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1.0 SYNOPSIS 

The report is intended to summarise the work conducted in the fourth and final 
phase of the project, to review the overall programme and to bring this together • with the interim reports to provide a composite picture of the work. its outcomes 

~ 
and recommendations for the future. 

1 These are the main elements: 

I 2.0 Contents 

3.0 Introduction 

- background to work conducted 
- project elements 

-- - statement of work conducted in final Phase 

4.0 Body of Report 

- objectives if final Phase 
- work conducted by Sub contractor 

"" 
, 

- results obtained 

5.0 Terminal Section 
' 

I 
- key observations 
- recommendations for future development 

·~ 
- final conclusions 

\~ 
~ I 6.0 Acknowledgements 

\ I 
Appendix I Photographs 
Appendix II A delegate list 

Materials presented in Seminars/Workshops 
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I 2.0 CONTENTS 

I 1.0 SYNOPSIS • 
~ 2.0 CONTENTS 

1 
I 3.0 INTRODUCTION 

I 
background to work conducted 
project elements 
statement of work conducted in final phase 

- I 
4.0 BODY OF REPORT 

I objectives of final phase 
work conducted by Sub Contractor 

I results obtained 
,,. .• 

\ I 5.0 TERMINAL SECTION 

I 
key observations 
recommendations for future development 

·~ 
final conclusions 

~ I 6.0 ACKNOWLEDGEMENTS 
~ .. I APPENDIX I Photographs 

I 
APPENDIX II A delegate list 
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I 3.0 INTRODUCTION 

I 3.1 Background to Work Conducted 

' I 
The prog"amme was designed and led by David Hutchins of David 

t Hutchins International with assistance from Mr Kenneth Stephens of 
UNIDO. Mr David Steel an independent Consultant in the United 

I Kingdom and Dr Ahmad Geneidy an independent Consultant from Egypt ~ 
and collaborator with Kenneth Stephens. All local administration was 
carried out by the Management Development Centre for Industry. Cairo 

I under the leadership of General Mohamed Hussein. 

The programme was designed to provide sustai:iable Total Quality 

.. I initiatives in seven selected key companies. These were selected on the 
basis of their importance to th'3 Egyptian economy as the National 
Privatisation Policy takes effect. 

I The Contract was completed in September 1992 and considered to have 

I 
been very successful. However. Total Quality is an extremely profound 
subject and very attractive benefits can be achieved in the short term. 

-~ the full power of Total Quality will not be evident until two to three years ,,. 

I 
from implementatio11 no matter how committed the organisation may be. 

\ 
During this time. there are many hazards and pitfalls. all of which are 

I 
avoidable but which can, if not dealt with by experienced personnel, 
threaten the entire programme. 

I 

·~ It must also be recognised that there is a limit to what can be achieved 
'~ I ~ in a Contract containing only 40 working days. During this period, the 

Consultant concentrated on the most important concepts to get started. 

• " I 
but there is much that must be done after the initial programme has 
become established. Therefore, the work carried out between January 
1992 and September 1992 must be regarded as introductory. The fact 

I that already some project teams are beginning to make breakthroughs, 
only goes to demonstrate the power of this method of management. 

I Prior to commencement of the programme in January 1992. it was not 
possible for the Consultant to be confident that Total Quality would 
necessarily be implementable in Egypt and accepted into the National 

I Culture. Consequently, the programme offered was something of an 
experiment and should be regarded as a pilot programme. 

' However, from the point when work commenced it very quickly became 
evident that the concept of Total Quality would be enthusiastically 

I 
received by Egyptian people, and this enthusiasm exceeded the hopes j 
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and expectations of the Consultant 

It was also impossible to predict whether the work assignments 
recommended to be carried out between each Consultant visit would, in 
fact. be done. Again, the results of these activities far exceeded the 
hopes and expectations of the Consultant 

As a result of these observations and the seriousness with which all of 
the concepts have been treated, there can be no doubt whatsoever that 
Egypt is capable of releasing the full potential afforded by Total Quality. 

3.2 Project Elements 

The project comprised the following elements: 

1. Familiarisation visit by Sub Contractors to Ghazi Mehallia Textile 
Factory* 

2. Top Management Seminar held at M.D.C.I. (Management 
Development Centre of Industry, Cairo) (2 days)* 

Phase I 

3. Quality Planning Workshop at M.D.C.I. (5 days) * 

Phase II 

4. Quality Strategy Workshop (5 days) * 

5. Visit to Kafr-t:l-Dwaar Rayon Factory of MISR Rayon Company 
near Alexandria (Chairman, Eizmeer Mohamed Z Mazek) * 

6. Visit to MISR Dairy Co (President, Hamdy El Seisy) * 

7. Visit to Kaha Canning Factory* 

Phase Ill 

8. Facilitatorffeam Leader Training* 

* Reference interim report on Phases I, II and Ill 
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I Phase IV (The Subject of this Report) 

I 
9. (Ref Statement of work conducted in Phase IV, page 3 of this 

report) . . • _._. 
.;#-

I 
Part I Site Visits 

t Part2 Presentations by participating companies 

I 
This report concludes the project and provides details of the final Phase ~ 
IV. 

I 3.3 Statement of Work Conducted in Final Phase IV 

I Timetable Phase IV 

I 14.9.92 Arrival in Egypt by David Hutchins 

The work conducted in final Phase IV of the project contained two 

I elements: 
,,. 

' I 
Part 1 : Site visits to the key participating companies to discuss problems 
and to suggest development 

I 
Part 2 : Presentations by key participating companies of the progress 
made to date. It was suggested by the Sub Contractor that this practice 

.. ~ of getting together periodically to share experience, should become a 

'~ I 
regular activity, preferably quarterly of half yearly, but certainly at least 

~ annually. 

~ 

I 
PART 1 : SITE VISITS 

I Cairo 

15.9.92 am: MISR for Dairy Products Company 

I pm: KAHA Company 

I Alexandria 

16.9.92 am: Purified Oils and Oil Products Company 

I pm: Egyptian for Salt and Soda Company 
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I 17.9.92 am: Al Amria Spinning and Weaving Company 
pm: MISR Rayon Company 

I 18.9.92 Free Day 

• 
~ 

PART 2 : SHARING OF EXPERIENCES 

t cairo f 
I 19.9.92} Presentations of results by participating 

20.9.92} organisations at M.D.C.I. Headquarters 
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I 4.0 BODY OF REPORT 

I 
This section describes: 

• 1. the objectives of the final Phase of the Contract 

I 2. the work conducted by the Sub Contractor t 
I 3. the results obtained ' 
I 4.1 The key objective of the final Phase was to ensure that participating 

companies were left in a position where it was both possible and 
probable that they could progress their own development beyond the 

I completion of the project with or without continued outside assistance. 

In order to achieve this, the Phase was separated into two elements: 

I 1. Site visits in order to discuss problems on a one to one basis on 

I 
location in participating companies. 

,,. 2. For each to share their experiences with each other in order to 

I 
begin a Networking process and to thus enable the cross 
fertilisation of ideas. 

' 

I 
It was hoped that prior to this visit to Egypt by the Consultant, that 
participants would have continued with the work already started on 

\\.' 
projects identified at the previous phase, three months earlier. 

'~ I Not only was this found to be the case but many had already extended ~ 

the process with great enthusiasm into other locations of their 

' I 
organisations. 

In one case, project by project improvement had been commenced in 

I nine separate locations. 

Consequently, the two day Seminar of Presentations was most 

I impressive with significant results being indicated. 

I 4.2 Site Visits (see Timetable, page 3 of this report) • 

MISR for Dairy Products Company 

I This company was also visited during Phase Ill of the projects. The 

I 
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broad range of dairy products such as cheese. butter. ice cream etc are 
manufactured here. 

As with many of the other factories visited, the plant is quite old and 
fairly labour intensive particularly in the ice cream manufacturing area 
Hygiene is good within the limitations of the building. Its windows and 
doors, flooring etc would not pass inspection to European Standards. 

The main surprise of this company. as with many of the other-; visited. 
was the almost total lack of production engineering and industrial 
engineering concepts. This was almost certainly due to the nature of 
previous economic policies under which, full employment was probably 
regarded as being more important than efficiency. This being particularly 
the case in a protected economy. For example. boxes for cheese were 
made and packed at one location, then disassembled by hand in this 
factory to be filled and repacked. In a modem economy. the tops and 
bottoms of the boxes would almost certainly be manufactured 'in line' 
with cheese manufacture. or if not. would be supplied in such a way as 
to be loaded with minimum handling into the packing operation. 

There were many observations of this type in most companies, this 
means an enormous potential for project by project improvement 
activities. 

Management personnel who had been present at the earlier Phase II 
and Ill Workshops. described how projects had already been started and 
the Sub Contractor (David Hutchins) was introduced to project team 
members. Ref Appendix I. 

KAHA Company 

This factory was also visited during Phase Ill with similar observations 
as to the MISR Dairy Company. Production personnel were working 
enthusiastically and conscientiously, n£vertheless, manufacture and 
filling of cans of fruit at rates of 100 per minute compared with 1600 
cans per minute in European canning plants. indicate the contrast in 
productivity. This was probably almost entirely due to technology rather 
than efficiency of operation although there were many instances of poor 
layout leading to extremely excessive handling. 

Warehousing was also a major problem both in terms of stacking 
methods resulting in damage and other losses but more importantly, in 
high stock levels and slow turn over. 

All of these problems can be dealt with through project by project 
improvements and, whilst the improvements to technology require capital 

__ '?'.: ____ . 

\ 

• 



--..------------ -~ - - ::- -- - ~---- ---
- ---- ---l:--' 

... ~J......,...- «--a 

• I 1! • 

' 
i I \ - 9 

I investment, it is believed that much of this could be obtained from the 
results of low capital cost improvements through Total Quality related 

I 
techniques. 

On the final visit .. the Sub Contractor was given a detailed tour of the ~ 

1 
biological labl;r atories and introduced to the team members of the first l project groups. Ref Appendix I. 

I Purified Oils and Oil Products Company t 
Have formed OrJality Council (10 persons) and project teams. 

I Much of the time spent at this company was to represent the key ideas 
from the previous workshops to a group comprising team members of 

- I the first project teams and also to some managers who neeeed to be 
convinced of the importance of the concepts. Prior to the meeting, an 

I 
agenda was drawn up to identify these issues. Ref Appendix II. 

The company had taken the TO concept very seriously and had already 

I 
started project activities in seven locations since the training in May with 
a total of 26 teams, Much of the discussion revolved around the role of .. steering committees and facilitation . 

'\ I Egyptian for Salt c:.nd Soda Company 

I 
The programme for this visit was almost identical to that of Purified Oils 
and Oil Products Company. Here, the project by project process was 

\\.' not so advanced due to a later involvement in the earlier phases, 

'~ I 
however, there appeared to be a high level of acceptance of the 

~ concepts and it is likely that good progress will be made. Ref Appendix 
II. 

~ 

I Al Amria Spinning and Weaving Company 

I Much of this visit was taker. !.!P with 'walking the floor' of the plant. 

In contrast to the companies vi~ited earlier, but similar to Ghazi Mehallia 

I Textile Factory, the spinning section represented high capital investment 
in state of the art technology. The layout was advanced and it was 
difficult to see how any significant improvement could be made. 

I However, this was not the case in either the weaving or making up • 
departments where it was obvious that significant gains could be made 
through team based project by project improvement activities. 

' However, to some extent the same could be true of many European 

I 
companies in this industry. 

t.~lla/eQY.91.to2 
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MISR Rayon Company 

Again, the time was mostly spent walking the floor. The impression here 
was that project by project improvement activities could make a major 
impact on process 'up time' and overall efficiency. Nevertheless, much 
of the work was impressive and again, there was evidence of capital 
investment. 

4.3 Phase IV - Part 2 

Presentations at M.D.C.I .• Gairo 

Included under Appendix I, can be seen photographs of presentations 
made by participants in this event. 

Whilst many of the participants at this Seminar had previously presented 
in both Phase II and Ill Workshops, nevertheless, the professionalism in 
all cases was striking. 

The only drawback in this session was the fact that whilst some 
translation from Arabic to English was given on an 'ad hoc' basis, a high 
proportion of the detail in the presentations was lost to the Sub 
Contractor. However, whilst this may have been a personal 
disappointment, and resulted in the absence of any possible anecdotal 
material in this report, nevertheless, the quality of the work was obvious 
from both the overhead projector slides being used and the reactions of 
the audience. 

All participating companies presented the presence of Quality Councils, 
the development of Mission Statements and Strategy Plans, the intention 
to commence benchmarking and a well advanced establishment of 
project by project improvement activities. 

The seminar was concluded with a summary by David Hutchins and 
recommendations for further development. 
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I 5.0 TERMINAL SECTION AND CONCLUSIONS 

I 5.1 Key Observations • I 
4 1. Total Quality is highly appropriate to the Egyptian CUiture and if 

1 - developed thoughtfully, could be a major device for the creation 
of a market led export based economy. 

I 2. The opportunities for project by project improvement are endless, 
as is the case even in advanced couP.tries such as Japan. 

I 3. There appeared to be no cultural or religious barriers to progress. 
The participants were obviously devoutly religious and it was 

I evident that the people values which make TO successful are - entirely consistent with the values important to the participants. 

I 4. Whilst there are striking contrasts between the technological 
bases of many of the companies r£:presented, improvements not 

I 
requiring capital investment could result in the release of funds to 
improve the technology and facilities of participating companies 

,, to a significant degree. 

I 5. The principles of process re-engineering should be introduced to 
' all participating companies at the earliest opportunity to improve 

product flow and to reduce handling • 
.. 

~ 
·~ 

6. Significant gains can be made through projects designed to 

~ \~ I 
reduce both ·work in progress• finished goods stocks and raw-

~ materials inventories. I 

~ .. I 5.2 Recommendations for Future Development 

I It is widely accepted in both Japan and other industrial nations that the 
cost of poor quality in any organisation which does not operate on the 
lines of Total Quality, will be a minimum of 20% Sales Revenue. In 

I many organisations this may be as high as 35% and beyond. As a ratio 
of G.N.P. or even G.D.P., the total is equal to the entire income from 
taxes or defence budget. In less well developed countries, the ratio is 

··1 likely to be much higher. 

Organisations which have vigorously implemented Total Quality have 
managed to achieve a 50% reduction in this cost in some three to five 
years and many examples can be quoted. 
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This argument may be impressive but the benefits of Total Quality go 
even further. Not only will costs be substantially reduced but productivity 
will be increased significantly. For example, the leading British Aircraft 
Manufacturer has reduced the man hours required to produce wings for 
the Fokker 100 Aircraft from 72.000 to 19,000 entirely through Total 
Quality projects. This year that company achieved the British Quality 
Award. 

All of this poterltial and more, is achievable by the Egyptian Government, 
and if so, would have a dramatic effect on the National economy. The 
impact on the human factors of work would also be dramatic and there 
is now considerable evidence to show that Total Quality is the best 
method in practice anywhere, to produce high levels of industrial 
harmony. 

Basic Structure/Modus Operandii 

It is recommended that a National programme involving both the Ministry 
of Industry and the Ministry for Cabinet Affairs be established. This 
would include both M.D.C.L and the E.O.S. (Egyptian Organisation for 
Standards) . 

It is also recommended that as far as is possible, all Quality related 
initiatives both private and public be channelled through this 
establishment. The main objective here would be to reduce the 
likelihood of confused messages which has happened in Western 
countries, and to ensure clarity of methods, objectives and to make the 
fastest progress possible. 

Role of M.D.C.I. 

There is an opportunity for M.D.C.I. to fuHil a similar role to that of JUSE 
in Japan. JUSE provides the backbone to Total Quality initiatives 
throughout the country. M.D.C.I. can also assist with the development 
of training courses, networking and the organisation of conferences, 
conventions and a National Award Scheme. These features are an 
essential part of Total Quality in Japan. 

Role of E.0.S. 

The international spread of ISO 9000 has made this topic an essential 
element in any National programme. 
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\ -
I 5.3 Final Conclusions 

I 
The mentality of Egyptian people and their passion to become 
successful, makes the culture very acceptable to the concept of Total • Quality. The ready acceptance of foreign consultants and the proven 

~ 
preparedness to carry on with project development between consultancy 

1 
.. modules represents a clear indication that full value for money and time 

was achieved in the project. 

I From the point of view of the United Nations, much encouragement 
should be gained from this project with confidence that a similar 

I programme might also be successful in other countries. 

From the point of view of the Egyptian government, the way is now clear 

I to bring Egyptian Industry up to the levels of the best and to become - ultimately a nett exporting Nation. 
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David Hutchins with the top team at KAHA 

The Quality Council with David Hutchins at the Salt & Soda factory 
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Members of the top team at the Rayon factory 

Feedback sessions by David Hutchins at the oil derivation company 
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APPENDIX II 

1. A Delegate List 

2. Materials used by Participants in 
Presentations of Projects 
(Unfortunately, some of these materials 
became muddled in the Seminar and it is 
not possible, due to a lack of knowledge 
of Arabic and the lack of titles, to 
identify the authors or the companies 
concerned) 
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COMPANY STRATEGIC TEAM 

(QUALITY COUNCIL) FORM 

., CONSISTS FROM : 

~ 

~ PRESIDENT t 
I MR. CHAIRMAN f 

MEMBERS 

I HEAD OF SECTORS 

1 • HEAD OF KAFR EL ZAYAT FACTORIES 

- I 2. HEAD OF THE FINANCIAL SECTOR (K.Z.FACTORIES) 

I 
3. HEAD OF THE REQUIREMENTS SECTOR 

EMPLOYEES & PROCESS RELATION SECTOR 4. HEAD OF THE 

I s. HEAD OF THE PLANNING & PERf:O~MANCE SECTOR 
,,, .• 

6. HEAD OF THE ENGINEERING & PROJECTS SECTOR 

\ t 7. HEAD OF THE PRODUCTION PLANNING AND RESEARCH SECTOR 

a. HEAD OF AMERIA FACTORY SECTOR 

; 
9. HEAD OF MOHARREM BEY SECTOR 

·~ '~ I 1 0. HEAD OF THE QUALITY CONTROL SECTOR (KAFR EL ZAYAT) 
~ 

11 • GENE RU. MANAGER QUALITY CONTROL & RESEARCH OF HEAD OFFICE 

~ 
' 

.. I 1 2. GENERAL MANAGER PRODUCTION PLANNING OF HEAD OFFICE 

I 
13. GENERAL MANAGER OF EL GABBARY FACTORY 

14. FACILITATOR 

t, 
... 
' ..... ~ 

# - . 

t 
! ~ . 
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( 2 ) 

QUALITY COUNCIL RESPONSIBILITIES 

--------------------------------

- FORMULATE QUALITY POLICY AND OBJECTIVES 

- MANAGER QUALITY SYSTEM 

- SETTING UP MEASURE OF QUALITY 

- MANAGE AND MEASURE MANAGERIAL EFFECTIVENESS 

- ESTABLISH CRITERIA OF SUCCESSES 

- ESTABLISH AND IMPROVING THE LONG RANGE PLANNING PROCESS 

F A C I L T A T 0 R :-

HE IS THE GENERAL MANAGER OF QUALITY CONTROL AND RESEARCH AT 

THE HEAD OFFICE 

R E S P 0 N S I B I L I T I E S 

SUPPORT FOR PROGRAMME 

1. KEEP REGULAR CONTACT 

2. ENCOURAGE NON-PARTICIPANTS 

3. AVOID ELITISM 

4. ACT AS "WEATHER MAN" LISTEN + LOOK 

5. ACTS AS SUPPORT FOR 

A. PROJECT TEAM LEADERS 

B. ASSISTS WITH TEAM DEVELOPMENT 

C. ASSISTS WITH SKILLS DEVELOPMENT 

6. ACTS AS CONTACT WITH OUTSIDE SOURCES 

A. I.E., DHL 

B. OTHER COMPANIES / FACILITATORS 

. ---· 
\ 

• 

• 
t 
t 

4 

' 
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I 7. SUPPORT TO TOP TEAM 

A. KEEP INFORMED OF STATE OF PROGRAMME 

I B. BE CRITICAL WHEN NECESSARY SUPPORTED BY CREATIVE POSSITIVE 

~ 
ADVICE • 

C. GIVE EXAMPLES OF BETTERR PRACTICE 

I 8. KEY LINK BETWEEN COMPANY TOP TEAM AND T Q ACTIVITIES 

9. "FACILITATES" IMPLEMENTATION OF TQ POLICES 

I 10. ACTS AS ADVISOR TO TOP TEAM ON "STATE OF THE ART" TQ 

.... I HEALTH OF CURRENT PROGRAMME 

11. SUPP~RT FOR TEM LEADERS : 

I A. GIVES CONFIDENCE, ENCOURAGEMENT , ADVICE + TRAINING 

B. ENSURES AVAILABILITY OF RESOURCES 

I 

' I 
I 
I 
I 
I 
I 

• 

I 
I 
I .. 

'it 

I 
t 

i I "' 
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( 4 ) 

TEAM LEADER 

THEY ARE PRODUCTION ENGINEERS FOR EACH END PRODUCT FOR ALL COMPANY 

t 

, 
/ 

\ 

'. 

-

... 

~ 

• 

I 
I 
I 
I 
I 
I 

I 
I 
I 

•• 

.. 

___ _..._. __ 

FACTORIES 

RESPONSIBILITIES 

ROLE INSIDE MEETINGS 

1. DEVELOP (ONE TEAM) SPIRIT 

2. ENSURE ALL PARTICIPATES 

3. MANAGE CLASHES + CON~LICTS (STORMING) LEARN FROM RESULTS 

4. MAINTAIN "FOCUS" ON GOAL 

S. STAY ON TRACK WITH PROCESS 

6. AVOID "RED HERRINGS" 

7. MAINTAIN PACE OF ~ROJECT 

SUPPORT FCR TEAM LEADERS 
=======•z•==•=====~=•=••• 

1. GIVES CONFIDENCE, ENCOURGEMENT , ADVICE+ TRAINING 

2. ENSURES AVAILABILITY OF RESOURCES 

3. KEEPS INFORMED 

4. GETS OUTSIDE HELP WHEN REQUIRED 

ROLE OUTSIDE MEETINGS 

1. ENSURES AGREED ACTIONS TAKE PLACE 

2. COMMUNICATION WITH NON-TEAM MEMBERS INCLUDING FACILITATOR 

AND THOSE WHO MAY BE IMMEDIATELY IMPACTED BY PROJECT 

3. MAINTAINS DISCILINE OF MEETING WHEN AGREED AND ENCOURAGING 

ATTENDANCE. 

4. KEEPING UP TO DATE ON METHODOLOGY 

5. SHARING CONCERNS WITH FACILITATOR 

____ . ~ ...... -- . .... ... nr:= ,___.......,.......,.. ,_ ..... .. I 

\ 

' 
1 • 

,., -~ -· • 

• ... 

4 , 
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