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SUMMARY OF FINDINGS AND RECOMMENDATIONS

The project has been of significant assistance to IDCAS in market studies,
pre-feasibiiity studies, and preparation of temms of reference for sub-
contracting feasibility studies for textile machinery, petrochemical
industries, and synthetic fibcrs,

The project has also made and 1s continuing to make a very use Tul
contribution in the Industrial Information and Documentation Uprit,

However, IDCAS has not given sufficient priority to the training aspects
of the project, nor has IDCAS achieved the anticijpated level of
"counterpart contributions" in most of the budgotary components.,

Out of the nine "immediate obiectives" given in the project Gocurcat,
only two are being fully achieved, and threc othevs marginallv.

Out of the five "long-range objectives", onc is ia the process -f being
achieved, a second should be achieved by the ond of the projict, 3 third
will be achieved to a limited extent, while two will not be achievid.

It is recommended that the project documeni be revised, eliminating
three expert posts and substituting three new ones.

However, it is recommended that additional ewperts not be sent until
IDCAS can give a committment that one or more members nf its full-time
staff have been designated to work full-timc with each given expert,

It is recommended that the UNDP host, jointly witiithc Coordinating
Committee for Specialized Arab Organization, a mecting of the Arab
Fund, the CAEU and IDCAS, for the purposc of assuring the most
desirable method of adopting the project dccuments 011 and ZA8 to
meet the needs of assigning optimum division of responsib.litv for
industrial development aspects to the respective organizations,




-2—

INTRODUCTION

9. The project REM/71/288, "Central Advisory Service to 1DCAS", was
started on 1 December 1971, with pre-project activities of one year,
the main project beginning in January 1973, to run for a period of
four years to January 1977. Tripartite Review took place in May 1974,
but it was still suggested that a mid-term review mission be ficlded !
in late 1974 or early 1975, ;

10, This Missicn, consisting of Professor Lee C. Nehrt, Consultant to the
UNDP, and Mr. A. Tomimi, staff member of UNIDO, was in Cairo from
29 March to 11 April. Meetings were held with key individuals In IDCAS
and elsewhere; a complete list is given in Appendix II.

ot O S, RGN 3 &

11. The Mission was asked, in its terms of refercnce,

(a) to evaluate the project in order to determine how far its
long-term and inmediate objectives are being achieved and
how cffective it has bcen or is likely to be in helping
the Secretariat of IDCAS in promoting industrial coopera- ;
tion among the Arab countries; .

(b) to identify the factors which have facilitated or deterred
the achievements of the project’'s objectives; and

(¢) in light of (a) and (b) above, to make recommendations
concerning the future shape of the project.

s i ook e fnkt

12. The full text of the terms of reference is given in Appendix I.

13. 1In addition, the Mission was asked to examine the capability of IDCAS
to ascertain what role it might play in the implementation of three
projects contained in the Regional Programmes for BEMME 1975-1981,
namely:

(a) Improvement of Packagiag of Industrial and Other Products;

(b) Small Industries Development; and

(c) Regional Development of Fertilizer Industry.

Appendix III has a detailed description of IDCAS, its organization,
personnel and activities, vhile Part D of this report coptains a
discussion of those three projects.

14. The findings and recommendations of the Mission were discussed vith
the Director-General of IDCAS and his staff, as well as with the
Resident Representative and Deputy Resident Representative of the
UNDP,
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A. PROJECT FORMULATION

PROJECT PURPOSE AND OBJECIIVES

The purpose of the project, as stated in the Plan of Operations, was

to strengthen the stuff ol IDCAS to enable ir to carry out studice and
activities which will implemcnt IDCAS objectives, This 5 the cesnrntinl
raison d'etre of the project. At the end of this project, .DL.5 snould

be able to carry out its activitieswithout excensive UNDE/UNIDO sssistance

LONG-RANGE QBJECTIVES

The IDCAS is a regional organization, Conseguently, the reovcatea project
would give a distinctive assistance in Lhe activities wich oaier i
economies, that is, those activities which canroet be eificica iy apl
profitably carried out at a national level but can be ceonemically vader-
taken on a cooperative bLasis by the member counliics, Ticse ¢orivi®ice
would aim, inter-alia, at the following long-range cbicctives:

(a) Harmoni-ation of industrial development nelicics ard plans of
member countries with a view to eliminating contlicts and
promoting cooperaticn.

(b) To upgrade the capability of the IDCAS staff for the formulation
and implementation of various techro-cconomic studice for the
promotion of the enterprises and industrics. The main line of
activities would be the formulation and implementaticn of the
regional projects which cannot be profituably establishoa hv
individual countries but would hecome viable by cooperative
efforts of the member countricc by means of voeoling finuneinl
and foreign exchange resonrces, the mobilization of geographically
dispersed inputs and tue creation of an ¢nlarged and unified
market for specific products and services.

(c) Development of criteria for the ecquitablc distributioa of
benefits among the participating countrizs in joint cnterprises.

(d) Development of unified concepts and methodology in national
accounts relating to the industrial sectors, industiial
censuses and statistics, industrial standards, etc,

(e) Establishment of joint industrial infcrmaticn and research
services in which external economies are proved.

IMMEDIATE OBJECTIVES

The immediate objectives of the project are as follows:

(a) To provide the necessary assi:tance nccded to IDCAS staff and
to improve the implementation of its programmes over the ne.:t
five years. The practical training of IDCAS staff during the
execution of the requested preject would te one of the main
objectives.

(b) To assist in the formulation analysis and processing of the
data which will be collected in specific arcas of industrial
development throughout the Arab States.

(¢) To assist in the development of the Industrial Infernzticn cnd
Documentation Unit at the tentre and tc coordinate its activities
with other specialized centres to be established in the member
states,




18,

19,

-4 -

(d) To identify, through the analysis of the data collected, specific
areas where regionalization of industrial development between the
member states is feasible. .

(e) To identify possibilitics of any break-through in local or
{nternational markets through statistical studies or collected
data.

(£) To identify and promote a specific regional industrial rroject
with particular attcntion to the textile machinery, petro-
chemicals, and synthetic fibers, elcetrical equipment, and other
basic industries.

(g) The cxecution of the two selected project studies uader sub-
contract compcnent will provide opportunity for practical
training of IDCAS staff throughout all stages of project prepa-
ration for further actions in the coursc of :adustriel devalopment
of Arab countries.,

(h) Fellowships provision will fmprove significantly th2 capability
of IDCAS staff,

(i) To improve IDCAS equipping in order to provide more etfuctive
consultancy services to the Arab countrics,

SOCIO-ECONOMIC PERSPECTIVES

The project was conceived during a veriod of vapidly rising Arab
nationalism. Some of the Arab States were obtaining significant
petroleum income; several, such as Libya, beyond their absorptive
capacity. All of the countries realized th2 need to industrialize
in order to achicve tic desired economic growth rates and levels of
per capita income, but most of the economies were too small to
support large-scale modern industrial investment,

The Arab nationalism and the fragmentation into small States gave

rise to two forces: political cooperation ... through the Arab League;
and economic cooperation ... through various institutions which were
established during the decade of the sixties. The Arab League itself
was formed in 1945, An Arab Economic Unity Agreement was signed in

. 1964 and a Common Market of Arab States was also created the same year,

But, these agreements had had little success, and it became clear that
economic research and financiel institutions were necesscary to prepare
the way for economic integration,

INSTITUTIONAL SETTING OF THE PROJECT

Consequently, in 1968, the Economic Council of the Arab League established
IDCAS, which began operations ia April 1969, 1Its objectives were to
serve as a technical organ of the Arab League to coordinate the work of
the work of the Arab States in order to promotc industrialization. In
assuming this responsibility, IDCAS is to carry out the following
functions:
(a) Conduct basic studies in various branches of industry at a
factory level, as well cs at sectoral levels;
(b) Industrial information and documentation gathering, storege,
retrieval and dissemination; '
(c) Encourage bilateral and regional Arab fnduetrial cooperation;
(d) Organize meetings and conferences;
(e) Provide technical assistance to Arab States in various branches
of industry, as requested.

- © e wmme ann ot e sms  mmmas v Nameiew e et A T
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21, However, at the same time other inst{ tutions involved in regional
economic integration and industrialization hiave come into operation,
The Arab Fund for Economic and Social Development was established in
1968 to finance economic infrastructure and industrial projects, The
Council for Arab Ec¢onomic Unity was created to foster the growth of
the Arab common market, And, IDCAS itself founded several “Unicns"
and "Centers", such as the Arab Iron & Steel Unien, to eacourage
regional cooperation in specific industrial scctors.

!
!
!
g

22, It is important to understand the interrelationships beiwcen these
institutions, 1in Figure I, the dotted lines indicute that the
subsidiary institutions were created by or sponsured by the cuperior
ones but now operate independently,

FIGURE I

ARAB ECONOMIC AND INDUSTRIAL ORGANIZATIONS

Arab Pund 0 ecseeescone Arab League Cecensersssnne Arab Commen
Market

«~ bt gt
A 4
N ’
~ .
L

.

Bconomic Council IDCAS . CAEU

L-ooq

Arab Iron &
Steel Unfon

23. Thus, the Arab Fund has the sane relationship to the Arab League as “he
World Bank has to the U1, The Arab Common Market igs encouraged an-
assisted by the Arab League through the CAEU. And, IDCAS has fostered

the formation of several sectoral unions, but vach functicns indegendently
of 1DCAS,
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PROJECT DESIGN

24, The pre-project activities, begun in December 1971, were to identify
the assistance required by IDCAS with more precision, but constituted
42 m/m of expert services, including the Project Manager plus four
experts, The project period itself anticipated the use of seven
experts, plus 51 m/m of short-term coasultant. Most of the consultancy
was carmarked for assistance in carrying out dectailed studies in
specific industries which were potentially multinational investment.
Finally, the proiect document anticipated the use of 99 m/m of
fellowships t» upgrade the capability of the IDCAS staff.

25, During the preparation of the project docvment, it was made clear, in
memoranda and lctters, that the project was to be a set of activities
aimed at strengthening IDCAS through the training of its professional
staff, and not tc act in an executive role., Alsc, it was enphasized
that the project was only to become involved with activities witn
external economies, that is, tliose activities which caruot be ei{ficiently
and profitably carried out at a national level but could be cconomically
administered on a regional or multi-country basis. Thus, the project
should aim at promoting cooperative efforts among Arab States for
harmonious and mutually beneficial industrial development,

B, PROJECT IMPLEMENTATION

NEGOTIATION OF THE PLAN OF OPERATION

26, In late 1969, IDCAS submitted its request for this project. In March
1970, the UNDP approved assistance consisting of six experts for a
total of 36 m/m under SIS at a cost of $82,100, wh!le UNIDO contribu-
ted $150,000 to IDCAS from its Voluntary Contributions, This was
changed. however, into a proposed long-term project with a Pre-Project
period of one year, approved by the UNDP in December 1971. The Pre-
Project Activity permitted the elaboration of the major project
document which was approved by the member governments of IDCAS in
December 1972, and by the UNDP in January 1973,

27. 1In May 1974, a tripartite (UNDP/UNIDO/IDCAS) review meeting decided
on certain revisions, shifting funds from short-term consultancy
services and fellowships into providing wmore long-term experts.,
Additional funds were added to permit the recruitment of yet more
long-term experts, This revision was approved by the UNDP in
October 1974,

p/ DO IN T
28, UNDP/UNIDO inputs can be discussed under the gencral headings: Experts,
Consultants, Fellowships, Sub-contracts, and Equipment,
Expeyts

29, The expert on Export Promotion Techniques was assigned to the project
for six mcnths (January 1972 - June 1972) as foresesen by the project

m i e m e —— e e e e e e —— ] e
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document, However, there was Inadequate preparatijon for his arrival
and no clear idea of what role IDCAS sheuld play in oxport promction,
1f any. The expert was given two counterparts with vhom he could work
and they were able to initiate several activities., Tt does not,
however, appear that IDCAS has yet dcfined a useful role in export
promotion. One of the counterparts has been assigned to another
department.

The Industrial Policy Advisor (March 1972 - August 1972) only made a

very limited contribution., He had a poor command of Englisn, the

spent much of his time trying to collect iuv. strmonts codes and industrial
policy legislation from member countriecs, wnaware that most of thim are
already available in published literature, Althevgh he prepared o

report on basic priaciples with scre recommerdstion: for repional
Industrial policy tor the Arab countries, it can only ko coensiderad as

a working paper for a future study (which ix buing uadertaken by tle
CAEL).

The Training Heeds Expert (June 1972 - Decembor 1972) arvived S mornivhs
after the scheduled date, It would appear that the six-month assipnannt
was too short, Although thea expert was able to estabiish a methodology
and prepare forms for a manpowewr survey, he departod before the daty
could be collected from Libya and Kuwaic, so he cculd not degenscrate
the utility of the procedure in Projecting tiaining requiremernt s,

The Industrial Information and Documentation (1ID) Expert (September 1972 -
Septermber 1973) arrived 5 months after the schednled date, He was
recruited as a general expert in IID, but his i ea of expertise way

only in the operation of enquiry services. Although he did an excellent
Job in that area, he could ve of anly very generdl assistance te other
areas of the IID Department, resulting in the rccommendation by the
Tripartite Review that four more experts in rIipn (36 m/m) be recruited

and scheduled for 1975 and 1976.

The Petrochemical Industry Expert (March 1973 - September 1974) arrived

a8 scheduled. After serving the planned six months in this post, he

was transferred to fill the pest of Industrial Lngineer, to countinue higy
work, with his counterparts and with the Project Manager, on the petro-

chemical industry study,

Yhe_Industrial Economist arrived in July 1974, eight months after schedule,
and was on board at the time of this Mission. He has organized and
conducted a course of 20 lectures, for IDCAS Personnel, on Project
Planning and Implementation. A total of twenty persons enrolled in the
course but an average of twelve attended each lecture. He is planning
another seminar on National Profitability Analysis, Most of his time,
however, has been occupied with the preparation of a Manual on Prolect
Evaluation, even though this manual is a Joiat UNTDO-1IDCAS project and
is outside of the '"Central Advisory Services" project, 1IDCAS, howover,
felt that none of the existing menuals on this subject, fn the world,
fitted the needs of the Arad countries. The nrocess of Preparing this
manual has been laborious and lengthy and must Le Judged as a very
inefficient use of the Expert's time,
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The Industrial Management Expert arrived in January 1975, four months
late. It is unfortunate that an industrial engineer vas recruited

for the post. He is unfamiliar with the literature in the field of
management and has made no attempt to profit irom material which has been
prepared in various productivity centres throughout the world. He is,
consequently, in the process of laboriously writing material which is
already available. Also, he is insufficiently familiar with management
organization to be useful to IDCAS in its own needs for organirzational
restructuring.

The Project Manager has been with the project since the start of
Pre-Project Activities, 15 December 1971, Besides his work in
administering the project, he participated as 2 lecturer in 2 number
of the seminars on project preparation and cvalvationr, Ia the inftial
period he was actively involved, with the cnpineering industry evpert,
in the preparation of the terms of reference for the Textile Machin=ry
Study. He subsequently worked with the expert on the Petrochemical
Industries Study and has continued to do the substantive work on that
study.

Consultants

The project document called for 51 m’'m of short-term consultancy
services, Of these, 8 m/m were utilized for an industrial survey
advisor, prior to the PPA and prior to the arrival of the Project
Manager.

Finally, an Engineering Industry Expert, who had been with the project
for six months on SIS funds, was continued for three more months

(May 1972 - August 1972) utilizing the consultancy funds. He was thus
able to complete the opportunity study on the Textile Machinery study.
That study was subsequently dropped from the project, HWowever, IDCAS
has recently revived the study, up-dated the terms of referense, and
let a contract for the feasibility study in esrly 1975. Thus, the
work of this consultant has borne fruit.

Another &4 m/m were utilized by an advisor on Industrial Performance
Evaluation Profiles (February 1974 to June 1974). He assisted in
the preparation or modification of questionnaires for a number of
industries. This work has been continued as a joint effort between
IDCAS and UNIDO. UNIDO has subzequently published two protiles in
English; IDCAS has published 11 in Arabie.

Consequently, of the 51 m/m of short-term consultancy allocated, only
15 m/m were utilized.

Sub-gontracts

Provision was made for sub-contracting one feasibility study ... for
petrochemical industries. The sub-contzact wss let in March 1975 for
the smount of $97,000, It was snticipated that this sub-contract work
would be carried out in 1974-75; instead it will be in 1975-76,

e ———— R - S
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Fellowships

A total of eight persons were sent on fellowships in 1973 and 1974,
One spent six months doing techno-economic studics in the food
industries, but he was not even a member of the IDCAS staff, A second
individual spent six months in London on preject implementation; ne
remains with IDCAS. The other six people were all from the Industriil
Information and Documentation Department, Cne had a tour of ane noath ;
another a tour of two months; the others fellowships of three months
each. Hence, a total of 27 m/m of fellowships were utilized at an
expenditure of $20,000,

Equipment

The project document called for §72,000 for equipment Furchases, Gf
this, $40,000 of equipment has been received. The remaining $32,009
worth is on order or identified for & speci{ic futurc need., 1In

general, the equipnent obtained secns to be uzeful and aprropriate,

GOVLRNMENTS' COUNTERPART CONTRIBUTICNS

In evaluating these counterpart ceatributions, it is important to
appreciate the fact that IDCAS is involved in many activities other
than those with which the project is concerned. Hence, one should
isolate the contributions which are directly related to the joint
project activities,

There have been 25 m/m of salary of staff while on fellowships, The
ten people who served as counterparts did so for an average of ten
months each. However, only about one-third of their time was cevoted
to working with the expert, so the effective contribution is about

33 m/m of staff time to the project, or, a total of 58 m/m. At L4GO
per month this totals £23,200, compared to 115,000 foreseen in the
Project Document Budget for this post by end of 1974, 1t 1s difficult
to identify the 288 m/m (1.18,720) of Administrative support to the
Project. Also, no typists or drivers wvere supplied. The non-expendahle
equipment (£21,500) is also difficult to identify. One expert attempteq
in vain to get the Center to supply a heater for his office, as an
exanple.

One must conclude, therefore, that IDCAS' counterpart contributions
to the Central Advisory Service project, per se, have been minimal and
have little relationship with those anticipated by the project document,

However, IDCAS is in the process of financing the textile machinery
feasibility sub-contract out of its own funds, which had not been
budgeted by the project document.

IMPLEMENIATION OF ACT IVITIES

During the Pre-Project Activities, a number of changes (recductions in
funds and activities) were made in the drafr profect document. One
victim of these cuts was a feasibility study sub-contract on textile
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machinery. Considerable preparatory work had beer done on this study,
including preparation of terms of reference for the contract. Tt is
unfortunate that this study was thus delayed for three years and is only
now being undertaken, utilizing funds from I10CAS' operating budget.

Four of the experts joined the project when scheduled while the others
were four, five, and eight months late. This appears, unfortunately,
to be about average for projects of this type,

The major problem in the implementation of the project was in the area
of training. As noted earlier, only 40 percenc of the fellowship funds
were utilized. Becauze of a shortage of professional etaff workers,
IDCAS found it difficult to release economists or engineers for periods
of three to six moncths. Also, as aoted latzr, therc was nc committment
on the part of IDCAS to utilize counterpart rtraining or seminars 45 A
means of upgrading their staff.

Finally, it was originally auticipated, in the project document, that

studies might be undertaken in electrical equipment, cars, trucks, and
tractors, so short-term consultants in these fields w2re included, 1t
was subsequently determined that such studies wouid not be undertaken

during the project period.

At the Tripartite Review on 8 May 1974, it was consequently decfded to ;
reallocate $65,000 of short-term consultant funds and $30,000 of 5
fellowship funds to the posts of long-term experts and to add another ;
$160,000 for long-term experts, thereby increasing the total UNDP
contribution to $914,620.

C. PROJECT RESULTS

GENEKRAL RESULTS

Useful project results, to date, can be summarized under the following
four headings: Studies; Training; Preparation of Manuals; and
Strengthening of IID.Services.

ftudies

During the Pre-Project Activities, the market survey and preparation
of the terms of reference for a feasibility sub-contract on textile
machinery were completed. Market studies and terms of reference for
a feasibility sub-contract on tvo petro-chemical industries (ethylsne
and aromatics) have been completed and the contract let to Chem
International---a British fimm.

Training

Seven members of the IDCAS staff were sent on fellowships. Eight others
served as counterparts in useful, continuiag activities. An average of
tvelve staff members attended the asmimar om project plaaning and
implementation.

- . P B LR . . e S e+ ({9 0T T G @
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Preparation of Manuals

A manual on "Methodology of Training Needs Survey" was prepared,
Extensive work has been excrted ‘in the preparation of a Manual of
"Project Evaluation", but it is not yet completed. Model question-
nafres, for several industries, for incustrial performance tvalvation
profiles were completed and profiles on eleven different industries
completed and published in Arabic,

Strengthening of 11In Services

Most of the equipment expenditures have gore into purchase of baoks

and periodicals for the library and of equipment for industrial informa-
tion and documentation services. It is nou quitc well equipped to
carry out {ts functions.

ACHIEVEMFNT OF OBJECTIVES

To what extent are the immediate and long-range chjectives being
achieved or likely to be achieved by the end of the project p.1iod?

Immediate Objectives

The project document 1ists nine {mmediate ob jectives. Their achicvement

can be evaluated as follows:

(a) The practical training of the IDCAS staff to permit it to belter
implement its own programmes has been minimal, as noted previously
under the categories of fellowships, counterpart training, and
seminars,

(b) Assistance has bcen rendered in the formulation, analyeis, aad
pProcessing of data regarding the industry studies undertaken hy
the project and for other studies. This objective is being achieved,

(¢) The objective of developing the Industrial nformation and Docu-
mentation Unit is also being achieved.

(d) There has not beecn a systematic effort, as a rerult of the project,
to identify specific areas where regionalization of industrial
development between member states is feasible. The textile
wsachinery industry was selected and studied. The petro-chemical
study is gradually zeroing in on some specific products with
potential for regionalization,

(¢) The IID Unit is developing a program for trade analysis, but is not
yet close to the point where data can be gathered and analyzed to
identify new potentials for new markets,

(£) IDCAS has not identified and vromoted any specific investmont
projects as a result of the Central Advisory Services preoject,

It is not likely that they will have done so by the end of the
project period.

(8) The execution of two projects (textile machinery and petro-chemical
industries) has not resulted in the desired amouat of training of
IDCAS staff because of insufficient attenticn to counterpart
training and because IDCAS is not assigring any of its staff members
to work with the sub-contractor throughout the period of the feasti-
bility study. (They only ~lan to assign twon people for two to
three months of the period,)
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(h) The objective of fellowship training is not being met, with the
exception of the IID Department, which made excellent use of then,

(i) Finally, no effort has been made to improve the competence of the
Consultancy Services Unit..

We see, thercfore, that of the nine immediate objectives, only two are
being fully achieved, and thrce others marginally.

Long-range Objectives

The project document lists five long-term cbjectives. Their achivement

can be evaluated as follows:

(a) The objective of harmonization of industrial devoloprent policies
and plans is not being achieved; the cfiort by 1IDCAS is being
abandoned; this is primarily the responsibility or the CALU.

(b) The objective of upgrading the staff of 1DCAS to identify, study,
promote, and implement rcgional projects is being zchicved to oniy
a limited extent, for the rcasons noted above under immediate
objectives.

(¢) The project has not been involved in the development of criteiia
for the equitable distribution of benefits among the participating
countries in joint enterprises. However, it is anticipated that
an expert will ve recruited during 1975 and be ergaged, during
1976, in the development of such criteria, as well as in the
preparation of a manual on evaluation of multinational industrial
projects.

(d) Nothing has as yet been dene to develop z unified concept ard
methodology in national accounts related to the industrial sectcra.
However, the CAEU has begun work in this area.

(e) The devcelopment of a joint industrial information scrvice ic being
achieved through the development of the IID Unit,

We see, therefore, that of the five long-range cbjectives, one is in the
process of being achieved, cne should be achieved during the remaining
period of the project, another will only be achieved to & limited exteant,
while the other two will not be achieved.

It should be noted, at this poiant, that when the project dozument waa
drafted and the objectives set, it anticipated a UNDP contribution of

$1,379,000, That contribution was then cut to $755,500, without reducing
the objectives,

D. WTURE MEEDS

BEGIONAL PROGRANE FPROFOSALS

In the Regional Programee for BEMME, 1975-1981, there are thiee projects
whers it is indicated that IDCAS might be iavolved im thair implementa-
tion. The Mission discussed thess proposals with IBCAS and offers the
suggestions noted below.
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Improvement of Packaging of Industrial and Other Products

There may be a need to establish a new Regional Centre: for the Packaging
Industry, but the Mission is in no position to evaluate such a need, A
Centre for the packaging industry exists in Horocco, but is now strictiy
a "National" Centre. Meanwhile, a meeting is scheduled to talie place

ia October at which time the Arab States will make a decision as to the
need for and location of such a regional centre,

To the extent that such a centre would be concerned with market studies
and prefeasibility studies for industrial investments, THCAS would
certainly have to be involved, IDCAS has sufficient expericnce now to
organize such market and feasibility studies, in peneral, and, to a
certain extent, could buiid on 1ts current :*udi:~ {5 the retro-chemical
and pharmaceutical industries, but there i3, nov, no special competance,
in the packaging industry, in IDCAS itself. Maximum advanioge weuld
have to be taken of the experience of the Centre in Morceco,

Small Industries Developireat

IDCAS has a Small-Scale Industries Unit in the jcs Tecknolegy and Design
Department. However, that Unit consists of only one man, the Acting
Head., He has a BS¢ in Chemical Engincering and no cssentjal experierce
in small scale industries. Hence, there is no real competence and
experience on which to build,

It should be noted that the LY had a very large project to establish
an Egyptian Small Scale Industries Centre, iun Cairo, in the late 1960's
and trained a large number of people. That project was discontinued
after seven years and the Centre disbanded.

Meanwhile, IDCAS has requested that UNIDO send a staff member to vairo

to review the situation and examine the iiced for building up some
competence in IDCAS to serve small-scale industry at regional level,

Regiongl Development of Fertilizer Industrvey

A draft project document, prepared by UNIDO, to establish a Regionnal
Centre for the Fertilizer Industry, is now under study at IDCAS, It
might be noted that the Board of Directors of IDCAS approves! the
establishment of a Fertilizer Development Center (along with seven or
eight other Centers) in 1972, but never implemented it.

IDCAS is certainly in a position to undertake market studies (in
coopsration with the Arab Organization for Agricultural Developnent)

and prefeasibility studies, as a natural follow-up to the current

study of basic petro-chemical industries, However, careful consideration
will have to be given to the three alternatives of: (2) establiching

@ nev Regional Centre; (b) starting a new and separate project within
IDCAS to carry out most of the functions of a ferti{lizer center; or

(¢) merely broadening the on-going efforts of IDCAS, considering the
fortilizer industry as one of the several industries vhich IDCAS will

be studying in the coming years,
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COORDINATION WITH CAEU

The Mission reviewed the project document ¢f the UN project at the
Council for Arab Economic Unity (CAEU) and noted the intcntion of
the CAEU to become involved in the field of industry, referring to
a list of industries similar to those on which IDCAS has placed
priority. The Mission took the occasion to visit the Secrctacy
ceneral of the CAEU to ascertain the level of coordination vhich
might be cxpected between CAEU and 1DCAS.

The Secrotarv General agreed, after considerable discussion, that the
UNIDO Projcct Manager at IDCAS and the UN Picject Hanager at CARU
should establish a close working relationsh.p to assure coordination
and avoid duplication of efforcs. A subsequent mecting withe the UM
Project Manager at CAEU, inciuling the LNIDO Project Manager at IDCAS.
leads one to believe that a good working relationship can be achievad.

REVISION OF PROJLCT DOCUIENTATION

As a result of discussions with the Project Manager and with varicus
Department Directors, the Mission feels that a revision of a number
of expert posts is advisable.

The work which was anticipated for the Synthetic Fibre Expert has been
completed by the Project ianager; the terms of reference for a feasi-
bility study in the synthetic fibre industry has been prepared. Thus,
the 6 m/m allotted to this expert {s available for other uses. There
is no longer a need for the 1ndustrial Performance Evaluation Expert,
so the 16 m/m forescen for that expert becomcs available, Nor will
there be a need for the Industry Proiile Expert, freeing thosc 12 m/m
for other purposes, The Industrial Managemcnt Expert who 18 now on

the proiect on a tvelve-month contract is in a post which has 18 wonths
allocated to it. It is now felt that only twelve months will be ncedcd
for this expert, freeing the additional 6 m/m for other purposes.

Thus, a total of 40 m/m (or $120,000) is available to be allocated to
other purposes before the end of the project period.

The Mission recommends that three experts in other fields be recruvited
to serve needs to which IDCAS gives priority. These expert posts cre
as follows:

(a) Electrical Industry Expert =---===<=-=-- cemmmcecc== 12 m/m
(b) Industrial Economist ====--==-cssscosecmosocooscsss 12 m/m
(¢) Industrial Economist -=-r==sss====sscoomoes --e-= 16 35.

. Total 40 m/m

Thia reallocation has been discussed with the Director General of 1DC)S
and is agreeable to him. The Project Manager is in the process cf
preparing a revision of the project document to reflect the above changes.
It is expectcd to be forwarded, by the Director General of IDCAS, to
UNIDO within a week of the departure of the Mission.

It should be noted that IDCAS had recently recuested that the 6 m/m
($18,000) allocated to the Svnthetic Fibre expert be utilized
(supplemented by funds from IDCAS) to pay for sub-contracting a




80.

81,

82,

83.

8.

- 15 -

feasibility study on synthetic fiber, During the visit of the Mission,
IDCAS decided to utilize its cen funds for the full cost of this suh-
contract so tliey can negotiate it themselves and aveid the delays in
UNIDO bidding procedures,

Coordination with the Arab Fund

The draft UNDP project with the Arab Fund (REM/74/011) anticipates a
number of activities in the industrial sector, These would inciude:

(a) the developme:t of a metiodology and of a manual for the Pdentifi-
cation, preparation, and evaluation of multinational invescarni projects
in industry; (b) market surveys for the idencification of reteantial
ptojects; (c) pre-feasibility studies of selectad indusctriee; (&) derop-
mination of interest by ove or morc governments in celected induztrial
investments; (e) preparation of terms of 1eference for sub-contracting
of feasibility studies; (i) financing the sub-contracting of foasibility
studies on those projects for which "promoters" ave identijficd,

(8) follow-up on completed feasibility scudies,

It appears to the Mission that IDCAS has a clear responsibility to
undertake (a), (b), (¢), and (e¢) above. At the same time, {t appears
to the Mission that a danger exists that the Arab Fund may atienpt to
carry out some of these activities itself, particularly (a) and (b),
The conversations which the Mission had at the CAEU confirmed the
level of that danger.

To avoid the above danger and to continue a firm support of the activities
of IDCAS, the Mission strongly recommends that the project document

with the Arab Fund clearly reflect that IDCAS would have responsibility
for points (a), (b), (c¢) and (e) above, in the fie'd of industry. The
UNDP contribution for this industry portion (perhaps $750,000 to $800,000)
could be deducted from Project 011 and allccated ta IDCAS as a Phase 11

to the current project 288, or become a ma jor project revision prior to
the completion of the current project,

The Project 011 with the Arab Fund is such 2 large project that it

could dislocate the past clear area of responsibility which IDCAS has

had in the industry field, 1t should be noted that while IDCAS depands
directly on the Arab League, the Arab Fund and the CAEU (whicl: were
originally founded by the Arab League) are now autonomous bodies. The

only body which appecars to have a degree of moral suasion (if not authority)
over all three of these organizations is the Coordinating Committee for

the Specialized Arab Organizations, which attempts to deal with all

Arab organizations.

Following diccussions with the Director Geaneral of YDCAS relative to
this situation, the Mission recommends that tie UNDP and the Arab
Coordinating Committee jointly sponsor a meeting, in Cairo, to he
attended by the Arab Fund, the CAEU, and IDCAS, to assure an efficient
coordination of work in the industry sector and to ascertain the most
desirable method of adapting the projcct documents (01 and 288) to meet
the needs,
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E. FINDINGS AND RECOMMENDATIONS

FINDINGS

The project has been of significant assistance in the preliminary
studies and preparation of terme of reference for sub-contractoers'
feasibility studies in three industries: textile machinery, petros
chemical, and synthetic fiber.

The project has madc, and is continuing to make, a very usc ful cortri-
bution in the improvement of the 1ndustrial Iniormat ten and Documentation
Unit. Nowever, it is the only Unit which has takeu full advantage of
fellowship and counterpart training.

Two of the oxperts (Export Promotion and Industricl Folicy) were it
arcas wherc 1DCAS has oo contiuuing interest.

The Training Hecds Expert was assigned for too short a pe.lod (s8ix
months) to corplete his work. On the other hand, it is not at all
clear to the Mission ¢hat manpcwer surveys and trairing should come
within the competence of IDCAS or be assisted there by the UNDP.

The Industrial Management Expert now on the project does not have the
training and experience required for the post ncr for the needs of
IDCAS.

The Project Manager, because of his training and background, has been
extermely effective in furchering the work of the petro-chemical
industry study. However, because of the great amount of time which he
has spent on this study, he has not, perhaps, given sufficient attention
to such administrative aspects as assuring that the training components
of the project bec carried out.

However, the major difficulty for the Project Manager has been that
IDPCAS has not given sufficient priority to the training of its staff,
IDCAS did not select sufficient personnel for fellowship training,
assign counterparts to work full-time with UN Experts, nor hold au
adcquate number of training scminars for its own staff., But, it is
then up to UNIDO to use its position to insist that the terms and
{ntent of the project document be carricd out.

The procedure adopted for preparation of the Manual for Project
Bvaluation is very lengthy.

IDCAS is not achieving the anticipated level of Ycounterpart contridutione’
in most of the hudgetary components. '

Out of the nine "immediate objectiveas" given in the prolect document,
saly tvo are being fully achieved and three others marginally.

Of the five ''long-rauge objectives" given {n the project document, one
{s in the process of being achieved, a second gshould be achieved by the
end of the preject, one will te achieved to @ limitec extent, and two
will not be achieved.

hegarding the financial situation of tha Project, the fellouship and
short-term consultant components have been eliminated, the equipment
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conponent is fully allocated, and the long-term expert compunent should
be fully utilized by the end of the project period if there are no
inordinant delays in recruiting the experts now under recruilment and
the threce recommended by the Mission,

RECOMMENDATIONS

That the project document be revised as noted in the earlier section on
"Revision of Project Document'", eliminating three expert posts and
substituting three other posts,

That IDCAS increase its scaff sufficiently so that counterpacis zan be
assigned to work full-time with UNICO experts, Additional cuperts shouid
not be sent until IDCAS can give a comunitiment that one or rore aenbers
of its full-time staff have been designated to work full-time viith each
gliven expert.

That a definite two~hour period be st aside cach week for lectures,
discussions, and training seminars on a variety of topics, 50 that
IDCAS can take maxiuum advantage of the presence of UNIDO expcrts,
during the remainder of the project, for the training of {ts own staff,

That the UNDP project Ol1 with the Arab Fund be drafted in such a way
as to permit allocation of funds and responsibility of the industyrial
portion of the project directly to IDCAS.

That the UNDP host, jointly with the Coordinating Committee for Specialized
Arab Organizations, a meeting of the Arab Fund, the CAEU, and IDCAS for

the purpose of assuring the most desirable method of adapting thc

project documents Ol1 and 288 to meet the needs of asgigning optimum
division of responsibility for the industry portion to the respective
organizations,
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APPENDIX 1

JOINT UNDP/UNIDO EVALUATION MISSION 04 REM/71/288

“"Central Advisory Services to InCAS"

Terms of Reference

I. Background

The first request fhr this project was received 1n 1963 and pre-project
activities were approvec by UNDP and started in Dccember 1771, in January
1973, the Administrator approved the present five years and one month mcject,

In April 1974, UNIDO preposed to field a Mid-term Review Misaion, but
the Tripartite Review hcld ia May 1974 recommended a postporement of this
mission. After a project revision based on the rccommendation of the above
Tripartite Review was approved by the Administrator in October 1974, and taking
into account thc potential role of IDCAS, as one of the inter-governmerntal
organizations in the region, in UNDP's Regional Programme for Europe,
Mediterranean and the Middle East covering the pericd of 1975-1981, it was
decided by the UNDP that the fielding of a Mid-term Review Mission was now ‘
desirable. . i

11. Scope and Purposes of the Review

1. To evaluate the project in order to determine how far its long-term
and immediate objectives are being achieved and how effective it has been or
is likely to be in helping the Secretariat of IDCAS in promoting industrial
cooperation among the Arab countries;

2. To identify the factors which have facilitated or deterxed the
achievements of the project's objectives; and

3. In the light of 1 and 2 above, to make recommendations coacerning the
future shape of the project,

In carrying out these duties, the Mission will in particular: i

{a) Assess the timing and the effectiveness of the UNDP/UNIDO contributi:m;g

(b) Assess the governments' support to the project including provision of
counterpart personnel, premises, services, etc.;

(¢) Examine the current and pruposed training programme for the IDCAS
staff, and propose ways of enhancing the effectivcness of the training programme;

(d) Appraise the activities of IDCAS during the following few years, takiag
fato consideration the activities and achievemenis thus far. The Mission is in
this connexion requested to uadertake an assessment of the capacity of IDCAS (o
participate in the execution of large UNDP financed regional technical arsist-
ance projects in the framework of the UNDP inter-country programme for the
region, and to explore and recommend ways and means for IDCAS to be strensthened
to conduct identification and appraisal of investiment projects in the fiald of
fndustry; and

(¢) Appraise the present and future financial situation of the project.




The Mission should feel free to review all steps in the formulation and
implementation of the project and make recommendations as to jtg future,

The Mission will be composed of the following:

Professor Lee C, Nehrt, Consulitant to UNDP Aduinistrator,

Mr. Tamimi, Technical Co-operation Division for Africa, UNIDO.

The participating goverrments are invited {o asgociate themselves with
the Mission's work. ,

1v, Consultations in the Field

Project Manager, the cther UNIDO experts - members of the team as well as
the counterpart gstaff assigned to the project.

2. Although the Mission should feel free to discuss with the zuthorities
concerned anything relevant to its assigament, it ig npot authorized to make
&ny commitments on behalf of the UNDP or UNIDO,

V. ble igt tiye Arrangements and Report of the Mission

1. The duration of the Mission will be approximately ten days. The
members of the Mission will work together particularly in discussing their
findings and recommendations with the IDCAS authorities ag well ag in
Preparation of the report,

2, The report should be completed as far ag possibla iy field, so that
there is an opportunity for additional consultations as may hz necessary, It
should be submitted in its finsl form Simultaneously to the UNDP and UNIDO,
The UNDP and UNIDO, by agreement, will submit the report to the IDCAS,

W -y . e ——— e o v v - LR, - -,
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LIST OF PCLRSONS WITH WHOM
THE MISSTION HOLDS DPISCUSSIONS |

Industrial Information and Docunmentation Department

« Mras. F. Zahavi Head of Section |
- Mo M, Madkur - EDP Officer 3
- lr. Sanir Eleish Pernmanent Consultunt,

Technical and Pcounomic gtudies Deparivent

- Mr, Mohamad Cald Al Head of the Zecononical Indusirial
Planuing Unit
- Mr, Mohamad Hilal Head - Section of Tachno~eccononic

Co-operation and Co-ordination

Productivity and Managenent Studies Deparirent

- Dr. Sabet El1 Gader Director of the Depte
- Fr. Abdel Tattah 31 Mar'ashly Head of Froject mplenentz tion Unit
- Nr., YMohisldin Nur ead of the Productivity Unit

Industrial Technology and Design Depurtment

- Dr. Abdel Kerim Hilmi® Director of the Dept. -

- Mr. Azmi Mostufe Acting Tlead of Srallepgcale Ind, Urnit
- Mr. Sayed lowafi Head of Inductrigl Engineering Unit
Mr, Amin Hilmi Famel Director General of IDCAS

Mr. Ayyed E1 Azzabi Depaty Director

pr., Vohamad S. Rawak Director of Teciniosl Coup. Divieion
Dr., Thaled Abdel Nur Head of Frozrariing Section '
Mr, Ahmad Abdcl Rehman Chief of Intern'l Coop. Unit
crEy_(Councdl of Arab Beonomi njty)

Dr. Abdel Aal Al Salkban Secretary Genaral

Dr., Imam Project lianager of RE¥/T1/292/A/01/ 0}
U504 .

Mr. Sture Linner Resident Representative

Mr. G. Antippas Assistant Res. Rep.
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APFEMDIX 111

IDCAS AS AN INSTITUTiON

IDCAS was established in 1969. By December 1971, when the Procject
Manager arrived, IDCAS had built up a staff of 25 mrofersionals and 16
support personnel. Today, IDCAS has 72 protessicnals, 24 secietaries, and
30 other supporting staff, for a total of 126.

The crganization chart is shown oa 2 following page. A suhsegnent
table shows how many professionals are in each Gepartment, plas the cduca-
tional background of each. It does not, however, reveai the venrs of wvork
experience which most of the persons have had in industry and in governaeny,

Of the 34 professicnals iu the “operating" dapartmonts, 70 are Jeads
of Departments, Sections or Units. On the other hand, 3 of il Depurinenis
do not have Directors.

It should be noted that IDCAS draws i{ts permanent prorcscionai starf
from a variety of countries, as follows:

Egypt 37 Libya 1
Syria 7 Lebanoa 3
Iraq 6 Yemen (North) 2
Sudan 6 ) Yemea (South) 1
Jordan 7 Tunisia 1
Algeria 1

Besides its permanent staff, IDCAS also makes extiasive use of Arab
(mostly Egyptian) experts which it hires for periods of one to twelve months
for specific assignments., 1In 1974, for oxample, IDCAS vtili;yed 120 taports
for a total of 369 man/months. Ten per cent of this cxternai ass’stance was
wmade up of interpreters, translators, technicians, and printing; 50 per cent
of the remainder hLave their Dcctorate in Economics or Engineering; 25 per cent
have their Master's Degree; the rest have B.Sc., plus years of experience,
Fifteen per cent of these experts were for the Building Materials inductries;
15 percent for Weaving and Textiles; 15 per cent for Food Industxies; 5 per cunt
for Pharmaceuticals; 10 per cent for Leather and Tanning Indstries; 20 per cent
for Petrochemicals; 10 per cent for Vocational Training; and 10 pe. cent for
Minerals.

The work of IDCAS is quite brcad within the field of industrial develoymant,
The activities of the UNDP/UNIDP project (#288) touch only a small portion of
the Centre's total activities, Each year, IDCAS receives vequosts from member
governments for assistance projects, far more than they #re able to respond tn.
The Board of Directors then approves a work programme and budget for tne
following year. 1In 1974, for example, IDCAS carried out 21 studies: 3 in
Iraq, 5 in Syria, 3 in the People’s Republic of Yemea, S 1a tha Yerer ,rob
Republic, and one in Bakrain.

The work programme for 1975 is divided into five aress. Sectoral Industyiy

the Argb Region include petrocheaicals, iron cnc sceei, pharmaceuticris,
textiles, electric power, fertilizers, pesticides, aud agricuitural equipment.
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Ficld Activities include: (a) training workshops in Somalia, Libya and some
of the Gulf States; (b) industrial country surveys in several countries;
(c) a regiocnal market study on handling, lifting and loading-equipment :

(d) formulation of & unified accounting system for the Industrial Production
Corp of Sudan; (e) studies regarding the establishment of Institutes for
Textile, Engineering, Food, and Building Materials industries; (f) assist-
ance to the Productivity Institute in Libya. Promotional Activities are
restricted to the area of sub-contracting pessibilities for pavts and
components, Supporting Activities have such various projects as: (a) «
gencral study of factors which affect distribution of new regional industries
among Arab States; (b) a general study of present and future indust-isl
developnent in the Avab States; (c) preparation of '‘ndvsirial pe:formance
evaluation profiles on two morve industries; (d) completion of a model iaw
on trademarks for Arch States; and (e) complete the Manual on Prriect
Evaluation. Finally, IDCAS will organize a humber of mgetings, conierences
and_workshops.

-~
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