each typically 3 days in duration, and only a small number
 

will attend as many as 3 of the workshops. The norm would be
 

attendance at one or two. Formal specialized training is
 

frequently of an even shorter duration. It may be objected that
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ANALYSIS OF TRAINING FOR 16 CLIENT COMPANIES
 

NO. OF DAYS 


Company Top Manag. Middle Manag. 

Code workshop workshop 


F3G 4 4 

F3C 4 4 

Pilot 4 4 

T4C 3 3 

M3G ---------- 3----------3 

FIC 2 4 

T7C 4 4 

T5G 3 3 

FbG 4 3 

T2G 4 1 

F2G 4 4 

TIC 4 3 

BIG N/A N/A 

M4P 1 3 

F5P 3 3 

T3P 4 3 


NUMBER OF PARTICIPANTS 
 NUMBER OF PARTICIPANTS
 

Problem Analysis Action Planning Specialised Specialised Elapsed
 
workshop workshop training 
 training time for
 

training
 
phase
 

(weeks)
 

13 10 48 D,E,F 10
 
6 6 3 D,E 11
 

15 
 15 5 AB,C,C 24
 
10 10 
 10 F 441
 

.-. 
 N/A
 
N/A N/A 
 25 D 321
 

6 6 N/A N/A 15
 
8 8 10 D 25
 
7 7 
 7 A,G 22
 
7 N/A N/A N/A 37
 
6 2 N/A N/A 221
 
7 N/A N/A C,J 161
 

N/A 4 
 - - N/A 
N/A N/A N/A N/A 232
 

5 N/A 7 C,H,K,L 131
 
5 N/A 140
 

Notes: I Figure differs from elapsed time indicated on file. 2. I & II were combined 

Source CSM interviews ---- indicates that workshops were combined N?A: means either that client has not 
reached the relevant stage in the PI cycle or that training content was covered 
outside formal workshops. 



Coding for Specialised Training
 

A: Flow-charting 

B: Quality control 

C: Inventory Control 

D: Maintenance Management 

E: Management Information Systems 

F: Marketing 

G: Work Measurement Sampling 

Production Planning 

J: Incentive Systems 

K: Budgetary and Finance 

L: Strategic Planning 



the deficiency is made up by action group members' collection of
 

data which is ongoing throughout Phase II, which will last on an
 
average of 20 weeks or more. However, such data collection is
 

usually a discontinuous activity and, in our view, constitutes
 

consulting assistance rather than on-the-job training.
 

The relative absence of intensive formal training represents
 

a weakness in project implementation in view of the comments made
 
to us in interviews regarding the insufficient time taken for 
training. (See below.) One should be careful, however, not to 

make this judgment out of context. MDP has frequently experi­

enced serious difficulties in assembling managers for formal
 
training in view of their job commitments and, therefore, work­

shops of longer duration may not have been feasible.
 

The project design did not specify alternative methods of
 
training other than participative and classroom training. MDP's
 

client service managers have endeavored, in practice, to move
 

away from formal classroom training towards more participative/
 

democratic methods, although lecturing has still proved necessary
 
to bring managers to a level where they are capable of contribut­

ing to an open discussion. Workshops, where everyone is expected
 

to participate, have proved more acceptable to MDP consultants/
 

trainers than formal lecturing. At a more detailed level, all
 
client service managers have used "voting" techniques to allow
 

the participants to influence the outcome of a workshop. It is
 
our understanding that this participative approach to management
 

is appropriate for Egyptian management training and is, moreover,
 

culturally acceptable. Therefore, in our view, the MDP approach
 

to training, as implemented, has been correct and consistent with
 

original project design.
 

Teaching Aids
 

The use of case studies, business simulations, and simulta­

neous translation facilities were mentioned in the project paper
 

as aids for trainers. We have been unable to assess, however,
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how comprehensive case studies are used, although we know that
 

they are used in the President's Forum. We understand that-busi­

ness simulations are not used as MDP has not developed, as re­

quired, a suitable business game. Translation facilities were
 
used with mixed results and therefore currently the vast majority
 
of training is conducted in Arabic by Egyptian staff. However,
 
we do suggest that, when conferences or workshops are held to
 

discuss MDP, simultaneous translation be used particularly if
 
Westinghouse remains the prime contractor. In general, therefore,
 

the use of teaching aids has not conformed with the project 
design, although we do not believe that this has significantly 

impaired the effectiveness of training. 

Sequencing
 

The sequencing of training was not raised as an issue in the
 
project design. However, we believe that it is important to
 
examine the sequencing of training as this will affect its over­

all effectiveness. Training in client companies has proceeded
 
almost without exception in the following order: firstly, top
 

management workshop; secondly, middle management workshop;
 
thi;dly, action planning (workshop); finally, specialized train­

ing.
 

We believe that this ordering of training--communication
 

skills, problem analysis skills, planning and decision-making
 

skills, specialized training--is basically sound for client
 
companies, although basic specialized training given earlier
 

would strengthen the "integration" skills training. (See below.)
 

Trainers
 

Training is generally conducted by Egyptian staff, who are
 
usually the client service managers. American staff, however,
 

occasionally conduct specialized training in their fields of
 

expertise. Frequently, special Egyptian resources are requested
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to carry out specialized training which normally occurs during
 

Phase III of the PI cycle. We have, in select cases, observed
 

MDP training methods in action and were impressed by the presen­

tation skills of Egyptian MDP trainers and their ability to
 

generate participation among "trainees." We believe that these
 

strengths are likely to offset some of the weaknesses of the
 

training modules Ps "trainee" material. (See below.)
 

c. Differences in Training Intervention between Companies
 

This subsection is discussed under the following headings:
 

o problem analysis;
 

o action planning;
 

o data collection;
 

o elapsed time and man-days; and
 

o specialized training.
 

The discussion draws upon data from the Table below, "Anal­

ysis of Training for 16 Client Companies," which covers companies
 

most advanced in the PI cycle.
 

Problem Analysis
 

Of the 16 companies which have reached the problem analysis
 

stage, 13 have held a formal problem analysis workshop. The
 

duration of these workshops has varied from one to four days,
 

with three days being th norm. Typically, the number of company
 

participants has ranged from 5 to 10, although in one public
 

sector company, 15 managers attended. The participants invariably
 

correspond to the members of the action group yet other managers
 

have also attended.
 

At the beginning of client service delivery, MDP did not have
 

a suitable problem analysis module, and this was extensively
 

revised o:n the basis of experience gained from one early textile
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sector client. Our assessment of problem analysis conducted in a
 
number of client companies is that, for the first set of clients,
 
the approach was insufficiently rigorous. Since the development
 
of the new problem analysis module, however, the conduct of the
 
workshop has generally, with minor variations, followed the
 

approach in the module.
 

The structure of the problem analysis module, which is used
 

as "trainee' material, may be summarized as follows:
 

1. Problem perception
 

2. Problem diagnosis
 

3. Problem analysis
 

The last stace in problem analysis is to determine the data
 

required for preliminary action planning.
 

The module is designed in three elements - problem percep­
tion, problem diagnosis, and problem analysis. The first stage, 
problem perception, involves a determination of problem symptoms; 

the second stage attempts to analyze causes and their likely 

effect on a given problem area; and the third stage, problem 
analysis, comprises the following analyses: 

(i) 	the determination of causes which are under the
 

control of the company;
 

(ii) the division of causes into these requiring addi­

tional resources and those needing no additional
 

resources to affect;
 

(iii) 	 the breakdown of "controllable" causes into these
 
which are a function of "hardware," e.g., physical
 

infrastructure, and those which result from 
"soft­
ware" deficiencies, e.g., poor communications.
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(iv) 	 an analysis of problem causes, elements, and indica­

tors;
 

(v) 	the determination of priorities between problem
 

causes using a voting technique; and
 

(vi) 	 the determination of data needs which demonstrate
 

the significance of its cause in terms of its effect
 

on the problem.
 

Our view of the design of this module is that it is inade­

quately structured, overly complex, and confused. Its structure
 
is inadequate in that the data needed to make an assessment of
 

the relative importance of causes is determined after these
 
causes have been voted upon. Therefore, the voting process is
 
rendered unnecessarily subjective. It is overly complex because
 
steps (ii) and (iii) are not critical elements of problem anal­
ysis. Finally, it is confused because the module fails to dif­

ferentiate clearly symptoms from causes and because the modules
 
use unclear and inconsistent terminology. For example, causes
 
are described as both "areas related to the problem" and "areas
 

affecting the problem."
 

We understand that the problem analysis training is currently
 
applied to the company's focus problem area only. It has not yet
 
adopted a case study approach through which management trainees
 
could learn and subsequently apply to an analysis of their own
 

focus problem with minimal assistance from a MDP trainer.
 

Action Plannina
 

Of the 16 client companies we have analyzed which have
 

reached the action planning stage, 5 have not held a formal
 
action planning workshop. Three of these five are early public
 

sector client companies which reached this stage before an a-tion
 
planning module was devised. This is not significant in the
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sense that action planning is a drawn out activity which begins
 

after the completion of the problem-analysis process and-goes
 

through a number of drafts as new data is collected. The workshop
 

may be seen as the culmination or finalization of the action­

planning process. The duration of these workshops is typically
 

three days, reduced to two in exceptional cases.
 

Data Collection
 

It is only possible to understand the problem-analysis and
 

action-planning processes fully by examining the role of data
 

collection during the training phase.
 

After examining the types of data collected subsequent to the
 

problem analysis workshop during the preliminary action planning
 
for our 16 companies, we have classified these in the following
 

two categories:
 

o related to problem analysis
 

o related to action planning
 

In our view, most of the data collection efforts have tended
 

to fall into the first category. These data are employed to
 

derive a fuller understanding of causes and their significance,
 

which were determined at the problem analysis workshop. In other
 

words, this data collection activity is essentially a completion
 

of the information which should have guided the selection of
 

focus areas upon which to build action plans. Instead, partic­

ipants at the problem analysis workshop were asked to vote on
 

priority "areas related to the problem" (or causes in simpler
 

language) without possessing comprehensive information on causes
 

or the magnitude of their effects on the focus problem.
 

Nevertheless, some data collection efforts were relevant to
 

the formulation of action plans in the sense that it is necessary
 

to establish verifiable indicators, calculate their present
 

values, and construct appropriate targets for an action plan, in
 

a number of different improvement areas.
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In 	sum, this lengthy data collection effort has proceeded out
 

of 	phase with the problem analysis and action planning stages.
 
The primary purpose of data collection in this stage is to derive
 
a 	fuller understanding of the nature and significance of causes
 
operating on a focus problem. 
 Yet this data is only assimilated
 
after problem analysis has taken place. The secondary purpose,
 
the establishment of indicators and appropriate 
bench marks for
 
the action planning, is relevant to this stage in the cycle.
 
However, it would appear 
that only a part of the data collection
 

effort falls in this category.
 

Elapsed Time
 

The elapsed time taken to complete the training phase varies
 
from company to company ranging from 10 to 44 weeks, with an
 
average of over 20 weeks, in the case of the 16 companies we have
 
analysed. The major reason for these differences is the long and
 
varying times taken to complete the data collection stage between
 
problem analysis and action planning. Generally, the responsi­
bility for this data collection has rested with the client,
 
although in many cases the client service manager has relied 
on
 
MDP consultants/research assistants and/or special 
resources.
 
There is evidence that the time taken to collect these data can
 
be reduced significantly when special resources are used and MDP
 
consultants themselves collect the compan?,'s data. 
 There is also
 
evidence to suggest that data collection time can be reduced if:
 

o 	data needs are more focused; and
 

o 	 :servational and spc:ial data collection methods, by
 

special resources, are used more extensively.
 

44
 



Specialized Training
 

Some form of specialized training has been conducted in 10
 

companies which we have analyzed and has taken place during both
 
the training and the application phases. This includes on-the­

job training as well as the more formal workshop sessions. In 
some companies, the training has been given to action group 

members and in others to other management staff. There has even
 
been some specialized training for supervisory staff.
 

The content of specialized training has been determined by
 

the nature of the focus problem(s) to be addressed during the
 

application phase. For this reason, the subject matter has
 
differed between companies and has been wide ranging in scope.
 

In the 16 companies which we have examined in depth, the follow­

ing specialized training was given.
 

SUBJECT NUMBERS OF TIMES
 
TAUGHT
 

Maintenance management 4
 

PERT and GANTT Charting 4
 

Inventory control 3
 

Flow-charting 2
 

Marketing 2
 

Work sampling 2
 

Production planning 2
 

Quality control 1
 
Management information 1
 

Communications 
 1
 

Delegation of authority 1
 

Organization analysis 1
 

Strategic planning !
 

Budgeting and finance 1
 

Incentive systems 1
 

We also believe that, if more specialized training related to
 
the focus problem had been conducted during problem analysis and
 

action planning, this would have strengthened the "integrative"
 

skills training. It would also have enabled MDP to assess the
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need for managers to undergo more advanced specialized training.
 

One should also not. that both the American University in Cairo
 

and EIDDC provide specialized training in many of the areas
 

identified.
 

The conclusion which may be drawn is that specialized train­
ing is not extensively conducted. Moreover, this training has
 

generally been of a short duration and does not constitute the
 
relatively advanced level of training envisaged in the project
 

design. On the other hand, however, it is likely that there is a
 

tendency for client service managers to understate the degree of
 

informal on-the-job training which inevitably takes place during
 

action planning and implementation.
 

d. Impact
 

Number of Managers Trained
 

According to MDP's periodic reports, 845 managers have been
 

trained to date. We have ascertained that this figure only
 

includes managers who have undergone formal training to the
 

exclusion of on-the-job training. It therefore covers attend­

ance, avoiding double counting, at:
 

o top and middle management workshops
 

o problem analysis workshops
 

o action planning workshops
 

o specialized training workshops
 

It is not possible to determine how many managers have par­

ticipated in each of the above four types of workshop, as train­

ing records are not maintained in this way.* Moreover, the
 

volume of training undertaken says nothing about its effective­

ness, which we examine in the following subsections.
 

*Westinghouse indicated, in response to draft report, the
 
follcwing numbers: Top and Mid Management Workshops 536;
 
problem analysis 122; action planning 74; specialized training
 
469.
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Client Satisfaction
 

During the evaluation, 16 interviews with client companies
 
were conducted to ascertain client satisfaction with regard to
 

the MDP intervention in general and the training conducted in
 

particular.
 

The comments we obtained may be summarized as follows:
 

o 	Tnere was a general contentment with the training
 

which had been carried out, often because this was
 

done on site and was perceived to be practical;
 

O 	One of the major benefits arising from the training
 

was an improvement in organizational communications,
 

in that MDP had demonstrated the value of inter­

departmental meetings;
 

o 	There was a feeling that managers who had undergone
 

training were now better equipped to deal with
 

problems in the future;
 

o 	There was some evidence of spin-off effects on sub­

ordinates, but not other managers, as a few par­

ticipants in the training programs are trying to pass
 

on their knowledge to supervisory staff;
 

o 	There was a feeling expressed by one participant that
 

training should be more broad based, covering more
 

functions and levels of manaaement;
 

o 	Some managers felt that the amount of specialized
 

training was insufficient, particularly in mainte­

nance nanagement; and
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o There was a general feeling that the workshop ses­

sions were too short relative to the quantity of,
 

material covered.
 

The results of these interviews are indicative, but not
 

conclusive evidence, of the effectiveness of training. The use of
 
participant self-ratings is a relatively weak tool for evaluating
 

training. However, within the timeframe of the evaluation and in
 

the absence of any formative evaluations conducted by the proj­

ect, this proved to be the only feasible method. A more reliable
 
device would be to make an assessment of participants' knowledge
 

and behavior both "before" and "after" training, using structured
 

tests and interviews and through observation. We suggest that
 

MDP begin utilizing such devices.
 

At this stage, we have no conclusive evidence that trained
 

managers are now capable of solving real problems themselves,
 

although the major purpose of training was to develop a capacity
 

within companies to address their own problems without undue
 

reliance on external assistance.
 

Evaluation of Training Materials
 

It is possible to make deductions about the likely impact of
 
training by evaluating the training materials. For instance, if
 

the training material is weak, there are prima facie reasons for
 
concluding that the training structured around this curriculum is
 

unlikely to be entirely effective, although these negative
 

effects can be offset by other aspects of the curriculum, such as
 
the quality of the trainers and the methods they use.
 

MDP has endeavored to eva2uate the effectiveness of various 

workshops through the participant self-rating method, using a 

structured questionnaire which asks respcndents to record their 

impressions regarding 10 differentiated items cn tzaining re­

ceived. However, we understand that the results of these 

questionnaires have not been analyzed or aggregated, except for a 
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few 	workshops. For this reason, it 
has not been possible to feed
 
back the results to improve training content, methods, or 
curri­
culum. We have, therefore, conducted our own evaluation of the
 
training materials in conjunction with our AUC counterparts.
 

The specialized training modules which have been 
reviewed
 
vary from the good to the outstanding. Of the modules relating
 
to the "integrative" skills training, the action planning module
 
is excellent, and the problem analysis module is relatively weak.
 
On balance, therefore, MDP has succeeded in developing a wide
 
range of good training material.
 

However, the specialized training materials are only suitable
 
for trainers as, in general, they incorporate too much subject
 
matter in a textbook style, which is unsuitable for MDP's manage­
ment trainees. The effectiveness of MDP teaching, therefore, is
 
critically dependent on the skills of and methods used by the
 
trainers. Nevertheless, we understand that these materials have
 
been distributed, inappropriately at this stage, to management
 

trainees.
 

In sum, MDP has made very good progress in developing train­
ing materials view the time the
in of limited and relative
 
absence of appropriate existing raterial. However, there has
 
been insufficient emphasis on developing material which can be
 

used directly by management "trainees."
 

e. 	Trainina Recommendations
 

1. 	All training materials should be reviewed and
 
revised, if necessary, with a view to making them
 
more friend2v for trainee use both during training
 
and as reference raterial later. The problem anal­
ysis module should be strengthened with the assist­

ance of AUC staff. (See Recommendations--development
 

of training materials.)
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2. 	All courses conducted should be evaluated through
 

structured interviews/tests carried out "before" and
 
"after" training 
to assess changes in knowledge and
 
skills. If feasible, behavioral changes some time
 
after training should be measured using observa­
tional methods to assess the development of a
 
problem-solving capacity within the company.
 

We believe this to be a critical deficiency in the
 

current project.
 

3. 	All completed participant questionnaires should be
 
analyzed with a view to improving the questionnaire
 

in terms of the range of differentiated items.
 

4. 	More specialized training should be conducted both
 
of the "introductory type," to strengthen "integra­

tive" skills training, and more importantly of an
 
"advanced" nature.
 

5. 	Consideration should be given to lengthening the
 

formal training sessions. Linkages with AUC pro­

grams should be established.
 

6. 	 MDP staff and special resources shlould be more
 

intensively involved in data collection activities
 
during Phase II to reduce elapsed time and man-days
 

needed to complete this phase.
 

7. 	Data collection should be more focused in this
 
phase. More reliance should be placed on observa­

tional and special data collection methods, rather
 
than existing company data, using special resources,
 

if necessary, to generate critical data.
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8. 	Problem analysis and action planning should be
 
integrated more carefully and restructured to maxi­
mize the use of data collection activities.
 

Case studies should be used in problem analysis
 
sessions with a view to developing managers' skills
 
to a level where they are capable of analyzing their
 

own 	focus problem.
 

9. 	Top management should be encouraged to attend the
 
final sessions of both the problem analysis and
 

action planning workshops to improve knowledge of
 
and commitment towards the MDP intervention at all
 

levels of manageme'nt.
 

10. 	In the long run, short-term intensive training
 

should be provided after the application, where
 
indicated by training evaluations, to reinforce
 
problem-solving capacities of individual managers.
 

Phase III - Application
 

This section is described under the following headings:
 

a. 	the scope of the application phase;
 

b. 	a comparison of implementation with design;
 
c. 	an analysis of client dropouts;
 

d. 	an assessment of the impact of 
client service delivery;
 

and
 

e. 	recommendations.
 

a. 	Scope of Application 

The application phase of a client intervention involves the
 
implementation of action plans which finalized at the end of
are 


Phase II. Application ends when these plans have been implemen­
ted, although the benefits of the executed solutions may not be
 
captured until some considerable time afterwards.
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b. Comparison of Implementation with Design
 

The original project design implicitly assumed that action
 

planning is an integral part of the application phase. It also
 

states that the results of this phase would be compared with
 

objectives set during the diagnostic phase. It is clear, how­

ever, that in terms of actual project implementation, action
 

planning, involving the establishment of objectives, is part of
 

the training phase. We believe that this reinterpretation of the
 

project design has strengthened the quality of client service
 

delivery; therefore, we shall only examine the implementation of
 

the application phase using the following parameters:
 

o type of assistance provided;
 

o the duration of application; and
 

o referrals to other projects.
 

Type of Assistance Provided
 

MDP has generally provided consulting assistance during the
 

application phase with some specialized formal or on-the-job
 

training. These consulting and training services have been the
 

responsibility of the designated client service manager who may
 

request Egyptian or U.S. special resources to assist the applica­

tion process. The need for external assistance is normally
 

ascertained during the action planning process. Special resources
 

have been used extensively, particularly Egyptian personnel with
 

industrial engineering backgrounds. Industry specialists in,
 

say, textiles or food processing have generally been recruited on
 

a short-term basis from the U.S. There is evidence from our
 

interviews that some client service managers are more likely to
 

use special resources than others, independently of the focus
 

problem.
 

Consulting assistance and related training can also be
 

analyzed in terms of the focus problem or outputs to be tackled
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in the application phase. These may be summarized as follows for
 

the 16 companies which we have analyzed:
 

o marketing
 

o maintenance management
 

o production planning
 

o inventory control
 

o management information
 

o incentive systems
 

o quality control
 

In addition, there are a number of interventions which have
 
been designed to tackle the broader focus problems of capital,
 

labor, and materials productivity.
 

A comparison of assistance given in the application phase
 
with the action plans established at the end of Phase II shows
 

that, in 3 companies, implementation deviated from plans. These
 
changes seem to have arisen largely because of joint MDP-client
 
needs reassessments but also as a result of CSM preference.
 

Duration of Application Phase
 

There are 3 companies which have completed the application
 

phase in an average time of 39 weeks, the shortest time being 32
 
weeks. An examination of the elapsed time taken in other compa­

nies, which ere still continuing with the application phase,
 
reveals that this phase is unlikely to be completed in less than
 
40 weeks. The conclusion which may be drawn is that, when average
 
durations for the diagnosis and training phases are considered,
 

it would take more than one year to complete the PI cycle in all
 
client companies with which MDP is contracted. In our view, this
 
period is excessively long and can result in reduced commitment
 

in client companies.
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Referrals to Other Projects
 

In the project design, it was envisaged that the impact of
 
MDP interventions in client companies could be enhanced if these
 
could be integrated with the services offered by other USAID
 
projects. MDP has referred three of its clients to ITAP for
 

assistance which it could not provide itself. One referral,
 

resulted in a contract for ITAP. In addition, MDP has made one
 

referral to the IESC project. Significantly, MDP has acquired no
 

clients from introduction given by ITAP. although ITAP has
 

approached 13 companies in total which are currently or have been
 

MDP clients.
 

Our assessment, however, is that MDP has not exploited the
 

services of ITAP to their full potenti:i. There is evidence that
 

MDP has endeavored to be selective in only tackling focus pro­

blems which are within the project's capabilities and are amen­

able to short-term solutions, perhaps at 
the expense of long-term
 

gains. MDP should refer more to ITAP leaving its staff to tackle
 

MDP client objectives, particularly as they relate to implementa­

tion. Therefore, we suggest that some technology-related
 

problems may have been inadvertently suppressed. in spite of
 

this, a more fundamental explanation of the srall number of ITAP
 

referrals is that MDP engages a significant number of industrial
 

engineers both as consultants and as external resources. With
 

this expertise available, more technology-focused problems can
 

and indeed have been handled directly by MDP.
 

c. An Analysis of Client terminations
 

The application phase of the PI cycle has proved by far the
 

most difficult Lo implement. Only 3 companies have successfully
 

completed this phase, of the 16 who have completed Phase II. The
 

status of these 16 companies may be sumnarized as follows:
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ALYSIS OF APPLICATION PHASE FOR 16 CLIENT COMPANIES
 

COMPANY ELAPSED WAS APPLICATION NUMBERS OF ITAP AND STATUS
 
CODE TIME IDENTICAL TO SPECIAL OTHER
 

(WEEKS) ORIGINAL ACTION RESOURCES REFERRALS
 

F4C 37 
 Yes 2 - Complete 
F3G 32 No 3 ITAP Complete 
Bic in process Yes 2 - Continuing 

Pilot 48 	 Yes 
 - ITAP Complete 
T4G (40) Yes 2 IESC Continuing 
FIG (26) Yes I - Continuing 
TC Not started N/A N/A -A* 

yet 
T5G Not started N/A I - Drop-out 

yet 
M4P in process Yes 1 - Not started 
F6G Not started N/A N/A - Not started 

yet 
F5P Not started N/A N/A - Not started 
T2G (27) Yes 	 - - Started B*
 
F2C (40) No. 3 1 - Continuing 
T3P in process No. 4 1 - Drop-out 
TIC Not started N/A N/A ITAP C* 
MIG in process Yes I - Continuing 

- MDP work approved. Implementation delayed.
 
- Job completed by MDP. Client had to implement himself due to approvals etc.
 
- Job completed by MDP. Client implementing and results achieved in inventory area.
 

:es:
 
1. 	 Naintendnace management information and purchasing management added.
 
2. 	 This company is potential drop-out.
 
3. 	 A second Phac ill proposal was submitted to the new chairman to focus on meeting.
 
4. 	 Phase III proposal differed from the action as Miratex would not agree to the
 

special resource identified. They agreed finally towork on a communication
 
programme and a new organization chart instead of the incentive system devised by
 
MDP. They installed changes to incentive system based on XDP suggestions. The
 
communication priogram and org. were agreed to early in Phase II.
 

5. 	 Drop-outs arise from a variety of different causes. (See "Application" Phase in
 
main text).
 

( ): 	 Represent elapsed time to date in companies where the application phase is 
incomplete. 

N/A: 	Used for companies which have not started or insufficient advanced in the
 
application phase to make an a.sigFnrent regarding deviations from action plans or
 
the use of special resources.
 



Status Number Percentage
 

Completed 3 19%
 

Continuing 5 31%
 

Not started 3 19%
 

Discontinued 5 31%
 

Client terminations include those who voluntarily choose 
to
 
implement the action plans themselves, those terminated by MDP
 
management, and those where no agreement has been made to con­
tinue. Discontinued clients cannot, therefore, necessarily be
 
regarded as project failures. Two companies felt that implemen­
tation was their responsibility, two others were unable to take a
 
management decision continue, the fifth client in
to and 	 has, 

fact, made some progress in implementing the action plans.
 

Although the two companies which decided to implement themselves
 
have not succeeded, MDP should not accept responsibility except
 
in so far as it agreed to tackle problems which had no easy
 
solutions. However, we believe that MDP should accept some
 
responsibility for the two companies where management could not
 
agree to continue, although we believe that the major responsi­

bility rests with the client.
 

There are some common characteristics relating to these five
 
discontinued clients which are useful in understanding the real
 

causes of unsuccessful application:
 

o 	 all are textile companies;
 

o 	 for three of the five, incentive systems were a
 

focus problem; and
 

o 	 fou: of the five we:e cont racted subsequent to the 

first productivity conference in December 1982. 

All except one of these companies became MDP clients at an
 
early stage in service delivery at a time when MDP was anxious to
 
commence the PI cycle with companies. MDP may not have been
 
ready to deal with this industry, and a subsequent problem with
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one of the leading companies may have resulted in a problem of
 

reputation for MDP. It is evident that the contractor had
 

relatively little freedom to be selective in c:hoosing its clients
 

at this stage.
 

In summary, our informed judgement is that difficulties
 

experienced in achieving results in the application phase are
 

related to the context of company managerial decision making and
 

its reward system, as well as the performance of the consultants.
 

Three observations have guided this conclusion:
 

(i) 	Some managers may choose to discontinue with MDP in
 

an attempt to claim credit for themselves if they
 

succeed in implementation or pass blame to MDP
 

should they fail;
 

(ii) 	A management decision(s) may be a necessary condi­

tion for effective implementation, but such deci­

sions may entail high risks in the event of failure,
 

especially in the public sector, where promotions
 

can be more easily achieved by waiting for the
 
"seniority" rule to apply;
 

(iii) 	 Public companies and their management are not
 

motivated by commercial criteria because "profit­

ability" objectives are not expected of them by the
 

government. There is, therefore, little incentive
 

to implement performance-related solutions which
 

have been recommended by MDP.
 

All of this indicates that a careful selection as envisioned 

in the project design process must now be instituted by MDP 

management and the Advisory Committee. 
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d. 	Impact of Client Service Delivery
 

We have addressed the impact of the PI cycle at the organiza­

tional level in two ways:
 

1) 	through an assessment of participant satisfaction
 

with MDP intervention; and
 

2) 	by an assessment of management development and
 

measurable objectives achieved, including unintended
 

or ancillary benefits which were not included in
 

company action plans.
 

Discussion of the monetary benefits in relation to costs are
 

examined in section.
 

Participant Satisfaction
 

Our interviews covered 16 companies, equivalent to 57% of MDP
 

clients. We were unable to discover a single company which
 

reported an overall dissatisfaction with the MDP intervention.
 

This finding, however, should be considered with the following
 

caveats:
 

0 	 Many interviewees had no experience of the applica­

tion phase, being managers/chairmen of companies
 

which were progressing through Phases I and II of
 

the PI cycle: their positive attitudes cannot,
 

therefore, be taken as evidence of project effects,
 

which are generally achieved during and subsequent
 

to the application phase but rather of consulting/
 

training assistance to date;
 

o 	 We were did not interview, for various reasons, a
 

number of public sector companies where, from our
 

discussions with client service managers, MDP has
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experienced significant implementation difficulties;
 

and
 

o 	 Participant perceptions of project effects cannot
 

substitute for a more analytical assessment of goal
 

achievement and may indeed be based on relatively
 

low expectations regarding project assistance.
 

In one company, we discovered a measure of client dissatis­

faction regarding one element of MDP assistance. However, MDP's
 

consultants took remedial action to satisfy the client, and,
 

moreover, this one negative aspect was, in the client's view,
 

more than offset by the excellent work they had performed in
 

another focus problem area.
 

One of the major benefits as perceived by the clients was an
 

improvement in orcianizational communication. In some companies,
 

special departments have been established as a result of the MDP
 

intervention to promote productivity-focused management, and, in
 

others, there is a general feeling that inter functional communi­

cation and, consequently, company planning have been strengthe­

ned. One may conclude, therefore, that MDP has generated an
 

enhanced awareness of the importance of organizational effective­

ness in improving company performance. Moreover, these changes
 

have even occurred within some companies where the action plans
 

have not been fully implemented.
 

Management Development and Measurable Goal Achievement
 

Participant satisfaction needs to be complemented by a more 

objective analysis of the actual results Echleved, in each com­

pany, during and prior tc the application phase. The Table on 

the following pages represents goal achievement in 16 client 

cc, .anies at two levels: 
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1) 	a comparison of the "outputs" achieved compared with
 

those set in action plans; and
 

2) 	a comparison of verifiable "objectives" achieved
 

compared with those set (or implicit) in action
 

plans.
 

The table also includes unintended or ancillary goals
 

achieved within client companies, i.e., those "outputs" and
 
"objectives" which were not 
explicitly established in action
 

plans.
 

An analysis of "outputs" achieved reveals that 8 companies,
 

or 50% of those examined, have realized at least some, if not
 

all, of the goa2s set in the action plans and/or some unintended
 

benefits. Of the remaining 8 companies, 6 have either not yet
 

implemented or are currently implementing the action plans
 

established at the end of Phase II in the PI cycle. It is
 

unlikely, in our professional judgement, that all of these 6
 

companies will succeed in completing the application phase.
 

Nevertheless, at this stage, the evaluation can only find two
 

companies where nothing at the output level has been achieved.
 

Planned outputs achieved in the application phase include:
 

o 	 a marketing study;
 

o 	 improved controls over the use of materials;
 

o 	 improved production planning;
 

o 	 a new plant layout;
 

o 	 a sales forecast;
 

o 	 improved worker incentive systems;
 

o 	 better quality control;
 

o 	 improved working conditions;
 

o 	 a chance in the nature of the product; and
 

o 	 machine redesion.
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Unintended outputs achieved have sometimes occurred prior to
 

the application phase and include:
 

o 	 a maintenance management system;
 

o 	 a scrap measurement system;
 

o 	 a detailed marketing plan; and
 

o 	 the establishment of new departments responsible for
 

productivity-related concerns.
 

An analysis of "outputs" achieved, however, says nothing
 

about the attainment of actual benefits. At the level of verifi­

able objectives, there are only 4 companies which have reached
 

the goals established in the action plans and where these
 

benefits are likely to be sustained. (In addition, there are 2
 

companies which dropped out but which achieved short-term and
 

non-substainable benefits).
 

A summary of these verifiable objectives achieved for these 4
 

companies is as follows:
 

Company 1: 	 a 3% reduction in raw materials waste;
 

Company 2: 	 a general improvement in materials productivity
 

as a result of a change in the nature of the
 

product;
 

Company___3: 	 a reduction in inventory and a reduction in
 

manufacturing cycle time; and
 

Company_ 4: 	 a reduction in absenteeism, labor turnover, and
 

an increase in employment as a result of a
 

partial implerentation of a new incentive
 

system.
 

In our view, these aoals include a disproportionate emphasis
 

on enaineering/technical solutions as opposed to benefits
 

attained as a result of enhanced management development.
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(1) MANAGEMENT DEVELOPMENT AND MEASURABLE GOALS IN 16 CLIENT COMPANIES
 

COMPANY OUTPUTS OF ACTION 

CODE PLANS 


(1) 


F4C 1. Materials control 


System. 

2. 	Material waste
 

measurement system
 
3. 	Materials handling 


4. 	 Maintenance Manage­
ment
 

5. 	Labor training
 
6. 	 Quality Control
 
7. 	Marketing Diagnosis
 

and training.
 

F3G 1. Hopper redesign 

2. 	 Introduction of
 

200 gm. box. 

3. 	 Reorganization of
 

warehouses 


4. 	 Improvement in
 
working conditions 


5. 	 Better use of
 
shift time. 


6. 	 Increase speed of
 

response in box
 
charge control 


7. 	 Improve line's
 
packaging speed. 


OUTPUTS 


ACHIEVED2 


(2) 


All Achieved 


Achieved
 

Achieved
 

Not achieved
 

Achieved
 

Not achieved
 

Not achieved
 

Maintenance 


VERIFIABLE 


OBJECTIVES 

OF ACTIN 


PLANS
 
(3) 


Reduce materials 


waste by 3%
 

Improvement in 

materials procuc­
tivity (related
 
to No. 2 of action
 
plan)
 

Improved communi-


VERIFIABLE COMMENTS 
OBJETIVEJ 
ACHIEVED 

(4) (5) 

Achieved 

Achieved 



(1) MANACEMENT DEVELOPMENT AND MEASURABLE COALS IN 16 CLIENT COMPANIES

I 

COMPANY OUTPUTS OF ACTION OUTPUTS VERIFIABLE VERIFIABLE COMMENTS 
CODE PLANS ACHIEVED 2 

OBJECTIVES OBJECTIVEJ 
OF ACTIN ACHIEVED 

PLANS 
CI) (2) (3) (4) (5) 

management not cation.
 

yet achieved
 

Bic 1. 	Improve spare Not implemen­
parts system ted yet
 

2. 	 Reduce duration of
 
conveyors.
 

3. 	 Improve layout.
 

Notes: 1. These include implicit objectives where these can be determined.
 

2. 	 Includes unintended effects.
 



(I) MANAGEMENT DEVELOPMENT AND MEASURABLE COALS 
IN 16 CLIENT COMPANIES
 

COMPANY OUTPUTS OF ACTION OUTPUTS 
 VERIFIABLE VERIFIABLE 
 COMMENTS 
CODE PLANS ACHIEVED2 OBJECTIVES OBJECTIVEJ 

OF ACTIN ACHIEVED 
PLANS 

(1) 	 (2) (3) 
 (4) (5)
 

1. 	 !ncentive System Hot achieved Improve labor Not yet 
 Client to
 
new department productivity 
 achieved implement on
 
in place 
 own
 

172CI 1. Sales plan & 
 Increased sales Change in
 
forecast & profits price struc­

ture Packaging

improvement
 

Not yet

2. 	Marketing organi-


zation structure achieved
 
3. 	Design salesman
 

training
 

T3P 1. Incentive system Partially 
 Reduce absenteeism Achieved
 
achieved Reduce labor 
 Marginal
 

turnover improvement
 
New department Increase employ- Achieved but
 
set up for ment entirely due to
 
production 
 incentive system
 
planning, 
 achieved
 
quality control
 
& training
 

TIC 1. Incentive system Not achieved Improved output 
 Sales of excess Short-term
 
stock benefit
 

2. 	Inventory control Not achieved 
 Reduced Fin. Coods Improved lighting
 
inventory
 



(1) MANAGEMENT DEVELOPMENT AND MEASURABLE COALS IN 16 CLIENT COMPANIES
 

COMPANY OUTPUTS OF ACTION OUTPUTS VERIFIABLE VERIFIABLE COMMENTS 
CODE PLANS ACHIEVED2 OBJECTIVES OBJECTIVEJ 

OF ACTIN ACHIEVED 
PLANS 

(l) (2) (3) (4) (5) 

FIC 1. Preventive Main- Being imple- I. Reduce risk of Not yet Likely to 
tenance mented machine break- achieved be achieved 

down 
2. Spare parts 

inventory 
Being Imple-
mented 

2. Reduce expend- Not yet 
iture on spare achieved 

Likely to 
achieved 

parts 

Notes: 1. These include implicit objectives where these can be determined. 
2. Includes unintended effect. 



(1) MANAGEMENT DEVELOPMENT AND MEASURABLE COALS IN 


COMPANY OUTPUTS OF ACTION 
 OUTPUTS VERIFIABLE 

CODE PLANS ACHIEVED2 OBJECTIVES 


OF ACTION 


PLANS
 
(C) 	 (2) (3) 


T7C 1. Improve supervision
 
2. 	 Better labor Improved incen 1. Improve labor 


utilization tive system 2. Improve plan-

3. 	 Incentive system 
 ning/control 


16 CLIENT COMPANIES
 

VERIFIABLE COMMENTS
 
OBJECTIVEJ 

ACHIEVED
 

(4) (5)
 

Not achieved
 
Management
 
awareness of
 

causes of
 
absenteeism
 



In addition, we have ascertained a limited number 
of un­
intended objectives which have been reached and which may be
 
considered sustainable, namely:
 

o 	 improved organizational communication;
 
o 	 a heightened awareness of the causes of low produc­

tivity;
 
o 	 a change in product price structure; and
 
o 	 improved packaging.
 

These spin-off effects have been observed in four companies.
 

The findings demonstrate that MDP .nterventions have had some
 
effect, but that the benefits at the level of verifiable objec­
tives are far more limited in scope than those measured at the
 
level of "outputs." It is likely, however, that many more objec­
tives either planned or implicit in the action plans can be
 
achieved as MDP progresses more clients through the application
 
phase. In addition, there is evidence in one public sector
 
company that the benefits can be replicated in a number of sister
 
companies through the application of an MDP maintenance manage­
ment system.
 

Our conclusions regarding the impact of client services may
 
be stated as follows:
 

o 	 The level of client satisfaction is high, but we
 
believe that this reflects an assessment of "out­
puts" rather than measurable objectives achieved, in
 
view of the limited scope of this level of goal
 

attainment;
 

o 	 Impact at the level of verifiable objectives is
 
relatively low, but an examination of both client
 
status and "outputs" achieved would strongly suggest
 
that, in the future, as the PI cycle unfolds, many
 
additional measurable benefits are likely to result;
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o 	 The relative lack of success in getting clients to
 
complete, or even start, the application phase is
 
largely due to problems residing in the client
 
company, and success, therefore, has been largely
 
outside the contractor's control; and
 

o 	 Project achievements at the company level have been
 
due to a mixture of engineering and management
 
solutions: to the extent that the installation of
 
improved management has been neglected, some of
 
these benefits may not be sustainable in the long
 
run.
 

There is, therefore, considerable scope for extending and
 
improving the impact of the application phase in the PI cycle.
 

e. 	Recommendations: Applications
 

There should be a stronger emphasis on providing
 
solutions through management development. The bound­

aries between management and engineering solutions
 
needed to be carefully defined and controlled by
 
project management. Industrial engineers should be
 
used to comolement and strengthen interventions
 
which are primarily designed to improve management
 
at 	the company level. Technical assistance resources
 
should be solicited from ITAP, as well as tradi­
tional MDP sources, for this purpose.
 

2. 	Project management should monitor more closely
 

deviations from the action plans during the appli­
cation phase. Such deviations are acceptable in
 
certain circumstances if client needs change, but
 
they are unacceptable if initiated by client service
 
managers in an attempt to redirect the intervention
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towards an "output," which can be implemented more
 
easily than the tasks outlined in the action plan.
 

3. 	The application phase should be continued in those
 
companies with which MDP is currently working,
 
because the level of client satisfaction is high and
 
there is considerable scope for achieving additional
 
measurable benefits.
 

4. 	Management should establish coherent guidelines for
 
formulating action plans, which clearly specify and
 
differentiate "outputs" or "tasks," from verifiable
 
objectives, which represent goal achievement at a
 
higher level. These objectives should also have a
 
strong cause-effect relationship with the planned
 
outputs. They should also incorporate a quanti­
tative measure, e.g., a 25% reduction in machine
 
down time, which need not have a monetary counter­
part, measured in terms of savings or profits. The
 
use of such yardsticks will enable MDP and future
 
evaluators to assess accurately the "success" of
 
client service interventions. The assessment of the
 
monetary benefits present severe difficulties for
 
evaluators, not least of which is the problem of
 
isolating the impact of the project intervention
 
from other influences. (See discussion in Chapter
 
IV.) The more divorced the "effect" is from the
 
original intervention, the more difficult it is to
 
assign outcomes to the project. For this reason,
 
MDP should set objectives for itself which have an
 
intuitively strong and close relationship to the
 
assistance provided during the application phase.
 

5. 	Project management should pursue a more intensive
 
approach to the application phase in an endeavor to
 
complete it more rapidly and, thereby, avoid a loss
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of momentum and interest on the part of the client.
 

A necessary condition for achieving this goal is for
 

MDP management to assess its current manpower
 

capacity and plan its future manpower needs for
 

completing the application phase in individual
 

clients on this basis.
 

6. 	MDP client interventions should be more selective in
 

the future. Selectivity is likely to lead to a bias
 

towards the private sector, although this should not
 

be to the exclusion of the public sector. MDP can
 

help public companies, provided that interventions
 

are not strictly directed towards traditional,
 

commercial, or performance criteria but are geared
 

towards the more intangible political and economic
 

concerns of the chairmen, e.g., the concern to
 

ensure continuity of production rather than improve
 

profitability. Such objectives can still be met
 

through productivity improvements.
 

7. 	Involvement of MDP with client companies should be
 

considered beyond the completion of the application
 

phase on a strictly short-term basis to reinforce
 

the problem-solving capacity of company management
 

through "refresher" training.
 

2. 	Task Force Visits to the United States
 

According to the project design, the purpose of the task
 
force is to learn from observation/discussion how U.S. managers
 

cope with a particular problem and to communicate this to Egyp­

tian colleagues.
 

In order to accomplish the stated purpose, task force members
 
were to be selected by MDP staff based upon overall performance
 

in the training/application phase. Criteria for selection was to
 
be a joint effort by MDP and Adcom with objectives of motivating
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performance during training and application, and providing useful
 
results for Egyptian industry. Those selected would focus on an
 
issue (i.e., inventory control), on an industry-specific basis.
 
Upon returning from the U.S., knowledge acquired was to be shared
 
with industry representatives and business schools.
 

Our findings suggest that task force members were typically
 
chosen from the action group with the CSM taking part in the
 
decision process. Adcom played no role in determining selection
 
criteria. Rather, MDP selected task force members based upon
 
opportunity for promotion, the level of participation in the
 
training and/or application period, and their ability under­to 

stand English. Although judgmental, for the most part, action
 
group members felt that the selection process was equitable.
 
Exceptions to this occurred 
when the Chairman intervened, a
 
factor outside the control of the contractors.
 

Task force members did learn from observation, particularly
 
in the case of factory visits. For example, managers were able
 
to see the efficiency of U.S. factories. They gained an aware­
ness of how they could affect changes in productivity. They also
 
saw that communication and sharing of information helps a company
 
operate more efficiently.
 

To a lessor extent, managers gained a broad awareness of
 
automated productivity systems from an organizational perspective
 
by visiting the Westinghouse productivity center. The deficiency
 
in this part of the visit was that managers were not learning how
 
they could affect change, given the Egyptian company's level of
 
automation. More often than not, the manager returned from the
 
U.S. concluding that if he had more technology, the company would
 
become more productive as opposed to the belief that the managers
 
could improve performance within technological constraints.
 

Although clients were basically satisfied with the task force
 
visits, our analysis suggests that there were some problems in
 
implementation because clients did not sign up with MDP as
 
originally envisioned, and because MDP lacked the organizational
 
control to institute a number of important task force require­

65
 



ments. For example, the visits tended to have a general versus
 
problem-specific focus. According to task force members, company
 
visits were basically tours. They did not focus upon problems
 
identified in the productivity improvement (PI) cycle.
 

Further, some animosities were created among action group
 
members not selected to go to the U.S. This was due to the fact
 
that visits took place at the end of Phase II of the cycle,
 
leaving those not selected to carry out the Phase III implementa­

tion.
 

In addition, members returning from the U.S. did not dis­
seminate knowledge to business schools, to industry representa­
tives, or to their colleagues except on an ad hoc basis. However,
 
the contractor did organize the Productivity Management Forum 
which does provide for interchange of ideas among task force 

participants. 

Further, the contractors did organize visits on an industry­
specific basis. However, because clients of different industries
 
began the cycle at different times, their respective stages in
 

the PI cycle did not coincide.
 

Recommendations: Task Force Visits to the U.S.
 

Task force visits are a vital component in the management
 
development p-ocess according to the clients, the implementors
 
and our analysis. They serve as both an incentive and reward to
 
participating in the MDP program. Accordingly, with select
 
changes on implementation and based upon what has been learned to
 
date, task force visits can become more effective. The following
 
implementation changes should help in this process:
 

o Organize task force visits around management pro­
blems identified, not industry sectors. There are
 
advantages to this strategy. It will demonstrate to
 
managers that other industries face similar pro­
blems. It should add depth to a manager's problem­
solving learning experience if he can translate what
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he sees in a different industry to problems faced in
 
his own, thus maximizing broad management learning
 

skills;
 

o 	 Plan task force visits at the end of phase III.
 

This should decrease the difficulties created by
 
different client completion dates. Moreover, action
 
group members should have an incentive to complete
 
Phase III with enthusiasm; and
 

o 	 In addition to the informal application of learning
 
skills to the training, members should share their
 
knowledge by means of reports and presentations to
 
the business community, universities, and indus­
tries. This will not only hold task force members
 
accountable for knowledge acquired in visits to the
 
U.S., but it will create a written and verbal base
 

of knowledge.
 

3. 	Promotion
 

According to project design, marketing was to achieve the
 
following activities:
 

o 	 promote the concept in order to generate business
 
and to develop demand for MDP-type services in the
 
long run; and
 

o 	 incorporate marketing as an integral part of the
 

project.
 

The contractors have met some of these goals but not in any
 
organized fashion. Demand for service is just now emerging as a
 
result of what appears to be successful interventions and the
 
consequent word-of-mouth advertisements. The contractor has
 
designated one individual with marketing responsibilities. This
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individual has gathered data and acted as a marketing coordi­
nator. His responsibilities, include serving a client base,
 
which may detract from marketing activities.
 

4DP 	did initiate broad-based marketing efforts to the public
 
and private sectors in Cairo and its environs, beginning in
 
August 1982. Three basic methods were used:
 

o 	 impersonal contacts (mailings, phone calls);
 

o 	 limited newspaper advertisements; and
 

o 	 assistance by the Advisory Committee and AID.
 

These efforts were followed by five conferences throughout
 
Phase I of the contract:
 

o 	 a general conference in December 1982;
 

0 	 two industry-specific conferences midway through the
 
cycle (food processing and textiles);
 

0 	 two more general conferences before the Alexandria 
business community during the latter part of the 
Phase I cycle; and 

o 	 personal contacts, focused upon industry-specific
 

sectors.
 

Clients have resulted from personal contacts and conferences,
 
particularly from the first conference in December 1982. 
 During
 
this conference, all MDP staff gave presentations on the Egyptian
 
economy, on the solution-oriented approach and objective ration­
ale of MDP, or by demonstrating the need for productivity in
 
order to improve businesses in Egypt.
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They did not, however, analyze marketing data or have a
 
formal marketing plan/strategy that would measure marketing
 
effectiveness or guide the CSMs in targeted marketing efforts.
 
Therefore, in order to determine the effectiveness of marketing
 
efforts and to provide recommendations for marketing improve­
ments, we have analyzed the data provided by the contractor on
 
three levels:
 

o industry specific
 

o geographic
 

o methods of marketing
 

Overall Marketing Analysis
 

Number of Companies Number of Contracts
 
Contacted Generated
 

Sector Private Public Total Private Public
 
No. X No. %
 

Food Processing 40 57 97 2 5% 71 2%
 
Textiles 18 33 51 2 11% 5 15%
 
Metals 14 20 34 1 7% 4 20%
 
Other 107 60 167 4 4% 3 5%
 

Tot-&l 179 170 349 9 5% 19 11%
 

Alexandria Market Analysis
 

Number of Companies Number of Contracts
 
Contacted Generated
 

Sector Private Public Total Private Public
 
No. % No. I
 

Food Processing 7 15 22 0 1 7%
 
Textiles 6 7 13 1 17% 0
 
Metals 2 3 5 0 0
 
Other 4 12 16 0 2 17%
 

Total 19 37 56 1 5% 3 8%
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Analysis of Marketing Methods
 

Number of Companies Number of Contracts
 
Contacted Generated
 

Sector Private Public Private Public
 
No. % No. %
 

A. Single contact 
1. Letter or 

phone only 
(impersonal) 

2. Conference 
81 43 0 0 

only 
general 46 77 0 0 

B. Two or more contacts 
1. Conference + 

presentation/ 
tour 

2. Conference + 
letter/phone 

3. Presentation/ 
tour + letter/ 
phone 

14 

2 

1 

19 

5 

2 

3 

0 

1 

21% 

100% 

8 42% 

0 

2 100% 

This analysis coupled with company and CSM feedback results 

in the following findings. 

In general, more public sector business has been generated
 

than private. This can be attributed to the degree of high-level
 

support given by the Ministries and Adcom, particularly in the
 

beginning of the MDP project wherein 7 of the 28 clients re­

sulted. By the same token, Ministry-level support is not suf­

ficient alone. MDP needs the commitment of the Chairman to ulti­

mately achieve a successful intervention.
 

Without further information, it is difficult to make any
 

significant conclusions regarding the benfits to concentrating on
 

one industry to the exclusion of others. The contractor ca.
 

analyze why certain industries represent a larger percentage of
 

the client base (i.e., was it due tc an enthusiastic ministry, to
 

topics covered during conferences, or the fee structure agreed
 

upon). They can also analyze which management or industry
 

characteristics indicate that a company might represent a stronc
 

or weak candidate.
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An effective way of achieving private sector business has
 
been through personal contacts. Moreover, in the longer term, a
 
private sector focus may achieve better results in terms of cost
 
effectiveness to the contractor and in terms of creating demand
 
for MDP services. For example, our findings suggest that the
 
private sector progresses quickly through the P.T. cycle, supply­
ing data as needed. The private sector is more motivated to
 
improve management development and company performance. It under­
stands the contribution that consultants can make in aie problem­
solving process as opposed to the skepticism of the public
 
sector. Finally, the private sector understands value for
 
services; accordingly, fee amounts and collection represent no
 

problem.
 

These chiracteristics suggest, on the one hand, that private
 
sector companies represent an easie. target market, yet there are
 
also r-putable public sector :omaanies that share the character­
istics of highly motivated chairmen and/or are somewhat inde­
pendent of ministries. Accordingly, public sector companies
 
should not be ignored, particularly since they represent a major­
ity of Egypt's GNP. This issue was raised in the project paper
 
and we emr asize the need for USAID, the Advisory Committee and
 
Westinghouse to more carefully select candidate companies.
 

Conferences remain an effective marketing tool, particularly
 
if they are problem focused, are sponsored by Ministries in the
 
case of the public sector and business associations in the
 
private sector, and are supplemented by consistent market follow­
up. Conversely, single contacts have no value as measured by the
 
percentage of business generated. In fact, it is a drain on 
staff time and overhead cost. 

Although it is perhaps premature to draw concl':sion it 
appears Alexandria businessmen are more receptive to the MDP
 
concept. And this may prove to be a better market for future
 

programs.
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a. Recommendations
 

The contractor should analyze in detail existing data and
 

should develop a marketing plan and strategy based upon the
 

following determinants:
 

" 	 the goals and objectives of the MDP concept and open
 

door policy (i.e., revitalization of the private
 

sector, employment aeneration, generation of foreign
 

!xchange, encouragement of putlic sector efficiency);
 

o 	extensive market research for the public and private
 

sectors on a geographic basis;
 

o 	 the lessons learned from marketing efforts to date;
 

and
 

o 	marketing techniques that work best in the Egyptian
 

environment.
 

The following suggestions can serve as guidance in this
 

planning process:
 

o 	Target public and or private sector companies not
 

dependent totally on imports and/or who are capable
 

of generating net foreign exchange. This would, by
 
definition, exclude several of MDP's present clients
 

but would result in more beneficial interventions;
 

o 	We would suggest that a greater emphasis be placed on
 

private sector companies. However, if MDP continues
 

to target public sector companies, it should ccncen­

trate on ,ublic sector chairmen who have more lati­

tude in decision making or who are more integrated
 

into the international economy. Exar-pl E include
 

chairmen who are answerable to internat i com­

modity market forces, thus necessitatino quick
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decisions (and decreasing the likelihood of awaiting
 

for ministry decisions) or those companies operating
 

in sectors which represent Egypt's that have a
 

comparative advantage;
 

o 	Invite satisfied MDP clients to speak at conferences
 

(i.e., The President's Forum). This is particularly
 

effective in the Egyptian economy. It is a means of
 
reputation building, of nurturing trust, and of
 

allowing participants to gain confidence in a deci­

sion to work with MDP by seeing others who have taken
 

advantage of the MDP opportunity. Further, extend
 

the President's Forum to include nonclients and put
 
more substance in it (i.g. developing position
 

paper.,);
 

o 	Continue to market MDP as a solution-oriented program
 

to differentiate from theoretical consulting
 

services;
 

o 	MDP should not, in the future, be marKeted as an AID­

financed project, but rather as an Egyptian manage­

ment project using American technical assistance;
 

o 	Use the rotation of public sector chairmen to the
 

advantage of MDP. For example, make an assessment of
 

progressive chairmen and dovetail their company
 

moves; and
 

o 	Create an executive marketing committee at senior
 

levels whose composition first centers around the
 

strategic functions of Egypt in an economic sense and
 

uses this goal to muster political an1 business
 

support.
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4. Develooment of Training Materials 

The intention in the original project paper was to base the 

development of training materials for client firms on existing 

Egyptian and foreign training material. Westinghouse proposed to
 

use Team Misr as the main source of Egyptian training material as
 

a source of foreign training material. However, it was discovered
 

at the start of the project that there was little appropriate
 

Egyptian training material available, although a few of Team
 

Misr's training packages were suitable for adaptation. In addi­

tion, AMA wished to sell material to Westinghouse directly off
 

the shelf, which was perceived to be inappropriate for the
 

Egyptian environment. As a result of the relative absence of
 

relevant training material, curriculum development proceeded
 

virtually from scratch.
 

All MDP senior professional staff helped to develop training
 

modules which were tested both on MDP staff and client companies.
 

Overall responsibility for the development of training materials,
 

however, rests with the project director and one Egyptian senior
 

staff member. This process of generating entirely new training
 

materials had a negative effect on the delivery of services to
 

client firms for two reasons. Firstly, considerable staff time
 

was devoted to this activity to the neglect of other project
 

activities, and secondly, training materials were developed
 

during client interventions and were tested on company personnel.
 

At the beginning, training modules were developed without
 

knowledge of the specific problems likely to be experienced by
 

client companies. However, as client diagnoses commenced, train­

ing material was developed in response to client needs. The net
 

result of this evolution of training materials is that there is
 

now a mixture of highly relevant and marginally relevant material
 

available, the latter of which is not currently being used.
 

Training materials are generally available in Arabic and
 
English and include questionnaires and exercises, case studies,
 

and audio visual materials, as well as '. tegrative and tech­

nical training modules.
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The concern with the development of training materials has
 
taken considerable time and effort. The material has been subject
 
to continuous pretesting and revision to ensure 
that it is appro­

priate to the needs of the project.
 

The project management is of the opinion that MDP has a broad
 
range of training materials of an acceptable quality which could
 
be used in other teaching programs in Egypt. Until the beginning
 
of 1985, no formal institutional links had been established to
 
disseminate MDP's training material, although three 
MDP staff
 
members have used material in their university teaching. Now the
 
project is beginning to offer training materials to Egyptian
 
universities by means of a general letter. We understand that
 
AUC would be interested in using much of this material in manage­
ment training after adaptation to AUC's preferred formats. How­
ever, it is not perceived to be appropriate as material to be
 
used by undergraduate students but could be used in their 
execu­

tive programs.
 

We have not been able, within the timeframe of this evalua­
tion, to assess the adequacy of all the training material which
 
has been developed by MDP. However, a review of a sample of the
 
written training modules indicates that there is scope for
 

improvement for the following reasons:
 

a) 	Much of the training material is complex in content
 
and approximates too closely a textbook structure
 

and is, therefore, not suitable for "trainees" who
 

have had little prior exposure to the subject
 
matter. Nevertheless, we understand that all train­

ing material used is distributed to action group
 

members in client companies; and
 

b) 	In general, the material is oversophisticated for
 
the Egyptian industrial environment and may rein­
force "fatalist" attitudes am.ng Egyptian managers.
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In conclusion, the development of suitable training materials
 

has been retarded by the insufficiency of Egyptian material and
 

the inappropriateness of AMA's material. The resulting process
 

of curriculum development from scratch has been further inhibited
 

by the absence of relevant information to guide course content
 

from the baseline survey which was not carried out. These diffi­

culties have necessarily delayed the finalization of a wide range
 

of suitable training material, which in turn has prevented its
 

widespread dissemination to other training institutions in Egypt
 

until quite recently. The attainment of this dissemination stage
 

after a relatively short period of curriculum development is,
 

however, a considerable achievement. Nevertheless, we would
 

advise that the use of the training modules outside the project
 

should, in general, be limited initially to teachers rather than
 

students.
 

DeveloDment of Training Materials Recomendations
 

1. High priority should be given to the development of
 

suitable materials for "trainees" both during training and for
 

future reference.
 

2. Training materials should be tested in a series of
 

management workshops for client and nonclient companies using
 

professional methods of curriculum testing.
 

3. 	A Ehort-term curriculum development specialist should be
 

recruited with the purpose of gearing material more closely
 

towards the approach to and content of training envisaged in the
 

project besign. Specifically, the terms of reference shoulJ be:
 

a) 	review tne relevance and content of all existing
 

material;
 

b) 	establish a plan for curriculum revision;
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c) 	 train MDP staff in curriculum planning and develop­

ment; and 

d) 	initiate the plan for curriculum revision.
 

4. A dialogue with AUC and other management training insti­

tutions on curriculum development should be set up.
 

5. 	Staff Development
 

Staff development at MDP has taken in a number of different
 

forms, namely:
 

o 	 orientation of senior professional staff in the U.S.
 

towards the MDP project;
 

o 	 Specialized training in U.S.
 

0 	 participation of senior professional staff and research 

assistant in task force visits to the U.S.; 

o 	 in-house seminars where U.S. and Egyptian staff have made
 

presentations in their fields of expertise to other
 

professional staff;
 

o 	 training seminars given by Egyptian external resources;
 

o 	 company progress reports given by client service managers
 
at the weekly staff meetings; and
 

o 	 the occasional rotation of company consulting teams.
 

It is clear, therefore, that there is a recognition of the
 
importance of staff development within MDP. However, staff devel­

opment has proceeded in an ad hoc fashion and, for professional
 

staff, has focused upon the requirements of the project. At the
 
present time, there is no evidence of any long-term planning
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geared towards the individual needs of senior professional staff,
 

although there are short-term plans for improving the skills of
 

MDP research assistants. The relative lack of formal planning
 

may be partly due to the uncertainty regarding the future of MDP
 

in Egypt and partly to the feeling among management that sub­

stantial staff development has already been accomplished.
 

The current perception of staff development activities among
 

Egyptian senior staff whom we have interviewed is that it is not
 

entirely adequate as consultants are largely expected to acquire
 

knowledge on the job, while the research assistants are given
 

more formal guidance in specialized skills. Moreover it was felt
 

that there has been no formal team building process at MDP.
 

Our assessment is that staff development to date has concen­

trated too much on junior staff, whose length of tenure is more
 

uncertain and has not been tailored sufficiently to the indivi­

dual needs of consultants, particularly those of senior staff.
 

Finally, in our view, the development of staff competence through
 

informal sharing of client experiences and difficulties on a
 

continuous basis has been inadequately explored. The company
 

presentations at the weekly staff meetings represent a useful but
 

formal approach to this information exchange.
 

Staff DeveloDment and Recommendations
 

1. A six-month staff development plan should be prepared,
 

which takes account of recommendations 2-7.
 

2. More emphasis should be placed on Egyptian consultants
 

rather than research assistants, although consideration should be
 

given to sending junior professional staff on an intensive
 

productivity and management-focused training visit to the U.S.
 

3. Staff development should be geared towards individual
 

needs, in specialist areas of business/financial management.
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4. More external resources for staff training sessions
 

should be used which many also have the effect of reducing the
 

dependence upon these resources in client company interventions.
 

5. In the long term, CSMs should be given experience in a 

wide range of industries as services to client firms are ex­

tended. 

6. More attention should be paid to improving "data collec­

tion" skills among some staff using a variety of different
 

methods: use of existing company reports, interviews, observa­

tion, and special data collection.
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IV. ISSUES
 

This chapter addresses several issues which Coopers & Lybrand
 

believes to be important to understanding the MDP project and in
 

improving its performance in the future. These issues are:
 

evaluation of quantified benefits derived from MDP interventions;
 

fee policy analysis; validity of MDP project assumptions; and
 

baseline survey.
 

A. 	EVALUATION OF QUANTIFIED BENEFITS DERIVED FROM MDP INTERVEN-


TIONS
 

1. 	Summary
 

ir; reviewing the benefits quantified for the MDP Project
 

interventions, the following factors were considered:
 

o 	 the reasonableness of the estimating methodology em­

ployed;
 

o 	 the likelihood that a causal relationship exists betw-,n
 

the specific intervention and the measured benefit;
 

0 	 the degree of actual or potential implementation of the 

actions necessary to produce the projected/estimated 

benefit; and 

o 	 lack of sufficient tracking or verification by MDP of
 

actual goal or benefit achievement.
 

Based on a review of these factors, Coopers t Lybrand has 

concluded that the quantified benefits cannot and should not be 

used as a criteria for an overall evaluation of the MDP Project 

results, since there is limited correspondence between the 

benefits as quantified by MDP and the achieved and potenti.'l 

overall benefits of the Project. Therefore, we have conclu6ed 

80
 



that it is impossible to estimate a meaningful overall rate of
 

return on the MDP project investment to date.
 

2. 	Causal Relationship between MDP Intervention and Monetized
 

Benefit
 

The requirement that MDP monetize benefits has frequently led
 

to the selection of a measure that is an inappropriate reflection
 

of the planned or actual improvements undertaken at the company.
 

For example, in several cases, MDP interventions have focused on
 

increasing output capacity through reductions in machine down
 

time or by improving production line processes. The benefits
 

from these action plans have typically been quantified as proj­

ected increases in company sales. However, although increased
 

production capacity may be a necessary condition for increased
 

company sales, it is not a sufficient condition. Numerous other
 

factors affect a company's sales, including availability of raw
 

materials marketing strategy and capabilities consumer prefer­

ences and local/national market demand, and, particularly for
 

export-oriented firms, world economic conditions.
 

In other cases, the benefit monetized by MDP is only an
 

indirect or ancillary effect of the principal objective of the
 

implementation phase intervention and cannot capture the full
 

effect. For example, the Phase III objectives set for the company
 

were the implementation of a market and product diversification
 

plan and the design and installation of a microcomputer-based
 

management information system (MIS). This firm, according to
 

MDP, faces current and anticipated stagnant market demand condi­

tions for its principal product and underutilization of produc­

tive capacity within its industry. An implementable product and
 

market diversification plan may be a key variable in determining
 

the future health of the company, although the benefit is defini­

tely not quantifiable.
 

The second part of the MDP intervention, the design and 

implementation of a microcomputer-based MIS, could &s: have 
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significant future benefits for the company, including better
 

cash management through tracking of accounts receivable and pay­
ables, improved raw materials and finished goods inventory
 

records, enhanced cost and sales analysis ability, etc. The
 
total potential benefit of this system to the company cannot be
 

measured and will be dependent not only on the quality of the
 
system as designed, but also on the skills and awareness of the
 

company's managerial personnel. However, in collecting the data
 
necessary for the MIS, the MDP CSM noted a possible opportunity
 

for improving the cash flow to the company. This was the only
 

potential benefit that was monetized.
 

3. The Reasonableness of the Estimating Methodology Employed The
 

methodology utilized by MDP in estimating the benefits derived
 

from the various interventions is typically "back of the en­

velope" calculations. In some case, these methods are adequate,
 

but in others there are serious deficiencies.
 

In one case, MDP had estimated the potential benefit from
 

installing a preventive maintenance system at the company. MDP
 

projected that, if implemented, the maintenance system would
 

double the life of the existing equipment. The benefit was
 

calculated as the difference in annual depreciation, a!,suming
 
that the maintenance management system would double the expected
 
useful life of the equipment. Questions of the probability of
 

doubling the useful life of the equipment aside, this estimating 
methodology is conceptually unsound for both accounting and 

economic considerations. 

From an accounting viewpoint, an extension of the expected
 

life of a plant would typically not trigger a change in the
 

depreciation method. Rather, the company would have the benefit,
 
should the useful life of the machine extend beyond the point at
 
which it is fully depreciated, reflected in its income, since
 

depreciation expense would no longer be charged against current
 
revenue. From an economic and management decision-making view­

point, the potential benefit from installing a maintcrance
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management system should be calculated as the difference, in
 

present value terms, between the cost of replacing the equipment
 

at the end of its expected life without the preventative mainten­

ance system and the sum of the cost of maintaining the machine
 

and the cost of replacing the machine at the end of its extended
 

useful life.
 

Since the data necessary to calculate the benefit in this
 
manner is not available to Coopers & Lybrand, it was not possible
 

to compare the results of this methodology with the results of
 

the MDP approach. It is important to note, however, that there
 

is no reason to expect that the estimates derived from the two
 

methods would be consistent.
 

Another example of improperly applied estimation methodology
 

by MDP is the calculation of benefits from improved collection
 

procedures. MDP has projected a potential benefit to a company
 

from a program of intensive collection efforts as the monetary
 

value of payments collected on outstanding accounts in this case.
 

MDP has confused the goal set for the effort, i.e., the collec­

tion of a certain percentage of accounts receivable with the
 

actual benefit. The latter is a strengthened cash position and
 

the savings in carrying costs associated with the liquidated
 

accounts receivable.
 

In still another case, MDP attempted to monetize the benefit
 

from installing a spare-parts system and a production plan at a
 

company's new plant which is still in its trial-run period.
 

Since the plant's technology was new to the company, its manage­

ment had requested the equipment manufacturer to supply it with
 

10% of the equipment's total value in spare parts, or LE2.5
 

million. Despite the lack of a record of spare-parts usage given
 

the lack of an operating history at the plant and, therefore, no
 

inrdication of the adequacy or inadequacy of the current spare­

parts inventory, MDP calculated the monetary benefit as an 

arbitrary 10% of the plant's spare-parts inventory. 

In estimating the monetary benefit from the development of a
 
production plan for the plant, MDP needed to use arbitrary
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assumptions. As noted earlier, the plant is still in its trial­

run phase and is currently operating at 30-40% of capacity,
 

although, originally, the trial-run period was scheduled to end
 

in June 1984. In recognition of their problems in bringing the
 

plant to mature operating capacity, the company has contracted
 

with an outside firm to train the plant's personnel in the
 

relevant technology. This training will take place during the
 

first six months of 1985. In estimating the benefit to be derived
 

from the MDP-designed production plan, MDP staff assumed that the
 

plant would operate at 70% of capacity, in the absence of the
 

production plan, once the workers at the plant were trained in
 

the application of the technology. MDP then proceeded to estimate
 

that the MDP production plan would increase production output by
 

an additional 5-10%.
 

The problem here is twofold. The estimate of the monetary
 

benefit is based on conjecture at this point. Furthermore, the
 

benefit given the fact that both the training of the workers in
 

the technology of the plant and the introduction of the produc­

tion plan are occurring simultaneously, and it will be impossible
 

to separate the individual effects.
 

Thus, while it is reasonable to presume that the company will
 

derive considerable benefit from a spare-parts tracking system
 

and a production plan, attempts to quantify the benefit provide
 

limited usable information.
 

4. 	The Degree of Actual or Potential Imolementation
 

The question of the degree of actual or potential implementa­

tion presents another significant problem for using the benefits
 

estimated by MDP for evaluation or benefit/cost analysis pur­

poses. In general, these problems include:
 

0 	 no indication of timing or cash flow implications; 

c 	 calculation of the ovitrall benefit for achieving a goal 

without indication of the benefit derived from the 

individual subgoals; Z7d 
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o 	 calculation of long-term goal without indication of
 

intervening short-term goals.
 

5. 	Tracking or Verification of Goal or Benefit Achievement
 

MDP has not been able to verify or track many of the actual
 
results of its interventions for a number of reasons including:
 

o 	 cessation of activities at the company before full
 
implementation was achieved or because company chairman
 

decided to implement plan on own; and
 

o 	 unwillingness of company personnel to provide follow up
 

data.
 

Probably the most important and problematic reason is that it
 

is still too early in the implementation stage for a number of
 
its interventions to expect that quantified monetized and targets
 

have been achieved.
 

6. 	Conclusions and Recommendations
 

The pressure on MDP to monetize benefits has created a
 

significant amount of misunderstanding. In an effort to satisfy
 
this requirement, monetary estimates have been calculated that
 
cannot be considered reflective, in any sense, of the achieve­

ments or disappointments of the project to date. Furthermore,
 
the absence of a cost accounting system renders it impossible for
 

MDP to evaluate the level of cost being incurred by client or
 

function and to reallocate resources as necessary to meet project
 

objectives.
 

Therefore, we recommend that a tracking mechanism suitable to
 
both overall project objectives and individual client interven­

tions be developed that takes into account the need to be:
 

85
 



o 	 Reflective of the type of benefit(s) that can be causally
 

linked to the type of intervention(s) taken at the client
 

company;
 

o 	 Calculated using methodologies that are based on sound
 

accounting, economic, and managerial principles, where
 
monetary or other quantifiable benefits may be correctly
 

attributed to the intervention; and
 

o 	 Verifiable in either a qualitative or quantitative sense.
 
MDP should also move to put a sound cost accounting
 

system in place as soon as practical.
 

B. 	FEE POLICY ANALYSIS
 

MDP has s,t upper and lower fees limited for the entire PI
 
cycle for client companies. In practice, it has only been pos­

sible to charge fees within these limited to the public sector;
 
private sector companies, which tend to be smaller in terms of
 

revenue generation, assets, and employment have been reluctant to
 

pay fees within the range established. MDP has been flexible in
 
signing contracts with private firms to perform work for less
 
than the lower fee limit, and we believe that this is an accept­

able practice given the constraints under which MDP has operated.
 
IESC has a similar practice.
 

However, the fees charged within this established range bear
 

no relation to MDP costs and, in general, are heavily subsidized.
 
Fees have been subsidized initially because MDP is an AID­

financed project. Currently, project management is developing a
 

fee policy and pricing structure which will related fees charged
 

more closely to the costs incurred in performing specific
 
interventions. This would permit management more discretion to
 

charge higher fees, which, in turn, would increase the proba­

bility of MDP surviving as a viable commercial consulting opera­

tion.
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There are two constraints to removing the subsidy element in
 

fees:
 

(i) MDP has high visibility as a foreign aid project, which
 

makes companies reluctant to pay fees; and
 

(ii) Company chairmen in the private sector are frequently
 
"risk averse" because the fees charged are tangible,
 

whereas the potential benefits, however large, are uncer­

tain.
 

These attitudes will inhibit the growth of demand for manage­

ment ccnsulting services as a commercial operation. They can,
 

however, be broken down through a marketing strategy which:
 

(i) 	can demonstrate high success rates using client case
 

studies; and
 

(ii) 	sells MDP as an Egyptian project supported by American
 

technical assistance personnel.
 

Recommendations
 

1. MDP should be allowed more discretion in charging fees,
 

but these should be related more closely to cost. Cost should
 

segment out "developmental" costs such as task force visits,
 

promotion, training materials and staff development. There should
 

be a time frame established over which the element of subsidy is
 

gradually eliminated and this should be closely geared to market­

ing success.
 

2. With more latitude to charge higher fees, MDP should not
 

lose sight of the fact that it is a training as well as a con­

sulting operation. It should, therefore, take care not to
 

implement too much additional work, simply because higher fees
 

can be charged, when it may be more appropriate to encourage
 

trained managers to solve these additional problems themselves.
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C. 	VALIDITY OF MDP PROJECT ASSUMPTIONS
 

An important aspect of the evaluation of MDP centers upon the
 

appropriateness of the assumptions around which the project was
 

designed. The validity of these assumptions was reviewed at all
 
four project levels (Goal, Purpose, Output, Input) to assess
 

their impact on design and implementation. In general, we found
 

that the assumptions upon which the design was based were valid.
 
However, some significant assumptions limited project effective­

ness: i.e., the Advisory Committee did not fulfill its functions
 

as intended; the design assumed less turnover in top management,
 

which proved invalid; and the necessary support of GOE and the
 

business community either did not exist or was not effectively
 

nurtured. Our discuission of these assumptions follows.
 

1. 	Goal
 

Increased industrial organization effectiveness particularly
 

in the form of increased productivity.
 

The relationship between this project and others in the USAID
 

portfolio is comolementary, not competitive, both in prin­

ciple and in practice.
 

o 	 Based on the design of MDP in relation to other USAID
 

projects, this assumption holds true. However, in prac­

tice, the approach used by contractors (MDP and ITAP
 

mainly and, to an extent, IESC) has evolved to a point
 

where in some cases services offered to clients are
 

duplicative and competitive in nature. The main reasons
 

for this situation are the absence of a strategic
 

rationale of project activities and the absence of a
 

coordinating element which should have been introduced at
 

the beginning of these projects. In addition, the
 

excessive focus on numerical targets to measure success
 
may have also fostered a competitive climate.
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Liberalization policy continues.
 

o 	 The open-door policy has continued even in the face of
 

change in government administration.
 

Investment in these sectors continues.
 

o 	 Investments in the industrial sector have continued.
 

2. 	Purpose
 

a. Improve management in selected public and private sector
 
business organizations.
 

b. Increased supply of, and demand for, effective management
 
development sources.
 

Performance improvement is possible through changes within
 

control of management.
 

o 	 Even in the presence of constraining external variables,
 
the project has demonstrated that performance improvement
 
through changes within control of management is possible
 

when management chooses to do so.
 

Significant results are obtained from the training/organiza­

tion development intervention.
 

o 	 This held true but the value of the results should also
 
be judged by the nature of the intervention. For example,
 
improvements which arose from the solution of a parti­
cular problem through direct intervention by the contrac­
tors, yet left no capacity to problem solve in the future
 
do not meet the expectations of the MDP project. It
 
would appear that the project should develop approaches
 

to encourage the longevity of the action groups.
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Managers participating apply what they learn.
 

o 	 Assumption was valid particularly with companies who
 

reached Phase III. In other companies, managers applied
 

learning from action planning workshop.
 

Top 	management wants performance to be improved.
 

o 	 This proved to be one of the most important assumptions
 
for project success. The identification and successful
 

contact with chairmen with this characteristic is es­

sential for the success of MDP in the future.
 

There is relative stability in management of involved firms.
 

o 	 In general, there has been stability, at least during the
 

time of PI cycle intervention. Where there were changes
 
in management during the PI cycle, this negatively
 

affected the project. Rotation of chairmen could, how­

ever, be viewe, as a positive element if MDP could follow
 

these chairmen to new companies.
 

Existing communication channels/media are appropriate.
 

0 	 Generally, this is true, but personal contact must be 
encouraged (e.g., small lunches, social events). 

Egyptian project staff and/or other qualified specialists
 

will respond to demand for these services by providing them
 
after the project period, doing so as individuals or thro,gh
 

new or existing organizations.
 

0 It is too early to determine this, but it appears that 

there will be qualified specialists available as the 
result of the project. 

90
 



3. 	Outputs
 

Egyptians are accepted by local management as trainers/con­

sultants.
 

o 	 Yes, but foreign experts are helpful for image of project
 

as source of foreign technology/information.
 

Industrial organizations are willing to cooperate in develo­
ment of training materials.
 

o 	 This appears to be valid for case studies.
 

U.S. and Egyptian contractors have case and simulation devel­

opment capability or can obtain it.
 

o 	 Apparently, they have not exercised their capability to
 
develop or acquire simulations.
 

Egyptian and U. S. project staff turnover is relatively low.
 

o 	 U.S. project staff turnover was considerable at the
 

beginning of the project. The Egyptian staff had high
 
turnover rates throughout the first two years of the
 

project.
 

There is U.S. management technology that is appropriate and
 

can be adapted and transferred to Egyptian applications
 
effectively.
 

o 	 Yes, but it appears that more could be done in this area.
 

Managers selected will be "key" manaqers chosen for ability
 
to learn and to influence comoainv performance.
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o 	 Usually, yes.
 

U.S. staff is able and willing to adapt U.S. management tech­

nology.
 

o 	 Yes.
 

4. 	 Inputs 

GOE and business community representatives (JBC, ministries,
 
GOFI, Investment Authority, and others) support the project.
 

o 	 Not everybody supported the project. Many did not 'nder­
stand the project, while others saw it as competing with
 
their own functions and areas of influence. MDP was not
 

successful in rallying these representatives behind the
 
same objective. Some freedom to deal directly with key
 
Egyptians in government should be granted to the Con­

tractor.
 

There are public and private sector firms willing to partici­

pate in the project.
 

0 	 There were companies willing to participate, but the 
AdCom did not generate a critical mass of companies to 
ensure a sufficient number of early participation. In 
addition, early market efforts by the contractor may have 
been inhibited by staff turnover and other internal 
issues. 

Information for diagnostic studies exists and will be made
 

available.
 

o 	 Information did not exist in some cases while in others
 
it was inadequate. However, in companies where top
 

management supports MDP, information was less of a
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problem. In other situations, MDP reconstructed data
 

using observation and other techniques.
 

Key 	managers in participating firms will make available time
 
needed for training and consultancy.
 

o 	 In the most part, this proved true, but difficulties did
 

arise as to the specific time when managers could meet,
 
which resulted in large elapsed time between sessions.
 

U.S. firms are willing to cooperate for study visits to the
 

U.S.
 

o 	 It appears that it holds true, but more are "tour"
 

oriented than "study."
 

Communication media in Egypt are willing to cooperate in
 
promotion of management training and organization develoo­

ment.
 

o 	 Willingness is a function of MDP's ability and willing­

ness to pay for the service it requests.
 

Egyptians with training/consulting skills are available and
 

willing to join the project.
 

o 	 There are Egyptians with training/consulting skills
 

available. Their willingness to join the project de­
pended on the benefit they perceived would be obtained.
 

The management training/consulting community in Egypt sup­

ports the project.
 

o 	 At the personal level, they support the project if they
 
can participate in it. At the institutional level, they
 

may regard the project as a subsidized competitor.
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Firms in Egypt will be willing to pay for such services at
 
rates that make providing them financially rewarding.
 

0 	 This depends on the firm. Some of them will be willing. 

Some others want, even if they are convinced that parti­

cipating in MDP could be beneficial. 

Appropriate training facilities can be found and made avail­

able.
 

o 	 Westinghouse reports no difficulty in obtaining training
 
facilities.
 

D. 	BASELINE SURVEY
 

(The reader is referred to Chapter III, Section A.) The
 

views of MDP staff regarding the major purpose of the baseline
 

survey differ significantly. From our interviews, we have been
 

able to ascertain three main purposes, namely:
 

a) 	to serve as an assessment of client needs;
 

b) 	to develop training materials relevant to the management
 

problems of Egyptian industry; and
 

c) 	to serve as a control population to evaluate the impact
 

of the project at some later date.
 

These purposes are not mutually exclusive. Nevertheless, the
 

difference in opinion reflects different perceptions of the true
 
value of the baseline survey. In our view, the first two purposes
 

are the most important ones because the baseline survey would
 

then be used to strengthen and support company-level interven­
tions, specifically problem diagnosis and the provision of
 

relevant training. In this respect, the results of the baseline
 

survey, which has only recently been carried out, will serve no
 

94
 



useful purpose. Certainly, the design of the survey did not have
 

these purposes in mind, and it is difficult, therefore, to see
 
how the results can provide any useful information to assist
 

curriculum redesign.
 

The third possible purpose of the survey is questionable. It
 
is in practice always difficult to ensure that a control popula­

tion resembles in all important characteristics of the project
 
participants. In our view, there is an alternative evaluation
 

design which is more appropriate for this project, namely, to
 
take two measurements before and after the intervention for each
 

participating company. However, in measuring management attitudes
 
and practices, which either may change very slowly or revert back
 

easily to traditional practices, it would be necessary to take
 
the after measurement some time beyond the completion of the
 
original project intervention.
 

In conclusion, the conduct of the baseline survey now serves
 
no useful function in relation to these three purposes and,
 

therefore, would be best discarded as a project output unless it
 
is of use as research for the academic community. Moreover, in
 
the report on the preliminary findings, it is not stated how the
 
results were intended to be used. Certainly, if the survey had
 

beeD conducted at an early stage in the project's lifetime, it
 

would have had a beneficial effect on the development of training
 

materials, and it may also have influenced the strategies for
 
conducting client company diagnoses. We also feel that the
 

decision to conduct the baseline survey at a time when its use­
fulness was perceived to be minimal has had a negative effect on
 

the quality of the survey design and the reliability of the
 

results.
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NOTES FOR OUTPUT ANALYSES
 

Chart on Page 16a
 

1) 	Numbers in this column include targets for Phase I and
 

Phase II. All other entries refer only to Phase I.
 

2) 	W/H proposal does not specify a breakdown between public
 

and private companies.
 

3) 	This refers to one target industry survey to be carried
 

out during the start-up period prior to first PI cycle.
 

However it is implicit that surveys will be carried out
 

for all target industries.
 

4) 	Proposal indicates that at least 20 articles or media
 

presentations will be carried out each year, one 1-day
 

top management seminar and semi-annual symposium presen­

tations to academic community.
 

5) 	Refers to Egyptian cases that have been tested.
 

6) 	Scope of work indicates at least 10-12 management, MDP or
 

related articles; features on other media; miniseminars
 

and guest lectures and shall systematically share and
 

test with the academic community the materials developed.
 

7) 	Pilot company.
 

8) 	Indicates number of companies that, at the time, were
 

participating in one of the PI phases, as well as those
 

who had completed their contracts.
 

9) 	One-day conference on productivity for general audience.
 

10) 	After the first year of the project, the PI cycle term is
 

used as a synonym with company intervention, therefore
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each company represents one cycle.
 

11) 	Refers to visits to U.S. by Egyptian professional members
 

of the MDP staff.
 

12) 	Workshop completed. At the time MDP had 11 other work­
shops in process.
 

13) 	Two receptions and two newspaper advertisements.
 

14) 	Five of these companies had completed their participation
 
in h.DP but none of them had gone through Phase III. In
 
addition, three other companies had not initiated Phase
 

I.
 

15) 	Of these 26 companies, 21 were public sector and five
 
were private sector companies.
 

16) 	The breakdown by sector was the following:
 

Sector 	 No. of Companies
 

Textiles 8
 
Food Processing 8
 
Metal 
 5
 
Construction 
 2
 
Tourism 
 1
 
Pilot 
 2
 

17) 	Six of these companies had completed their participation
 
in MDP. However, the information available does not
 
allow to determine if these companies completed the three
 
phases of the PI cycle or if they withdrew at the end of
 

Phase I or II.
 

18) 	Of these 27 companies, 21 were public sector and six were
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private sector companies.
 

19) 	Nine of these companies had completed their participation
 

in MDP.
 

20) 	Of these 31 companies, 22 were public sector and 9 were
 

private sector companies.
 

21) 	Quarterly newsletter. However, there are a substantial
 
number of other articles that were published separately
 

and distributed to a general audience.
 

22) 	This number represents company interventions, rather than
 
companies, to account for those companies who have
 

participated in more than one PI cycle.
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