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1. WHAT: What is the general context in which the case takes place? What organizational or
development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff),

organizational culture, or business/work processes - influenced your results? How would

you advise others to navigate any challenges you may have faced?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning and 

Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented by Environmental 

Incentives and Bixal. 
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	Case Title: Collaborating with the private sector to jump-start trade 
	Submitter: Iman Elibyary
	Organization: USAID TRADE (The Palladium Group)
	Summary: In order to enhance and increase sustainable exports of Egyptian Small and Medium Enterprises (SMEs), USAID Trade Reform and Development in Egypt (TRADE) project employs internal and external collaboration with multiple stakeholders and market players to achieve the project's intended objectives.
 
To achieve its objectives the project adopts key elements of the CLA approach such as Theories of Change, Pause and Reflect, and internal and external collaboration capitalizing on relationships and networks through engaging the private sector. The project targets Multinational Corporations (MNCs) to collaborate on leveraging USAID mandates, including localization, and achieving project targets. This CLA case report further elaborates on the private sector engagement (PSE) approach and how it helped, and continues to help, Egyptian SMEs expand their exports. The case report illustrates the project's collaboration with one of these MNCs that culminated in a success story for one of the project's supported SMEs.

Using the CLA approach has helped the project achieve its export revenue and policy reform targets through successful collaboration with Hero Middle East and Africa (Hero MEA), the Egyptian subsidiary of a Swiss multinational, as an anchor firm helping build the capacity of SMEs to enter and compete in international markets through increasing their awareness of product specifications and providing technical assistance (TA) to comply with them. This collaboration was based on analysis and discussion, within and across the project teams and, subsequently, with the COR, pointing to the potential benefits of engaging the private sector in supporting both SMEs and Government of Egypt (GoE).

The project also worked closely with the MNC towards the project's development outcomes on implementing changes to Egyptian standards to facilitate lifting import bans on certain Egyptian products in target export markets, particularly European ones. In this initiative, Hero MEA is providing TA to suppliers and strengthening the efforts of regulatory bodies to embed needed control measures.
	Context: USAID TRADE aims to enhance the export capabilities of Egyptian SMEs through various approaches, including mentoring, coaching, training, business linkages, and certification support. Additionally, the project collaborates with key governmental counterparts to reform trade policy.

Egyptian SME exporters face multiple challenges such as high inflation and interest rates, fluctuating foreign currency exchange rates, and low product competitiveness. To adapt to this changing landscape, the project engages in private sector collaboration to raise SMEs' awareness of international product specifications and necessary product modifications for entry and expansion in international markets. This approach aims to integrate SMEs into the global value chains of Multinational Corporations (MNCs) by delivering Technical Assistance (TA) to current and potential local suppliers, bridging the gap between their products and MNCs' requirements.

The project identifies MNCs that share common objectives to serve as potential anchor firms. Hero MEA is one such firm selected based on its strong interest and commitment to developing and strengthening local capacities and collaborating with TRADE. Furthermore, the project recognizes the need for involving the public sector in parallel to address regulatory frameworks and assist in lifting import bans on products produced by Egyptian SME suppliers for these anchor firms. These approaches have been well-received by the team, CoR, the mission, and have received commendation from the CO. The project aims to share its learnings with other implementing partners regarding sustainable models for integrating SMEs into global value chains.
	Dropdown2: [Relationships & Networks]
	CLA Approach: Through various CLA approaches, the three result teams, along with the PSE Advisor, successfully identified the anchor firm supplier development/localization approach as a complementary strategy to increase SMEs' exports within the USAID TRADE project. The project's Result 1 (R1) team takes the lead in providing technical assistance (TA) to SMEs for their integration into MNCs' global value chains, while PSE focuses on engaging MNCs and linking them with these SMEs. Leveraging local networks and relationships, the PSE Advisor approached over 70 MNCs to explore collaboration opportunities, leading to the identification of Hero MEA as a partner.

Subsequently, a collaboration between USAID TRADE and Hero MEA was established to enhance the resilience of local players and improve service quality. Both parties collaborated to connect local SMEs with Hero Spain and Hero Germany. R1 collected information on SMEs, assessing their export readiness and enrolling them in the project's TA program. Based on this information, high-potential SMEs were identified and linked to Hero. The initiative initially focused on five project-supported SMEs aiming to export frozen strawberries. With the support of Hero MEA and the project's TA, one of these local SMEs successfully secured a contract with Hero Spain and shipped a trial order. If the trial order meets Hero Global's specifications and standards, similar engagements will be replicated with other local SMEs and private sector partners.

Regarding supplier development/localization, USAID TRADE and Hero collaborate to enhance the capacity of Hero's local suppliers, particularly in terms of output quality and increasing the use of local inputs. Two suppliers, one for jar lids and another for jars, have received support thus far. Hero provided guidance on relevant international standards to the suppliers, while the project delivered TA to enhance product quality.

During this collaboration, USAID TRADE discovered that Hero has successfully implemented a "bee careful" program with some honey suppliers to improve honey quality. Recognizing this, USAID TRADE, in coordination with the Government of Egypt (GoE), emphasized the importance of fostering collaboration between Hero MEA and the National Food Safety Authority (NFSA), responsible for ensuring food safety in Egypt, to drive policy framework reforms. The objectives include enhancing the quality and global competitiveness of Egyptian food products and boosting confidence in them for increased exports.

To catalyze the Hero MEA - NFSA collaboration, the project aims to influence the relevant regulatory framework to reduce the use of antibiotics and residues in Egyptian honey. This collaboration also plays a crucial role in lifting European honey bans, which significantly impact Egyptian honey producers. It involves raising awareness among beekeepers and implementing appropriate control measures. Hero provides TA to honey suppliers while the project acts as a liaison between NFSA and Hero to integrate the initiative into Hero's "bee careful" program for sustainability. The project further supports NFSA by facilitating the implementation of effective control measures, such as developing an inspection checklist and implementing a residues control plan.
	Dropdown1: [External Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: The enabling conditions are as follows:
• The project's PSE advisor possessing a pre-existing network of connections and MNC's collaborative spirit.
• The project having a pool of mature local SMEs suitable for the initiative.
• The project's representatives presenting the case to all involved parties, particularly MNCs, in terms of financial benefits rather than as a philanthropic endeavor.
• The presence of a dedicated in-house food safety advisor, trusted by NFSA leadership, facilitating efficient engagement on the honey import ban issue.
• Constant communication between the PSE advisor, the project team responsible for SME capacity building, and the project's food safety advisor.
• Encouragement of open dialogue regarding issues related to internal collaboration and the pursuit of win-win solutions at the project level.
• All parties approaching obstacles as problems to be solved rather than insurmountable barriers.

The obstacles encountered include:
• Varied implementation pace between the project and MNCs due to the latter's more agile decision-making and action-taking policies.
• Different internal stakeholders prioritizing certain required actions differently as part of the initiative.
• Obstacles arising during the linkage process between MNCs and SMEs, such as quality standards, which could have been addressed more promptly if identified earlier.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The project's primary goal is to enhance the export capabilities of Egyptian SMEs in selected sectors. By utilizing its available resources and capabilities, the project identified the specific requirements for frozen strawberries in target markets and provided technical assistance to SMEs to help them meet these standards. However, the collaboration with Hero MEA played a pivotal role in expediting this process. Hero MEA offered guidance on the specifications, facilitated connections with potential buyers (matching local SME suppliers of frozen strawberries with Hero Spain and Hero Germany), and bolstered the credibility of these local suppliers.

As a result of this partnership, an SME supported by the project, successfully fulfilled a trial order for Hero Spain. Throughout months of discussions and negotiations, USAID TRADE provided unwavering support at every stage. This order represents a significant milestone for the SME as it marks its initial integration into the global value chain of a multinational corporation. With the acquired skills and knowledge to meet international product specifications, it is anticipated that the SME will maintain exports to this buyer and attract additional opportunities in the future.


