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[bookmark: _Toc236087723]2. Executive Summary
The FRA-led national initiative to prepare state-owned companies for EGX listing has provisionally admitted twenty (20) companies into a capacity-building program covering governance, disclosure and listing requirements. This is a live, funded, government-priority initiative, opened by the Minister of Investment and Foreign Trade, the FRA Chairman, the CEO of the State Ownership Policy Unit, and the EGX Chairman.
I proposes to build and host, on dedicated GPU infrastructure, a centralized Retrieval-Augmented Generation (RAG) platform — an EGX Compliance Intelligence Platform — that gives every company in the cohort, and relevant EGX/FRA stakeholders, an always-available, secure AI reference for listing rules, disclosure obligations and governance standards, personalized to each company's own documents.
This Business Case sets out the strategic rationale, the value proposition, the architecture options and recommendation, an indicative cost and delivery framework, and the governance and partnership model proposed between Corbia Innovation Hub and EGX. Full functional detail is in the companion PRD.
[bookmark: _Toc236087724]3. Strategic Alignment
The initiative sits at the intersection of three national priorities:
1. Egypt's IMF-linked commitment to reduce state participation in the economy through divestment of state-owned enterprises.
1. EGX and FRA's mandate to expand the depth and quality of the capital market by bringing well-governed, disclosure-ready companies to listing.
1. The State Ownership Policy Unit's role in nominating and coordinating readiness of candidate companies across the government portfolio.
A standardized AI compliance layer directly supports all three: it accelerates readiness at scale, protects the credibility of the listing pipeline by ensuring consistent understanding of the rules, and gives EGX/FRA a repeatable mechanism to onboard future cohorts beyond the initial twenty.
[bookmark: _Toc236087725]4. The Opportunity
Today, the twenty cohort companies are being brought up to speed primarily through classroom-style training delivered by FSI and EIoD. This is valuable but does not scale well to the ongoing, detailed, company-specific questions that arise as each company builds its listing file — nor does it guarantee a single, consistent interpretation of the rules across all companies.
An AI reference layer, grounded strictly in EGX/FRA-approved source material, closes this gap between structured training sessions: it gives every company an on-demand, cited, standardized answer, and gives EGX/FRA visibility into where knowledge gaps persist across the cohort.


[bookmark: _Toc236087726]5. Value Proposition
	Benefit
	Description

	Speed
	Compliance questions answered in seconds rather than through scheduled training sessions or manual research.

	Consistency
	Every company works from the same EGX/FRA-approved interpretation of listing and disclosure rules.

	Personalization
	Answers reflect each company's own governance documents and stage of readiness, without exposing that data to other companies.

	Reduced workload
	Frees FSI/EIoD trainers and EGX/FRA staff from repetitive, low-complexity queries to focus on higher-value review work.

	Regulatory visibility
	Aggregated, anonymized reporting gives EGX/FRA an early-warning view of where the cohort collectively needs support.

	Scalable model
	A reusable platform that can extend to future listing cohorts beyond the initial twenty companies.


[bookmark: _Toc236087727]6. Architecture Options and Recommendation
[bookmark: _Toc236087728]Option A — Centralized Hub (Recommended for Phase 1)
One EGX/FRA-governed RAG platform serving all cohort companies from a shared, curated regulatory knowledge base, with an isolated private workspace for each company's own documents.
1. Lowest cost and fastest time-to-value; single knowledge base to maintain as rules evolve.
1. Single point of security governance and audit for EGX/FRA.
1. Consistent answers guaranteed across the whole cohort by design.
[bookmark: _Toc236087729]Option B — Per-Company Dedicated Instances
A separate, fully isolated instance and knowledge base per company.
1. Highest degree of isolation and bespoke customization.
1. Materially higher infrastructure and maintenance cost across 20+ instances; harder to keep synchronized when regulations change.
[bookmark: _Toc236087730]Recommendation
Proceed with Option A as Phase 1, launched with a pilot subset of the cohort, with the underlying architecture designed so that any company requiring elevated isolation (e.g. due to sector sensitivity or scale) can be migrated to a dedicated instance under Option B in a later phase. This sequencing minimizes upfront cost and risk while preserving a path to full customization.


[bookmark: _Toc236087731]7. Indicative Cost Framework
The figures below are indicative planning ranges only, intended to frame the scale of investment for initial discussion. They are not a binding quotation and would be firmed up following a technical discovery phase with EGX's IT and security teams to confirm hosting model, user volumes and integration requirements.
	Cost Component
	Indicative Range (Phase 1 Pilot, Annualized)

	GPU server infrastructure (hosting, compute)
	To be scoped with EGX IT — dependent on chosen hosting model (EGX-hosted, FRA-hosted, or vendor-hosted) and concurrent user load

	RAG platform build — knowledge base ingestion, retrieval pipeline, chat interface
	One-time development cost, scoped per pilot requirements

	Security review, access control, data isolation testing
	One-time, prior to go-live

	Ongoing maintenance, knowledge-base updates, support
	Recurring, scaled to number of active companies and update frequency

	Training / onboarding support (with FSI/EIoD)
	One-time per cohort onboarded


Recommended next step: a short joint technical discovery workshop between Corbia Innovation Hub and EGX's IT/security and listing teams to convert this framework into a firm quotation and statement of work.
[bookmark: _Toc236087732]8. Implementation Roadmap
	Phase
	Focus
	Indicative Duration

	Phase 0 — Discovery
	Confirm hosting model, security requirements, source documents, and pilot company selection
	2 weeks

	Phase 1 — Pilot Build
	Build centralized RAG platform with shared knowledge base; onboard pilot companies
	4 weeks

	Phase 2 — Pilot Evaluation
	Run pilot with FSI/EIoD training cohort; measure against success metrics in the PRD
	3 weeks

	Phase 3 — Full Cohort Rollout
	Onboard remaining companies from the 20-company cohort; refine based on pilot feedback
	4 weeks

	Phase 4 — Scale & Extend
	Extend to future listing cohorts; evaluate need for dedicated per-company instances
	Ongoing


[bookmark: _Toc236087733]9. Governance and Partnership Model
1. EGX and/or FRA to act as data governance owner for the shared regulatory knowledge base, approving all source content prior to ingestion.
1. Corbia Innovation Hub to act as technology delivery and hosting partner, under a formal data-processing and confidentiality agreement.
1. Each company retains ownership and control of its own private documents; no company's data is visible to another company or to Corbia beyond agreed technical administration.
1. A joint steering group (EGX, FRA/State Ownership Policy Unit, FSI/EIoD, Corbia) to oversee the pilot and approve scaling decisions.
[bookmark: _Toc236087734]10. Risks and Mitigations
	Risk
	Mitigation

	Perception of a single vendor controlling a sensitive national-priority data asset
	Formal governance agreement; EGX/FRA retain content approval rights and data ownership; joint steering group oversight.

	Hosting/data residency concerns
	Infrastructure hosted in Egypt on EGX/FRA-approved or jointly governed environment.

	Cost uncertainty at this stage
	Phase 0 discovery workshop to convert indicative ranges into a firm, scoped quotation before commitment.

	Low engagement from cohort companies
	Integrate the tool directly into existing FSI/EIoD training sessions rather than launching it as a stand-alone tool.


[bookmark: _Toc236087735]11. Expected Return and Success Measures
Success will be measured primarily in reduced time-to-readiness across the cohort and reduced burden on FSI/EIoD/EGX staff answering repetitive questions, rather than in direct revenue terms, since the primary beneficiary in Phase 1 is the national listing-readiness programme itself. Detailed success metrics and targets are set out in the companion PRD (Section 13).
[bookmark: _Toc236087736]12. Recommendation and Next Steps
1. Approve a Phase 0 discovery workshop between Corbia Innovation Hub and EGX's IT, security and listing teams.
1. Confirm the hosting and data governance model (EGX-hosted, FRA-hosted, or jointly governed).
1. Select a pilot subset of the 20-company cohort to validate the platform before full rollout.
1. Establish the joint steering group to oversee delivery and future scaling.
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