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"RGANTZATIONAL MATTERS, INCLAULING THF SIKWTURL AN FUNCTIONS OF THE SECKETARIAT
(IU/R/L.1-t) (continued)

Mr. ANANICHEV (Union of Soviet Locialist Reputlics) thought that UNTDO

should obviously have a centralized structure. The new organization had Leen born
of the need to co-ordinate and centralizr United Nations industrial development
activities. It was therefore odd that an nattempt should have been made to dispute
that principle, aithough it was essential to create a closely knit organization and
avoid encouraging the proliferation of brancres and departments whose activities
would subsesuently have to be co-ordinated. The orgamization should meet the neecus
of the developing countries and accede to their requests. It could, of course, do
so by sending "travelling salesmen" to those countries t- find work for it. It
could n1s0, like the fire brigade, provide them with emergency assistance and then
leave them to fend for themselves. However, the only scientific vway of helping the
developing countries was to acqu.re a thorough knowledge of their industrial
development plans - in other words, their long-term needs. The organization should
help those countries to define their industrial policies and formulate the
principles which would govern its own action in that sphee. It was therefore
obvious that the structure of the secretariat should be both sectoral and
territorial. In that regard, the creation of a Technology Division and a Policies
and Programming Division was quite justified. The former was fully competent to
solve problems affecting the different branches of industry. The latter would
concentrete on determining the relative importance of industry in the economy of a
country or region. On the other hand, the Technical Co-operation Division posed
some problems. One might wonder why that division, which for some mysterious
reason did not have a European unit, was responsible for the programming,
implementation and over-all co-ordination of field activities (ID/B/L.l). That
arrangement, which did not sult an action-orientz=d organization, condemned the
first two divisions to conduct studies and research unrelated to the practice of
industrialization. In fact, the Technology Division should deal directly with each
industriai project and have competent specialists and technicians able to solve the
specific problems of the different industrial branches. Almost all the tasks

involved in the execution of a project concerned one specific branch of industry.

[een
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(Mr. Ananichev, USSR)

The Technclogy Division should be geared to give technical assistance to the
different branches and play a leading role in the organizuation's operational
activities. The variety of functions entrusted to the Industriasl Services and
Institutions Division wes alec disturbing. Document ID/B/4 (para. 139) stated that
in 1967 greater attention would be devoted to technologies for small-scale
industries. Admittedly the problems of those industries were Just as real as those
of iron and steel or machine-building but they were the responsibility of the
Technology Division. Policy euestions in that field and, consequently, the whole
section on small-scale industries should thus be the ccncern of the Policies and
Programming Division. In addition, it was not clear why the Industrial Services
and Institutions Division had a section on patents and licences and a gection on
industrial standarde and quality control. Many questions relating to patents ana
standards were purely technical and could be entrusted to the Technology Division.

His delegation had not been able to devote as much time as it would have wiched
to the study of the documents on the general structure of the secretariat . It felt,
however, that the inclusion in the secretariat of highly skilled specialists - and
not, as some had suggested, Jacks-af-gll-trades - was the key to success.

Mr. Dumitrescu (Romania), Vice-President, took the Chair.

Mr. GUPTA (India) said that the structure and functions of UNIDO should be
such as to reflect its operational character. For that purpose, it should recruit
well-qualified personnel with practical field experience and intimate knowledge of
the problems posed by industrialization for the developing countries. He supported
the Turkish representative's suggestion that preference should be given to
technicians from the developing countries. It was particularly important that an
increasing number of nationals of those countries which had reached a relatively
advanced stage of industrialization should be appointed to posts at the director
level. The developing countries should be adequately represented at the highest
level of the UNIDO secretariat. At present, however, apart from the Executive
Director's post, only two of the eight D-1 and D-2 posts were held by nationals of
developing countries; he hoped that situation would be remedied shortly. The
activities of UNIDO should be decentralized and close contacts established with the
industrial departments of the recipient Governments.

[eoo
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The scarcity ¢f operational activitics had often boen attributed to the
shortage of sound projects or requests. In order to remedy those shortcomings,
ULID® should not only apprise Governments of the types of assistance it could
provide but should also help them to formulate their requests. The ideal solution
would be to have UNIDO offices in the various develcp’nz regions. The appointment
of inductrial advisers to the offices of UNDP resident represcntatives in Africa
had bLeen a first step in that direction; that measure should be extended to other
regions. The organization could then send to the capitais of a number of
developing countries representatives who would also cover the neighbouring
countries. They would have to be non-specialists able to study the needs of the
countries concerned. On the basis of those preliminary studies, experts could
then be sent to the countries to make more detailed studies which would ultimately

lead to specific requests for technical assistance or pre-investment projects.

Mr. SCHEJBAL (Czechoslovakia) said that the experience gained by the

Centre for Industrial Development should not be neglected. Even if the Centre was
vulnerable to criticism, it deserved better than the unfounded and even superficial
criticism that some had levelled at it. No form of organization was stotic; it
must be constantly adapted to the req irements of the organization as a whole. To
meet the expectations of all members of the Board, the secretariat would have tc
draw upon the collective wisdom and experience of its staff, parcicularly of its
leading officials. The composition of the staff was important in that respect and
it would be unwise to have toc few administrators, since that would hinder the work
of the specialists. Increasing the number of the latter was not the only way of
achieving better results; special care shculd be taken to recruit the best
qualificd specialists able to serve both at Headquarters and in the field. The
professional staff must also be correctly distributed among the various divisions,
taking due account of the central role of the Technology Division, which should be
given sufficient resources. He would like to hear the views of the Executive
Director on those matters.

The question of centralization could be solved only in a pragmatic way as
specific neceds developed. Efforts must be nade to utilize fully both the

Headquarters and field staff. The secretariat could ask for the assistance of
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The Board ctould pay o) se attenton ¢ th w ok 1 the e retartat, it
methods f work and dts compoottboa, His de o, T 1oorted tre pr o air mm e
at the previous mesting by the Kooantan and I oartan ropre otnt jven, It ws

convineed that Bur-'e ‘ouwld n.ge partd-lpate tn ‘e nn, oai < perstin,

Mr. TELL (Jrrdan) recalled that rie delegat] o had asked Uhe Execut ive

Lirector 1o further information on the ~hatike: Y% Int~mied to make n the o tructurs
of J{IDO ani tie measures he had *alen t- transf-g to tt iy thooe officinls and
brancke: f the Centre that were really essentinl, Howeier, iocuments I/R/Ld
ard L.} on the ctructure of UNIDO gave the impression that the Contre for Industrial
Development wro arising reborn from {te ashes. Morecver, *he proposed structure
was toc big for the orpanfzatinn's present rescurcer. He agreed with the 'Mii ed
States representative that the structure «f UNID afirn.d e related to trhe npeeds
which were reflected in its prograrme of work sl whior, mreover, aloull 0 vern
all its activities v th at Headquorters and in *he fieid. Its main ~bjective was
to promote the acrelerated indu:trialization of the develo ing countries and Lt
shculd not, for example, interfere in the relations between the rivanced marke: -
economy countries and the ceptrally planned countries which could regulate their
own relations bilaterally. Naturally, WNIDC could not secure the services of the
best specislists in all branches of industry., The experts it needed should be
"generalists", able to decide where the techn'cal know-how needed to satisfy the
requests of the develuving countries could be fourd and how {t >nuld be mobilized.

The comments »f the USSR representative on the Technical “c-operation bivision

vere very much to the point. That Division should perform the purely sdm nistrative
function of liaison with fileld operatiors and should be renrganized »long the libes
of BTAO. Research, which was unquestionably useful, ahculd not be the
responsibility ot a separate bran‘h, but should be split up amnng the different
divisions.

With regard to administrative matters, a balance must . course bhe maintained

between ecministrative and technical services., The Executive DNirector night

porhaps drav up a new manning table after UNIDO's trausfer o Vienna and might
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consider ugsing some aervices {such as d4orumentation, conferences, etc.) jointly
with IAFA. Autcnomy should never te obtained at the price of cuplication.

UNIDC needed new btlond, but .t ahould not vecnme an eamloyment agency for
unattached international personnel . r a place where sther organizations might dump

incompetent bureaucrats avid for promotion,

Mi . BADAWL (United Aral Kepublic) considered that the Board should lay
drwn general guldelines n the atructure of the secretariat which should enable 1t
to 4o {ta work with the greatest possible efficlency.

As far as the structure of Headquarters was concerned, care should be taken
tn secure the gervices of highly gualified technical personnel, whose ficlds of
specialization should eorrespond to the manifold aspects of industrial development.
As far as field services were roncerned, the complexity of the industrialization
process and the varisty of protlems it involved must also ne taken into account.
The developing ~untries did not have all the knowledge and skills they needed.
Thus, industrial advisers ehould be assigned to them to help them get their
projects started, Mnoireover, a kind »of liaison must be e3tablished with the
indusi: .a.ized cruntries to ascertain wvhat assistance was available to meet
industriai development needs. As for the Peruvian propnsal concerning the
lecentralization of UN.DO's activities he feared that the Board lecked sufficient
time to study 1t it could be dealt with later at a different session.

Mr. ABDEL -RAMMAN (Executive Director) said that ! had never considered
UNIIO as bein. actirn-oriented. For him, it was more of a promotional organization.
In the statemeat he had made at the Board's third meeting (ID/B/12, para. 42), he
had said that, in 5 wery schvmatic way, UNIDO could be viewed as a kind of central
cosoperative pool through which it was possitle to draw on the reserves of experience,
terhnical Knowledpe angd tangible ressurces ~f all participating esountries; thus, its
future role ~ould be snvissged as the central point in a vast network of

{riterunt funl o speratinan s soumd, nrderly and rapid industrial progress,

[ooe
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(Mr. Abdel-Rahman, Executive Director)

While field »perations were of course of vital importance, they were merely
one aspect of UNIDO's many functions. With the financial resources at its disposal,
UNIDO could not hope to industriaslize the developing countries. It was the
leverage effect of those resources combined with the effectiveness of the Board and
UNIDO itself that would help to create a mutual exchange of knowledge end data
gained from experience. He could nct be a party to efforts to transform UNIDO
either into an employment agency for international officials and experts or into
a kird of dinosaur with an enormous body and a tiny brain. It was precisely
intelligence and wisdom which UNIDO would need to identify the accumulated
reserves of experience of the participating countries and to stimulate the exchange
of knowledge and skills.

As an organ of the General Assembly, UNIDO had to serve the Assembly, the
Economic and Social Council, the regional economic ocmmissions and other United
Nations bodies. Thus, its staff must in principle be able to follow the discussions
in those bodies, prepare the necessary documents and take part in the activities
of the United Nations family. However, UNIDO's present facilities made it
absclutely incapable of executing those functions ajequately. He had great
difficulty in sending staff members to meetings of the regional economic commissions
and othe; bodies which discussed questions of vital importance to UNIDO.

With regard to the co-ordination of the work of the United Nations family in
the field of industrial development, UNIDO had been made responsible for a variety
of tasks, including that of undertaking n:gotiations. It was asked to do many
things but at the same time it must take care not to encroach on the field of
competence of other agencies. How hud the specialized agencles acquired their
competence and experience that were so greatly admired? By recruiting generalists
or specialists? What kind of personnel did the Board intend to give UNIDC so
that it could discharge its responsibility for co-ordination?

If UNIDO could not carry out its other duties as it should, the effectiveness
of its operational activities in the field would suffer. In that respect, it
received requests for assistance, considered them and sought the necessary financial
resources, and finally took the necessary action. In questions of industrial 1
promotion, ite activities could not be limited to a narrow range of questions; it
must be able to act in all fields. That was the source of most of the problems
with which UINIDO 1 as now confronted. It should be able to fulfil requests for
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(Mr. Abdel-Rahman, Executive Director)

assistance, which could relate to a wide varicty of specific fields, from aluminium
and small-scale industry to industrial planning, project cvaluation and research.
It must be strongly emphasized that since the industrialization of a large number
of highly diverse countries was involved, UNIDO could not restrict those countries
to a particular field of industrial development or limit requests for assistance

to fields that UNIDO itself would select.

In the documentation on the programme of work and activities, somc thirty
areas had been identified. That number was a minimum if requests for assistance
were to be adequately met. It was impossible to engage all the specialized ataff
required for those thirty areas of activity. A nucleus of specialists in each
arec must therefore be set up to serve as the mainstay of UNIDO action. All the
areas listed under research activities in document ID/B/4 werc also listed in the
first part of that document, which dealt with operational field activities. 'Those
two spheres of action complemented and supported cach cther. What kind of staff,
then, should UNIDO have? It surely needed the generalists, who would be
responsible, among other things, for analysing requests, identifying problems and
setting up the necessary liailson, but it would also need specialists in highly
varied fields. Within the limitations and practicalities of recruitment, the
UNIDO secretariat should include both types of staff, the gereralist and the
specialist, who would work closz=ly together. UNIDO's work depended on the supply
of and demand for assistance, the former originating frequently but not always in
the advanced countries, the latter in the developing countries.

He had noted with interest the suggection concerning UNIDO's field service.
Such staff were very important for UNIDO; they should co-operate closely with the
regional economic commissions and UNDP resident representatives. It would be
useless, however, to create a demand for assistance without a system of supply.
The manifold functions of UNIDO required highly varied aptitudes on the part of the
staff, which should include both members experienced in United Nations work and

new members, account being taken in the case of the latter of the limitations of

an essentially political organization such as the United Nations.
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(Mr. Abdel-Rahman, Executive Director )

Referring to the comments made by delegations, he expressed surprise at the
fact that some delegations did not seem to remember the information he had already
glven. He did not think that it would be fifteen years before UNIDO would have
need of the proposed staff; unlike the Jordanian representative, he believed that
that pericd should not exceed two or three years. On the other hand, he shared
the Czechoslovak delegation's view that UNIDO must be a dynamic organization. It
was not true that UNIDO should limit itself to the technical aspects of a question,
For example, the problem of small-scale industry could be considered from several
points of view, such as the technological and economic aspects. But as matters now
stocd, it was more rational, at least in UNIDO's opinion, to regard smell-scale
industry as a structure within a country, a group which needed organization and
asslstance. UNIDO wanted to encourage the establi.hment of small-scale industry
extenslon services, analogous to those in agriculture. It therefore regarded that
institutional aspects of small-scale inudstry as essential at present in most of
the developing countries. Centres must be established at which smell producers
could obtain the advice and assistance they needed. For all those reasons » the
question of small-scale industry had beer. entrusted to a special section; that
did not mean that UNIDO intended to neglect the technologicel or other aspects of
such industry.
One delegation had criticized the terms of reference of one division as
summarized in document ID/B/L.1. He pointed out, first, that the UNIDO
secretariat's use of such brief summaries had been motivated by the criticism
expressed by some delegations at the start of the session concerning the volume of
documentation. Secondly, he wondered whether two or three sentences taken out of
context ought to be used as a reason for halting recruitument. For his own part, he 3
believed that recruitment should not be stopped until the organization was able to 5
operate effectively and had acquired the minimum staff it needed to be viable. 3
Another delegation had said that there was a division for operational é *
activities, distinct from the substantive divisions. That wes not so; the |
division in question did not have sole control over operational activities, but
was responsible for channelling them. Every request for assistance was referred
to the competent substantive division. It might be possible to find a better

formula; in any event the UNIDO secretariat was prepared to consider all relevant
suggestions.
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(Mr. Abdel-Rahman, Executive Director)

The crisis of UNIDO was the result of expectations that the organization
would automatically acquire the necessary resources to fulfil at once its very
broad responsibilities under General Assembly resolution 2152 (XXI). While such
a display of interest was certainly encouraging. the hard facts must be faced.
and UNIDO should tread on solid ground by a succession of practical and

well-considered steps.

Mr. TELL (Jordan) proposed that the Executive Director's statement should
be circulated as an official Board document. He continued to believe that the
organization should be action-oriented and felt that the wishes of Member States
should be borne in mind.

Mr. OLUMIDE (Nigeria) and Mr. WARSAMA (Somalia) supported the proposal
that the Executive Director's statement should be circulated in its entirety.

It was so decideu.*

Mr. KOFFI (Ivory Coast) asked for some clarification of the Romanian
delegation's proposal to establish a European group in the Technical Co-operation
Division. Would that group be responsible for channelling the efforts of the
industrialized countries of Europe to aid the developing countries, or would it
be a beneficiary of UNIDO activities? General Aesembly resolution 2152 (XXI) was
clear on that point: 1t deeclared that the purpose of the organization was to

promote and accelerate the industrialization of the developing countries.

Sir Edward WARNER (United Kingdom) said that delegations had been
challenged to say whether they accepted the Executive Director's approach. 1In the

United Kingdom's view, that approach remained over-academic for an organization
whose main function should be action in the field. However, he noted with
satisfaction that, in the Executive Director's opinion, the tentative manning table
(ID/B/L.3) represented the needs of UNIDO in two or three years' time and not in
the immediate future.

* The full text of the statement made by the Executive Director of UNIDO was
circulated as document ID/B/L.16.
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Mr. BLAU (United States of America) recalled that when UNIDO had been
established, the Italian representative had pictured the organization as a group
of consultants with a relatively small staff sufficiently familiar with technical
problems to discuss them with specialists, to whom they would assign specific
tasks and whose reports they would evaluate. That was a correct conception of
UNIDO. He did not believe that an operation of that kind would make the
organization a personnel agency, nor one without a brain. Its structure should be
viable and efficient and planned not in the abstract but with & view to carrying
out a definite programme. He hoped that the Executive Director would devote his
energies to the programme which the Board would approve and set up the appropriate
organization for turning it into a tangible reality in the developing countries.

Mr. REGO MONTEIRO (Brazil) supported the Executive Director. Of
course, there were disagreements about the structure to be given to the organization
but that was not exceptional. In ary event, he hoped that the divergences of
interpretation would not interfere with the activities of UNIDO.

Mr. HMED (Pakistan) expressed his confidence in the Executive Director.
There was no contradiction between whai he had said and the opinion of certain
delegations. In mentioning the promotional role of UNIDO, the Executive Director
meant that, as the organization itself lacked the resources to assume
responsibility for industrialization, it should seek to encourage the initiation
of projects. The structure as it emerged from document ID/B/L.3 seemed likely to
satisfy the needs which would certainly appear as soon as UNIDO was really
launched. The work programme was being prepared in the form of guidelines., If
UNIDO wished in the future to attain the objectives which had been assigned to it,
it should have a specialized staff capabie of evaluating the requests for
assistance formulated by the various industrial sectors. In that respect, UNIDO
was indeed to some extent a consulting firm for the Executive Director proposed
to base the organization on a common pool of experience and knowledge.

The research activities had been heavily criticized, but, as the Executive
Director had pointed out, they were a necessary adjunct to operational activities.
Document ID/B/4 showed that seventy administrators were to organize and

co-ordinate at Headquarters the activities of LE9 experts in the field. Since

/...
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(Mr. Ahmed, Fakistan)

the administrators at Headquarters must also parti~ pate in outside activities and
prepare documents, the ratio between them and the experts was excellent. It would
perhaps be useful to compare UNIDO in that respect with other United Nations
bodies. He therefore felt that the criticisms which had been addressed tc the
Secretariat were unjustified. The tentative manning table was really an absolute
minimum which should be increased in relation to the needs.
His country was not represented in the secretariat and he expressed the
hope that the Executive Director, while not alone responsible for recruitment,
would try tc ensure a certain balance in the geographical distribution of staff.
Mr. Tell (Jordan) resumed the Chair.

Mr. OLUMIDE (Nigeria) said he was aware of the difficulties encountered
by the Executive Director. They were due to a large extent to the fact that many
countries had placed great hopes in UNIDO and that the lack of resources did not
enable those hopes to be achieved. Certain representatives seemed to forget the
financial difficulties when it was a question of setting up regional offices of
UNIDO. That was a very costly measure for the organization and would not really

be necessary until the needs became pressing.

Mr. MUZIK (Czechoslovakia) recalled that under General Assembly
resolution 2152 (XXI) the purpose of the organization was to promote industrial
development. The Executive Director was therefore right to concider UNIDO as a
promotional body. Since resources were limited, it was in that role that it
would exercise the strongest influence. As for the functions of the organization,
it should not te merely another executing agency responsible for operational
activities. That point had been discussed at length and its interpretation had
rema:n.! somewhat vague. UNIDO was a United Nations organization and should act
in accordance with the provisions of the Charter which stipulated that the United
Nations should encourage international coeoperation among all nations. As long
as UNIDO rectained that mandate, that would also be its function.
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Mr. DUMTTRESCU (Rorania) said, in reply to the representative of the

Ivory Coast, that Europe was a region among others, with highly industrialized
countries and others that were somewhat backward in that field. The same was true
of Asia and even of .orth America. Of course, in Europe, the number of highly
developed countries was very high but it should be remembered that among the highly
industrialized countries and those that werc only in the first stages of
industrialization there were some which had attained different levels of
development and which could give the less developed countries the benefit of their
experience, although they still required co-operation from the highly developed
ones. For that reason a European unit should be set up within the secrctariat.

It would have the task of channelling aid to the developing countries but at the
same time would benefit from the activities of UNIDO. The organization would not
be weakened thereby, for the beneficiary countries could in their turn assist the
developing countries, thus offsetting the advantages that they would derive from
their participation in the activities of the organization.

Mr. WARSAMA (Somalia) said he was surprised at the turn which the
discussion had taken on such an uncontroversial issue. At times, the deliberations
had taken the form of accusations levelled against the secretariat. Of course,
the Board was free to censure the Executive Director but it was obvious that the
manning table he had submitted was a minimum and that perhaps it was not even
adequate to allow the organization to meet the needs and to work effectively in
the fields which the Board was to determine. Naturally, UNIDO should not become an
employment agency, but it needed specialists not only for specific projects but also
on a permanent basi.. 1In that respect, UNIDO should study the specialist market.

The structure of UNIDO was detined in resolution 2152 (XXI) but in document
ID/B/L.1 there was no mention of a unit responsible for promotional activities.
The establishment of such a unit could be envisaged as part of the Industrial
Services and Institutions Division. The Executive Director could take that
suggestion into account and the Board could consider establishing the unit.

Mr. KOFFI (Ivory Coast) noted the clarifications made by the
representative of Romania and suggested that the Secreteriat should go into the
question in greater detail. The unit could be called "European and North .imerican
Unit" and could be given the functions outlined by the representative of Romania.
The Executive Director could initiate a study on the concept of under-development

which so far had merely a restrictive character.
’
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Mr. SAHLOUL (Sudan) said he was satisfied with the statement by the
Executive Director. It had been the subject of unjustified and inappropriate
criticisms. His delegation endorsed the views which Mr. Abdel-Rehman had

expressed on the structure necessary for the organization.

Mr. YEGANEH (Iran) supported the Executive Director. The organization
needed a solid structure if it was to accomplish its heavy task. Tt musi have

"brains" to direct its research and operational activities in & balanced manner.

Mrs. SAILER (Austria) noted with satisfaction that the programme
envisaged by the Executive Director was well conceived to respond to the aims of
the orgenization. In order to be constructive, it must acquire a knowledge of
the problems and stimulate requests. However, the resources were limited and in
that respect prudence and wisdom were necessary. The views expressed by the
Fxecutive Director fulfilled those requirements and the Board should give him a

ree hand to reinforce the structure of the organization as the needs increased.

Mr. VIADOV (Bulgaria) said that in general he shared the views of
the Executive Director which were not contrary to General Assembly
resolution 2152 (XXI).

The meeting rose at 6.5 p.m.
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