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NATIONAL COMMITTEES FOR UNIDO

In the course of the regional and international symposia on
industrialization held in recent years, close contacts were establised
between the representatives of public and private institutions whose

activities give them an interest in the programme of work of UNIDO.

These contacts were further strengthened by the establishment of
the Industrial Promotion Service during the International Symposium on
Industrial Development which was held in Athens, Greece, from 29 November
to 19 December 1967. Delegates to the Symposium recognized the advisability
of setting up, at the national level, a permanent machinery which would
enable the various public and private bodies concerned with industrial
development and desiring to co-operate with UNIDO, to meet, to co-ordinate

their activities and to advise governments on questions concerning UNIDO.

The International Symposium on Industrial Development adopted
unanimously the following recommendation concerning the establishment
of National Committees for UNIDO:

"It is recommended that Member States consider the
establishment of National Committees for UNIDO, composed
of representatives of government departments and agencies
a8 well as representatives of academic and research
institutions and public and private industrial and
business establishments concerned with industrialization,
The National Committees would serve in and advisory
capacity to the governments and to the member institutions
in regard to all questions related to the activities of
UNIDO. Member States might assign the functions of
Rational Committees to already existing organizations

in their countries with any additional mandate as may

be appropriate to enable them to perform their functions
in an adequate manner®. ’




As of September 1973 forty one countries, following the recommendation
of the Symposium, nad established National Committees for UNIDO. Tvese
are. Bulgaria, Burundi, Central African Republic, Chile, Cuba, Czechoslovakia,
Dominican Republic, Ecuador, Egypt (Arab Republic of), Finland, Ghana,
Honduras, Hungary, India, Korea (Republic of), Kuwait, Laos, Lesotho,
Madogascar, Malaysia, Maroccc, Netherlands, Jicaragua, Norway, Pakistan,
Philippines, Poland, Rwanda, Singapore, Somalia, Sudan, Syrian Arab Republic,
Tanzania (United Republic of), Thailand, Togn, Tunisia, Upper Volta, Uruguay,
USSR, Vietnam (Republic of) and Yugoslavia.

In most cases, the existing National Cummittees for UNIDO are chaired
by the Minister of Indus.ry or of the governmental department in charge of
industrialization or by the Minister of Foreign affairs of the countries
concerned; in some cases they are chaiired by a top official of one of the

governmental departmenis referred *o above,

The areas in which Natiomal Committees for UNIDO could support the
efforts of governments in questions relating to industrial development
and UNIDO are the following:

1. Advising their respective Governments on all questions relating to
industrial development and, in particular, participating in the promotion,

study and submission of technical assistance projects;

2. Co-operating with the professional institutions in their respective
countries, depending on the case, such as chanbers of commerce and industry,
economic groupings, trade unions, etc., in order to interest them in the
activities of UNIDO and induce them to support the promotional activities

and projects of UNIDO in their respective spheres of interest;

3. Contributing towards making UNIDO more widely known in academic
institutions and research institutes and centres, as well as in institutions

and organizations concerned with industrial development;

4. Keeping abreast of the activities and projects undertaken by UNIDO,
particularly in the following areas: industrial information and promotion,
economic studies, manpower fraining programmes, and the future programme of

UNIDO to assist developing countries in setting up specialized repair shops

and maintenance centres for industrial and agricultural equipment;
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5. Co-operating with the United Nations Information Centres in their
respective countries in order to ensure a wide distribution of information

on the activities of UNIDO and of the National Committees;

6. Contributing towards the drafting of proposals which governments
could submit regarding the preparation of the international development

strategy for the Second Development Decade;

T. Drawing the attention of Governments to the importance of their
participation in the Pledging Conterence for voluntary contributions
to UNIDO which takes place each year during the regular session of the
United Nations General Assembly and constitutes a valuable instrument

for providing additional financing for the operational activities of UNIDO;

8. Making suggestions on the part that UNIDO could take in the programmes

of research institutes;

9. Making suggestions on assistance that UNIDO could render in order

to reactivate certain industries which are stagnating at the present time,

Within the framework of its relations with the National Committees
for UNIDO, the Secretariat of UNIDO keeps them informed of the currant
activities of the UNIDO, and in particular, of training programmes in
the field of industry and of all the technical meetings organized by
UNIDO such as symposia, workshops, expert group meetings, seminars, etc,
Arrangements are also made to inform the National Committees of technical
assistance missions sent by UNIDO to their respective countries, The
Committees also receive information about UNIDO technical assistance projects
in their respective countries,

The creation by Member States of National Committees for UNIDO has
added another dimension to the work of UNIDO at the level of the countries.
By bringing together the officials of the govermments, representatives of
different institutions and organizations concerned with industrial development
in a particular country, the National Committees have provided a focal point
for co-ordination of the work of UNIDO at the level of the countries. The
Committees facilitate the flow of information about UNIDO, to the relevant
institutions and organizations in the respective countries, They are also
instrumental upon request, in providing to the interested organizations in
the particular countries data obtained from UNIDO on technological processes
and experiences of other countries in the establishment of their manufacturing
enterprises. The National Committees are also potential sources of information
on the specific needs of the countries in industrial development.




Know-How and its Transfer — Do We Know How?

By J. C. Ramaer®*

From:

Know-how

The articie in the first issue of Industrial Research News
(vol. I, No. 1), “The Role of Industrial Patents in the
Transfer of Technology to Developing Countrics”, pro-
vokes thinking in the whole ficld of know-how, and espe-
cially on its transfer between onterprises. Potents are a key
element in know-how, but just #s o key kas no meaning
without i lock patented Liae-how often has 1o meaning
withont its complement of non-matented know-how, That
non-patented know-how consists o @ countless number of
details on how to run otginizations and machines; how to
handie matencls, and how o sell, fuance and administer.
The nnyority ot all the. detdils 10 themsehves weed not be
original, Fut Kuowing thea 4l is csseatia! to a successful
industry.

A short doscniption may clarify this point.

Research and development continually Icuds to new
know-how on materials, parts, processes and products.
Even if materials, products and processes are already weli
known, laboratories will continuaily huve to conduct tests
in order to check quality, ‘That infoimation in itself con-
stitutes a body of know-how on the state of qualitv. A
similar paint can be made in general on up- to-date informa-
tion, and ctliciency, cost and persennel policy

As f{ar as products ure concerned, drawings and parts
lists seiting out in detuil the construction of the products
are an cssentinl elenicnt. Standardization ~nect. woceily
chemical and physical properties of marerials, paits and
products, as well as tolerances setting limits for variations
it these properties.

Improvements Jeadayg to modifications cause costinuous
change in kriow-how on inost products-—-cespecinily thos
that arc atfected by rapid technicd change.

Simiiar points can be mude on clanutacturing processes:
market, technical and cost estimate s are necessary to make
proper production plunning possible. Later. in the plan
execution stuge, continuous checks huve to be made so that
plans ¢in b changed in time and future plans drawn up.

Factory design and lavout, technical details on machin-
ery, tools, maintenance, lighting and ventilatior of build-
ings in accorduance with requirements set by efficiency and
safety regulations are essential elerments of manulacturing
know-how. Working instructions are necessary for correct
storage, assembly and inspection of parts and producis. As
aresult of improvements in working methods, such instruc-
tions are cont'nually altercd, even in cases wherc the prod-
uct design remains the same.

* Dr. Ramaer is an economist in the financial dep.rtment of
the Philips Company in Holland, a member of itiv Dutch
National Advisory Committee on Developing Countries and
a member of his country’s delegation to the United Nations
symposia on industrialization,
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In order to man, finance and administer the industry,
to buy what it nceds, and to sz11 what it makes, hodies of
know-how will have to exist. Once they are in the hands of
buyars. many industrial products will iequire service, an
activity that may involve more jcople than production of
the article proper (e.g., in the case of many durable con-
sumer goods. prefussional equipment ete.). Again, part of
this Enow-how il be included i manuals and sheets, and
part ol it will be stored in the hand, and brains of people
who have acquirad it over the yenrs.

This bricf cuirmary ot industsind know -how may alrcady
demonstrate how many-sided that elemi-at of an industry is.

Industrial devilopment ma2ans finding un answer to the
prohlem of how to transier know-hiow successtully from
or» cateiprise to another. Here: we touch upen a field that
is very old, but in which many mistakes are still being
made. Theretor. it seeme s opriate to race the question
Wht are the conditions for @ successful wrausier of know-
how™

Concitiens for transfer

A tirst condition is tiat proper and relevant manuals are
produved This means ihat the enterprise supplying the
knew-hov sheald hive teclinicians and other staff members
who not only posse+. a thorough knuwledge of the process
invoivea, but who also master e srt of preparing good
maianis S he fact that manuals for relatively simple con-
sumer poods are sometimies very poor shows that writing
clear, comprehensive manuals really is anurt, Of course the
authors of the manaals shiould also hisve proper insight into
the Yevel ot competence of the wehnicians of the enterprise
at the recorving cad, I the Jiffcrences i fevet and back-
ground are grear, special problems present themselves.
Thus, o simplification of sext mud drawings may be neces-
sary, us @ way of adapting echiniques to conditions in a
developing cotntry,

A secomd condilion is that written know-how be supple-
mented by having people 2o to the party absorbing the
knowledge to provide on-the-spot 2.idance. A certain
amount of fearning on the job witl mevitably have to take
place. There wre always details that can be demonstrated
morc ¢learly by persons already experienced in a particular
process. Anyone who has learned a trade during his life—
¢.2., carpentry--will readily understand this.

Enterpriscs concerned with transmitting know-how to
other firms will therefore require a special staff for this
purpose. This stalf should not merely “know its business”,
but also know how to find out what know-how is valuable
to the receiving party and how to pass it on. Successful
execution in this respect is also an art,

Thirdly, the transfer of know-how from one industry to
another takes time for the simple reason that it involves
s0 many details, and donor and recipient technicians must
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develop mutual trust. The failure of many contracts of
short duration is due to insufficient time to complete tae
job of transfer of know-how. 1a other words, continuity is
missing. This is particularly true if the transfei of know-
how involves a complete process that is quite new to the
receiving firm. If the receiving party lacks only a few details
of know-how and already has considerable experience,
absorption may take less time.

Fourthly, the men sent out to transfer the know-how
know themselvcs that techniques cannot alvays be copied
exactly, particularly when the transter takes place in coun-
tries with a different climate and different raw materials,
Often the experienced man will have to Co-operate with
his apprentices to work out solutions or “gimmicks” iu
addition to those he has brought along. If such “gimmicks"”
lead to changes in machinery and similar radical measures,
we may speak of “adaptation of techniques”. There is
always some degree of adaptation taking place, owing to
differences in raw materials, degrees of mioisture and tem-
perature. The entire process involves technical co-opera-
tion, not just technical assistance, as well as expense and
time. Properly prepared maauals are vital in preventing
such waste.

Because technical change and technical adaptation is
going on all the time, owing to inventions (source of new
patents), new designs and new products, the tiansfer of
know-how will continuc. This is another reason why con-
tinuity is a condition for success. The receiving firm then
in fact buys a subscription to new know-how liere a “buy
or make” problem presents itself for the subscribing enter-
prise. Owing to the rising cost of research and development
“know-how autarky” hecomes unbearable and specializa-
tion is on the increase. This is one of the reasons wh« the
flow of know-how betv/ecn enterprises within industtalized
countries is also on the increase.

Fifthly, something that could be culled an ° integrated”
provision of know-how is essentiul. It 15 often pointiess 1
send out a man who is a capable technical speciahist, but
who has no eye for the indirect changes inevitably broughi
about by the transfer of new techniques. The introduction
of a new process or product will have consequences in the
field of personnel policy, or organizat -n management and
structure; or causc wage system revisicus and colsequences
in sales and servicing. All this must be taken inte: account.
The provision of pure technical know-how will have to be
accompanied by the provision of know-how in all fields
that will be indirectly afected. Here we touch upon an iron
law: real life cannot be divided into neatly separated com-
partments,

In summary, we can say that the transfer of patented
and non-patented know-how from one enterprise 10 another
can only take place successfully if it invoives (a) properly
prepared manuals; (4) leamning on the job, and the right
staff to undertake both of these jobs; (c) continuity; (&)
technical co-operation; and (¢) an integrated provision of
technical know-how with krow-how in other flelds in-
directly affected by the technical change.

On paper it appears simpie to mention five conditions
for success. Unfortunately, it is considerably more difficult
to deal with reai-life complications that develop when
people have to learn and co-operate!

Similarly, it is easier to talk and write on the transfer of

KNCw BOW (0 geberad 1erms 1o 01 for tw citerprises
1o come to an ARbceIocil an g concrete case

Know-how, beug an experisive item 1o isell, is also
EXPENSIVE 1o transter hecanse o proper transfer requires
hoyhiy capable staft. A potential buyer ol hnow-how will
often consder the cost viry high. On halance, this transfer
18 alvy g dehcate matier tor the supplying enterprise, be-
caitse s success ob Latdure has o bearing on the name of
that company. A successtul sransler then becomes vital to
mantaining goodwall with other enterprises; consequently
*he potential suppher will v Certain guarantees. Thus
the two parties wili often deerde o mahe an agreement.

It seems appiopriane o specily the items that have to be
included o ficenoe or techmal assistance agreements.
Agreements: What to consider?

The Jupanese Nutiondd Committee of the International
Chamber of Commerce has drawn up a list that deserves
carciul attenben The tist meludes the following items:

(a)r Name of beenser and licensee;

th) Dosnption of heemve whether it is a patent or
know-hiw o1 combmation ot both, and  vhether it
neludes 0 the patents and know-he * that the
buonser expets 10 possess in the future;

fo) Area where licence 15 granted;

“d1 Whethet 0 ian oxclusive licence prehibiting su*
heence,

{e) Method of payment of royalties; lump payment or
payment in instalments o- payment in proportsw
to sales or production,

(/) Whethe: munimum guaranteed royalties are re
Quired;

(¢r Dnspatching of technical instructors and share of
expenses of dispatching;

thy Foreigii exchange rate to be applied to royalty jav.

ment,
t1) Share o payment of taxes levied in connexions with
agreement,

(1) Licensee’s obligations concerning quality ¢ontrol,
maintenance of price and promotion of sales.

(k) Ulse of hcenser's trade mark on the prixiucts of
licensee,

/) Supplv of materials and production cyinpment by
the licenser;

{m) Obligation of licensee to inform licenwer of all
patents and know-how developed bv ir:ensee;

(n) Licensee’s obligation to report on priduction, pro-
duction plans, sales plans and other riatters: espe-
cially, obligation to report on sales #1ade through
sales agencies;

(o) Licenser’s right to inspect plant faciiit.¢s of licensee;

(p) Licensee's obligation to maintain werecy of know-
how during the period of the licemse and for a spe-
cific period after its expiration;

{q) Measures to be taken in the event of the other
party's suspending business, changing management
or trassferring business to a third party;

(r) Obligation of licenser to assure the effectiveness of
patest and know-how;

() Peciod of agreements;

(t) Payment of damages and eompensation in case of
violation of terms of the agreement.

At the time of concluding the li-¢nce agreement, there
are cases in which agreements are made for the selling price
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of products, the designation of areus in which the products
are to be sold, the control of production, compulsory pur-
chases of designated materials and other matters. In such
cases, care should be taken that such agreements do not
violate the anti-monopoly regulations of the countries con-
cerned”.!

A proper agreement protects parties against misunder-
standings and the resulting waste and frustration.

Role of international organizations in the transfer of
know-how

In conclusion, mention should be made of the fact that the
United International Bureau for the Protection of Intellec-
tual Property (BIRPI) and the United Nations are studying
legal problems connected with know-how. BIRPI special-
ists have worked out a “Mode! Law for Developing Coun-
tries on Inventions”, which has been studied by a “Model

i3

4

Law Committee”. The Committee was composed of repre-
sentatives of twenty-two developing countries and obser-
vers from the United Nations and other international organ-
izations. The Committee took the viewpoint of the “average
developing country” and concluded that the draft respects
th: special needs of the developing countries and represents
a useful model for legislation.

In comparison to the transfer of capital, the transfer of
know-how seems to have received relatively little attention
in private, governmenta: and international circles alike, yet
the international transfer of know-how is as important as
that of capital. Hopefully, this gap will soon be closed.

' See “Promotion of Joint International Business Ventyres in
Asia and the Far East”, report bv the Japanese National Com-
mittee of the I.C.C., document No. 520/75, 4 March 1964, v. 1,
pp. 11-12.
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DEMONSTRATION PLANTS

Purpose and Definition of Demonstration Plants

At the request of the Governments of developing countries, UNIDO
can undertake through the Special Fund Component of the United Nations
Development Programme and with the approval of the Governing Council of
the UNDP to supply, construct, commission and assist in the operation
of industrial scale processing plants, As the term "demonstration plant"
would indicate, the purpose of this form of technical assistance is to

achieve some or all of the following objectives:

- Development of the use and upgrading of locally available raw
materials.

- Seeding and subsequen* development of domestic markets for products
made in such a plant.

- Demonstration of the feasibility and development method of a
particular sector of industrial activity.

- Development of know-how and skills in the country receiving
assistance and, in particular, training of staff and operators in factory
management, operation and maintenance.

- Stimulation of the development of local ancillary and service
industries,

- In short, the purpose of a demonstration plant ie to act as a

'catalyst and to stimulate in practical terms the development of a sector

of the manufacturing industry in the developing countries., This concept
does not normally include setting up of extensions to industrial
manufacturing operations which already exist in the country nor setting
up of "pilot planis" conceived in the engineering sense, where the

purpose is to bridge the gap between laboratory and large industrial scale
operations and to provide design data for plant design purposes,

Scope of Assistance

This form of technical assistamce which’ can be provided by UNIDO
can cover any sector of the manufacturing industry, providing the




technical and economic feasibility of the deve\iopment of this sector
has been satisfactorily demonstrated., For example, current UNIDO
projects include supply, construction and operation of demonstration
plants for the production of phosphatic and compound fertilizers,
sulphuric acid, bromine recovery from spent bitterns, and production
and formulation of pesticides. Because of UNDP policy and financial
considerations, however, the amount of investment by the UNDP and

therefore the size of the demonstration plants are limited.

In the case of the above mentioned examples of demonstration plants
the maximum total investment, including provision of working capital
and cost of plant operation for a limited period, is of the order of

US$2-3 million, including both the UNDP and Government contributions.

It is clear therefore that this programme of setting up
demonstration plants contemplates only relatively simple industrial

operations and precludes setting up large scale industrial complexes,

Method of Execution

This type of project is usually developed after an initial
feasibility study which has proved the desirability of UNIDO setting up
a demonstration plant. The project is implemented over a period of
years and is financed through the Special Fund component of the
United Nations Development Programme, subject to the administrative and
financial policies governing this programme. In general, the UNDP
Special Fund allocation for this type of project includes the supply

of some or all of the following items, as required:

- Design, procurement, supply, erection, and commissioning of the
plant and ancillary equipment. This part of the project supply is

normally provided by a sub-contract with one or more engineering

contracting companies,

et e




- Export services, including staff for project management, supervision
of plant constructio; and start-up, plant operation, producti quality
control,

~ Miscellaneous advisory and engineering services such as civil
engineering design, assistance in market development and marketing of
the products of the plant.

- Training of local plant management, operating and maintenance
staff,

- Provision of miscellaneous supplies such as equipment spares,
first filling of catalysts and consumable materials for plant operation,
maintenance tools and equipment, vehicles, laboratory equipment for

product quality control or process development.

The Government receiving assistance is expected however to provide
a counterpart contribution according to the terms governing the Special
Fund component ~{ UNDP. Such contribution usually includes the supply
of some or al] of the following:
- Provis.ion of land for the plant.
- Supply and construction of buildings or of building materials.
- Provision of professional and other staff, and skilled and
_unskilled labour for plant construction, operation and maintenance.
- Miscellaneous loca2lly available equipment and supplies.
- Local handling and tranepcrt of imported equipment and
supplies,
- Insurance of plant and equipment, and plant construction and
operati- g personnel.,
- Provision of the working cap:tal and supply of raw materials,
utilities 3uch as water, electricity and fuel, consumable
materials, etc. for plant operation,

- Provision of housing for expatriate project staff,
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Mainienance and Repair in Teveluning Countries

Introduction

Develepir: nuuntries are giving increasing #% ention to the fos .ering
of economic and industrial Trowth, Accuiring capital equipm=+t 15 one
of the very impor:zan! pre- cequisi-as for indastirial devaiooment; what 1s
more important, howevey, is ine safeguarding and of 7. (et use of such
equiprant., Foer utilizaiisn of cars .al esaivment, resulcing in low output
and shorter life, is a waste of watital, one of the scarcest resources in

developing countries, ana is & very xreat hindrance te SV AR

Waile many reas ns lead 0 pocr utilization of c'.,.pf. tal equimrent,
inadequate muinterancs and repair are certainly anonpst the —os+ important
ones. Kconomic development :s not au sasy trocers and develoning countries
have to uvercoms many diirficuities ::u osrder ‘o attain a reasonable rate of
growth., It is imperative thal developirg ountries srnould w.ot '.arden
themselves wiin greatsr qifri JLlitres ovd w1 her costs then r.eCessary, by
neglecting their canital eguipment =rd not prying due aliention to its
maintenance and repair. ‘he increasing finencis! limitations on che purchase
of equipment, material and recoir vedulsements rsdting from the ircreasing
indebtedness of most developing countries makes the sateguarding of capital

and securing the cptimum ind cir1l cutpnt of 2rucial imporian:s,

Unfortunately, however, incustrisz) sarveys in Jdeveloping countries show
that maintenance and rerair are generally greatly reslected. Almost all
atiention and effcorts are directed ‘uwards new investment and view factories
and very little is directed iowards g2tting ke wost from the safeguarding
of investment; already made, It is recognired that relatively small attention
and inputs directed towards maintenance and repalr of existing equipment would
lead to considerable gains both in th. short and long run and is certainly

one of the most effective ways of stimulaiing indusirial development.

Requirements and implications of maintenance and reeir

The objectives of maintenance and repair are:
a) To avoid to the greatest possible =xtent emergency stops and
accidentsy

b) To secure at all times the maximun efficiency of production equipment

and the requisred quality of industrial products;

i
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¢) ‘To prolong the life of capital equipmenti;

d) To increase to the maximum the availavility of capital equipment
for production;

e) The avove objectives should ne attained with the lowest possible
cost. An eifficient miintenance and repair should lead to & lower

overall production cost.

Maintenuanse and repeir are a long-term operation which entails many
inter-related aspects, activilizc and techniques, The economic and
organizationa! asrecte of meaintenance are as imperianik, if nos more, tnan
the technical aspects, It is a big mistake to think of mainteranse only
in terms of repair operations at the floor ievel; maintenance is much more
than this. ‘he system is s5ill prevai’‘rg in many cnierprises of waiting
until a mochiae oreaxs down to then try to repair i1t as efficiently and
quickly s pcusible. This leads to a very inairquate and cestly meintenace,
& very nish oconsumptlior o.° opare parts and une.pected stoppasaes wiich upset
cieliver‘y fogrammes,  deglecting other aspec:s of mainienance, mainly ihe
economic and orgarization  =ni managerial aspects leads to the wrong type
of maintenance beiny carried out, and to a very low level of performance,
As a matter of fact, it is recognized, that a proper organiza'.ion of
maintenance would sclve many of the maintenance probiems in developing
countries without the need for additional repair facilities and skill. A
typical example is the zrcial probiem of spare parts aad the lack of
sufficierit foreign currency to import the required spares, Reducing spare
parts consumption by organizing maintenancs would g2 a icng way towards

solving this problem with:ut need for extra hard curren-v.

There are many main‘enance approaches and techniques adopted tor solving
maintenance problems. Rach of these serve a particular purpose and any
complete maintenance plan should entail all these techniques, ctut to

different degrees according to local conditionms.

The most important technique is maintenance preventicn. The idea is
not to spend effort and rescurces on any activity if 1t can be avoided.
Such approach is more important for developing countries where capital and
skill are scarce. Maintenance prevention means trying to eliminate as
much maintenance and repair work as possible., This takes place in two stuges.
The first is when equipment is ordered and specifications are made. Any
effrrt directed towards the securing of a design suitable for local! conditions
and guaranteeing a supply of adeyuate maintenance and technical information
is worthwhile., The second state of maintenance prevention c*arts wnen the
equipment is actually in operation. Failures should be studied carefully

in order to eliminate them as mwch ag possible. This could be attained through
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change of design, of material or of working conditions. The latter may

necessitate training of maintenance personnel or production personnel or both.

Not all maintenance and repair work can be avoided through maintenance
prevention. However, the maintenance and repair work to be carried out must
be carefully planned, otherwise, maintenance can never be performed efficiently
and economically. In most developing countries, there is very little hope
of overcoming maintenance and repair difficulties unless planning is given

ample consideration.

Maintenance planning includes many activities in addition to the routine
maintenance operations, such as preventive maintenance, corrective maintenance,
predictive maintenance and others, all of which should be carefully considered

in the process of planning and programming maintenance activities.

To assist the developing countries in their efforts to improve local
maintenance and repair facilities UNIDO has launched a campaign by offering
a number of different types of technical assistance services including field
projects. By organizing meetings of experts, symposia and working groups,
UNIDO intends to disseminate the knowledge in the field of maintenance and
repair and impress its importance upon the responsible people in the

developing countries.

A number of studies on different aspects of maintenance and repair have
been prepared with the assistance of the UNIDO secretariat for distribution
and use in the developing countries. 1In the field, UNIDO provides expert
advice and implements projects of different types through its Special
Industrial Services programme, thus satisfying the urgent requests for
technical assistance, while the larger projects are usually financed from
country programmes or from Voluntary Contribution Funds and deal with the
establishments of services and workshops when local condition;; call for them,
A number of mobile workshops have been delivered to a number of developing
countries to serve the needs of more remote areas and specific types of

equipment.

Currently there are more than twenty-five projects under implementation
and an equal number of projects is being negotiated with the respective
governments.,




INTERNATIONAL SUBCONTRACTING PROGRAMME

Basic Features

As a means of accelerating the transfer of technology from
developed to developing countries, the programme of International
Subcontracting is organized by UNIDO to promote production
arrangements between firms in the developed and developing
% countries. These arrangements can be defined as a contractual
agreement between a company from a developed country, (the
contractor), and a company from a developing country, (the
subcontractor), whereby the contractor orders products or
components from the subcontractor, who manufactures or transforms

them according to the design and specifications of the buyer.

Although it is a familiar feature of the business relations
between industrialized countries, international subcontracting
activities are still a novelty and an unexplored field for most
industries in developing countries.° However, it is obvious that
the fact that several developing countries at present dispose of
a surplus of relatively inexpensive and yet sufficiently skilled
labour force and have a considerable amount of excess capacity
in their industrial network will result in a determining factor

for the development of such internationa’ arrangements.

Added to that an increasing number of firms in industrialized
countries are interested in obtaining supplies of components from
abroad, particularly in order to be able to maintain their competitive
position and fill up growing volumes of orders without further strain

on the domestic economy and with considerable economies in production
costs,
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Functions of the Programme

UNIDO, being aware of thiz upward trend, plays an intermediste
role and is trying to identify subcontracting offers from developed
country firms and propose suitable partrera from develsping
countries. For that purpose an Internaticral Tubcentracting
Programme has been esiablished to act as an intermediary between

firms with the ollowing functions:

(1) to identify, in the industrializet ccuntries, manutacturing
processes Which couid be sutcontracted in developing

countries;

(7) to incate firrs sn diveloped countries waioh Axa
interestel 17 subcouniracting ot 05 treitT poauuction

10 devalntin: countries)

(3) to locate tirms in developing ~ountries which are able
to participate in such arrangements ana act as cub-

contractors;

14) provide basic information and contacts to potential
partiners so0 ar tc prepare the greounds ¢or the negotiations

of the contract.

n pr nciple, the Programme ig ceared to cuverate on existing
unutiliged marnfacturing capacity o7 petential sulceontractors.
In oraer to carry ocut these lunctions in wn expedient manner,
UNIDC has established a network of conta:i points with the

businesu communities ¢f the followirg countriesg:

Argentina india Peru

razil iran Philippines
Cameroon rorea (Republic of) Senegal
Chile Ivory Coast Singapore
Colompia Lebanon Thailand
Cyprus Malaysia Tunisia
Ghana Malta Turkey
Greece Mauricius Uruguay
Juatemalia Morocco

dong: Kong Pakistan




Practical Implementation

The procedure to ve foilcwed when entering into an inter-
national subcontracting arrangement has been kept to the strict
minimun of administrative burden to the business commurrity and
is veing guided by the fundamental necessity of prompt and
expedient action. It 1s carried out in such a way that the
firm interested in an international subcontracting arrangement
addresses 1ts request to UNIDO, bty specifyirge the kind of
production whick it intends to sutcontract, together with all
details necessary for the implementation of the subcontracting
work. The subcontracting offer is channelled through UNIDO to
suitable subcontractors and their reply, together with the
reievant details on the operations of their fim is subsequently
communicated to the contractor. It is normally from this stage
onwards that the contractor enters directly into negotiations
with the subcontractors which he considers the most suitable for

the purpose,

In corder to accelerate the process of establishing contacts
between firms 1in developed and developing countries, UNIDO has
established a roster of industries from developing countries
which have indicated their interest in subcontracting work.,

This roster contains important information such as type of
products manufactured by the firm, capacity of production,

numter of employees, hourly salary rates, the type of products,
parts or components the firm is in a position to manufacture
under subcontracting arrangements and detailed technical
characteristics and specifications of the machines used in the
production. A summary of these details is included in "Lists

of Capacity Available" which are forwarded to interested companies

upori request.

Further details on this project can be obtained from the
Export Industries Section, Industrial Policies and Programming
Division, UNIDC, Vienna.







TNTERRATI OMAL SUBCONTRACTING PROCRAMME

MCKGROUND

International subcontracting also called "contract
manufacture”, e & form of industrial (o-operation, whereby the

main “ontractor orders products or components from a subcontractor,

who manufactuires or transforms them accerding to the design and

epecifi et . ons imposed upon by the buyer. The terms of the sib-
ontrecting agreenents normally provide for assietance, which may

range from technical advice, supply >f materials %o be -sed, to

financial sssistance in the form of loans or direct .nveetments.

Internat:onal subcontracting has become a current feature of
the business relations tetween industrialized countries and 1s
extensively practised in the automobile industry, agricu t.rsl
machinery .ndustry, electrical equipment industry and alaso 'n tne
ronfection sector. Unfortunatsly developing countrima have not yet
sucoee*ed in capturing a significant share of this new flow of
international trade and only a few of those countries have acquired

any experience at all in international subcontracting. Managers in

industrialized countries have often not given any serious thought
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to placing subcontracting orders in developing countries and yet
it appears that several European firms are interested in obtaining
increased supplies of components from abroad, so that ithey can fill
growing volumes of orders without further taxing their domestic
resources. It has besn brought to the attention of UNIDC that the
supply of equipment from Wester:n Europe has been backorders=d in
many cases due to the lack of capacity for component manufacture.
Firme in the United States, Japan, Australia, and also in several
Eastern European countries have indicated interest in stimulating
the manufacture of componernts in the developing countries. The
main advantages for developing countries of such manufacturing

industry are that:

1. It contributes to the diversification of export producte
and helps prevent a lop-sided export structure with
excessive deperdence upon foreign exchange earnings from

one or just a few products;

2. It creates additional outlets which allows exploitation

of economies of scale and greater scope for epecialization;

3. It enables developing countries tc¢ be competitive since,
as the main contractor sells the product under his own

trademark, no marketing costs are involved;

4. The manufacture according to strict specifications and

under control of the main contractor affords excellent
experience and provides manufacturing and export know-how;

5. The subcontracting activity may have a multiplying effect
and act as a catalyst in attracting additional capital
both to widen the scope of locally added value and to

diversify the range of products.



Being convinced that the development of this particular form

of co-operation between firms in industrialized ard developing

1.

4.

countries is of benefit to both, UNIDO is currently preparing a
programme to promote international subcontracting involving

developing countries.

TENTATIVE OUTLINE OF THE PROGRAMME

UNIDC intends to act as an jintermediary between industrial
firme in developed countries and potential subcontractors in

developing countries, and would assume the following functions:

Identify in the industrialized countries manufacturing
processes amenable to subcontracting in developing

countries;

Locate specific fiimas which are interested in sub-
contracting a portion of their operations to developing
countries, Tor this purpose interregional advisers
with experience of negotiating at top management level
will be recruited. They will be expested to visit
federations of industries, subcontracting exchanges

and firms in industrialized countries in order to
collect specific subcontracting proposals and evaluate

the technical and economical feasibility;

Locate firms in developing countries, which are able

to participate in such an arrangement;

Proride technical, economic and legal assistance to

potential subcontractors;



5. Fellowships would be provided to train nationals of

developing countries in all phases of these

promotional activities,

The developing countries wishing to participate in this
programme are invited to inform UNIDO at their earliest convenience.

They should also indicatc in which fields they have manufacturing

potential, or other resources which could be harnessed for

subcontracting.




DEVELOPING AN ENTREPRENEURIAL SPIRIT!

David E. Berlew
Managing Director
Behavioral Science Center/Sterling Institute
Cambridge, Massachusetts, U.S.A.

I am very pleased to have the opportunity to address
this National Ma.aagement Confererce, particularly because
you have chosen to focus on the role of the entrepreneur
in Ireland's economic development. 1 have observed that
those who share the responsibility for economic policy
and planning in most nations too often concentrate almost
exclusively on economic factors such as capital and capital
equipment, tax incentives for essential and preferred indus-
try, protective tariffs and interest rates. This is particu-
larly true in the underdeveloped nations where rates of
economic growth are so critical in the process of nation
building or improving the society. These leaders tend
either to neglect the role of the entrepreneur or, when they
do recognize his value, they are not quite sure how to iden-
tify and encourage him. Economic development cannot be
implemented by parliamentary decree. It is implemented by
men of great ambition, energy, and imagination.

Recently, more and more economic planners have empha-
sized the importance of human factors in economic develop-
ment. They have learned from observing economic development
in developing as well as highly industrialized nations.
Joseph E. Stepanek, one of the first internationally recog-
nized planning experts to focus on entrepreneurialism, has
observed that during his first planning attempts, he:

". . . wasted much time while learning that
no amount of capital equipment, no number
of enthusiastic government planners, and
no team of foreign consultants can compen-
sate for lack of individuals eager and able
to seize opportunity to develop."?

IA speech given to the Natilonal Management Conference of the
Irish Management Institute, April 23, 1970, Killarney, Ireland.

2Joseph E. Stepanek, Managers for Small Industry: An Inter-
national Study (Glencoe, Illinois: The Free Press, 1960).
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The economists and economic planners who recognize the
critical importance of human factors in economic development
are often frustrated. Economic factors are tangible; one
can measure them and manipulate them. But how do you cope
with intangible human factors? How do you know whether or
not a nation has entrepreneurial resources, and how do you
identify individual entrepreneurs and provide positions for
them where their activity contributes to economic growth?
And if there is found to be a shortage of entrepreneurs,
how can they be developed and trained?

What in fact, 1s an entrepreneur? Let me define the
term "entrepreneur" as I will use it, that is, to refer to
individuals who have certain specific and measurable person-
ality characteristics., According to my definition, entre-
vieneurs think differently than other people. Their thoughts
are occupicd with concerns about doing well: about achieving
a certain standard of cxcellence they have set for themsclves,
or doing better than they have done before. They like to
win in competition. In fact, they need to succced because
doing well at a challenging task provides them with their
major source of pleasure or satisfaction in life.

You may be thinking that I have described a very common
characteristic of human beings, or certainly of Western man
as we think of him. But this is simply not so, and it is
vital to my discussion that we realize that this i1s not so.

Although the type of personality that I have described--
and will describe in greater detail later on--occurs with
greater f{requency among businessmen than among other occupa-
tional groups, there are many businessmen who, according
to this definition, cannot be considered entrepreneurs. We
have found, however, that those businessmen who are "entre-
preneurial” are generally more successful as owners or
proprietors, and as corporate managers, {han those who are
not “"entrepreneurial."l There is also evidence that nations
which have a high proportion of entrepreneurs tend to enjoy
a faster rate of economic growth.

I5avid T. McClelland, The Achieving Society (Princeton, New
Jersey: D. Van Nostrand Co., Inc., 1961).

21pid.



Entreprencurialism: A Factor in Ireland's Economic Growth

Now let us turn our attention to Ireland. A review of
your Third Econowit Frogramme has led me ts the conclusion
that Ireland's prosperity is linked closely te Ireland's
ability to become more entreprencurial.

The Third Eccnomic Programme forecasts overall economic
growth during the period 1969 to 1972 at 4 percent per annum,
with industrial output growing at 6.7 percent.

Because of Ireland's relatively small population, and
therefore small home market, yocu must concentrate on the
development of industries oriented toward the export market,
and you must compete successfully without proteciive tariffs
during a period of rising prices and wages in Ireland.

Although during the perinod 1969 to 1372 the labour
force is expected to increase by only 4,000, at least
30,000 more people must pe empleoy=>d by the industr.al sector
to reduce unemploymerit and to absorb workers moving away
from the agricultural sector into industry.

Clearly, focusing on the unemployment problem and intro-
ducing or expanding labour intensive industries to provide
more jobs for more people is not the solution. The only
answer 1is to develop highly efficient industries oriented
toward export markets, Such industries will compete success-
fully in world markets and reduce unemployment to the extent
that these industries are efficient.

There appear, thenr, to be two major challenges: (1) the
development of new 1industry oriented toward export markets,
and (2) greater industrial efficiency. To meet the first
challenge you need entrepreneurs; to meet the second, you
must develop an "entrepreneurial climate"--an atmosphere
which encourages people to set high work standards and to
strive for and take pride in achieving excellence,

Where does Ireland stand today with regard to entrepre-
neurial resources? Does Ireland have enough indigenous
entrepreneurs to achieve the goals of the Third Programme and
ultimate econowic prosperity?

I have observed that in Ireland it is frequently the
immigrant or the foreigner, not the native Irishman, who
exploits commercial opportunities. I read of your consider-
able success in bringing in foreign companies and foreign
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managers. Obviously direct capital investment is desirable,
but do you import foreign entrepreneurial talent as well
because you do not believe that you have enough indigenous
businessmen who are, in Stepanek's words, " . . . eager and
able to seize opportunity to develop"? Will foreign firms
hesitate to make direct investments in Irish firms because
they too do not believe that Ireland has sufficient entre-
preneurial talent?

Foreign firms have seized the economic opportunities in
Ireland. I understand that the Irish government's policy of
offering attractive terms to foreign firms in the way of
grants, tax remissions, stable political conditions, and a
large pool of labour has attracted 200 new industries in the
past five years--a success far beyond Irish expectations.

lmporting entrepreneurial talent along with foreiqn
investment may meet the short-term objectives of increasing
exportz and the gross national product, but it seems to me
that it also has some shortcomings as a development strateqy.
First, it strikes me as poiitically danyerous. The Irish
people are notoriously sensitive to foreian domination.
What will happen when more and more decisions are made by
stockholders who arz not indigenous to Ireland, and whose
decisions are not based on what is best for Ireland? What
has happened in many countries--the examples are too numerous
and well-known to mention--is that the climate becomes
decidedly inhospitable to foreign companies and managers.

Ultinmately foreign corporations leave, taking their entrepre-
neurs with them.

It is essential that Ireland work toward maokiag large
deposits of Irish entrepreneurs in its human resources bank.
A few foreign companies do a reasonably good job of develop-
ing local personnel into entrepreneurial managers, but most
do not. I would make the development of Irish entrepreneurs
a top priority, because ultimately only they can lead Ireland
to economic prosperity and economic independence.

We have been discussing the problem of importing entre-
preneurs. At the same time, wouldn't it be ironical if you

INew York Times (February 21, 1970).
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were exporting entrepreneurial talent? This may very likely
be going on. The Third Programme states:

Since those who immigrate are often the very
people who bring about change and growth in
the economy, there is a double loss here,
because their departure means diminished ccpa-
2ity to inerease national output. (p. 7)

It is possible, of course, that Ireland has as many
potential entrepreneurs as a nation recognized for its entre-
preneurialism, but they remain inactive because the social
environment does not encourage, or may even discourage,
entreprenecurial activity. There is, in fact, some evidence
that the type of entrepreneuria} thinking 1 described carlier
is fairly prevalent in Ireland.

In most modern societies, the entrepreneur is most
likely to come from a middle class family. Does peer group
or family pressure discourage individual initiative or the
pursuit of carcers in business and industry? Docs a middle
cless Irishman have access to entreprencurial oppcrtunities?
Can he raise capital for a business venture? Must he he
successful to have access to new opportunities ard important
economic information? Does the Church and the cthics of
the Church in Ireland discourage entreprencurial behavior?
There are many possible factours that might inhibit entre-
preneurial development in Ireland.

The statcment I just quoted from The Third Programme
strongly suggests that Ireland is losing somc Of 1t5 Lol
human resources through emigration. At the wvcry least, a
nation loses any investment it has made in those who oemigrate
as well as losing a home consumer. Statistics for 1966 show
7.2 percent of your university graduates uncmploy.d. These
are people you want to stay, and these are the reopie who
are among the disgruntled and who are emigratinj.

Also, there is empirical evidence that entrepreneurial
types will go farther away from their homes than others to
seek opportunities, and that explorers and colonizers are
highly motivated individuals who, for reasons of special

Tbavid c. McClelland, The Achieving Society (Princeton, New
Jersey: D. Van Nostrand Co., Inc., 1961), pp. 90-91; p. 100.
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social bias against them, are denied access to opportunities
in thelr own homeland.

Is Ireland doing all that it can to make the economic
terrain an exciting place for potential homegrown entrepre-
neurs to explore and colonize? Is enough being deone to iden-
tify the entrepreneur and to encoyrage his development by
providing special kinds of training and opportunity?

My speecific topic is developing the entrepreneurial
spirit. 1t may be academic to argque whether Ireland has or
has notl developed enough entrepreneurs to meet its needs.
What I wish to arque is that for the first time in history
it is possible to develop entrepreneurs and to create ontre-
preneurial spirit.

The Entrepreneurial Personality

Let me begin my discussion cf the entreprencurial spirit
with a simple cxercise., I would like all of vou teo partici=-
pate if you will. In a moment 1 am going to show you a
picture for obout ten seconds. 1 would like you to take a
piece of ol:ok paper and make up a story avout the picture
that you sece. Do as imaginative as you can. Tell what is
happening in the picture, what led p to the situation and
what the cutcome will be. Give youar story a beginning, a
middlc and an end. I will give you only a few minutes to
write your story, so work quickly.

fince we have carriced out this cxercisce in one form or
anotier hundreds of times, T have a pretty gool idea of the
kinds cf storics you wrote. Many of you, prorably avout
25 percent wrote a story something like this:

A group of men are sitting around a table
discussing a project they are working on. Perhaps
they are developing a plan to market a new Hro-
duct their company is planning to manufacture.

One of the men has just stated that tney must do
a better job than they have ever done beforxe,
because the future of tne company depends uPon
their ability to s¢ll this new product. They

I1bid.
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Just look at the picture briefly (10-i5 seconds}, turn the
2 page and write out the story it suggests.

9 FIGURE )
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have had several brainstorming sessions,

but everv time thev think thev hav..

achieved a breakthrough, someone points out a
fatal flaw, such as the size of the mirket 10y
budget or the fact that it is too late to modity
the product. Finally they hit upoun the perfect
solution, and everyone present is delighted
that their work has finally paid oft. fhey
anticipate that next year's salcs will be twice
what the company needs to make up for pood
sales during the current year. The marheting
program 1is implemented, sales continuc to
decline, and the company goes bankrupt. The
men fecl they have failed the company in 1t
hour of greatest need.

This story contains a great deal of wha' we call "achieve-
ment thinking." The characters in tihe story are compoting
against a standard of excelleace: they are ti,ing to do a
better job than they have ever done before.  They have an
achievement goal. Moreover, they are taking action steps to
achieve their goal: they have been brainstoin, ) 5 come up
with a plan. They have encountered ouLstac b o to saccess, 3uch
as an inadequate marketing budget aind a proda ¢ that cannot
be modified. Finally, the characters 1n the st .1y experience
a good deal of emotion assoeiated with achicvin or failing
to achieve the goal. The men are delighted wio o th 7 hit
upon a solution; they are upset when the, it aoutely farl,
Figure 2 presents a schematic view of achiconent tninking.

To summarize, the character ur chara tyr= Lave an achieve-
ment goal and they are taking steps o re o n U aoal,
They encounter obstacles--=sometimes oo 't it - nosronment and

sometimes in themselves--whi b ostand ot owa achlieving
the gOr’xl. Bt Uu",’ want to arhijeve th ool o, v thvy
experionce pleasare whion they antic it : i lienee success,
and displceasure when they anticipats oo P e fallure,

Others of you, ! woadd entimate b .0t Lf this

particular audience, wrote a i fon et Yypr el ostory:s
A group of men are trving to teah o deci-

sion about somethineg. They have been debating

and arqguing for some ime,  The man who 18 stand-

ing up feels very good because he thinks he has

won his case, and that his point of view will

prevail. Tihe leade:r of the oppusitiun I8 very
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upset, but he hasn't given up yet; he is still
trying to gather support by talking individually
with members of the group. In the end, the
group recaches a stalemate; nobody wins and no
decisicn is reached.

We would label this power imagery, or power thinking.
Characters in the story are concerned about influence, obout
persuading others to accept their point of view. They are
taking action steps to gain influence or contrel. When
they gain influence, they are pleased; when they lose it,
they are upset.

Still others of you, probably about 25 percent, wrote
a third type of story:

A group of friends are sitting around a
table in a pub or in a clubroom, nlannins a rAarty

for the weekend. They meet togeti. r poriodically,
perhaps every week, and they thorowgnhly enijoy
each other's compary. 1In an hour or so thoy

411l leave, but thelr party will te a great suc-
cess and thry will all have o fine tinme.

This story has what we call an affiliation themc; it is
concerned with friendship, with establishing, restoring or
maintaining close, warm relationships with other people.

The goal, the action steps and the feelings expressed all
have to do with friendship as opposed to achievemont or
power.

* It should be ohvious to you that there was nothing in
thie picture you lucked at that required you to tell a story
with an achievement, power or affiliation theme. If trore
was, you all would have told e similar story, and [ assurc
you that is not the case. Whatzver led you to tell a story
with a particular themc is inside of you. I can show the
same picture I showed you anywberc in the world, and I will
get stories similar to the ones you wrote. However, there
will be very significant and revealing differences in the
frequency with which different types of stories are told by
different groups. For example, I would goet many fewer
achievement stories in Belgium and Chile than I would in
Ircland, Russia or the United States. I suspect I would
get more power stories in Ireland than in many other coun-
tries, although I cannot document it.
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Some things, however, we have documented very carefully.
I know that businessmen will tell an achievement story more
frequently than other occupational groups, and that success-
ful businessmen will tell more achievement stories than less
successful businessmen. Our assumption is that if you tell
stories filled with achievement thinking, then you tend to
think in acl@ieVement terms rather than affiliation or power
terms durin= a normal day. That is, you tend to go through
life thinking in terms of achievement goals, the steps you
will have to take to reach those goals, the obstucles you
will encounter and how you will overcome them, and how wonder-
ful it will be when you reach your goal and how terrible it
will be if you fail. People who think in these terms will
end up in challenging occupations, like business, and they
will tend to do better than other people. If you think too
much in affiliation or friendship terms, then chances are
that you will not be particularly successful in business.
It should be obvicus that no one thinks just in terms of
achievement, affiliation or power; all of us have concerns
in all three areas. However, usually one concern or motive
is dominant.

There is also evidence that countries where a lot of
people «tend to tell achievement stories, and whose popular
literature, films, childrens' stories and leaders'
speeches are filled with achievement imagery tend to have
a faster rate of economic development than countries where
this is not the case. Ireland, by the way, is fairly strong
in this regard. An analysis of your childrens' stories in
1925 and 1950 revealed that they were relatively high in
achievement imagery compared with about thirty other coun-
tries. The achievement imagery did drop off between 1925
and 1930, however, which would lead to the hypothesis that
there was more entrepreneurial energy expended between
1925 and 1950 than there will be between 1950 and 1975.1

The point I want to make is that there is a certain
type of thinking characteristic of individuals who are un-
usually successful in commercial enterprises. Successful
businessmen or entrepreneurs think in achievement terms more
than other people. In this room today, some of you think
in achievement terms more than others, ijust as some of you
spend more of your time thinking about your fricnds and loved
ones, or about gaining influence. I do not want to imply

I
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that one type of thinking i3 superior or inferior to another.
The world needs all kinds of people.

The second point I want to make is that men who think
predominately in achievement terms tend to behave differently

than other people. Their "unique" behavior can be summarized
in three categories:

. they like to take personal responsibility -
for results;

. they aggressively seek feedback on the re-
sults of their actions and decisions, and
they use that information to modify their
behavior and revise their gecals; and

. they set goals that are challenging yet
realistic. That is, they prefer moderate
risks to either safe or extreme risks.

If we keep in mind that a major source of satisfaction
and pleasure for such people is successfully completing a
challenging task, then their behavior makes a gcod deal of
sense. They cannot fully enjoy a success unless they know
they were responsible for it. If the responsibility belongs
to several people, they feel little personal satisfaction.

Feedback tells the entrepreneur both how well he is
doing and how he must modify his behavior to insure success.,.
If he cannot get clear feedback on actions and decisions,
he can never be sure how well he performed, and he misses
the full measure of satisfaction that comes with being abso-
lutely sure that he performed well,

It is interesting to note that for the true entrepre-
neur, money or profitability is more impocrtant as an indica-
tor or success than as an end in itself. Businessmen know
they are doing well when they are making money; when they
are losing money they know they are performing poorly. Real
entrepreneurs do not retire when they have made all the
money they need to live on; they continue to work because
their chief source of satisfaction lies in overcoming chal-

lenges, not siwply in making money that they rarely take the
time to enjoy.

A true entrepreneur gets little satisfaction from suc-
ceeding at a sure thing._  He also gets little pleasure from
winning the long-shot. °He knows that his success was not




due to his efforts; it was either inevitable, or it was
due to luck.

It is easy to see why such men like to start and operate
their own businesses. Business proprietors are by definition
responsible for results. There is no more meaningful feed-
back than monthly sales figures, or a financial statement.

And almost all business decisions involve an element of
risk.

It is interesting to note that entrepreneurs generally
get very little satisfaction from gambling. They derive
pleasure from winning or succeeding only when it is the re-
sult of their own effort or skill. The entrepreneur is not
likely to feel much satisfaction if he wins the Irish Sweep-
stakes. He'll feel rich, but not satisfied.

Entrepreneurs Can Be Developed

During the last several years, my organization--the
Behavioral Science Center of Sterling Institute--has becen
experimenting under the direction of Professor David C.
McClelland with ways to make individuals more entrepreneurial.
The basic approach is a simple one: whereas most training
programmes concentrate on technical knowledge and interper-
sonal skills, we focus primarily on thought content. That
is, we train people to think differently.

With one to two weeks of intensive training, we have
been able to change the thought and behavioral patterns of
businessmen in the United States and several other countries
so that these men have become significantly more effective
and successful in their jobs.

Tables 1, 2 and 3 summarize the results of two extensive
research projects which studied the: effects of this type of
training.

Table 1 summarizes the results of a U.S. Government-
sponsored project to conduct achievement or entrepreneurial
training for black, small businessmen in Washington, D.C.

The 49 trained subjects underwent an intensive five-day
residential programme which I will describe shortly. Com-
pared to a matched group of untrained businessmen, even after
as short a period as six months, more of the trained business-
men had started new enterprises, improved their operating
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TABLE 1
Six Month Follow-up Report
Black Businessmen from Washington, D.C.

With and Without Prior n Ach Training

Activities Untrained Trained
N =63 N = 49
New Business Starts 0 8
Improved Uperating Procedures 10% 33%
Greater Comvunity Involvement 24% 43%

New Capital Invested
Average $ 1,420 $ 4,259

Total $89,000 $208,000

New Jobs Created

Average .60 1.25

Total 38 70

From Report on Business Leadecrship Training Project to
Economic Development Administration by the Behavioyal Science
Center, Sterling Institute, October 1, 1968,
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TABLE 2
Two-Year Follow-up Report

Indian Small Businessmen

With and Without Prior n Ach Training

Activities Untrained
N = 73

Distinctly More Active 18 25%

New Businesses Started 6 8%

Men In Charge of Their Firms Only N = 45

Making Fixed Capital Invest-

ment 18  40%
Average Investment Rs. 12,190
Total Investment Rs. 548,500
Employing More Penple 15 33%
Averaging New Jobs per :
Businessman 2.74
Total New Jobs 126

Trained
N =176
39 »l%
17 22%
N - 47
35 744

Rs., 24,030

Rs. 1,129,500

28 59%

5.86

258

From D, C. McClelland and D. G. Winter, Motivating ECOnomic

Achievement, The Free Press, 1969.
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TABLE 3
Cost-Effectiveness of Business Leadership Training
Washington/Oklahoma Results Included

(6-Month Follow-up Data)

Projected Cost per Trainee -- $250
Minimum Maximum
N = 90 N = 1l6*

Mean New Jobs Created .85 2.42

Cost per New Job $ 290 $ 97
Mean Increase in Investment $3,765 $25,600

Ratio Public/Private Invest-

ment Mobilized 1/15 1/100
Mean Increase in Profits $ 286 $ 1,800
Estimated Tax Flows per Trained Man

(from Profits and Personal

Income) 6-Month Basis $ 207.70 $ 1,194.00
Time Required by Government to
Collect Enough Additional Taxes to
Pay Back Cost per Trainee 11 mos. 1-2 mos.

*Included members of Steering Committee, not matched
by equally prominent untrained men.

From Report on Business Leadership Training Project to
Econumic Development Administration by the Behavioral Science
Center, Sterling Institute, October 1, 1968.
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procedures, and become more involved in helping to rebuild
their community--much of which had been burned during riots.
They had raised and invested more capital and created more
new jobs through expansion than their untrained colleaques.

Table 2 reports similar findings for a group of 76
businessmen in India. 1In this case, the training covered
a period of about two weeks. The results indicate differ-
ences between the trained businessmen and an untrained,
matched control group two years after the training took
place. You will note that a much larger proportion of the
trained than of the untrained qroup are distinctly
more active in their businesses, have started new e¢nter-
prises and have made fixed capital investments in their
businesses. The average and the total investment of the
trained group is much larger than for the control group,
and the trained businessmen have created significantly more
jobs through business expansion.

The results of a cost-effectiveness analysis prepared
for the U.S. Economic Development Administration are pre-
sented in Table 3. The computations are based on a projected
cost of $250 per businessman trained. The results of the
train’ 7 arc presented both in terms of the minimum and the
maximum results that might be expected, on the assumption
that the actual results will be somewhere in between.

To summarize, the results indicate that it will cost
the U.S. Government between $97 and $290 to create a new
job if it invests in entrepreneurial training for small
businessmen. For every dollar of public money invested, be-
tween $15 and $100 of private capital will be invested.
The governr..nt can expect to retrieve its investment through
taxes on the increased profits and personal income of the
trained businessmen in between one and eleven months. We
were particularly pleased by this last result, because there
are not very many public programmes in the United States,
if there are any at ali, wk re the government can expect to
regain its investment in the forseeable future.

The only difference between the groups referred to as
"trained" and "untrained" in Tables 1, 2 and 3 is that each
trained group underwent several days of achievement training,
or Business Leadership Training, which is basically a form

of psychological training; no attempt is made to teach business

concepts or technical skills.
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Let me briefly describe the nature of this unique type
of training. Initially, participants collect information on
themselves, first by writing several stories, such as the one
you wrote earlier, to sample their own thought content, and
second, by participating 1in a number of simulations or '
"games" which roveal to each participant his characteristics
in regard to accepting personal responsibility for results,
using feedback, and taking risks. Participants are then
introduced to exercises which help them think through their
life goals--what is really important to them, what they can
really commit themselves to. 1f becoming more successful
in business is one of their goals, then we expose them to a
model of an effective entrepreneur or achiever--a model that
has been developed through years of careful research--and ask
them to compare themselves to that model. Most people find
areas where they differ substantially from the model that is
presented. We then tell the participants that if they
choose to becomsa more entrepreneurial, they can do it.

at the point where o participant actually commits him-
self to changing, the most difficult part of the training has
been accomplished., It is surprisingly eesy to teach people
who really want to change to think and behave like entrepre-
neurs, and to use arn approach to personal gcal-setting which
greatly increases the probability that tney will achieve
the goals they set for themselves.

If you will reviaw the curricula in the colleges and
institutions which train your managers and entrepreneurs, you
will find that, whereas they are very up-to-date on modern
management methods, no emphasis is placed on developing entre-
praneurial attitudes and motives. If you accept my thesis that
their development is critical for economic development, then
I would urge you to lock carefully at educational programmes
designed to increase the entrepreneurial spirit of small
businessmen and corporate managers.

Encouraging Entrepreneurial Behavior

All of our efforts to train entrepreneurs have not been
equally successful. We have been most successful in increas-
ing the motivation and effectiveness of owners of businesses,
who return to a situation where they have ample opportunity
to test out their newly developed entrepreneurial skills.

Others whom we have trained--some corporate managers, for
example--have returned to jobs where they are given little
personal responsibility, where they experience little challenge,

ety
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and where objective fcedback on performance is scarce. In
such organizations, entrepreneurs will tend tc become frus-
trated and leave, »r else theilr entrepreneurial drive will
dissipate.

Although something of an oversimplification, we can say
that effective motivation--the intensity of a given motive
in a specific situation--is a funetion of two things: the
strength of the latent need or motive that the individual
brings with him to the situation, and the cues in the situation
which engage or arouse that particular need or motive. This
can be diagrammed as follows:

T,

Motess = f(need X situation)

Consider the case of a entrepreneur, a person who thinks
very often in achievement terms. He has a very strong achieve-
ment need, which we will arbitrarily value at 20. Assume
that this person works in an organization where he is given
very little responsibility, where standards of performance
are low, rewards are more closely related to longevity or
popularity than to performance, and he has only a vague idea
of how his job and the work that he does contribute to the
goals of the organization. I have described a situation
nearly devoid of cues which might arouse or eongage achieve-
ment motivation. Let us arbitrarily assign a value of 1 to
the situation to reflect the fact that it contains almost no
cues of the sort which arouse concern with achieving or doing
well. If we insert these values into our formula, we find
that our entrepreneur is in fact a latent entrepreneur--his
achievement motivation in this partIcular situation is 20.

Achievement Moteff = £(20 X 1) = 20

An individual with a considerably weaker need for
achievement who works in an organization where he is given
responsibility for results, where high standards and challeng-
ing goals are set, and where rewards are closely related to
performance and thus serve as feedback on performance, may in
fact have higher effective achievement motivation than our
first example.

Achievement Mot ¢e = £(5 X 20) = 100
The achievement or entrepreneurial training I described

earlier focuses on changing personality characteristics; it
effects the "need" variable in our formula. If you accept
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s jimate. 1t objectives were being established with little
commitment on the part of those responsible for achieving
them, the programmne was doomed to failure,

Perhaps the greatest contribution to management practice
during the last decade or two has been the management informa-
tiuh systoem,  As you know, a management information system
s nothing more than a feedback system, a way of providing
intormation on the results of past decisions and actions to
4 manhager quickly to enable him to improve his performance.

It 1s naive, however, to assume that the information,
howevor valuable, will automatically be used to improve
derisions and modify actions. One characteristic of an entre-
prencur, or an entrepreneurial manager, is that he care-~
fuliy scans his environment for information, whether positive
0r n jative, bearing on his business. He is the tyne of
mana o r who will personally telephone a client who has just
cancelled an order to learn whether his own company's per-
formance had in any way contributed to the decision to cancel.
Stud.es have shown that other businessmen are neutral to feed-
back trom the environment; they neither seek nor reject it.
Still others actually reject or distort any negative teed-
ba<k that comes to them.

It is casy to understand, then, why a management infor-
mition system does nnt automatically lead to more effective
performsnce. Ultimately men must use the information, and
some use 1t better than others. The type of person I have

been scribing to you--the entrepreneur or entrepreneurial
managutr -=-1s untiring in his pursuit of information about his
performance.  He tends to anticipate obstacles or problems

before ' hey occur, and to take corrective action before the
fact,

In many American corporations, and I suspect in many
Irish companies as well, it will be necessary to take a much
more direct approach to the problem of climate management.
One approach which we have tried with considerable success
is presented schematically in Figure 3. The major application
to date has been in a manufacturing company with several
operating divisaions.,

The company in question is in the metal fabrication
business and is a major supplier of parts for the American
automotive and refrigeration industries. Located in a mid-
western state, it does about 100 million dollars worth of
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business annually. This company, which I shall call the
Family Corporation, was established at about the same time
that automobiles began to be mass-produced in the United
States. Because it held exclusive patents, it established

a virtual monopoly on the manufacture of certain automotive
parts, and as the automobile industry boomed during the
1950's and 1960's, the Familv Corporation grew and prospered.

The founder of the company ran a traditional, paternalis-
tic business. Members of his family and his friends were
given important positions in the Corporation. He took good
care of his employees; salaries were high; pressure was low,
and people were rarely fired. The employees were very loyal
to the Corporation; it was a good company with a good product,
and it took good care of them.

In the mid-1960's the picture began to change. The
founder died and the presidency passed to one of his sons.
The son, a highly intelligent and sensitive man, was used

to seeing the company run itself, so his hand at the helm
was not a firm orne.

During the 1960's, competition began to emerge. The
Corporation's patents ware running out, ard new materials
were being developed that might make parts manufactured by
the Family Corporation obsolete. The Corporation maintained
a research and development operation, but it was pcorly run
and had not been given high priority.

In 1969, two younger members in top managemert positions
persuaded the President of the Family Corporation o expose
the corporate top management to achievement or ent:eprencurial
training. By this time tile alternatives were cleer: the
Family Corporaticn had to take a more entrepreneurial posture,
or it would lose its commanding position in the industry.

The result of the four-day workshop with the top manage-
ment was a decision by the corporate President and his officers
to create an entrepreneurial corqganizacion.

This first workshop was followed a month l.ter by a
three-day tcp-management sessici devoted to seil.iung corporate
goals for the next five ycars, spelling out the actions
required to reach those goals, and carefully considering
obstacles to their attainmen:t. Not surprisingly, one of the
goals was to change the climate so that it would encourage

and reward entrepreneurial behavior on the part of manaqgers
and employees.
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Following the goal-setting workshop, the vice president
and general manager of each division of the Corporation
went through a similar process with his top management team.
First, they were exposed to achievement training, and then
they met as teams to set goals for their divisions, to decide
upon action plans, and to anticipate obstacles. It was
agreed beforehand thst if the goals set by the management
of a division did not coincide with the tentative goals for
the division arrived at during the corporate, top-management
goal-setting workshop, the general manager of that division
woudl be free to renegotiate those goals with the President.

By the end of the round of goal-setting meetings, the
entire management of the Corporation was committed to a series
of highly challenging goals and action plans.

Perhaps even more important, both the corporate and
divisional executives carried ocut an exhaustive study of
obstacles which wmight prevent them from reaching their goals.
One important series of obstacles involved the climate in
the organization. The top management of the Corporation
felt they themselves had become more entrepreneurial as a
result of achievement training, and their behavior confirmed
this. However, it was clear to them, both from their own
observations and from diagnostic data provided by consultants,
that the climate in the Corporation as a whole was anything
but conducive to entrepreneurial behavior. Most employees
felt they did not have responsibility for results, and that
performance standards were relatively low.

At the same time, most employees felt a strong sense of
loyalty to the Corporation, which made it easier to change
the climate.

In order to create a more entrepreneurial climate--a
step that management felt was necessary if the new goals were
to be reached--the Corporation's middle management, and in
some cases even first-line management, was exposed to achieve-
ment training. Most senior and middle-level managers parti-
cipated in a second vhase of training which helped them
assess their personal styles of management, and determine its
effect on climate, and ultimately on the motivation of their
subordinates. They then learned new management techniques
to develop the kind of climate they felt was optimal for
their situation.
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This intensive effort to develop an entrepreneurial
climate is still underway. A few months from now, the cor-
porate officers and division management teams will meet to
review their performance in terms cf the goals they set for
themselves, and if necessary, to revise both their goals and
action plans.

This project is being carefully followed by university
researchers. Thus far, the evidence is overwhelming that
significant changes have occurred both in managerial behavior
and organizational climate. The Family Corporation is well
on the way to becoming an entrepreneurial organization.

I hope that I have been successful in giving you some new
insights into entrepreneurialism and the role that it can
play in Ireland's economic growth. In particular, I hope
that I have persuaded you that human resources can be quanti-
fied and managed just as economic factors can be measured and
manipulated to bring about socially desirable ends. I do
not mean to imply that we have all the answers, because that
certainly is not the case. However, new technologies for
developing entrepreneurs and creating entrepreneurial organi-
zations are evolving. If my assessment of the situation in
Ireland is correct, you cannot afford to take the Irish entre-
preneur for granted. This National Management Conference

devoted to the role of the entrepreneur is an encouraging
sign.
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DIVISION OF ADMINISTRATION, CONFERENCE AND
GENERAL SERVICES

TECHNICAL EQUIPMENT PROCUREMENT AND
CONTRACTING OFFICE
(Da/TEPCO)

GENERAL

Project implementation, regardless of the source of funds,

frequently calls for the provision of equipment and/or services,

According to United Nations Financial Rules and Regulations,
contracting for equipment or services is carried out by officers
specially authorized for this purpose. In UNIDO, the work is perforied
by the Technical Equipment Procurement and Contracting Office (TEPCO)

in the Department of Administration, Conference and General Services.

The office is staffed by professionally qualified purchasing and
contracting officers with the necessary clerical personnel and comprises
three units: a Procurement Section, for supplies and equipment;

a Contracts Section, handling consultant services; and a Control Unit
dealing with documentation, invoices, project inventories and other

administrative matters,

PROCEDURES

2.1 Equipment Purchases

When supplies and equipment arc required, the specifications are
prepared by the UNIDO Project Manager or by UNIDO experts in consultation
with the recipient government. Minor items may be purchased by the
UNIDO Project Manager in the field, otherwise procurement is generally
effected by UNIDO/TEPCO on the basis of international, competitive
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gealed bids issued to selected vendors/mamufacturers. Orders are
placed with the lowest acceptable bidder, with due consideration to
such factora as standardization of equipment, warranties and local
gervicing arrangements. Besides the actual purchasing operations,
TEPCO arranges for delivery of the consignments to destination and

is responsihle for periodic inventory controls. UNIDO retains title
to the equipment during the life of the project and on its completion,

TEPCO arranges for transfer to the recipient government.

The purchase arrangements also include, when appropriate, the
installation and start-up of equipment and the training of local

personnel,

The time cycle for delivery of supplies and equipment to destination
port varies from six to twelve months, according to the mam facturer's
delivery time for the particular equipment and shipping time. This does
not include port and customs clearance or inland forwarding to project
gite. The early determination of adequate speci fications and prompt
gubmission of requisitions is therefore of utmost importance. It is
also important that specifications should be prepared in neutral form

to permit properly competitive bidding.

2.2 Contracts for Services

This part of TEPCO's activities is gometimes referred to as sub-
coniracting., 1In effect, it covers the provision of any type of
engineering or nanagenent services under a commercial-type contract
with a consulting organization. The consulting organization may be

a private firm, an institution, a State enterprise, or any corporate

body .

A contract nay cover execution of laboratory tests, the provision
of one or ..ore specialists, a pre-investment or feasibility study, or
the design and erection of a pilot plant. The contract value may range
from $200 to in excess of a million dollars, and the duration from one

week to a period of years.




|

‘

g
;

_49_

Many larger projects aand particularly those requiring teams
of specialists and/or substantial back-stopping can be more suitably
and speedily implemented by the use of "sb-contracting". Current
policy is therefore to decide in the initial stage of project planning
whether execution can more appropriately be carried out by the
recruitment of individual experts, or by sub-contracting, whichever

is more suitable.

When "sub-contracting" is employed, suitable terms of reference
are prepared by the UNIDO Substantive Division concerned, in collaboration
with the recipient povernuent. The terms of reference detail, inter-alia,
the services to be perforised and the schedule for their performance.
On the basis of the ierms of reference, TEPCO invites costed proposals
from a short list of consulting organizations selected, among other
criteria, on the basis of their qualifications and experience for the
parii-ular assignnent. The selection criteria also takes into
consideration geographical distribution, including both developed
and developing countries, and the utilization of available financial

resources,

The gelection of invitees is approved by a UNIDO inter-divisional
panel and is officially cleared through the UNDP Residert Representative
with the recipient povernment. The governnent may delet: specific
nanes from the list or suggest alternative nanes for consideration;

it does not, however, select or indicate priorities.

Contract proposals are invited by UNIDO/TEPCO fror the approved
list of organizations with a closing date of four to six weeks, The
proposals, on receipt by TEPCO, are evaluated by the UNIDO Substantive
Division for technical acceptability, and by TEPCO on a commercial
basis. In accordance with UN Financial Rules, and with the approval
of the UNID0 Advisory Panel and the UNIDO Contractis Coumittee, the
award is rade on the basis of the lowest acceptable olfer, and the

organization and recipient governueni are informed accordingly.




The Contractor has total responsibility for the execution of the
contract but maintaine close liaison with the UNIDO Project Manager
and/or UNDP Resident Representative. UNIDO/TEPCO is responsible for

administration of the contract, in collaboration with Technical

Co-operation Division and the Substantive Otffice with respect to the
prograrn.ie and technicai aspects. Progress and per forance in contract
implementation are controlled through periodic reporting, and the
terminal report is reviewed in draft form by the UNIDO Substantive
Section before its finalization and subsequent sub nission to the
recipient governrent. On conclusion of each contract, an evaluation
report is prepared by the Substantive Office, Technical Co-operation

Division and TEPCC, as & ;ruide for future selection.

The time-cycle for contracting depends in part on the rapidity
with which the recipient governient clears invitee listis. Under

favourable conditions, initiation of work by contractor's personnel

can be achieved in four to six s.onths from receipt of full docunentation
by TEPCO. In the great wajority of cases, work is completed on
schedule and the results have given general catisfaction to all

parties concerned.

REGISTRATION OF VENDORS AND CONSULTING ORCANISATIONS

World—-wide lists covering vendors/suppliers of equipment and
consulting or;arisations are maintained in U’NIDO/TEPCO. Thege records
gerve as the prinary basis for the selection of bidders for equipment
and invitees for contractual proposals. Interested vendors and
consulting organisations seeking registration with UNIDO are requested
to address their enquiries tos:

Chief, Technical Bquipment Procurenient
and Contracting Office ( TEPCO) '
UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION

P.0. Box TO7
4-1011 Vienna, Austria




UNIDO/TEPCO provides the necessary regisiration forms and all

relevant information and instructions.

OPERATIONS
4.1 Equipment Purchages
Equipment purchased by TEPCO comprises principally rachinery and
industrial laboratory equipment, plus vehicles, audio-~visual equipment,
spare parts, etc.
The volurie of purchasing activities commencing in May 1968 has
increased steadily as shown in the following table:
Table I
Equipment Purchanes
Year Nurber of Value of Purchase Orders
Purchase Orders in US$
1968 16 62,000
1969 382 482,000
1970 548 1,139,000

Orders for supplies of equipment have been placed with vendors

in more than twenty-eight countries.

4.2 Contracts for Services

Contracting is teing eapluyed tc a steadily increasing degre: to
gpeed project iaplementation - a8 a1 -atter of policy in buth UKIIX and
by UNDP - to tap all available sources of expertise and as one c! the
means to increase the capacity of the U.N, systen. The growth rate

for use of contracting in UNIDO-executed projecte 19 il.ustratsd by

the following table:




Tabls i’

Convracts 'or Unr /1088

Tusy Rumber ol Luntirscts Value of Contracts
in US$

1968 ? 41,000

1969 26 1,516,000

1970 11 2,610,000

As an exanple, 818 projecis implenented by contracting in 1970
{ncluded the provieion of 109 field experts involving 192 man/months
of field services. Expert services in the field are aleo being
provided for projects rinanced by Special Fund and Voluntary
Contributions.

Consul tant services are available in the developed and developing
countries, and in both the socialist and industrialized market econonies.
UNIDO contract awards have been made to organizations in more than

twenty-four couniries since commencement of operations in 1969.




-

- K3 -

UNITED NATIONS INDUSTRIAL DEVELGPMENT ORGANIZATION

June 1969

GUIDELINES FOR THE PREPARATION OF JOB DESCRIPTIONS

4 PURPOSE AND IMPORTANCE _OF JOB DESCRIPTIONS

1. The successful and orderly execution of technical assistance programmes

depends to a great degree on the timely delivery of well chosen experis. Continued
# growth of programmes and ever increasing diversification of projects has made the

A, search for experts a complex and difficult taske

4 2o Ever since the inception of United Nations technical assistance to

developing countries, job descriptions containing pertinent information concerning

the objectives of the project and the expertise needed for its implementation have

8 toen used as the main instrument in the recruitment of experts. It is the job
description that explains to the outside world what is the job that needs doing, and
why, where, when, for how long and by which kind of person it should be performed.

A The job description is used to define a project, to attract qualified candidates, to

8 ossess their suitability and to evaluate their performances A clear, accuratc and

@ informative job description can greatly facilitate the prompt and effective accomplish-
ment of these taskse Past experience, on the other hand, has amply demonstrated

that unclarity, inaccuracy or inadequacy of the information prowvided can result in
considerable delay in project implementation or misjudged sclection of candidates.

The job description therefore exercises a powerful (even decisive) influence on the

@ success or failure of projects.

& DRAFTING OF JOB DESCRIPTIONS

Je Job descriptions should be drafted in a clear, preciso and comprehensive

¥ fashion in the UN working language which is indicated in the job description as

essential for the execution of the projecte For bilingual posis, job descriptions

@ should bo drafted in either language, not in both.

fl 1d.69-3279
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Standard Form of Job Deseription

4, The attached jeb deseriptions which heve beon sclected as nodols contain
all clements csscntial for th.. standaardized Crafting of o job description. The
following guidclines arc arranged in tho order in which the headings arc listed on

the basic jornm.

Healing of Job Descrigtion

Se Since the job doscription reflects the official governmental roquest for
an oxpert, the full official titlc of the country should be indicated in the heeding -
Cege Jordan should be shown as th- Hashemito Kingdom of Jordan.

6. Requests for an associate expert should be spelled out in the hcading of

the job description: "Request from the Governmont of eeressses fOTr an Associate Expert,

Post Titlo

Ts The post title should be chosen after the formulation of Dutics. It should
indicate the specific function to be performed rather than the general arca of
work -« seg. “Byport in Textile Fibres Rescarchd or "Bxpert in Stainless Steol

Rolling™ — not "Incustrizl ingincer®, “Chemical Ingineer”, “Industrial Sconomist", eote,

8. The post title of the Project Managor of a Spceial Mund Project should
reflect both his position as the manager and tne ficld of activity of the project -
<»fe "Project Maneger (Small-Scalc Industries)®,

Ce The words “'adviscr' or “consultant should be used whenever an assignment

ie of an advisory or consultative noture.

10. In casc of OPEX pocts, usc the official administrative title which the
cxpert would enjoy gerving as a civil servant or employee of the rocipiont country -

Ceffs "Group Ixccutive - Food Industriecs®,

11. dhen the official administrative title of an OPEX post docs not reflcct tho
cquired dutics and qualifications, it would be advisable to add, in brackets, a

upplementary post title defined according to the preceding paragraphs.
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12. Specify clearly the level of cxpertise whenever a senior op Junior expert

is necded; thc words "adviscr® or "expert™ used without a qualifying adjective
indicate an average level of expertisc which could reasonably be expoctod of an

expert for the execution of the projoct. Avoid any discrcpancy betwoen a lovel of
expertisc indicated in the post title and the rcquirenents listcd under Mificgtioxm.

13. Remember that an associato expert by definition can only be a junior or

assistant cxpert.
Duration

14. The duration of an assignment must be roalistically determined according
: to the task to be accomplished. Stats for how long the expert's services are
required. Indicate whether therc ig any likelihood of an oxtension or follow-up
return visit. Sometimes there are options that could greatliy facilitate the recruit-
ment of experts - c.g. a possibility of two or more short-tern round-trips instead
of one assignment of longer duration. Certein types of mission do not necessarily
require the continucd presence of an cxpert in the country of acsignment; time-
consuming laboratory work and tho writing of reports could be done at home. In such
cases, an obvious alternativec to a longer 2ssignment would be a mission of shorter
duration with one or more follow-up vigits.

15. Job descriptions for projects that clearly could not bo oxecuted within
the initial period of one or two years indicated in the job description (eegs for a
Special Fund Project) should always stress the possibility o. extension of the
assignment. As a rule, posts having a total duration of several Years have to be
shown in the job description as being for "one year with possibility of extension up
to — years". For financial reasons it is important to try to avoid the issuance of

- Job descriptions requiring the assignmont of oxperts for periods of more than six
months but less that onc year (c.g. nine months).
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Zxpected Starting Datc
iDate Requircds

16, It is essential to allow sufficient time for the search, evaluation and

appointment of experts. The normal minimem perinsd for the accomplishment of these
tasks is two months., Some additional period of time (eeg. cne month) is usually
necessary to enable experts to settle their personal mattors. Comsequently, it
would be sensiblc to say that the cxpert is vanted as soon as possible after ceees
(date) seeee but before eeeee (date) eseess Alternetively, the formula

"betwaen eeees (date) eeses and seees (date) eieee™ may be usede The latest accept-
able starting date should be deicrmined by programming needs and the rcquirements
of the job that the cxpert had to do.

17, lemember that unrealistic (too early) proposed starting dates of assign-
ments causc great difficulties in recruitment, programme management and project

implementation and are often sclfl-defeating. Oreat care should therefore be taken
to avoid requcsts for urgent appuintment of cxperts unless it is really Jjustificd.

Duty Station

18, State main cuty station, indicating whether frequent or occasional travel
away from the duty station is envisaged. If, as often happens, the duty station is
a town which is not internationally known, indicatce the province or the geographical
location within the country. If dual assignment for simultancous implementation of

identical projects in two or more countrics is envisaged it should be clearly stated
under Duty Station and fully explained in Background Information.

Purpose of Project

19, Give a succinct statement, in one paragrapb. of the project!s objectives.
Thin should present, near the beginning of the job description, the professional
challenge and interest of the problem in the developing country which requires

sclution or assistance. The statement should be interesting and must make sense.

Factual details, historical background, etc., should be given under Background
Information.

Note: the fcregoing is a new element designed to improve UNIDO
job descriptions.
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Duties
20. The score of the dutiecs %c be performed must be realistically tailored to

the capacity of one man and the duration ¢f thc assignment.

21. Indicate the Ministry, Institution or Organizatiorry {0 which thc expert
will be assigned or expected to work with and state cliarly the nature of the assign-
ment and the functicns the cxpert will be required to perform covering, where

relevant, the following aspects:
(a) Nature of assignment:

Is the expert expected primarily to advise and/or assist and participate
in performing certain duties or to undertake or direct certpin operations?
A concisc general statecment of the duties required should be provided

at this point.
(bv) Nature of advice:

Is the expert expected to advisc on policy questions, practical managerial,
administretive, operational or production problems, or design and

scientific rcsearch quesiions, etc.?
(c) Nature of operations:

A statement of the specific duties required should be given., Is the
cxpert expected to take part in a governmental administretion or factory
management or in tachnical manuf-icturing operation.?

(d) Llevel of advice or opcrations:

At which level of the rocipient governmoni's administrative machinery

or business administratiorn is the oxport expected to operate?

(e) Do the advisory or opurational duties relate tc zeneral or specific
aspects or problams? If the former, stato all salicnt points %o which
the expert has to pay special attention. If the lattier, enumerate all
main specific problems anc duties. In both cases, state 1n order of
priority.

1/ Bewarc of wncxplained abbrevigtionsd
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(£) Is the troining of local personnel required and, 1f so, at what level?
Is *raining of national ascociates {counterparts) required?

(g) are any loctures or demonsiratiois an essential part of the project?
IT so, state whot Ls the ievel o7 the audicnce or varticipants likely

to be involved.

(h) Name any technological process or type of equipment with which acquaintance

is considered to be cssential for the execution of the project.,

22. If the assignment concerns an associate expert, atate the post title, name
and nationality of the expert whom the associaic expert is to assist. Bear in mind
that he is a young professionzl witn only a few years of practical experience at
best and that his dutics sliould be plannea accordingly.

Qualifications
23. Statc the specific skills csseatial for the execution of the project. 1In

80 coing, it is most impurtant to avoid demanding a combination of skills or variety
of expcricnce which iz unlilzely to be encountered in the case of any individual

export.

24 As regards academic requirements, the formula “University Degree or
equivalent expericnca’ should b: uecd rather than the rectrictive requirement of a
University Degree alorc, unlcss tuin is deerad essential. Avoid ambiguous definitions
such as “appropriat: =zcademic background'. If two disciplines are considered as

equally suitable qualifications, name them.

25 Stute the professional field or fields in which the expert should have
practical experience. VWhen specifying the dogree or length of experience whica is
deemed desirable, the recruitment scurce should be given as much latlitude as possible.
Avoid such formulations as “10 years (or 15 years) cxperience ossential®. They are
unnecessarily restrictive and might oxclude valuabic candidates. Use general terms

such as “extensive”, “considerable’, cr "some" expevience,

26, Yhen specii'ic technolcsical processes or squipment are listed under Duties

as essential for project implementation, full acquaintance of the expert with the

process or equipment should be made essential as a qualification,.




27, Age ou personalily requirements should noi ne includeds  The minimun age
1s related te the ascademic trawining an® practical experience requirec, and the
primary consideration i:s the individia! profussional and technical qualifications.
for the post, The nature of seome assignments may Lmwose z limitatior of masxinum age,
In such casec it should be phrased as a warnine in seneral terms withot mencioning
an cxact age limit,

In}

T Porsonal quelities arc ascessed and evaluzted orly by professicnal inter—

N

viewers or on the grouncs of rcferences friven by poroons who are directly acquainicd
with the candidatcz,

29. dvoid any statement that a candidate must have cxperiance in a developing
country. Suca experience may be profirred but it cannot be ossential., Necruituent

is difficult ennugh without adding thie kind of limitation,

30. dny statement indicabing specificells or by impliczticr that celection
shouid ce meds on the grounds of a paricular nationality, race; or sympatiy with
certain cultures or traditions saculd normally be avoided. However, an exception
may be a preference fur a perticular country or arsca of arigin becauce of common

experience and the employment of similar techniques or equinment.

3l. Membersiip in world-wide professional associations should not be riade an

essential qualification but may be ziven as an exanple of qualifications nceded.
Languages

32. The language rcquirements have t. be conzisaorc’ fren three angles: the
profescional work of the expert in his asgignment; uhe fact ihat he is repr.senting
UNIDO in the field; and the necessity of communication wiia UNIDO headquarters (on
both substantive and administrative questions) including the writing of his final
report.

33. State in which cue of th: working languages of the United Nationg the expert
will be required to work. State other languages that would be an asset. State
clearly whenevere there is a need of a bilivgual expert,

34. Knowledge of languages otiier than the working languages of' the UN should
not be made an ossential remuirement and siould only rarely be indicated as a
preference — i,e. when tnere 1s a strong justification.
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354 In such cases, the following type of formula is acceptable: “Language:
English; knowledge of ({c.g. Portugese, Arabic) an advantage“.

36. It should be noted that unrealistic language requirements often render the ‘
search for experts unproductive. Languagc requircmenfs should therefore be formulated ;'
to correspond to the real needs of a project (c.g. a factory foreman should not be
expected to have the same wmastery of a language as an adviser in industrial planning;
and the latter does not necessarily have to possess the same linguistio proficiency
a8 a lecturer).

Background Information

37, Remember that job descriptions are basically tools to assist in the search
for experts; they are not intended as detailed terms of reference of the expert.
Within these limits provide:

(a) A brief description of factors that led to the request for
assistance;

(b) Relevant information which might facilitate clear understanding
of the nature and scopec of the work that the expert will be
required to perform and which could have an influenoe on the
selection of the cxpert, but do not add any duties over and
above those already listed in the section on Dutieg, nor duplicate
that section;

(c) Answers to the following questions where appropriates

(i) ‘“mat, in brief, is the organization or composition of the
unit the expert is to help or work with? (‘Baware of
unexplained abbreviationa).

(ii) To which officer will the export report (title only), if
this question has not already been answered under Dutiep?

(iii) Wno will be the expert's immediate counterpart (title only)?

(iv) What has already been done to solve the particular ptoblea(s
and with what results? Has there been any form of outside
assistance, particularly UNIDO or UN assistance; any
currently being given in the same or inter-related fields?
If 8o, give perticulars.




(d) A listing of post titles of all members of the team whenever the
project calls for more than one expert, and a listing of
subcontractors when thay participate in the exeoution of the project.

SOME _COMMON DEFRCTS OF JOB DESCRIPTIONS
38. The following are the most common defocts encountered in the preparation
of job descriptions:

(a) Unrealistic demands as *o qualifications of oandidates and the scope
of work to be performod; such demands are particularly harmful.

They result in protracted searches for experts and often in changes
of projects with the loss of much time and effort. TLuoy ofton breed
recipient government's disappointment with subsequent project
execution;

(b) Inadequate information about the nature of work, or ambiguity of
job description;

(¢) Unrealistic {too early) starting datc of assignment;

(d4) Unrealistic (too short) durati-n of assignment;

(e) Restrictive requirements regarding oandidate's previous experiencej

(f) Verbosity and bad drafting.
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If the assignment is a continuation ¢f work done prcviously
by another expert (UNIDO or otherwise), doscribe briefly the
scope of the previous incumbent's mission and the work
accomplished by him.

(v) What technical facilities relatod to the expert's work are
available locally (equipment, documentation, research
institutes, trained personnel, eotc.)?

oyt e e
et st




19, In considering soma of the reccurrent defects of job descriptions, it may
be recalled that no job description exists by itself; it reflects a government!s
request. That request, .n turn, is an attempt to define the government's need for
outside assistance in the implementation of a national project. There are, in fact,
three preliminery stages: first, a national project, its concept and design;
second, the government's ideas concerniig thec scope and nature of foreign expert
help needed to carry it out successfully; third, the formulation and expression of
those ideas in the shape of an official requeste It follows from this that the pre~
raquisites of a good job description are a project which is sound and viable; a
plan for UNIDO assistance which is sensible and realistic; and an explanation of
both that is clear, completc and convincing. If any of thesc elements is unsatis—
tactory, it is, regratiably, impossible to prepare a gond job description. It was
tor thie rcason that UNDP iasucd in March 1968 a similsr ger of guideliines for the
preparstion of job descriptiors to all Pevident ftepregsertativas and thop

[ield Officers of the United Nations Developme.t Progranme. I1 is hoped that the
rresent guidelines intended for +he staff of UNIDO will also play their part in
improving the supply of well celected experts for the implementz®2on of well
designed projects.
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UNITED NATIONS INDUSYRIAL DEVELOPMENT ORGANIZATION

UNIDO

27 March 1969

Request from the Government of the Kingdom of Thailand

POST TITLi
DURATION
DATE RDQUIRED

DUTY STATION

PURPOSE OF PROJECT

DUTIES

for Speciel Induetrial Services

JOB DESCRIPTION
(No, of Post)

Textile technoiogist (bast fibres)
Five months
Ls soon as posgible

Bangkok, with travel to other jute and kenaof produoing and
processing countries.

The Government is intevested in supplementary rescarch on
the particular end-usecs of kenaf, the possibilitics of
substituting kenaf for jute in the spinning process, and
the supply factors operatirg on ihec world market. The
Technological Reseavch Institutc, which is a UNIDO Special
Foad Project, has besn carrring out research into many
aspects of the Thail kenaf growing and processing industries.
The present stuuy wculd build on and complement the basic
studies made hy the Insitute.

The expert w7ill be onc of a team of three experts, the
others boing a llerketing Specialist and a Commodities
Boonomist (the latter is to be recruited through the

Food and Agricultural Organization). He will be cxpectod

to exemine the jute and kenal processing industry in
Thailand and other ccuntries with a view to developing

new outlets for this raw material. He will furthar

examine, from the tcchnological point of view, the impact
of the increasing utilization of synthetic fibrcs as substi-
tutes for jute and kenaf, and suggest measurcs to be taken to
adapt the kenaf processing industry to the new situation.

M v
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QUALIFICATIONS Textile technologist with extensive experience in the
processing of bast fibres, especially jute and kenaf.

LANGUAGE Inglish
BACKGROUND Kenaf or “Thai jute”, a hibiscus fibre, is a major agricultural
INFORNATION product of Thailand and after a rapid development over the

past five years it is now an important revenue earner, being
the third most important export commodity. Thailand at present
contributes more than 15 per cent of the combined volume of
Jute and kenaf fibres entering the world trade, the only

other substantial exporters being India and Pakistan
(exporting mainly jute).

Over the pzst few years spinning and weaving mills using
mainly kenaf (with small quantities of jute) have been

set up in Thailand to produce gunny sacks, and the country
is now self-sufficient in this commodity. Propesals have
been made io increase this capacity and export gunny sacks,
wool packs, hessian and other kenui-based commodities.

Certain factors may adversely affect the long-term prospects
for such products, including:

f The world trend to bulk-handling of commodities
such as grain, sugar etc., traditionally packed
in jute sackse

The impact of synthetic fibres, especially poly-
propylene, on thc end-uses oy jute and kenaf.

The Commodities Division of Fi0 and the FAO Study Group
on Jute, Kenaf and Allied Fibres (with its Consultative
Sub-Committee) have made extensive general studies in
this field,
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UNITED NATIONS

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORCANIZATION

UNIDO

4 March 1969

Request from the Governman:t of the Argentine Republic

POST TITL:
DURAT.ION
DATZ REQUIRED
DUTY STATION

PURPOSE OF FROJECT

DUTIES

for Special Industrial Services

JOB DESCRIPTION
(No. of Post)

Sxpert in instrumental analytical chemistry
Four months

As soon as possible

Buenos ALires

The work of the expert is likely to have permancnt arplication
and to produce continuous improvenments in the active life

of the National Imstitute of Industrial "echrology (INTI),

an orgenization empowered by law to carry out technological
research and channel technical assistance through national
institutions in the country. The use of computers and of
modern analytical techniques is an irvortant stage in the
process of the transfer of technology which has been
entrusted to INT:.

The expert will be assigred to and advise the Central
Laboratnries of Chemistry of INTI on modarn analytical tech-
niques being used in chemistry and its aprlication through
the utilizatiun of computers; he will alsc give lectures

in Spanish in the field of modern instrumental analytical
chemistry, for the chemists and technicians at the

Central Laboratories of INTI.




QUALIFICATIONS

LANGUAGE

BACKGROUND
INPORMATION
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University degree in Analytical Chemistry, with substantial
experience in modern instrumental analytical techniques and
knowledge in computer programming.

Spanish

The Chemistry Laboratory of INTI hzs sections equipped with
modern instruments for analysis, such as gas chromatographs,
Shandon electro-chromatographs, spectrum-photometers for the
infra-red, visible and ultra~violet, a Jarrel-iAsh emission
spectrograph, Philips equipment for diffraction and fluor-
escence of X-rays, a Mothrom potentiograph and a Methrom
polarograph. Its main activities are the anaglysis of metals,
minerals and hydraulic agglomeranis, verification of the
qualities of chemical products, 0il-by-products, fats and
oils, soap, food products, paints and varnishes, and the
determination of physical and chemical characteristics.

The Natural Proaucts Section investigates the possible
industrialization of indigenous raw materials, such as

local woods and seeds and by-products of the food industry.
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UNITED NATIONS

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION

UNIDO

Date

Request from the Government of ®sesscsssss0ss0sssssnses

POST TITLE

DURATION

DATE REQUIRED

DUTY STATION

PURPOSE OF PROJECT

RESPONSIBLE TO

6060000080006 080800000000000000000000000808

JOB DESCRIPTION
(No. ~f Post)

Expert in industrial project evaluation

One year, with possibility of extemsion

As s00n as possible after sseseseces (Aat0) sevvecocse
*ecscessecesrssesesecesy With travel as required

The evaluation of specific public and private industrial projects
for the purpose of selecting those projects to be incorporated
into the National Industrial Development Programme, to be approved
and licensed by the Government for private investment, to be
accepted for investment loans by the Industrial Development Bank
and to be considered for special *ariff and tax protection when
necessarye.

The expert will be responsible to the Permanent Secretary of the
Ministry of 0il, Electricity and Execution of Industrial Projects.

In his day-to-dey duties he will be responsible to the Under-Secretary
of the Ministry. He will be axpected to work clogely with members

of the Industrial Project Scction and members of the Project Loan
Deparitment of the Industriel Development Bank,
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FUKZTIONS AND In co-operztion with other government bodies concerned with
SCOfFE OF WORK industrial devclopment, the expert is expected to:

1. Identify all the major objectives of the Government, as
expressed in 1ts national sirategy ror industrial development
and relate these objectives os quantitetive parameters for
use in the context of evaluation of national cconomic
profiiability of individual projects.

I

2. Study the cxisting industrial fcasibility reports and con-
crete industrizl project proposals, as well as new incoming
proposals submitted to the Governmaent in order to advise
the Government on their expected effect on the industrisl

: dovelopment of the country as a whole.

3. Advise the Government on ony further studies or investiga-
tions that nced to be undertaken by thc substantive unit or
consultant in charge of preparing the feasibility study of
the projcct under evaluation, with respect to the neccessity
for providing =dditional information or data required for a
more comprchensive accurate appraisal of the project. (Such
additions might include additicn~l sub-secctor studies,
additional market rescarch, nceds for laboratory tests, the
eddition of new clements into thc costs or bencfits of the
projoct, additionesl breakdown of component parts of inputs

g and outputs, ctce.).

4. Sot up a system for co-ordinating interrelatcd projects and
especially co—ordinating plens for new projects with alrcady
existing similar and rclated industrial cnterprisos.

5 Evaluate all projects in terms of their commercial profita~
bility (using discounted cash flow techniques evalucte for
prescnt valuc, ratc of return and r:turn to cquity capital).
In addition, using the above techniques and quantitetive
paroamcters to rcflect national goals; evaluatc the national
cconomic profitavility of thc projects.

6. On the basis of the above national profitebility eveluations
assign prioritics to cach project within the framowork of
the oxisting plans for industriel development,

7. Help to organizz a unit for carrying out projcct evaluation
and train local countorpert staff in thoe above-mentioned
duties.

8. Rocommend further concrote steps to be taken by the various
organizations for the implemcntation of these projects,
including esdditional forms of necessary technicel assistance
from the Unitcd Neotions or other sources.




EDUCATIONAL AND
PROFESSIONAL
QUALIFICATIONS

RELEVANT PRACTICAL
EXPERIENCE

OTHER USEFUL
EXPIRIENCE
LANGUAGE

BACKGROUND
INFORMATION
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Advancod degree in economics or industrial
economics

Extensive practical experience in industrial planning and
programming espccially with respect to the formulation and
eveluation of industrial projects in developing countries.

Expcrionce in industrial investmcnt financing would be a
considerable asset.

English ecssential

The Government has accumulated a considerable number of
feasibility studics and concrecte proposals for the establishment
of industrial onterprises. It is considcred nccessary to make

an overzll review of the cxisting studies together with an
ovaluation of now proposals in order to ch:ick on the bencfits
which thc country may rcceive from the implementation of tho
projects end to dotermine their appropriatcness within the context
of the overall plens for industrielization of the country, It
will also be necessary to advisc on the overall organizational
arrangements between the different bodioes which may be involved
in the evaluation, approval and implemcntetion of these industrial
pro jects.
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POST TITLE

DURATION

DATE REQUIRED

DUTY STATION

UNITED NATIONS

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION
UNIDO

Date

Request from tho Covernment Of ccececccccccccccoscencss

0000000 E0RBGIVEC00C0CE0000000000000%00

JOB DESCRIPTION
(¥o. of Post)

Advisor on Industrial Poliocios
Onc yoar, with possibility of oxtansion
As soon as possiblo after cecececcse (date) T IYYYX Y]

esecstcscsscsrscenscces With travel as required

PURPOSE OF PROJECT Tho Governmont of 0000000000080 000000000000000000000000000000

has docidod to ostablish a task force to roview the strategy
and objoctives of its industrial dovclopment progremme over the
noxt five yoars and tic policies and measures required to
imploment it. Tho export will act as chiof adviser to this
task foroc.

RESPONSIBIE TO The Permanont Scoretary, Ministry of Industry.

However, in his day-to~day dutios, the export will report to the
leader of tho tesk force (an Under-Becrcotary in tho Ministry),
and ho will bo expacted to work clesely with other membors of
tho task forcc drawn from tho staff of the Ministry and other
Government dopertments such as thc Planning Orgenigation.




FUNCTIONS AND
SCOPE OF WORK

EDUCATIONAL AND
PROFESSIONAL
QUALIFICATIONS

RELEVANT PRACTICAL
EXPERIENCL

-T2 =

The cxport will act as Consultant and Adviser in formulating the
programmc of work for the task forcc and is cxpected to assist
in the implemecntation.

The scope of work of the task force is cxpected to inciude the
followings:

le Rcview thc targets cstablished for industrial deveolopment
over thc last ten years and the extent to which they have
been realized, paying particular attention to the targets
cstablished for the output of major industrial sectors.

2, Idontify the obstacles and disincentives which may havo
hindered thc rate of growth in recent years.

3¢ Examine the structure of industry which hes emerged and the
cxtont to which this has been influenced by past policies
and mcasurcs.

4. Examinc pest expericnce and proposed sources of financing
for ncew industriazl investment and thc policies, mcasures

and institutions used to mobilize finance for the industrial

sactor.

5. Examinc existing and planned policice for regional co—operation

in the- field of industrial developmont.

6. In the light of the above review, and taking into account
physical targets cstablished by the Planning Organization,
rcconmend modifiuvd industrial policics and measures in such
ficlds as: policy on financing; tariffs and other forms
of ‘protection; incentive policics and measures; mcasures
to facilitatc foreign investment, ctc.

7« Rccommend policics to be followed for the further develop—
ment of manufacturing industrics in the public sector.

8. Review the cxisting machinery uscd to implement industrial
policics and measures and recommend modifications nceded
to accomodate policy changes suggestcd for the next
five ycars.

Advanced University degree in economica

Practical experience in the formulation of economic policies,
preferably industrial policies at the government level.




OTHER USEFUL
EXPERIENCE

LANGUAGES

BACKAIROUND
INFORMATION
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It would bc useful if the candidate also had cxperience of
working in industry at the onterprise level.
[ ]

English essontial and prcferably Spanish in addition. The
working languago of thce task force w.l. be Spanish and thc
expert will bc expactud to learn this language during the
assignment,

The Govornment of teeeecrctcccierscssesssssysee has requensted
UNIDO assistanco to roview thc broad outline of thoir industria~
lization stratogy and policics for the ncext five ysars. Over
the lest ten years the valuc added in the menufacturing seotor
hes grown by an aversge of 6 per cent per annum, and the
Government focls that this performance can be improved upon.
Purthermore, vigiting missions hove stressced that the cost
structurc of many branches of local industry is too high.

The Government is s Bignatory of the eeesesccccscscescee Frec
Traede Arca agrcement, and has a numbor of bilateral agroements
for co-oporation regarding the development of specific industries.
Regional economic co—operation therefore forma an important
elomont of the background sgainst which new policies will be
formulated. ’
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COUNTRY PRCLRANMILNG

In June 1970, following its ¢onsideration of the Study of the

Capacity of the 'Inited Matiors Develonnment Trctem prepared by Sir Robert
: 34

Jackson, the Governing Council of the United 'ations Development Programme
approved a Consensus which, among other things, established a new United
Nations Development Co-operation Cycle. The first phage i1 this cycle

is the formulation of the UNDP country programnme.

In January 1972, the UIDP Governirg Ccuncil approved country pro-
grammes for nineteen countries. By the end of its seventeenth session,
in January 1974, the Governing Council is expected to have approved country
programmes for 111 countries, establiching the framework for UNDP-financed

assistance until the beginring of the next development cycle in 1977.

The UNDP country programme is intended to identify as specifically
as possible the use of UNDP~financed assistance over a period of three
to five years within the framework of the country's development priorities
and objectives, as determined by the national development plan or by other
means. The order of magnitude of the resources expected to be availuble
from the UNDP during the programme period is given in the indicative planning

1
figure established for each couniry bty the UNDP CGoverning Council.-

The government of the recipient country prepares the UlDP? country
programme, based’ on national development plans, prioritics or objectives
and on the indicative planning figure, and in close co-operation with the
UEDP Resident Representative and other representatives of the United
Nations system as appropriate, The UNIDO industrial developrent field
advisers should participate fully at every slage of {he progratming exer-
cise. The ilinminz of the prograc.ce should, larever cpuio,r..ie, coircide

with the period covered by the national develorment plan,
Formulation of the country programme involves .

-~ a broad identification of the needs which arige out o the

country’s objectives in particular sectors, within the franaworx

1/ The 1lirt of approved indicative plannirg fitures for 1973-1977 is atiached |

as Anncx 1.
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of its overull development objectives, and which might
appropriately be met vy UNDP assiclence;

- as precise an indication as possible of the internal inputs,
ULT? inputs %pd wnercver possible otlier United Tations inpuls
1o meet these nceds; and

- a preliminary list of projects to be subsequently worked

out for financing by UNDP to implemeni the cohniry progrunme.

In prepari.g the country programme, the government should take into
accouni other exterrnal inputs, both multilateral and bilateral. In addi-
tion, efforts chould be made at all levels 1o co-ordinate all sources
of assistance in the United ations system to achieve an integrated approach
at tha country lY:ovel, &%c assistance provided by UiliDP receives its coherence
and balance from its relatlionship to the couniry's developnment objectives
and to other rulitilateral and bilateral assictiance activities; it need not

in itself be balanced or evenly spread over all sectors.

Ceneral description of the couniry prosrammine exercise

The ULDP country programming exercicse must be adapted to the individual
situation and prograuning needs of the country concerned. Differenti develop-
ment priorities and obvjectives, varying political and aduinistrative organisa-
tion and other circumslances require different iypes of programming exerciscs.
The two key elemcnis in any exercise, however, are the countiry's developuent
objectiver and the indicated resources available for programming in the
closen period. Cuch recources would be the total of ihe arnual parts of
ithe indicative plarning figure for tihe yearc ccvered bty the period lie:zs
ihe costs of previousl; incurred project commiizenls extendins over that

period.,

The inrediate purpose of the country programming exercice is to prepare
a formal docunent to te submitted to the UNDP for evertual approval by the
Governing Council. Such documeri: have gererally teen preparcd throush a
series of consuliations beilween the co-ordinatirg authority of the rovern—

ment and the UIDP Resident Representalive and tetween voih of them ana
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representatives of the sectoral ministries, the participating organizations
of the Uil syster and, where appronriate, olher assislance programtesn,
Officials from head-aariers of the UNIDP and other organizations of the

Ul system have, in certain cazes, participaied in diccussions with the
governmrent co—ordinuting‘ﬁuthority to agrce on a final draft. CGCoverrments
cthould not hesitaie to request agercy headguariers to cend represeniatives
whenever re:jquired lo participate al any stage in the country progromming

discussions.

Experience has shown the importance of making careful financial
estimates for the projects listed in the country programme to avoid cither
exceceding the resources available for the period or failing to utitize
such resourceg fully. For this recason, an importiant aclivity in the
country programming process is the detziled review of ongoing projecis
to ensure that cufficient provisions for them are included in the country
programme,. Under-costing could result in an undesired reduction of project
activities. DIxperis assigned to the projects and executing agency head-
quarters should be consulted in the preparation of appropriate financial
allocations for ihe programme pericd, It is equally important to make
realisiic budget estimates for the new projecis included in the countiry
programmne, Ideally, this would be done thrc.igh preparation of individual .
project documenis during the programming exercise, This, however, is not
always feacible or practicable especially since projects included in the
prograrme may not be scheduled to begin before several years have pasced.
Therefore, the advice of agency representatives should be sought concerning
the most approvriate costing and scheduling of projects tefore the final

country prozramme document is prepared.

As an inilizl step in the country programmins cxercise, the Rezident
Reorecentative r-epores a backsround paner, ircorneratirne the considcred
and co-ordinated views of the organizations of the United ations sysiem
on the courir;'s seclorzl and inler-sectoral problems ard possivilities
for development as expressed in agency country briefs. The background
paper includes an evaluaticn of present assistance and surgesiions for
future activities. On the basis of the bacikground paper, the organizziions

of the United ations sysiem offer further suzgesiions for assistance,
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supplementing those made previously in their country briefs. These

suggestions are intended for concideration by appropriate government

officials before the couniry programme document itself is prepared.

The country programming exercise itself requires about eighteen

months. The final country programme document must be submitied to UNDP

Headquarters about thrce months before the UilDP Governing Council session

at which it will be considered (1 October for January sessions and 1 larch

for June sessions).

This means that the draft country programme should

be submitted three months earlier to permit review by UN agencies and

UFDP and possible revision by governments. The background paper should

be prepared and circulated five months before the circulation of the draft

country programme, to permit appropriate consultations among agencies,

UNXDP and governments during the preparation of the country programme itself.

Agency country briefs should be submitted tc the Resident Heprescntative

about two months before the background paper is eirculated. Preparation

of agency country briefs and of the background paper usually begins about

two months before the submission of agency country briefs. The table

below: shows the general schedul: of the country programming exercise

activities:

September
15 December

1 February

1 March

1 July

20 August

1 October -
January

Janvary
15 April

1 June

1 July

1 December
February

-

1 March
June

Country programming exercise begins
Agency country briefs received by
Resident Representative

Resident Representative backzround
paper circulated

Agency comnents received by Resident
Repreceentative

Draft courtry programme circulated
Agency and USLP commente received by
Resident Representative

Final country programme document submitted

UKNDP Covernirg Council approval

Once approved by the UlDP Coverning Council, country programmes are

revieved periodically, at intervals of avout one year. The nature of the
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review depends upon the circumstances in each couniry and should be agreed
upon in advance by the joverrnment and the UIZP wiih the advice of the United
Nations sysiem organizations concerned. 1In the final year of the approved
counlry programme period, or whencver the goverrment wishes to re-cubmit

a revised progranne for approval, the review will be replaced by a ncw

programming exercise.
The purposcs of the overall periodic revieuws are

(a) to examine the progress of the couniry progromme as a whole;
(b) to consider in a systematic and comprehensive way any changes
in the light of
- estimated resources available for the remainder of the
programme period;
~ implementation of the programme to date;
- changes in the country's development priorities, objectives
and circunstances;
(¢) to enable the government to prepare any amendment requiring
Governing Council approvalj;
(d) to enable the UNDP to prepare a report to the Governing Council
as necessary; and
(e) to review the country's participation in UNDP-financed inter-

country projects.
The principal inputs required for the review are

(a) data on cumulative commitments against the IPF;

(b) expenditure accounts for the period preceding the review;

(c) revised estimates of resources available;

(d) resulis cf cysiematic monitering arnd cevaluction of the ~roincis
in the programme and of the programme as a whole; and

(e) results of similar monitoring of relevant intercountry projecis.

The revicw does not automatically call for a re-evaluation of ongoing
projects. 'hen a project has already been evaluated 1o a satdsfactory

extent during the preceding year in the normal course of events, the ascess-

ment need only be verified or up-dated for the purpose of the programue
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revice. lowever, ongoing projects vhose relevarce, officiency and actuzl
or potertial effectivenesc have not already been satizfactorily established

or confirmed must be evaluated in time for the programme review.

4
L




INDICATIVE PLANNING FIGURES FOR THE PERIOD 1973~1977 BY REGION

(as 1isted in document DP/L.237 of 9.5.72 and DP/GC/XIV/CPR.5/Corr.1)

Country IPF in Country

UB3 Millions
Algeria X Madagascar
Arad Republic of Egypt 1.5 Malawi
Botswana 5.3 Mali
Burundi 10 Manwritania
Cameroon 15 Mauritius
Central African Republic 75 Morocco
Chad 1.5 Niger
Congo, People's Republic of 1.5 Nigeria
Dehomey () Rwanda
Equatorial Quinea 1.5 Senegal
Bthiopia 2 Sierra Leone
Gabon 75 Somalin
Umbia 2.5 Sudan
Ghana 15 Swaziland
Guinea 15 Togo
Ivory Coast 15 Tunisia
Kenya 15 Uganda
Lesotho 8.3 United Republic of Tanzanie
Lidberia ad Upper Volta
Libya 5 ZaIre, Republic of

Zambia

LATIN AMERICA AND THE CARIBBEAN
Argentina 20 CGuyana
Barbados 2.5 Haiti
Bolivia 15 Honduras
Brasil 30 Jamaica
British Honduras 1l Mexico
Chile 20 Nicaragua
Colombia 20 Panama
Costa Rica 5 Paraguay
Cuba 10 Peru
Dominican Republic 15 Surinam
Ecuador 15 Trinidad and Tobago
El Salvador 5 Urvguay
Guatemala 1.5 Venezuela

27 June 1972
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Country IPF in Country IPF in

US$ Millions US$ Millions

ASIA AND THE FAR EAST

Afghanistan 20 : Malaysia 15
Bangladesh 18.5 Maldives 1
Bhutan 2.5 "Mongolia 10
Buma 15 Nepal 15
Ceylon 15 Pakistan 18.5
Fiji 5 Papua and New Quinea 5
Gilbert and Ellice Islands ) Philippines 20
Hong Kong 5 Singapore 1.5
India 50 Solomon Islands 1
Indonesia 35 Thailand 15
Iran 20 Tonga 1
Khmer Republic 10 Vietnam, Republic of 10
Korea, Republic of 15 Western Samoa 5
Laos 5

EUROPE, MEDITERRANEAN AND THE MIDDLE EAST

Albania 1 Lebanon ' 10
Bahrain 2.5 Malta 2.5
Bulgaria 1.5 Poland 7.5
Cyprus 5 Qatar 1.5
Czechoslovakia 2.5 Romania 1.5
Greece T.5 Saudi Arabia 10
Hungary 7.5 Spain 5
Iceland 1 Syrian Arsb Republic 15
Irag 15 Turkey 20
Israel ‘5 Yemen Arab Republic 15
Jordan 15 Yemen, People's Damocratic
Kuwait 1 Republic of 10
Yugoslavia ‘ T.5
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