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INTRODUCTION

1. The Committee for Programme and Co-ordinaticn (CPC), at '",s twentieth 
session in I960, reviewed the findings of an in-depth evaluation study
of the manufactures programme of the United Nations (2/AC.51/1980/2) 
including a preliminary analysis of the technical co-operation activities 
of the United Nations Industrial Development Organisation (UNIDO) financed 
by the United Nations Development Programme (UNDP) (2/AC.51/1980/2/Add.l) 
which it had requested at its nineteenth session. It expressed concern 
about the problems regarding the design, implementation and follow-up to 
the projects discussed in the report (A/35/38, para. 72). The Committee 
therefore requested that a more intensive review of the UNDP-financed 
technical co-operation activities of UNIDO in the field of manufactures 
be carried out in keeping with paragraph 62 of the report on its 
twentieth session with the full involvement of UNDP and UNIDO. The 
present report has been prepared in response to this request.
2. The UNIDO has no programme component or accivity code named 
manufactures; most of its operational field activities and a significant 
proportion of its research studies and other special and supporting 
activities are related, directly or indirectly, to manufactures. It 
was necessary, therefore, to provide a functional definition which would 
permit development of an appropriate structure for the evaluation study.
This was done by selecting a sufficiently comprehensive range of projects 
illustrative of UNIDO's technical co-operation activities in manufactures, 
which would benefit from the intensive and in-depth evalue ion contemplated, 
and for which a representative sample of UNDP-financed and UNIDO-executed 
projects could be developed.
3. The primary purpose of the follow-up in-depth evaluation wa3 to 
improve the relevance, design, implementation, effectiveness and impact 
of on-going and future projects in this and similar areas. In attempting 
to assess effectiveness and impact of the projects included in the
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sample, the evaluation co-ordinators believed that it vas necessary to 
place the results in perspective by also reviewing the performance of 
the tripartite project system and the unique requirements of the industrial 
sector.

The study was carried out in three phases, that is, phase I: a desk
review of a wide range of selected projects in the field of manufactures; 
phase II: in-country studies of projects in a geographically representative
number of countries; and phase III: synthesis of findings and reporting
of results. A special effort was made to effectively involve field 
staff and country nationals who, as end-users, would be acquainted -with 
the changes that were expected from and had actually resulted from 
project activities.
5. Chapter I of the report contains an assessment of the effectiveness 
and impact of a sample of manufactures projects drawn from an initial 
inventory of 906 and compares the findings of this report with those of 
the preliminary survey presented to CPC in 1980 and with other pertinent 
studies. In chapter II, the report explores a series of internal and 
external factors which form the project environment and directly influence 
their effectiveness and impact. These include the roles and capacities 
of UNIDO and UNDP, the nature and performance of the tripartite system 
and the intrinsic characteristics of the industrial system. The final 
chapter (III) summarizes the more important conclusions, particularly 
concerning large-scale projects and suggests some steps for consideration 
at policy, system and organizational levels. The report also contains 
the following annexes: I - project terminology used throughout the text,
II - list lU completed and on going projects examined at the country 
level, III workshop on significant issues held in Vienna, 1 - 6  December 1982,
IV - supplement to recommendation no. 2, V - interim renort to CPC(3/AC.51/1982/6) 
VI - prelim inary analysis of the technical co-operation activities of 
United Nations Industrial Organization (Z/AC.51/1980/2/Add.l) and
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VII. _ related evaluation retorts and commentary.
6. The co-ordinators wish to note their awareness that this report is 
being completed at a very critical time. The current world-wide recession 
has sharpened the debate on the effectiveness of development assistance 
while resources for such activities are continually decreasing. The 
UNDP and its Governing Council through its Intersessional Committee of 
the Whole is giving serious consideration to many of the problems 
highlighted in this report. The UNIDO, on the verge of assuming new 
status as a specialized agency, will also need to give equally serious 
consideration to how it can most effectively restructure its policies, 
organisation and human resources to carry out its heavy responsibilities 
in the field of industrial development.
7. The events which gave rise to this stady, in addition to these 
circumstances, made mandatory a rigour and thoroughness not often attempted 
in previous evaluations. The co-ordinators are also aware that if the 
study findings are to be accepted as valid and the basis for subsequent 
review and action, they must be taken as reliable and authoritative.
Given the constraints of time, money and staff resources, including the 
quality of the data and the state-of-the-art in the evaluation of 
effectiveness and impact, it is hoped that this has been accomplished.
It was necessary, of course, to interpret the data collected and translate 
this into a synthesis which was meaningful and subject to some kind of 
remedial action. In this process, the co-ordinators, with the assistance of 
the principal consultant, had to draw on their own experience in 
development assistance and their perceptions of the most pressing issues 
and on that of the national consultants and other technical staff.
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I. AN ASSESSMENT OP ACHIEVEMENTS OF MANUFACTURES PROJECTS 

A. BACKGROUND

3. In the preliminary analysis of UNIDO technical co-operation 
activities carried out in 1900 a sample of projects was reviewed for 
the purpose of assessing (a) the extent to which each project achieved 
the immediate and ultimate goals set out in the project document and 
(h) when possible the impact made by the completed project in the 
industrial sector of the country. Thi3 report is contained in annex VI 
below.
9. As a consequence of its review of this survey, the Committee for 
Programme and Co-ordination, at its twentieth session, requested an 
intensive follow-up study of greater depth (A/35/38). This report 
describes the results of that study. The terms of reference for this 
exercise required an assessment of:

- The effectiveness of a sample of on-going and completed 
projects in achieving their immediate objective(s) ;

- The actual or potential impact/contribution of these projects 
to the broader development objectives which they were intended to 
support.
10. A comparison of two hey findings from the preliminary study of 
1980 and the in-depth follow-up study described in this report indicates 
a substantial disparity, particularly regarding impact:

1
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Table 1. Comparison of key findings of 1980 preliminary 
analysis and 1980-1983 follov-up study

Parameter Percentage of projects rated "as planned or higher”

Preliminary Follow-up study
analysis - 1980 1980 - 1983 a/

Effectiveness 5^ 57 (57)

Impact 31 ¡*3 (50)

Note. Figures in parentheses represent the percentages when projects 
rated "cannot determine" are excluded from the calculation.

a/ Represents the results of the in-country assessments of iU 
large-scale projects.

A more complete comparison of the findings of the two studies is found 
in section 3 of this chapter.
11. An additional feature of the study is that it was conducted by 
three evaluation co-oi*dinator3 , one each from the United Nations, UNEP 
and UNIDO who were given, for the duration of the study, complete 
independence which permitted them to reach conclusions and formulate 
recommendations without supervision or intervention from their regular 
organizations once the terms of reference had been agreed upon. The 
team was assisted by a senior principal consultant from the industrial 
sector of a developing country. In the field studies, in each country, 
there were two highly qualified national consultants knowledgeable in
the subsector of the project under review bringing the total to 1** national 
consultants. The Senior Industrial Development Field Adviser (SIDFA) or 
equivalent also participated.
12. This study reconfirms, and adds further dimension and clarity to the 
findings produced by numerous studies of United Nations technical 
co-operation projects conducted over the years by the United Nations, UNDP 
and UNIDO.
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13. The methodology used to do these assessments vas explained in the 
interim report to CPC (2/AC.51/1982/6, see annex V, below). Before 
presenting and summarizing the results of this study, however, it is 
useful to note the following features:

(a) The study design provided for a series of five project groups, 
viz, the selected study inventory, the first sample and subsequent 
subsamples (hereafter called levels), of progressively decreasing size 
with each group subjected to a systematic process of information 
collection and analysis of progressively increasing intensity and depth.
The size and composition of the five levels are shown in table 2. The 
study design also provided for a series of cros3-proJect analyses and 
comparisons between these analyses as a cross-check on the representativeness 
of each succeeding step. The study design was chosen because it ensured
the ma-r-fmum representativeness of project population samples at the lowest 
possible cost.

(b) The five levels of the study were:
- First - a total inventory of 906 projects within the 

manufactures area including UHDP-funded large-scale and small-scale,
Special Industrial. Services (SIS) and non-UUDP-funded projects.

- Second - a sample of 317 projects (37 large-scale, l6U SIS 
and 66 small-scale) selected from the inventory for a reconnaissance 
review. Abbreviated data sheets based solely on data in the official 
registry files were prepared and a cross-project analysis (CPA I) was 
conducted.

- Third - a subsample of ^9 large-scale projects was 
selected from the above and more detailed data was collected, supplemented 
by interviews with backstopping officers when possible and subjected to 
more intensive desk review. A more comprehensive cross-project analysis
(CPA II) was conducted and compared with CPA I.
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Fourth - a further subsample of l1* large-scale Indicative 
Planning Figure (IP?) projects was selected from the third level, using 
predetermined criteria, and detailed written profiles and assessments 
were prepared as a basis for the in-country studies. In addition, 35 
small scale IFF and SIS projects were also included, selected from the 
230 included in the second level, and abbreviated profiles were prepared.

- Fifth - additional data was collected on site for the same 
projects included in the sample Just above and new assessments were 
prepared by an in-country team. The results were compared with the fourth 
level and CPAs III and IV were prepared and compared with CPAS I and II.

(c) The follow-up 3tudy used a favour-to-disfavour scale with five 
reference points as follows: —^

5 Outstanding
k More than planned
3 As planned
2 Less than planned
1 None or marginal
0 Cannot determine

1U. To the extent this study has unique qualities, as compared with other 
evaluation studies done by the United Nations, UNDP and UNIDO, they are 
to be found in the size and scope of the study, the focus on effectiveness 
and impact (rather than efficiency in input delivery or programming 
guidelines in a selected field), the rigour of the study design and the 
intensity of the data collection and analysis.

1/ A three-point rating scale was used with the second level because 
of its size and self-evaluative nature. The scale was 0 - cannot determine, 
1 - poor, 2 - adequate and 3 - excellent.



Table 2. Breakdown of total UNIDO manufactures projects funded by 
* UNDP by type, level of funding and level of treatment 

(In millions of United States dollars)

Large-scale projects Small- SIS projects Total Value in

Above
$1*00.000

Between
$150,000 -
$399.000

Total
number
of
projects

scale
and
non SIS 
projects

Above
$10,000

Below
$10,000

small- 
scale 
and SIS 
projects

Grand
total

mi liions 
of United 
States . 
dollars —

Total UNIDO 
portfolio a/ 330 200 530 •*,500 2 ,000 6,500 7,030 $610

''Manufactures" 
element in 
portfolio, a/ 
of which: 210 128 33b 2,900 1 ,300 1» ,200 *» ,538 $1*00

Level No. 1 
{inventory) 57 30 87 569 16U 86 819 906 $100

Level No. 2 . 
(Reconnaissance) — 57 30 87 66 161* :30 317 $ 82

Level No. 3 *•9 - 1*9 1*9 $ 66

(Large-scale desk 
reviews)

Levels Nos. 1» and 5 13 1 ll* 12 23 35 »*9 $ 21

(Profile/field)
Value of total UNIDO 
portfolio in United 
States dollars a/ $1*10 $60 $1*70 $100 $1*0 $ll*0 $610

a/ Approximate figure(s) which excludes the Government's counterpart contribution to the project which is significant.
b/ The extent of the coverage at this level comprises 16.U per cent of UNIDO's total portfolio of large-scale

projects, 3.5 per cent of the total small-scale and SIS and 13 per cent of the grand total in value.
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3. EFFECTIVENESS AND IMPACT ♦

1. PROJECT FINDINGS

15. The average ratings for effectiveness (in achieving the project's 
immediate objective) for the several sample levels of large-scale projects 
were:

level
Second level
(3 - 37)

Third level
(N » 1*9)

Fourth level 
( 3 ■ 1U)

Field study!
( 3 j* 1M  {

Average rating 1.8 3.2 3.3 | 2.6

Number of zero 
ratings in level 25 3 2 0

Note. Hating of zero * "cannot determine'1; N * total number of projects in group.
It should be noted when interpreting the averages in this and subsequent tables that a 
three-point rating scale was used at the second level vhereas a five-point scale was 
used at the third to fifth levels.

16. The average ratings for impact (the project's contribution to the development 
objective) for the same groups are presented here to permit easy comparison.

Level Second level
(N * 87)

Third level 
(N - U9)

Fourth level 
(3 » lU)

Field study
(3 * Ik)

Average rating 1.9 3.3 3.2 2.2

Number of zero 
ratings in level 77 8 5 2

(a) Effectiveness

17. Tables 3 to 5 below display ratings given at the third, fourth and 
fifth levels for three parameters which are concerned with effectiveness: 
(1 ) progress in producing outputs, (2) achievement of project objective 
(effectiveness) and the extent to which (2) can be attributed to (1 ).



Table » Effectiveness of large-scale IPF projects - distribution of ratings and averages

Effectiveness
parameter

Rating
scale

Second level 
(N - 87)

Third level 
(N - 1*9)

Fourth level 
(N » lh)

Field study 
(N = lh)

1. Progress in 
producing 
outputs

5
U
3
2
1
0

No. %

Not included —^

No. %

0
16 32.7
12 2h.5
13 26.5 
3 6.1 
5 10.2

No. %

0
h 28.6 
5 35.7
2 lh.3 
0
3 21. h

No. %

0
2 1»*. 3 
7 50.0 
3 21. h 
2 lh.3 
0

Average 1*/ 2.9 3.2 2.7
2. Achievement 

of project 
objective 
(effective­
ness )

t
3
2
1
0

5 5.7
35 hO .2 
22 25.3 
25 28.7

0
19 38.8 
19 38.8 
7 lh.3 
1 2.0 
3 6.1

1 7.1
3 21. h 
6 1*2.9
2 lh.3 
0
2 lh.3

0
2 lh.3 
6 1*2.9 
h 28.6
2 lh.3 
0

Average 1.8 3.2 3.3 2.6

3. Extent to
which 2. can 
be attributed 
to 1 .

5
h
3
2

l '

Not included a/ 1 2.0
12 2h .5 
16 32.7
h 8.2
3 6 .1

13 26.5

1 7.1
2 lh.3 
h 28.6 
2 lh.3 
1 7.1 
h 28.6

3 2 1.h 
0
8 57.1 
2 lh.3 
1 7.1 
0

Average 3.1 3.0 3.1

/ Variables not rated at this level.
b/ Averages in this and subsequent tables exclude zero ratings.



Table 1». Effectiveness of small-scale IPF projects - distribution of ratings and averages

Effectiveness
parameter

Rating
scale

Second level 
(N - 66)

Third level 
(N = 0 )

Fourth level 
(N = 12)

— ------- -— -  ■  ----------- -- -  ■ — —1■— — — -----

Field study 
(N = 12)

1. Progress in 
producing 
outputs

5
1»
3
2
1
0

No. %
a/Not included

No. %
b/Not included —

No. %

2 16.7
2 16.7
3 25.0 
1 8.3 
0
1* 33.3

No. t

1 0.3 
1 8.3 
5 1*1.7 
•* 33.3 
0
1 8.3

Average 3.6 2.9
2. Achievement 

of project 
objective 
(effective­
ness )

1
3
2
1
0

9 13.6 
20 l42.ii 
5 7-6 

2li 36.1»

b /Not Included ~ 1 0.3 
1 8.3 
1» 33.3 
3 25.0
1 8.3
2 16.7

0
2 16.7 
5 *»1.7 
1* 33.3 
0
1 8.3

Average 2.1 2.0 2.8

3. Extent to 
which 2. can 
be attributed 
to 1 .

5
1»
3
i>
1
0

a/Not included ~ wNot included ~ a/Not included a/
Not included

Average

a/ Variables not rated at this level.
b/ Third level contained only large-scale projects.



Table 5. Effectiveness of SIS projects - distribution of ratings and averages

Effectiveness
parameter

Rating
scale

Second level 
(N ** l6ty

Third 
(N »

level 
0 )

Fourth 
(N =

level
23)

Field 
(N =

study
23)

No. % No. *_ No. * No. *

1. Progress in 5
a/Not included — Not included — ^ 0 0

producing 1» 9 39.1 3 13.0
outputs 3 6 26.1 15 65.2

2 2 8.7 2 8.7
1 0 1 »*.3
0 6 26.1 2 8.7

Average 3.k 3.0

2. Achievement ? Not included — ^ 1 0
of project 1» 5 21.7 2 8.7
objective 3 Jb 22.0 5 21.7 15 65.2
(effective- 2 73 UU.5 k n.u 2 8.7
ness ) 1 20 12.2 0 2 6.7

0 35 21.3 8 3»«.0 2 8.7

Average 1.8 3.2 2.6

3. Extent to 5 Not included a/ Not • ! * included — Not included —^ Not included —^
which 2. can
be attributed 3
to 1 . 2

X

0

Average

a/ variables not rated at this level.
b/ Third level contained only large-scale projects.
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13. Table 6 below, shows the percentages of large-scale projects which 
were rated "as planned" or higher for the three parameters which are 
concerned with effectiveness.

Table 6. Percentage of large-scale projects rated "as planned" or higher

Effectiveness narameter
Second level

(N » 87)
Third level j Fourth level

(N * 1*9) I (N * lU)
Fifth level 
(N * lU)

(1) Progress in producing 
outputs

Not a/ 
included — 57 (6**) 61* (82)

j
61* (61*) j

(2) Achievement of project
objective (effectiveness) MS (7U) 77 (83) 71 (83)

!
57 (57) j

(3) Extent to which (2) can be 
attributed to (1 )

No*
included — 59 (81) 50 (70) 79 (79) !

Note. Figures in parentheses represent the percentage when projects rated "cannot 
determine are excluded from the calculation.

a/ Variable was not rated at this level.

(b) Impact

19. The average ratings for impact (the project's contribution to the 
development objective) for the several levels of large-scale projects 
were as already displayed in paragraph 16 above.

Level
Second level

(N » 87)
Third level
(N * 1*9)

Fourth level
(N = 11*)

Field study
(N » 11*)

Average rating 1.9 3.3 3.2 2.1*

Number of zero ratings in level 77 8 5 2

20. Tables 7 - 9  display ratings given at the second, third, fourth 
and fifth levels for parameters concerned with impact: i.e., (1 ) user
utilization of results (outputs), (2) impact and (3) significance.



Table 7. Impact of large-scale IPF pro.JectB - distribution of ratings and averages

Impact
parameter

1 . User
utilization 
of results 
(outputs)

2. Impact

3. Significance

Rating
scale

5
1»
3
2
1
0

Average

3
2
1
0

Average

5
».

3
2
1
0

Average

Second level 
(N « 87)

No.

Not included */

1 1 ,1
7 8.0
2 2.3

77 88.5

1.9

Not included 5/

Third level 
(N » >*9)
No.

1
7

19
12
2
8

2.°
1U.3
38.8
2U. 5

*4 .1
16 .3

2.8

3
16
12
9
1
8

6.1 
32.7 
2»».5 
18.U 
2.0 

16.3

3.3

6
23
1»»

1
0
5

12.2
»*6.9
28.6
2.0

10.2

3-9

Fourth level 
(N « Ik)

No.
1
5
3
0
0
5

3.0

1
1
6
1
0
5

0
5
».
1
0
3

7.1
35.7
2 1 .1»

35.7

7.1
7.1 

».2.9
7.1

35.7

3.2

35.7
28.6

7.1
21. >4

3.»»

Field study 
_(N »

Her,

2
1
1»
5
2
0

1»4.3 
7. 
28. 
35.7 
1»* .3

2.7

0
2
»4
3
3
2

1U.3
28.6
2 1 .1»
2 1.1»
1»».3

2.»*

0
5
».
0
3
1

35.7
20.6
21.»*
7.1

2.7

a/ Variables not rated at thÌ3 le



Table 8 Impact of small-scale IPF projects - distribution of ratings and averages

Impact
parameter

Rating
scale

Secbnd lev .. 
(N » 66)

Third level 
(N = 0 )

Fourth level 
(N ■ 12)

Field
_JN

study 
« 12)

1• User
utilization 
of results 
(outputs)

5
it
3
2
1
0

No. %
—  a/

Not included

No. %

Not included y
No.

0
0
1
0
0

11

%

0.3

91.7

No.
0
2
6
3
1
0

*

16.7
50.0
25.0
8.3

Average 3.0 2.8

2. Impact ? Not included y 0 0
it 2 16.7 1 8.3
3 0 1 8.3 3 25.0

_ _ _ _ _ _  - - 2 5 7.6 1 8.3 2 16.7
1 it 6.1 2 16.7 3 25.0
0 57 86.lt 6 50.0 3 25.0

Average 1.6 2.5 2.2

3 ,- Significance 5 Not included — ^ Not included y 0 0
it 2 16.7 2 16.7
3 1 8.3 it 33.3
2 1 8.3 2 16.7
1 2 16.7 1 8.3
0 6 50.0 3 25.0

Average 2.5 2 .8

a/ Variables not rated at this level.
b/ Third level included only large-acale projects.

I



Table 9. Impact of SIS projects - distribution of ratings and averages

Impact Rating Second level Third level Fourth level Field study
parameter scale (« * Ibtf (N ■ 0 ) (N - 23) (N = 23)

No. % No. % No. % No. *
a/ b/ It.31. User 5 Not included Not included 0 1

utilization U 3 13.0 1 It.3
of results 3 1 it.3 10 It3.5
(outputs) 2 0 1 !t.3

1 0 it 17.lt
0 19 82.7 6 26.2

Average 3.8 2.7
2. Impact ? Not included 0 0

u i* 17.i< It 17.lt
3 it 2.it 5 21.7 5 21.7
2 T *t.3 2 8.7 2 8.7
1 7 **-3 0 0
0 lUfi 89.0 12 52.2 12 52.2

Average 1.6 3.2 2.3

3. Significance 5 Not included—^ Not included —^ 1 it.3 0
it 3 13.0 0
3 5 21.7 9 39.1
2 2 8.7 5 21.7
1 0 2 8.7
0 12 52.2 7 30.lt

Average 3.3 2.It

u/ Variables not rated at this level.
b/ Third level contained only large-scale projects.



21. Before analysing these results, it is useful to note seme additional 
information about the characteristics and methodology of this CPC-mandated 
intensive follow-up study and the extent to which the results are 
aualified on the basis of the data available to the co-ordinators and 
the constraints imposed by the time and resources limitations.

(a) The series of project samples were randomly selected subject to 
certain methodological constraints of size, maturity and subject area and, 
in the case of the in-country studies, a country’s willingness to 
participate;

(b) Because of the CPC mandate and the desire of the participating 
organizations for a thorough study of the results of technical co-operation 
projects and their U3e, a new methodological approach was developed, as 
noted in paragraph 13 above, and applied to a large number of projects.
The inventory of projects in manufactures (first group) comprised
13 per cent of all UNIDO-executed projects of all types 3ince the 
establishment of UNIDO. The small-scale and SIS projects amounted to 
3.5 per cent of the total number of projects, and those included in 
the 3tudy amounted to approximately 13 per cent of UNIDO '3 total 
portfolio in value;

(c) More than two thirds of the ratings in phase I are for on-going 
projects and consequently are predictive since effectiveness and impact 
cannot normally he fully determined until after project completion. On 
the other hand, the distribution of ratings among both on-going and 
completed projects is very similar (albeit slightly higher for on-going) 
which indicates that the predictive ratings can be usefully extrapolated. 
This is discussed further in paragraph 23 below;

(d) It is also important to note that the project ratings and 
cross-project analysis based on the second level (the first reduction 
from the original inventory) reflect the assessments of the project staff, 
backstopping officers and Resident Representatives as they appeared in 
the registry files. The project ratings and the cross-project analysis 
based on the third level and on brief interviews with backstopping



officers, contained only large-scale projects (^9), and reflected the 
assessments made by the evaluators in this exercise;

(e) Statements of objectives were clarified to some extent at the 
fourth level, when preparing project profiles, by conducting more 
intensive interviews with backstopping officers and branch officials and 
reconstructing the design into the logical framework matrix which is now 
in common use. Design elements were further clarified in the fifth 
(final) sample i.e., the in-country studies. Small-scale and particularly 
SIS projects, by their nature, are usually quite specific in the product 
or service to be produced and its intended use. Effectiveness of these 
projects was easier to determine. For the in-country studies, 20 
Governments were invited to participate. Of these, ten declined for 
various reasons, thereby restricting the project population from which
a selection could be made. Seven countries were chosen on the basis of

2/project criteria assuring adequate geographical representation. —

(c ) Analysis of results

22. Table 10 below, shows the percentages of large-scale projects which 
were rated "as planned" or higher for the same three parameters which 
are concerned with impact.

2/ Although UNDP policies and procedures provide for the use of 
IPF project funds for evaluation, it is to be noted that five of the 
seven countries which participated were unwilling to authorize the use 
of IPF funds for the travel and per diem expenses of one person 
(team leader).
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Table 10. Percentage of large-scale projects rated "as planned" or higher

Parameter
Second level
(N » 87)

Third level 
(N » 1»9)

Fourth level 
(N » ll)

Field study 
(N » ll)

(1 ) User utilization of 
results (outputs) • 55 (66) 61 (100) 50 (50)

(2) Impact 9 (80) 63 (76) 57 ( 89) 13 (50) 1
j

1 ( 3) Significance 88 (97.7) 61 ( 82) 61 (69) 1
Note. Figures in parentheses represent the percentage when projects rated 

"cannot determine" are excluded.

23. First, in the early stages of the project cycle there is a tendency 
to state anticipated project accomplishment in ways which will increase 
the prospects for project approval and continued funding i.e., to 
exaggerate the value and to oversell the project. Secondly, most 
project reports are prepared prior to financial termination and therefore 
prior to the achievement of the project objective (effectiveness) and 
the development objective (impact). Most achievement reporting during 
implementation necessarily is a projection of what might occur after 
financial termination; many project staff are hopeful and optimistic 
about the future prospects of the project in which they are, or have 
been, engaged. Thirdly, as additional information was acquired 
over time, particularly through in-country evaluation (phase II of 
this study), the verifiable achievements and the adverse effects of 
the project's external environment emerged more clearly.
21. The co-ordinators have a high level of confidence in the ratings 
given during the in-country studies because of the intensive data 
collection, the costposition of the field teams including national 
consultants and the extensive contact with end-users and beneficiaries. 
The ratings given at the prior levels are subject to the qualifications
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noted above and must accordingly be reduced. This reduction and the 
methodological precautions taken (e.g., comparisons between the 
cross-project analyses, verification-type interviews and observations 
during the in-country studies) al30 give a high level of confidence 
that the in-country ratings are indeed representative of the total 
project inventory.
25. A related question Ì3 the extent to which the existing management 
reporting and information system Ì3 able to support substantive 
management functions such as policy formulation, programme planning, 
resource allocation and project design and evaluation. 2

2. COMPARISON WITH PRELIMINARY MANUFACTURERS STUDY

26. The preliminary evaluation conducted by the United Nations involved 
a sample of only ioQ projects (size and type were not identified), which 
depended largely on data found in the UNDP headquarters files 
and the use of a questionnaire on effectiveness and impact addressed 
to incumbent Resident Representatives. (See paragraphs 9 and 10 of 
annex VI below.) The validity of the results was subject to serious 
qualification. In the following table, the results of the responses 
from Resident Representatives compared to similar results from the 
in-depth study are displayed:
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Table 11. Comparison cf selected results from the 
1980 and present studies

Parameter
Preliminary 
study 1980

In-deoth follow-uu study 
Ì980 - 1983 ‘

Responses to 
questionnaires a/
(s = 160)

Third level 
(large-scale
only) , 
(N a U9)

Fifth level 
large-scale 
only
(N =*11*) c/

*0 00

Effectiveness

- Successful achievement 
of project- immediate 
objective 5^ 83 57

- Projects that did not 
achieve all their 
immediate objectives U6 17 1*3

Imoact

-- Projects that successfully 
successfully achieved 
the long-range 
objectives 31 76 50

- Projects unable to 
achieve 69 21* 50

a/ As noted earlier, aix responses vere proTided by rarious offices of 
the Resident Representatiyes.

b/ Column 2, based on desk reviews and supplemented by headquarters 
interviews, Í3 considered the level most comparable in terms of methodology to 
the preliminary study. All zero ratings (cannot determine) were omitted.

c/ Column 3, based on the in-country studies is considered more accurate 
than the data in column 2.
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27. la addition, the assessments were summarized in the preliminary 
report as follows:

(a) Some projects were found to have oeen hampered by delays 
in the delivery of inputs;

(b) Some projects — did produce positive results, such as an 
increase in outputs of goods and services, improvements in standards and 
quality, and follow-up investment activities in the sector concerned;

(c) Many other projects —^ were not completed satisfactorily in 
the 3ense that the immediate or ultimate objectives were not achieved.
28. A comparison between columns 1 and 2 in table 11 which ha3 the least 
dissimilar methodology to that of the preliminary study ( column 1 'I, shows 
that the ratings of column 1 are not reliable. On the other hand, 
column 3 which is considered to have the most valid ratings of the 3tudy 
indicates by chance that the results on effectiveness are quite similar 
while those on impact are significantly different. The co-ordinators 
caution that comparisons between columns 1 and 3 are not possible because 
of the substantial differences in methodology and however the results 
which now should be considered most realistic are ohose given in
column 3. Any conclusions drawn from the preliminary study need3 to 
be reconsidered tailing into account the external project factors and 
the results of column 3.

3. OTHER RESULTS

29. As explained in the detailed description of the methodology, in 
addition to rating tie sample projects in terms of effectiveness and 
impact, information collection also provided the means, by using an 
automated data processing programme, to array the data in various 
forms in an attempt to validate hypotheses on causes and effects and 
to provide the basis for further analysis. This was done by collecting

3/ Unquantified.
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data on a standard typology and producing computer printouts of frequencies 
and co-relations on the second, third, fourth and fifth levels. These 
are referred to as cross-project analyses (CPAs) and resulted in some 
significant, if limited findings.

(a) Project design

30. UNDP policy and procedural guidelines for technical co-operation 
projects carried out within the tripartite system accord the Government 
primary responsibility for project design with associated roles for the 
executing agency and UNDP through its Resident Representative. Analysis 
of data collected for the third level indicates that although in the 
large-scale projects, the Government participated more frequently in 
the initial drafting of the project document than any of the other 
interested parties, that participation only occurred in 57 per cent of 
the projects. Other Icey participants were UNIDO headquarters {22.'*%),
UNIDO expert on duty (28.6)5) and the Resident Representatives' office 
(28.6)5). Design missions were infrequently used (ik.y%) as was preparatory 
assistance (U)5).
31. At the third level of 1*9 large-scale projects, the co-ordinators 
conducted a two-part analysis of the major elements of project design. 
First, they examined the internal elements such as the project objective, 
the project hypothesis (approach), the output targets etc., contained in 
the project document. They applied standards for clarity, viability, 
soundness etc., as stated in the UNDP and UNIDO project guidelines or 
used practical tests such as ashing the hinds of questions which could 
be expected in an exacting review and approval process. This analysis 
resulted in quality ratings which are summarized in table 12 below.



Table 12. Major elements of project design at the third level comprising *t9 large-scale projects

Rating scale
Project
objective

Project . 
hypothesis—

Outputs/
results Inputs Workplan

Internal 
Logic b/

Outputs to 
Objectives

Outstanding (5) 2 *1.1 3 6 .1 2 *4.1

Oood (»*) 12 2*1.5 u 8.2 8 16.3 26 53.1 9 18. U 2 *1.1 6 12.2

Adequate (3) 18 36.7 lit 28.6 If 32.6 17 3»* .7 16 32.6 18 36.7 16 32.6

Poor (2) l>t 28.6 18 36.7 11 22.U 3 6 .1 16 32.6 17 3»t.7 17 3*1.7

Marginal U ) 3 6 .1 8 16.3 8 16.3 It 0.2 0 16.3 *♦ 8.2

Cannot
determine (o) 5 10.2 6 12.2 2 *t.l It 8.2 6 12.2

**9 100 **9 100 It9 100 *»9 100 *49 100 *49 100 *»9 100

Average

(Including 
projects 
rated 0) 2.9 ?.l 2.2 3.6 2.7 2.1 2.2

(Excluding 
projects 
rated 0) (2.9) (2.3) (2.5) (3.6) (2.8) (2 .3) (2.5)

a/ Causal relationship between outputs and project objective.
b/ The interrelationships between inputs to workplan to outputs to project objective.



- 25

22. With the exception of inputs, which received an average rating' of 
5.6 (more than adequate), the average ratings for all other design 
elements were less than adequate (varying from 2.9 to 2.3), and the
results would have been lover if sero had been included as shown in table 12 
above. Of the ^9 large-scale projects included in the third level

internal logic and the sufficiency of outputs to achieve the project 
objective(s) received ratings of poor and marginal ranging from 
43 per cent to 53 per cent of the projects. In 41 per cent of the 
projects the workplan was rated poor or marginal.
33. In the second part of the analysis, project documents were examined 
in an attempt to determine the clarity and explicitness of four basic 
project design elements which are considered important in the evaluation 
of impact. These elements were the statements of development objective, 
the development hypothesis (i.e., the predicted causal linkage between 
the project (immediate) objective and the development objective(s) of the 
co-operating Government), the intended end-users of the project outputs 
-•nd the baseline conditions. In half of the projects the development 
ob.jective(s) was not clear, or was too remote a level to be affected by 
thi project objective In 73 per cent of the sample projects, the 
development hypothesis could not be determined. 2nd-users were defined 
satisfactorily in 75 per cent of the projects, but baseline data were 
rated satisfactory in only JC per cent of the cases.
3U. The length of time and expenditure of manpower required for 
project approval does not correlate with good project design. In fact, 
there was usually little substantive change in the project proposal 
document during the entire review and approval process. At no point

j * / Twenty-one of the projects, or 45 per cent of the sample complied with 
pre-197o guidelines which did nox require the specification of outputs.

(cross-project analysis II), 34*7 per cent had statements of project

J
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in the process do the interested parties attempt consistently to define 
and apply quality considerations to the project design. A comparison of 
project designs before and after introduction of the UNDP guidelines 
(PPM chapter 3^00) and similar UNIDO guidelines in early 1976 shows 
that a definite improvement has taken place over the
previous system which was highly deficient, particularly with respect to 
outputsy objectives, target groups etc. This improvement, however, it still 
not sufficient to ensure that a satisfactory level of performance '<111 be 
reached and further work is required to achieve the performance sought.

(b) Types and level of entry

35. An analysis was attempted to identify the differences, if any, in 
relation to various levels of project achievements which provide direct 
support to a firm or group of firms as compared with indirect assistance 
via a government agency or other intermediary body and have different 
levels of entry. The analysis produced the following results based on the 
rating scale of 0-5:

Table 13. Ratings of direct and indirect support 
large-scale projects - third level 

(N * U9 )

Function/type
No. of 
projects

Project
output

Achievement 
of output Impact Significance

Direct support 19 3.3 3.3 3.3 3.7

Indirect 30 3.1 3.2 3.2 3.8
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Table lit. Ratings of pro •'acts vita different 
levels of entry - third level 

(I » 1*9) a/

Function/type
No. of 
projects

Project
output

Achievement
of output Impact Significance

Industry at 
branch/ 
subsectoral 
level 12 3.2 3.1* 3.1*

!1

3.6

Intermediary
organization 33 2.9 3.2 3.3 3.a

a/ Four of these projects entered at the ministry level.

36. Except for significance, all the ratings are higher for projects 
vhose principal function is direct support, —  ̂and whose entry is at 
the branch/subsectoral level rather than dealing with an intermediary 
organisation such as an industrial research and service institute (I3SI) 
or government ministry.- The differences, however, are marginal.

(c) Statistical relationships

37. A number of statistical relationships between individual data sets 
were noted. For example, there was a strong relationship between quality 
of design and input delivery, project implementation and production of 
outputs. Analysis revealed a logical means-end chain running from
design to impact where each link (design-input-deiivery-iaplementation-outputs- 
utilization, of outputs/achievement objective) was linked to one or even two 
preceding elements. No direct linkage however, could be demonstrated 
between design and achievement; presumably because the causal relation 
is too diluted by external factors along the way. In CPA I (based 
on the second level), where an intensive assessment of available

5/ Other applicable functions include institution building, 
direct training, experimental and pilot projects.
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documentation vas made, a strong correlation betveen the documentation 
rating, on one hand, and quality of design and achievement ratings, on 
the other hand, indicates that veil-designed projects tend to be 
veil documented and to have better results, or at least documented 
results.

C. PROJECT CYCLE ANALYSIS

1. FINDINGS AND ANALYSIS

38. In addition to assessing the effectiveness and impact of projects 
included in the sample and in support of the study design objectives of 
assessing the performance of the tripartite project system, data vas 
also collected and analysed on the four major stages in the project cycle. 
This vas done because the activities undertaken at each of these stages 
have a significant influence on the over-all project performance. The 
results are summarized as follows:

(a) Project identification and diagnosis

39* The problem identification and diagnosis stage of the project cycle 
is, or should be, of critical importance to the subsequent stage of 
project formulation and approval and, ultimately, to the prospects for 
effectiveness and impact. This is particularly true in the case of 
industrial development projects vhich operate in a complex environment 
with a large number of critically important factors vhich lie outside 
the control of the project's management e.g., the availability and cost 
of capital, effective demand, Government policies and controls etc., as 
explained in the next chapter. Nevertheless, the findings indicate 
that this stage is often overlooked or the analysis performed in a 
prefunctory manner, for example:
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I

(i) The state of the development of industrial technology 
and manufacturing processes in the recipient country is often not assessed 
or is described only superficially in the project documentation. The 
information needed to make choices from among various alternatives 
(e.g., selections of an appropriate technology and means for its transfer 
and adaptation) and to formulate an effective project strategy or 
approach, is frequently not requested or available in sufficient depth 
and timeliness to support project design;

(ii) Government development sector planning is usually at the 
macro-economic performance level and does not reach the level of specificity 
needed for the identification and analysis of industrial problems or 
gaps in the infrastructure which are susceptible to solution or amelioration 
by individual technical co-operation projects;

(iii) The country programming process, which should provide the 
mechanism for obtaining these analytical inputs to project selection and 
design, appears to be more concerned with resource allocation and project 
identification.
^0. In brief, pre-project problem identification and diagnosis is 
unsystematic and often superficial if done at all. The UNIDO is rarely 
requested to participate in this stage. The probability for project 
effectiveness and developmental impact is reduced when all three 
partners do not participate in the process and do not reach full 
agreement on the nature of the problem, the identification of end-users 
and their needs, and the most cost-effective approach to solving the 
problem.

(b ) Project formulation and approval

^l. As indicated earlier, there are serious deficiencies in project 
design caused, at least partically, by the failure to articulate clearly 
the project hypothesis i.e., the nature of the causal linkage between
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outputs and the project objectives. Inadequate statements of the basic 
elements of project design (i.e., project immediate objective, outputs, 
project strategy and critical assumptions regarding external factors) 
and an approval process vhich is often input-oriented can considerably 
reduce the probability of successfully achieving the intended objectives.
1*2. Some reasons for this situation are discussed belov. It is also 
vorth noting that, particularly if a project proposal resulted from a 
government initiative, it was unlikely that UNIDO's technical knowledge if 
available, vas inserted at this stage. Sven vhen UNIDO participates, both 
the design and approval processes tend to concentrate on administrative 
and financial matters and particularly on the proposed UNDP inputs.
1*3. Problems caused in the implementation stage by poor project design often 
concern the frequently observed failure to clearly identify the purpose or 
function of a project. This is particularly the case regarding institution­
building versus direct support. Whereas institution-building is the preferred 
mode for strengthening self-reliance, either by_ events or default, the thrust of 
the project may unintentionally become direct support by UNIDO experts to 
individual enterprises thus delaying the pursuit of local institutional self- 
sufficiency. Since project outputs should reflect and support the project 
purpose, institution-building outputs should usually be expressed in terms of 
increased or nev country capability to deliver services to industry while 
direct-support project results often are expressed as specific products or services. 
These critical distinctions are often missing or confused. Failure to clarify 
and agree on the project (immediate) objective and function can seriously 
Jeopardise the entire project. This was clearly demonstrated in the 
evaluation of large-scale projects.
hi*.. Finally, it should be also noted that there were a number of 
instances observed vhen poorly designed projects proved to be reasonably 
effective and with discernable impact. The study found that a good
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project design does not guarantee achievement of the project objective 
since the project may be adversely affected by the external project 
environment. Nor i3 project design a substitute for highly motivated, 
knowledgeable people given adequate resources and time to produce agreed 
results (outputs). On the other hand, the importance of good project 
design as a determinant of probable project effectiveness and impact has 
been reconfirmed by this study.

Cc) Project implementation

1*5. The implementation stage involves the transfer and use of knowledge 
and resources and their conversion into planned project outputs. The 
process requires close collaboration between the executing agency, the 
Government and the end-users.
1*6. The implement: at ion process oer se was not a major area of focus in 
this study. Nevertheless, a number of deficiencies, common to the system, 
were identified in the phase I desk research and subsequently confirmed 
during the in-country studies in phase II. Some of these are briefly 
mentioned below:

(i) Delay in delivery of inputs by both UNIDO and the recipient 
Government;

(ii) Absence of agreed upon indicators of performance and 
end-of- project status;

(iii) Inadequate progress reporting focussed almost exclusively on 
input deliveries and administrative problems;

(iv) Tripartite reviews were often not timely and there were many 
cases when they were not held at all; generally thev were input-oriented 
with hardly any attention to outputs and objectives;

(v) Absence of an effective evaluation effort, either on-going, 
terminal or ex post;
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(vi) Overconcentration on the internal aspects of the project to the
almost total exclusion of concern for external factors critical to

, „  6/project success. —
1*7 . Insofar as UNIDO itself vas concerned., its over-all delivery, 
including quality of inputs, was rated as adequate or better for 67 per 
cent of the large-scale projects. Concerning government inputs, the 
percentage of projects rated adequate or better was 39 per cent.

Table 15. Over-all implementation ratings at the third level
(N = ¡*9)

Hating UNIDO Government

(Number of projects)

Outstanding - -

Good 10 <T1

Adequate 23 22

Poor 11 1Ó

Marginal 1* 1

Cannot determine 1 3

These results were largely confirmed by interviews and cn-site observations 
during the in-country studies.

6/ The tripartite system does not require the systematic monitoring 
of the external project environment which is also ignored in the design 
and approval stage. In those cases where critical assumptions are 
identified, there is a tendency to regard them as 3tatic and to assume 
that they will not change significantly during implementation, an 
unlikely proposition given the dynamics of development (see chapter II, 
section D on the tripartite system).
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i*d. Among input categories, experts vere rated less than satisfactory in 
11 per cent of the саэез. The situation was dramatically different in 
tae cases of national counterparts with 26 per cent rated as less than 
adequate, a situation aggravated ay inadequate quantity in per cent of 
the projects and tardiness in 53 per cent of the cases. In the case of 
equipment, in 92 per cent of the projects the quality was rated as 
adequate or better. The assessment of timeliness was more negative with 
69 per cent less than adequate, a finding generally consistent with the 
findings on procurement and delivery of equipment in other UHL? and UNIIO 
evaluation studies. A similar spread between quality and timeliness was 
observed with government inputs. Concerning the training component, in 
2k per cent of the projects the quality of the training was less than 
adequate; in 33 per cent the quantity was only fair or marginal; and in 
52 per cent the timeliness was also less than adequate. Тот counterparts 
provided by the Government for training, 21 per cent were less than 
adequate in quality, 32 per cent in quantity, and 55 per cent in 
timeliness.
**•9. In terms of effectiveness or impact there is little evidence to 
conclude that these types of considerations are given sufficient 
attention during the implementation 3tage. The overwhelming tendency 
of the system is a concern with input delivery and the countless 
administrative factors involved in their installation and use. Vorh 
planning, monitoring and reviews are not usually result-oriented and 
important items such as baseline data, performance indicators, and 
explicit critical assumptions are conspicuous by their absence.

(d) Project completion and follow-up

50. The termination of a project 3hould be a planned event based on the 
production of project outputs and the actual or predictable achievement 
of the project (immediate objective). Such an event should also be the
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occasion to record actual results and identify actions vhich need to be 
taken to consolidate project achievements. As concern vith impact 
increases, the termination stage can also be used to identify actions 
vhich need to be taken in the future to sustain and/or increase the 
intended impact on the end-user3 or targeted beneficiaries.
51. The reality of the situation, including current system requirements, 
is quite different and the following findings were found to be typical:

(a) There is no clear functional linkage between the completion of 
project operations by CTU30, financial termination of a project by UNDP, 
and the achievement of outputs or the project (immediate) objective. 
Snd-of-project status indicators are not required by the UNDP Policy and 
Procedures Manual and consequently are not used. Instead, termination
is linked to the exhaustion of project inputs, i.e., financial completion. 
The management concern at the time of termination is focussed on 
administration and financial matters such as final revision of the 
budget and the inventory -and transfer or disposition of equipment.

(b) From a substantive standpoint, major reliance i3 given to 
the project terminal report which is written by the CTA or last 
international project 3taff member on the site. It is often late, 
sometimes not submitted. When a national project co-ordinator is 
involved, even more difficulty i3 experienced in securing such a 
report. In either case, the report may have very limited value in 
identifying, recording and assessing project achievements and the reasons 
for shortfall. The review and comment process at ;JNIDO generally adds 
little substance and may even reduce or soften a pointed criticism or 
recommendation. The Resident Representative's transmittal letter is 
often pro forma and, although required, rarely includes a terminal 
assessment. For these reasons, and because the review and comment 
process may be formalistic and lengthy, such reports appear to have
1 liai ted value or interest for programme management. At tne same time, 
there appears to be little demand for objective information concerning
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project effectiveness and almost no concern with actual or potential 
impact. This implies that the fulfillment of the project and development 
hypotheses i3 taken for granted.

(c) The UNDP and UNIDO official files contain only sparse information 
regarding effectiveness and virtually none on project impact. This 
is because there has been no UNDP or UNIDO requirement for project 
specific evaluation and reporting of impact, —  ̂ and no resources have 
been allocated for such a reviev.
52. There has not existed in UNDP, and until 1982 in UNIDO, a project 
management information system which routinely collects information on 
project effectiveness and impact, analyses this information, recommends 
initiation of remedial actions if required, extracts patterns and 
conclusions which can he fed back into the project design process.
This critical cycle of extracting lessons from experience is currently 
limited to two passive elements: (a) the publication of programme
advisory notes based upon evaluations and (b) the personal initiative of 
individuals who must rely on seriously deficient project files or the 
informal exchange of experience among the colleagues. There is no 
information to detect whac influence these actions have had.

D. COMPARATIVE STUPES

1. PRELIMINARY STUDY
53. Most of the findings in the ’’preliminary analysis" concerned what 
are normally described as the "process" aspects of the project and can 
be summarised as follows:

(i) Reports, including terminal reports, were of limited 
use for evaluation purposes -,

(ii) There were no built-in achievement indicators for measuring 
or analysing progress;

7/ The UNIDO project self-evaluation system introduced in 
February 1982 requires that consideration be given to project 
effectiveness and impact during implementation and at project 
termination. (See UNID0/PC.31, dated 5 January 1982.)
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Ciii) In a majority of cases, the lack of an ongoing system of 
follow-up and the unavailability of resources for progress measurement 
prevented meaningful assessment of impact.
5U. These findings were also identified in the in-uepth follow-up study. 
However, contrary to the original study, the deficiencies in the process 
aspects of the UNIDO project portfolio were the result of multiple 
causes reflecting the complexity of the tripartite system and the roles , 
responsibilities and authorities of the three participants and their 
performance.

2. OTHER STUD U S

55. Insofar as the tripartite project system performance is concerned 
which, along with effectiveness and impact, was the implied focus of the 
"preliminary" manufactures evaluation, the (process) findings of thi3 
in-depth exercise are neither new or unique and 3erve only to verify or 
confirm similar findings in other sy3tem-vide evaluations and raise the 
3erious question as to why necessary and self-evident changes in the 
system are taking place, if at all, at such a slow pace. To reinforce 
thi s point, a commentary on the following reports has been 
included in annex VII below:

—  Joint Inspection Unit - Evaluation of Technical Co-ooeration 
Activities of the United Nations System in Sri Lanka 
(JIU/HEP/79/16), vol. 1 .

—  CCSQ - Evaluation, ACC/1980/0PPG/2, 12 February 1980.
Joint UNDP/UNIDO Thematic Evaluation - Evaluation: Joint 
UNDP/UNIDO evaluation of industrial research and service 
institutes, ID/B/C.3/36/Add. 1, 21 November 1979-
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(c) UNDP report on programme implementation

56. While other reports can be cited, particularly in reference to the 
"process" aspects of tripartite project systems performance, one 
additional report should be mentioned, a very significant one made by the
Administrator of UNDP to the Governing Council at its twenty-eighth

8'session. —  The following extracts are considered germane to the 
comparison being made.
5T. Concerning the project cycle, the UNDP self-analysis revealed a 
number of shortcomings including (para. 2k):

The formulation of project documents in accordance vita the 
present detailed format is a time and resource-consuming task for 
Governments, field offices, and Agency and UNDP headquarters;

- Project documents tend to be outdated by the time they are 
signed but are seldom revised;

The project formulation process often stops with the preparation 
of the plan of activities currently included in the project document, 
which tends to be used in lieu of work plans which should be prepared at 
a subsequent stage; and

- The project management team recruited to 3erve in a project 
sometimes finds that previously designed project documents are poorly 
adapted to the realities of implementation.
58. Regarding experience with monitoring through tripartite reviews 
(para. 35), a UNDP headquarters review indicated that only one third of 
the reviews and evaluations required were actually being conducted.
Even when held, it was found that many tripartite reviews place too much 
emphasis on delivery of input3 and administrative matters and not enough 
on outputs, i.e., the accomplishment of the project's objectives. Very 
few in-depth or ех-oost evaluations have been conducted but the report 
implies (para. 37) that they should be primarily concerned with 
effectiven S3 and long-term impact.

3/ Programme implementation: government execution and management;
project design, monitoring and evaluation; and UNDP-financed experts 
(ЭР/553), dated 23 Pebruary 1981.
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CONCLUSIONS

1. FINDINGS AND CONCLUSIONS ON EFFECTIVENESS

59. The in-country studies (fifth level) which are considered to be the 
aost reliable, showed that in 57 per cent of the sample, effectiveness 
was as planned or better. The co-ordinator3 believe that the percentage 
may even be lower in institution-building projects which are more 
complicated and lengthy.
60. In 33 per cent of the small-scale projects included in the second 
level it was impossible to assess effectiveness because of inadequate 
data in the files. For SIS projects the figure as 20 per cent.
Amo- g the projects which were assessed, the percentage of SIS projects 
rated successful or better (67!*) was higher than small-scale projects 
(59i) with indications that these results are probably representative 
of the total portfolio.
61. While there is no standard against which to compare those results, 
there is a large number of large-scale projects where effectiveness is 
less than planned and a majority of small-scale and SIS projects where 
such data is completely missing. This corroborates the finding that 
not enough tripartite system attention has been given to managing for 
results and indicates that additional efforts are required to remedy 
this deficiency.

2. FINDINGS AND CONCLUSIONS ON IMPACT

62. Evaluation of impact was possible only through in-country studies. 
Fifty per cent of the projects were rated as having achieved an impact 
a3 planned or better if ratings of zero "cannot determine" are excluded.

9/ However, as indicated in the foot-note to table 1 above, the 
figure is h3 per cent if two ratings "cannot determine" are included.
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Attempts to establish the extent to which these ratings vere directly 
attributable to intended project outputs and their utilization vere 
inconclusive.
63. In 36 per cent of the snail-scale and 89 per cent of the SIS 
projects’, no assessments of impact vere possible. The in-country samples 
vere too small (12 small-scale and 23 SIS) to extrapolate but the 
average ratings vere less than those given large-scale projects. This
is not surprising considering their size and usually short duration.
64. The large number of "cannot determine" ratings which vere found 
in all levels of phase I clearly indicates that the tripartite system 
tended to ignore questions of eventual development impact in industrial 
projects at all stages in the project cycle. This absence of concern 
vith potential and actual impact seems most alarming in the case of 
large-scale projects, particularly those which are aimed at producing 
significant change in the industrial sector and whose ’ultimate success 
depends heavily on external factors.
65. While the situation appears less of a problem with small-scale and 
SIS projects, the lack of any such information makes it difficult to 
learn from experience and raises questions as to what criteria are used 
in programming funds for these activities, particularly vith SIS projects 
which have a special purpose.

3. INTERPRETATION OF RESULTS

66. In evaluating the results of project activity '.outputs;, the 
achievement of a project's (immediate) objective (effectiveness), and
a project's significance and eventual effect on a higher level objective 
(impact), and given the ’Tent state of project documentation, desk 
reviews at headquarters based on the official project files, regardless 
of their intensity, do not always represent a valid assessment on an
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individual project basis. Only field missions can presently overcome 
this absence of pertinent data anu produce a reasonably accurate 
assessment. This is so, particularly vith large-scale projects, because 
the project information system has not called for this type of data.
It is also evident that the information which is contained in the files 
is often inflated or over-optimistic. Thi3 human phenomenon is noted 
in greater force as one attempts to travel up the project means-end 
chain. There are also no checks made on the results reported by 
project management.
67. The results of the in-country ratings of progress in producing 
outputs indicate that, on the average, they are less than planned.
The same condition exists, but with greater shortfall, regarding 
effectiveness and even more so concerning impact. It appears evident 
that, in general, projects are Justified and planned on the basis of 
unrealistically high expectations and without due consideration to 
resource limitations and the outside factors which facilitate or 
constrain achievements.
68. Notwithstanding the qualifications noted earlier about the numerical 
ratings and the quality of data upon which they were based, there was 
enough consistency within each CPA and in the comparison between 
approximations to give the co-ordinators confidence that the methodological 
design has provided results which permit analysis and form the basi3

for informed and systematic findings and conclusions. The basic 
problem,in terms of this exercise and its interpretation by the intended 
audience, is the lack of a framework to compare and Judge the results.
While the results can be considered representative of UNIDO's total 
project portfolio, there is no way to determine that an individual or 
average performance rating is acceptable, below or higher than a standard 
since no such standard exists. Indeed, a higher average rating on
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effectiveness, for example, could indicate that UIIIDO i3 executing 
low-risk projects with minimal developmental impact and significance. 
Since similar evaluations, i.e., using a comparable methodology and 
focussing on effectiveness and impact have not heen carried out with 
other executing agencies, it is also not possible to compare the results 
of this 3tudy with other perceptions of performance in other sectors. 
Given this problem, it is only possible to make a limited comparison of 
the process-oriented results with similar results from recent evaluation 
studies concerning other United Nations agencies.

h. PROJECT CYCLE

69. Serioim deficiencies exist in the several stages of the project 
cycle reflecting system-wide and internal UIIIDO and UNDP constraints.
This includes the widespread absence of systematic problem identification 
and diagnosis, the generally poor quality of project design, the 
inadequate attention given to effectiveness and impact at ail stages and 
the over emphasis on resource inputs in the approval and implementation 
stages, the lack of result-oriented work planning, reporting, monitoring 
and evaluation, insufficient attention to critical external factors, lack 
of baseline data and performance indicators, and the total absence of 
terminal and ex-00st evaluations of effectiveness acid impact or concern 
with follow-up actions to sustain or increase the intended impact on a 
development problem or targeted end-users or beneficiaries. There are 
also serious deficiencies in project documentation and reporting.
70. These deficiencies appear in almost all projects, regardless of 
waether they were prepared under pre- or post-1976 guidelines and 
whether issued by the UNDP or UNIDO and are aggravated, in many cases, 
by poor documentation.



71. Chapter 3lC0 of the U7IDP Poller and Procedures Manual va3 developed 
in 1975 to implement the ”!Tev Dimensions" emphasis on the results of 
technical co-operation and their development impact and eliminate some 
of the deficiencies noted in the project cycle. Similar guidelines vere 
issued hy UUZDO in 197b. Neither have had sufficient effect on these 
deficiencies indicating continued inadequate management attention to 
compliance and quality control.
72. The technical factors (design element, managerial and other information 
required) for result-oriented management including evaluation are often 
missing, and this is particularly evident and critical in project design.
This requires, inter alia, nev policies, procedures, guidelines and 
training.
73. 2fforts to correct the deficiencies noted in the project cycle vill 
not of themselves improve the effectiveness and impact of technical 
co-operation projects -without at the same time addressing more fundamental 
issues which were encountered in the fact-finding phase of this 3tudy 
which deal with:

- The capacity of U3HJ0 ;
- The role of U3DP;
- The relationships between the Government, UJDP and UTIZDO 

within the context of the tripartite system;
- The relationship of projects and the industrial system of a 

country within the context of the business environment.
71*. The next chapter addresses these internal and external factors which 
fora the project environment and are crucial in any analysis of effectiveness 
and impact.
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II. THE PROJECT ENVIRONMENT - INTERNAL AND EXTERNAL
FACTORS AFFECTING PROJECT EFFECTIVENESS AND IMPACT

A. BACKGROUND

75- As indicated at the end of the previous chapter, a number of 
fundamental issues were encountered in the fact-finding phase of the 
study which derive from factors which are external to the projects.
These external factors were found to have a significant influence on the 
potential achievement of project effectiveness and impact. They also 
affected the several stages of the project cycle. Therefore, the 
co-ordinators consider it important to identify, analyse and discuss 
these external factors in order to place the results reported in 
chapter I in their proper perspective.
76. The study has nc- carried out an in-depth analysis of each one
of the external factors to be presented, but it has obtained sufficient 
information to corroborate the view that these factors may tend to affect 
project performance to a greater extent than the intrinsic internal 
elements of project design and implementation.
77. The findings which are reflected in this chapter are derived from 
approximately 350 interviews^/ carried out by the co-ordinators

1 0 / At the in-country study level, interviews were carried out with 
project staff, both national and international experts, industrial end- 
users of project results, government representatives at policy-making as 
well as working levels, Resident Representatives and their 3taff3 
including specifically SIDFAs if on post; at UNIDO headquarters in Vienna 
senior and operating staff of the Division of Industrial Operations, 
Division of Programme Co-ordination and Division for Industrial Studies; 
at UNDP headquarters in New York, senior policy-making and working level 
staff of each of the four Regional Bureaux for Africa, Asia, Arab 
Countries, Latin America as well as the Unit for Europe and the Bureau 
for Programme, Policy and Evaluation. The co-ordinators also benefited 
significantly from the discussions and views expressed at the Workshop on 
Significant Issues held at Vienna at which a group of 16 persons selected 
from the national consultants, SIDFAs and participating staff of this 
3tudy were present.



and observations of the evaluation teams. A large number of the persons 
interviewed had knowledge or some degree of experience in technical 
co-operation projects in industri: > 'manufacturing. The majority of these 
interviews were directly linked to the seven in-ccunxry studies and 
included end-users and beneficiaries. There also were policy and 
management-oriented interviews with UNIDO and UNDP headquarters staff.

3. CAPACITY 0? UNIDO

78. The UNIDO is the principal implementing agency for UNDP-supported 
technical assistance projects in industry. Its role during the project 
cycle makes it necessary for several levels and units of the organization 
to participate, each with a limited role and authority in the total UNIDO 
responsibility assigned within the scope of the approved project document, 
the legal instrument which provides the substantive, financial and legal 
parameters for the participation of the three parties: the Government,
UNDP and UNIDO.

1. HOLS AND HES?0NSI3IIaTI2S

79. The UNIDO is called to help and advise Governments of developing
countries in the identification and design of industry projects. UNIDO
haa also been assigned the responsibility for the implementation of UNDP-funded
industrial development activities and the delivery of the inputs being 
purchased with UNDP resources.
30. There are two UNIDO divisions directly concerned with these projects: 
the Division of Programme and Co-ordination (DPC) which has primary 
responsibility for programming and project design, and the Division of 
Industrial Operations (DIO) which takes over after UNDP approval. There 
are four administrative support functions required: recruitment, purchasing
and contracts, training (which is a substantive unit) and accounts/finance. 
There are also other units which, from time to time might support projects 
either from Policy Co-ordination or the Division for Industrial Studies.
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81. The substantive anti technical work is done by the Division of 
Industriad Operations with nine sections. Five technical sections deal
with manufacturing as defined in this study, namely chemical industries, engineering, 
metallurgical industries, agro-industries and factory establishment and 
management. These sections were responsible for 64 per cent of the TJNIDO 
project protfolio during the period 1977-1981. The remaining 36 per cent 
was the responsibility of functional sections dealing with infrastructure, 
planning, feasibility studies and training. The core support for technical 
co-operation projects in manufacturing is provided by the technical and 
engineering personnel of the five sections, either in project preparation 
and design (under the over-all responsibility of DPC) or in project 
implementation under its own responsibility. Thus, in the final analysis,
UNIDO headquarters involvement in design and implementation of a project 
rests primarily on one technical professional in DIO and at least five 
other staff who are called to support his/her actions, each one of whom 
however, has distinct responsibilities and authorities which influence the 
procurement and delivery of project inputs. The technical competence 
of the organization is highly dependent upon and significantly enhanced 
by the recruitment of project staff (experts and consultants) who serve 
at the country level on specific projects after their approval. Other 
supporting units which could be particularly relevant at the problem 
identification and diagnosis stage leading up to project selection and 
design, such as the unit dealing with country studies in the Division 
for Indus trial. Studies, have not been used to any significant extent even 
though their knowledge might be valuable.
82. The roles and responsibilities of the secretariat staff are sometimes 
undefined or overlapping when dealing with the problem identification and 
diagnosis required in regard to preparatory project activities and the 
subsequent project formulation and approval stage. In practice, except 
for occasional participation in country programming missions, the first 
two activities are frequently omitted and the latter is collapsed by speedy 
delegation of project approval to the Resident Representative. Competition
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for projects by the different technical units sometines discourages necessary 
multidisciplinary or multifunctional approaches to provide effective support, 
distorting project designs and subsequent work plans.
3;. There also was found to ba a certain amount of confusion regarding the 
responsibilities and duties of headquarters and field staff in respect to 
the project cycle and the extent to which UNIDO is solely or primarily 
responsible for results. This problem is sometimes exacerbated when a 
SIDFA is posted. This lack of clear understanding of roles and 
responsibilities for the staff and organization can overshadow other 
internal project problems and makes their solution even more complex.

2. FINDINGS ON UNIDO CAPACITY

34. At the preparation and design stage, it was found that frequently 
Governments and UNDP do not ask UNIDO for its advice or participation. 
Projects frequently are designed by the Government or the potential 
national implementing agency. Once the design has been prepared there is 
a reluctance on the part of the Government and UNIDO programming and 
technical personnel to take any actiou that might interfere with project 
approval. There is a bias for the acceptance of new projects with 
interest centred on the amount and specification of inputs which are to 
be funded by UNDT, since their value serves as the basis for UNDP's 
overhead payment to UNIDO for its implementation services. The agency 
overhead payment i3 the only significant source of discretionary funds 
available to UNIDO.
35. Technical competence in an industrial sector or 3ubsector is not the 
same as knowledge of project design and practices. For example, it does 
not follow that an expert in gray iron foundry production will be able to 
formulate the design of a development assistance project to create a 
national centre for research, quality control testing and technical 
advisory services for the foundry subsector. In those cases where UNIDO

i
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did participate in project design, the programming and technical 
headquarters staff as well as the SIDFAs, when they were involved, were 
found to lack a common and precise understanding of project design logic. 
They tended also not to recognize the quality aspects of project design 
With respect to the technical content of proposed projects, the 
co-ordinators found that the 0NIDG technical staff sometimes does not 
have adequate technical experience and is called upon to respond to all 
industry technical matters without institutional recognition of the limits 
of OHIDC's technical competence.
86. The UNIDO secretariat sometimes is requested only to assist in the 
formality of preparing a project document, which reflects a project 
design already developed. The Government may choose not to seek UNIDO 
technical design expertise hut r-.ther assistance in formulating selection 
criteria for the purchase of equipment. The UNDP expects on such occasions 
for UNjJjO to contribute to both but often the GUIDO staff responds to the 
Government’s desires by leaving the project design problems to be solved 
after approval when there will be specialized technical experts or 
consultants available.
87. The study found that UNIDO tended to press for project 
approval as quickly as possible but with n-i m m  attention to the 
technical/substantive dimensions and quality standards necessary for good 
project design. The effort to gain early UNDP approval can be incompatible 
with the ultimate achievement of project effectiveness and impact.
88. Once a project is approved, GUIDO ' 3 interest is focussed on delivering 
the inputs an schedule. Traditional management practices emphasize input 
delivery which is reinforced by the Government and UNDP which also operate 
and manage on the basis of financial oversight techniques based an annual 
budgets. The expenditure of the funds then appears to become the primary 
interest and the common measure of progress. Considerations of continuing 
relevance and quality of these inputs apparently become of secondary 
importance. In these circumstances, the role of UNIDO's headquarters

J
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technical officer too often is reduced to the management and oversight of 
input delivery and occasional participation in ad hoc or tripartita reviews.
89. 'The technical competence of the organisation is highly dependent upon, 
and significantly enhanced by, the recruitment of project staff (experts 
and consultants) who 3erve at the country level on specific projects. The 
post of Chief Technical Adviser (CTA) is of particular importance. This 
individual often finds it necessary to assume the primary responsibility 
for management of the project. With a vague project design he may find all 
responsibility has been delegated to him by default or, conv-rsely, that 
headquarters severely limits his authority. The SOFA, where there is one, 
is often expected to maintain a supervisory role on behalf of UNIDO and 
UNDP since he i3 part of the UNDP country office. However, the duties of 
the post and the Industrial experience of individuals usually do not permit 
the incumbent to be a source of technical backstopping support in 
specialized subject matter.
90. The UNIDO technical capacity in respect to projects is reflected to
a significant extent by the quality of experts it recruits or the services 
it 3ecure3. The study indicates that headquarters technical staff with 
project responsibility are so overcharged with work, both in volume and 
diversity of subject, that they generally can concentrate only on problems 
of input delivery. Technical backstopping from UNIDO headquarters often 
proves impractical due to the distance, limited travel funds, staff 
turnover and unfamiliarity with local conditions. Field experts are thus 
called upon to rely on their own personal professional networks. Cn the 
other hand, it was found that the project information, monitoring and 
evaluation systems are inadequate so that there is no timely feedback of 
problems from project management to UNIDO headquarters.
91. Thus, the technical co-operation project responsibility of UNIDO as 
an organization may de facto be reduced to the delivery and installation
of inputs. It has no authority to change expenditures from one budget



line to another without approval by the Government and UNDP. All UNIDO 
purchases of material must be agreed upon by the national implementing 
agency and selection of experts must be approved by the Government. At 
the country level, project experts are similarly often reduced to a role 
largely limited to establishing specifications for equipment inputs, 
sometimes without proper reference material to do so, and facilitating 
their installation. Moreover, the experts sometimes are not well 
informed about the project outputs and objectives which the inputs are 
meant to support. This situation and the difficulties encountered in 
mak-ing1 formal changes to projects after approval encourages exparts to 
utilize their time by providing ad hoc direct support to unplanned 
project activities rather than concentrating on poorly formulated 
objectives whose achievement are clearly beyond the expert's ability 
to produce or control.
92. Improvements in the organization's performance need to be seriously 
considered. Some proposals are:

(a) Training in project design and evaluation concepts and 
practices needs to be increased. The co-ordinators encountered many 
staff members with little understanding of the internal structure of a 
project, how to formulate verifiable outputs and objectives and 
particularly how to Unlc project activities to the achievement of project 
effectiveness and impact.

(b) The country programme process ought to be used by UNIDO as a 
means for providing insights from its experience and knowledge in advising 
Governments on policy choices and priorities for industrial development.

(c) Greater use should be made of the country and other analytical 
studies of the Division on Industrial Studies particularly in helping to 
identify and understand the operative industrial system on a subsector 
basis leading to a better identification of industrial needs by the 
Governments concerned. This information would contribute substantially 
to better project selection, preparation and design.
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93. Baaed on the findings of UNIDO participation in projects, the role 
of the organization at present seems to be primarily that of a purveyor 
of internationally financed goods and services. This de facto function 
is reflected in UNIDO's management systems which have been essentially 
input and financially oriented. The management responsibilities for 
outputs also seem to be significantly hindered due to lack of information 
feedback from projec ̂3* "tc gather with the remoteness of projects.
Thus UNIDO headqua- „.rrrs ' project management concepts seem to have been 
adjusted to thé realities of its limited operational role.

3. OBSERVATIONS AND CONCLUSIONS

94. The study revealed that UNIDO headquarters has only limited 
technical capability to participate effectively throughout the project 
cycle. Despite this limitation the organization is sometimes called 
upon to implement projects in a much wider range of industrial activity 
and at specialized or higher levels of subsectoral expertise than it is 
capable of handling.
95. This imbalance between UNIDO's internal resources and responsibilities 
calls for further study on how it can be corrected under current conditions. 
Unless this is done, other efforts to improve the several stages of the 
project cycle will have Limited influence on the effectiveness and impact
of UNIDO-executed projects.
'5. The UNIDO should define and describe the subsectors of industry and 

technical subjects in which it currently considers itself competent. 
Work on the definition of areas of specialization has been started but 
needs to be pursued in greater depth and scope. Thi3 information should 
be widely disseminated when it is completed, and revised periodically.
97. It i3 not possible for UNIDO to have a full-time technical staff 
competent to deal with all technologies, products, materials and 
methods in industry. The several subsectors of industry eligible



for priority assistance, are subject to change: some subsectors may shrink
or disappear while new ones may have to be created. It is important 
therefore to develop further and use to a much greater extent the 
technical professional networks composed of individuals and institutions 
on a subsectoral level which could supply UNIDO with technical support 
on an ad hoc basis. These mechanisms need to be more explicit, more 
accessable and formally recognized as part of an adaptable, responsive 
service organization.
98. Consideration should be given to the wider use of technical 
committees composed of outstanding professionals from industry recruited 
an a world-wide basis to advise and assist in the design, review and 
evaluation of complex projects or those involving technologies in which 
UNIDO staff has limited practical experience. These committees would 
not be a substitute for UNIDO technical staff participation but rather 
are proposed as a supplement to 'UNIDO's technical competence in selected 
areas.
99> The co-ordinators found during the phase I desk research and phase U  
interviews and observations that the technical information base in UNIDO 
headquarters was not sufficiently developed. Information which is 
available may be difficult for users to obtain. When users wish to 
obtain technical information rapidly they tend to rely on personal contacts 
among technical staff members rather than on an established information 
base or on linkages to other information systems. Particularly evident 
is the total lack of expertise in industrial marketing, including methods 
for gathering intelligence and making market assessments. Co-operation 
among complementary and technical and functional sections and the sharing 
of information and skills is difficult due, inter alia, to the organizational 
arrangements for implementation services and perceived benefits for each 
implementation unit for credit related to project numbers and size.
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100. The fundamental issue overriding' all of these specific 
recommendations, however, is that the subject-matter of UNIDO-executed 
projects in manufacturing is extremely broad and complex; the choices
of levels and kinds of technology are many; and there is a variety of means 
for delivering technical assistance and for transfer of technology. The 
UNIDO portfolio may total 1,200 active projects at any given time. The 
staff, which may number approximately 1;5 technically qualified persons 
available for project activities, dees not have the range of knowledge 
and practical experience to plan and manage a project portfolio of such 
size and diversity. Consequently, UNIDO is forced to fulfil a technical 
function for which it is not currently equipped with adverse effects on 
quality, effectiveness and impact. The future of UNIDO as an organization 
useful to Member States might well rest on its competence in the 
technological, management and marketing aspects of industrial development. 
In none of these three fundamental industrial functions can the 
organization fee 1 confident, least of all in marketing. In the final 
analysis, the competence of UNIDO will rest on the quality and number of 
professional staff with 3ome combination cf skills in engineering, 
industrial technology, finance, management and marketing backed up by 
a supporting network in specialized areas of technology.
101. Prompt action is needed to improve the identification of staffing 
requirements, recruitment standards and methods of selection in order to 
increase in quality and quantity the technical engineering capacity of 
the organization and most particularly the Division of Industrial 
Operations.
102. With respect to UNIDO's role in project implementation, it seems 
highly desirable to delineate with more precision the extent of UNIDO's 
responsibility fdr the achievement cf project outputs and the authority 
that ought to be delegated to it, particularly by UNDP, over the 
composition and use of project inputs. Furthermore, the relationship 
between UNIDO headquarters and the field staff, particularly the Chief 
Technical Adviser, requires review since currently at headquarters,
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project initiatives are sometimes made without the meana of carrying 
them out, while at the project site, the Chief Technical Adviser has 
insufficient authority to exercise his managerial responsibilities.
103. Given the large proportion of IP?-funded projects in UNIDO's 
portfolio, these possible improvements cannot be seen independently of 
the role of UNDP. Many of the actions that might evolve can only take 
place effectively if UNDP's role is further examined and its effect on 
industry, project development and implementation is fully determined.

C. PABTICITATION OP UNDP

104. The UNDP is the central organization in the United Nations system 
for technical co-operation between developed and developing1 countries.
It provides the funding for international inputs to technical co-operaticn 
projects from voluntary contributions provided by the Member States. In 
addition, UNDP also fosters technical co-operation among developing 
countries. The UNDP designates, in consultation with the Government, 
the executing agency for the implementation of the technical assistance 
component of a government project the execution of which is carried out 
by a national agency selected by the Government.

1. HOLE AND 3ESP0NSI3IiITrSS
103. The Administrator of UNDP is held accountable to the UNDP Governing 
Council for the utilization of the voluntary funds and is responsible, 
together with the Government and the executing agency for the implementation 
of the projects. Systems for financial supervision and control exist 
which demand budgeting an a yearly basis and a concomitant follow-up 
through management plans.
106. A Programme and Procedures Manual defines terms and concepts,
procedures and methodologies for both programme and administrative 
procedures which are to be utilized for the provision by UNDP of

ll/ United Nations Development Programme, Policy and Procedures Manual - 
PPM (New York, December 1975) and revisions.

M
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assistance to government projects under the country programming concept 
and the fundamental tenet that the project belongs or is directed by 
the Government. The Manual also 3tates UIIDF support for international 
inputs is implemented under the responsibility of the executing agency.
In this case the agency is UNIDO which is accountable to UNDP for the 
expenditures incurred. The obligations and responsibilities regarding 
resource inputs, legal liabilities etc., of the three parties for each 
project are spelled out in a project document which is formally signed 
by the Government, UNDP and UNIDO. 2ven so, the specification of roles, 
authorities and responsibilities for project management are unclear.
107. The ÜHIÏP requires participating Governments to prepare a country 
programme for a five-year UNDP development cycle. This document is 
intended to indicate the development strategy and plans of the 
Government for international technical assistance and taking into 
account other assistance it may expect to receive so that the whole 
development effort and aid resources to the country are co-ordinated.
In addition, the document calls for the Government to contain its 
planning of UNDP participation within the scope of Indicative Planning 
Figures which are approved by the UNDP Governing Council for a 
five-year period.
103. The UNDP exercises its project responsibilities through a structure 
involving different levels and parts of the organization. The UNDP 
headquarters has delegated considerable responsibility and authority 
to the Resident Representative for all activities concerned with project 
implementation and for approval of projects calling for less than
3400.000 from UNDP. Approval for participation of UNDP in projects above
3400.000 i3 exercised by the UNDP Administrator. The responsibilities 
of the Resident Representative at the country level are shared by a 
Deputy Resident Representative and a number of professional staff, 
depending on the size of the programme at the country level.



Amfing these officers, generally one would be assigned responsibility for 
all industrial projects as well as projects in other sectors depending 
on total work-load. In those countries where there is a post for a 
Senior Industrial Development Field Adviser (3IDFA), he is usually 
given these responsibilities in addition to duties and responsibilities 
which he carries out on behalf of UNIDO.
109. At headquarters, UNDP discharges responsibilities dealing with 
programme, financial and administrative functions. The programme 
functions are organized on a regional basis by four bureaux covering 
Africa, Asia, the Arab States and Latin America and a unit for Europe. 
Programme responsibilities are assigned by country; area officers cover 
one or more countries dealing with all projects in all economic sectors 
including industry.
110. The UNDP has a Bureau for Programme Policy and Evaluation (3PFE) includ 
a Division for Programme Development Support and Evaluation which gives 
technical, managerial and organizational support for project design
and appraisal to the regional bureaux. It also assists in supervising 
projects with significant problems or where important evaluation is 
required.

2. FINDINGS CN UNDP PASTI CITATION

111. The observations made during the implementation of this study 
indicate that the principle that projects belong to Governments is well 
established. The country programme process as generally practiced by 
Governments does not permit them to make as thorough an analysis of the 
needs of the industrial sector or subsector as would be desirable 30 as 
to properly identify problems and effect the diagnostic work that would 
lead to more appropriate selection and design of projects.
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112. Government co-ordinating offices which are the critical counterpart 
to the UHEP Resident Representative office are primarily concerned at 
the country programme stage -with sector financial planning allocations 
for uNBP assistance. At the project implementation stage their 
principal concern is with project budgets and timely expenditures, with 
little interest in project preparation, design or implementation. There 
appears to be an over-reliance by the government co-ordinating offices
on the UUCP Resident Representatives for advice and in some cases they 
delegate to aim what would be presumed to be their own responsibilities 
in respect to the project cycle. It seems as if two factors contribute 
to this situation: an implicit reliance on the H3TDP Resident
Representative as an unbiased source of advice and a strong impression 
that UHHP procedures are unnecessarily complicated in proportion to 
the amount of money involved in UNDP assistance compared to other 
government responsibilities involving much greater financial resources.
113. This situation was seen as forcing UNEP at the country level into 
a considerable amount of administrative detail dealing with country 
programmes and the identification of new projects while at the same 
time causing neglect of problem identification and diagnosis which is
a precondition to the achievement of project effectiveness and impact.
On the other hand, the Government exercises its decision-making 
prerogatives as a sovereign state not only by its participation in, 
and contributions to a project, but also through the allocation of the 
Indicative Planning Figures by economic sectors and by projects. This 
is done irrespective of whether there is even a preliminary project 
design or a cursory problem diagnosis.
114. This problem is compounded because once a Government has decided 
on a project at the country programme stage, the DEEP lacks effective 
authority to influence the Government to consider alternative approaches 
or changes in project objectives at the time of project formulation and
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approval when economic and other conditions may have changed considerably. 
It is against this background that UNDP regional bureaux and Resident 
Representatives must exercise their responsibilities related to project 
preparation and design as well as management oversight of implementation 
and results.
115. The UNDP Resident Representative offices have a better understanding 
of the problems of the country and of the projects than do the 
headquarters staff bat this advantage is often constrained by staff tumcve 
and shortages. With regard to project preparation and design, these 
offices are under strong pressure to meet approval schedules established 
in the country programme based on government financial planning 
considerations of its IPF. As a consequence, there is not enough time 
for careful and thorough project preparation and design. There is a 
bias against preparatory assistance project design on the assumption 
that problems can be worked out during implementation when project staff 
are available. The UNIDO, when requested, offers its design proposals 
in the fora of a project document which in practice focusses on the 
details of delivery schedules for international inputs with minimal 
attention to outputs and their causal relationship to higher level 
objectives. The immediate project objective and development objectives 
are often stated at lofty levels so as to convince decision-makers of 
the significance of the project and the catalytic effect of modest 
inputs. Formulation of statements of development objectives at the 
macro-economic levels results in a large gap between that level and 
the project objective. Such a gap makes impact difficult to visualize 
and unlikely to occur. On the other hand, UNIDO relies on UNDP and 
the Government to set the project objectives since UNIDO has very little 
information or control over actions required to achieve them, apart from 
supplying inputs. The country offices of UNDP do not have sufficient 
knowledge and capacity to ensure adequate problem identification and
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quality of project design. Consequently, they sometimes call upon 
headquarters technical advisory staff for appraisal of larger project 
proposals. The small 3ize of-this staff, found co be limited to two, 
constrains its ability to respond.
116. The pressures for project approval from Government, UNI2G and 
sometimes the Resident Representative often are great. Since UUIJP has 
no real authority to refuse approval of a poorly designed project which 
ha.a been included in the country programme and which in turn has 
Governing Council approval, it has only two alternatives. It can 
request further information or it can record the reservations raised 
by technical advisory staff and give approval with the proviso that 
such reservations will be worked out during project implementation.
This may prove almost impossible to do at the country level.
11?. In regard to project implementation, the dilemma of UÏÏDF country 
offices is between adherence to implementation of annual budgets or 
■nanâ -i-ng to achieve effectiveness and impact. The standard of 
performance of UIIDP country offices applied by UNDP headquarters is 
perceived to be adherence to annual programme budgets or meeting 
reduced country ceilings when there is a reduced level of voluntary 
contributions or similar situations. On the other hand, there are no 
formal quality standards for projects. Consequently, these country 
offices impose pressures on UHI20, which is already predisposed to spend 
the funds, to deliver inputs. The concern of UITDP at the country level 
on the achievement of project outputs is not pursued actively because of 
these factors which are aggravated by the limitations of available 
staff resources and time and the great number of competing duties and 
responsibilities. In addition, there is no clear tJHEP authority over 
the work programme aimed at producing outputs since mo3t of these 
activities depend on She national implementing agency and OÎHDO.
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Par this reason and because the UNDP has not explicitly required it, 
there is usually no monitoring of the critical external factors 
affecting implementation. ar|d eventual effectiveness and impact.
'whatever UNDP follow-up occurs is done prudently and is not necessarily 
recorded in files since to be effective such representations must be 
discreet. Any power which UNDP headquarters might have by virtue of 
its control over project funds is lessened at the time the project is 
agreed upon although the approval of animal budgets for UNDP inputs is 
still nominally retained.
U S .  The capacity and influence of UNDP at the country level is further 
curtailed by the fact that any call for assistance from outside the 
country at any stage in the project cycle must be a charge to the UNDP 
project budget and be financed against the country's IP?, Governments 
usually have shown great reluctance to agree to the use of IP? resources 
for better problem identification and diagnosis leading to improved 
project design. There also may be a reluctance on the part of the 
Government, particularly from the designated national implementing 
agency, to accept any advice from UNDP headquarters or UNIDO before the 
project is formally approved. After approval, it becomes practically 
impossible to change the approved allocation from UNDP to the 
project since the national implementing agency considers it its own 
source for financial support.
119. The attention that is given by UNDP staff to a single project in 
industry consists of a small fraction of the time of a Resident 
Representative, assisted by a professional officer at the country level 
who dedicates part of his/her time to the project, supported by a 
headquarters country officer who deals with all projects of one or 
more countries. Occasionally, this team of two professional officers, 
qualified as generalists, call upon the services of a technical adviser.
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The technical advisory unit is staffed with 12 technical professional 
advisers. Two of these advisers who have appropriate training, 
background and broad professional industrial experience are called upon 
as required to give advisory and evaluative support for industrial 
projects in all countries and all industrial subsectors in addition to 
other related responsibilities dealing with managerial, technical and 
scientific ratters. These headquarters advisers rake up part of the Division 
of Programme Development, Support and Evaluation. Consultants recruited 
because of specialized technical or scientific expertise are sometimes 
used; these consultants require considerable support from the UNDP 
technical advisers in briefing and debriefing etc. This working level 
team must assure compliance to all programme guidance and instructions 
and perform supervisory responsibilities in project design and 
implementation with corresponding involvement in project preparation 
and evaluation. Currently the number of industrial projects under 
active implementation by UNIDO and for which UNDP has monitoring 
responsibility totals 1,2C8. 3ased on these findings, the role of the 
UNDP seems de facto to have been reduced to that of management oversight 
for which the information feedback system from projects regarding qualify 
and relevance i3 not adequate. It is called upon to play a role in 
respect to project design for which its technical capacity is minimal 
and it3 programme staff inadequately trained. Its role of financial 
sponsor to the project has in fact been assumed by the Government in so 
far as decision-making is concerned; in many cases UNDP is merely expected 
to supply the funds and account for them.

3. OBSERVATIONS AND CONCLUSIONS

120. In the study it has become very evident that the role and 
responsibilities that UNDP is being asked to fulfil by its Governing 
Council are far beyond its existing capacities. Some of these
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responsibilities need to be pursued because UNEP's other partners are 
not fully exercising theirs, or because of a confusion about roles, 
authorities and responsibilities. Thus UNDP becomes the agent of 
last resort whereby it must account to its Governing Council on the 
utilization of its funds.
121. The actions of UNDP can influence the industrial projects 
being supported far beyond what would usually be expected
from a financial sponsor. The UNDP does have a very significant 
role through its oversight and support activities which could 
significantly enhance achievement of project objectives. To these roles, 
there is the added dimension arising from its impartiality and unbiased 
relationship with Governments which oblige it to be heavily involved with 
project preparation and design, and particularly concerned with project 
significance, relevance and impact.
122. In this complex set of interrelated roles, there appears to be a 
need to review their different aspects and to define the role and 
functions of the different levels of the organization more precisely to 
ascertain whether or not UNEP has sufficient capability to fulfil it3 
mandates. At present, the "management oversight" role seems to be 
diluted with too many organizational levels sharing responsibility
and none having the knowledge and resources to fulfil their role. In 
this regard, it is necessary to clarify the responsibility to monitor 
the project environment in order to identify and take account of 
external factors which may influence the achievement of project 
effectiveness and impact. Effective and widespread training in the 
concepts and practices of project desi^i and evaluation is needed 
since too many staff members were found to have improper or imprecise 
understanding in this matter. A better harmonization between UNEP and 
executing agency systems for design and evaluation should also be part 
of this effort.
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123. The UNDP needs to reconsider the qualifications of its programme 
staff to fulfil their management oversight role. There is a priority 
need to select individuals educated in the engineering and associated 
professions with adequate industrial management experience t o o are able 
to recognize and understand complex techno-economic industrial problems.
This reconsideration implies a possible change in recruitment policies 
and a restructuring and reallocation of posts to fulfil more clearly 
defined responsibilities. In addition, however, particular attention 
should be given to the technical advisory function and its backstopping 
support role 30 that it is commensurate with the requirements of the 
organization in the industrial sector.
124. The most fundawental issue, however, i3 the degree of authority of 
UNDP to refuse assistance to a project requested by a Government if
the project proposal is found to have a low probability of success and/or 
of producing sufficient impact to warrant international support, leview 
is also needed on the usefulness of the country programming process if it 
i3 used only or predominantly as a technique to plan the allocation of 
financial resources to projects not yet designed. The review should 
consider means for achieving the intended purpose of country programming: 
to reflect a Government’s policy and strategy for its development in 
selected sectors, to identify and diagnose problems impeding development 
and to select the most cost-effective solutions rather than the current 
practice which tends to use it as a tool for allocation of the IP? on a 
project basis, without the means to accomplish this task in a responsible 
fashion.

D. T55 STRUCTURE AND FUNCTIONS OF T52 TRIPA2TITS SY5TSM

125. As both UNIDO and UNDP have already been discussed in some depth, 
the emphasis here is on the Government' s interaction with its development 
partners, including the intended end-users and beneficiaries i.e., industry.



126. Several key features of the tripartite ays-em described in the 
UNDP PnT i ri pq and Procedures ihniial which are of particular interest for 
the present study ace:

- Recipient Governments have the ultimate responsibility for 
determining priorities for UNDP assistance. The UNDP-funded projects are 
actually the projects of the countries concerned; recipient countries 
can be entrusted virh the responsibility of executing UNDP-assisted 
projects.

- The UNDP and the executing agency assess jointly the activities 
in particular sectors» subsectors or areas with a view to identifying 
gaps in UNDP assistance and developing new programmes and innovative 
approaches for responding to the evolving needs of developing countries.

- The executing agency (e.g. UNIDO) participates jointly with 
UNDP and Governments in the identification, formulation and evaluation 
of projects and programmes and assumes responsibility, jointly with the 
Government, for implementation.

- Within the organisations of the three participants, responsibilities 
and working relationships are assigned to a variety of different levels and 
units for programme planning, project operations and administrative 
management.

1. ROLES AND RESPONSIBILITIES WITHIN TEE TRIPARTITE SYSTEM

127. la practice, there was much variability in rhe participation of the 
three parties in all stages of the project cycle. The UNIDO, which is 
presumed to be the major source of industrial development knowledge and 
of specific technology during project execution, was infrequently 
involved in problem identification and diagnosis and sometimes only 
superficially in project formulation and design. The results of studies 
on industrial development problems conducted by UNIDO generally were not 
found to be applied either in the diagnosis or planning stages of the



project cyule. 3oth UNDP field offices and headquarters may play an 
assertive role in the early stages of the cycle or conversely, one or 
both nay be ignored by the Government if it feels its sovereign 
prerogatives are threatened. The Government aay be unwilling or not 
prepared to assume the leading role in project planning. Delays 
encountered in project approvals were sometimes the result of the lack of 
clarity in the definition of tripartite roles and in communications.
There were often strong pressures from co-operating Governments, UNIDO 
and the Resident Representative for quick project approval. Vhen the 
UNDP headquarters wanted to justifiably withhold approval, it would cause 
delay by requesting additional information. Delay in approval often 
involved a number of problems rather than a single one but rarely 
concerned project design rer se. The official project files do not 
always accurately reflect the roles played by these parties during 
an extended approval process.
128. Government participation in tripartite reviews was found to have 
only a nm-rginal influence on project effectiveness and impact because 
they were held infrequently or were not scheduled to support decision­
making, and because they tended to focus largely upon input delivery, 
budget issues and administrative changes. They lacked end-user 
participation and they also lacked headquarters staff participation 
which may have been limited by lack of travel funds. Government 
participation in in-depth evaluation was infrequent, as were the 
evaluations themselves. Governments do not participate in the 
preparation of terminal reports hut rather are one of the recipients.
129. At the project level there is often no real authority vested in the 
national project director and/or the Chief Technical Adviser (CTA) 
appointed by the Government or UNIDO to manage effectively the implementation 
of the project. This limitation is caused in part by the complexity of the 
government structure, the diffusion of responsibility and authority 'within 
the several levels of government (e.g. the central co-ordinating office



for external assistance, the sectoral ministry, the planning, foreign 
or finance ministries and the implementing agency) and the relation 
between government and quasi- or non-governmental institutions and the 
industry itself. An example of the problem is found in the difficulty 
of identifying a counterpart agency with clear authority to make project 
level decisions. Another cause is the limited substantive backs*opping 
support available from the tripartite system, particularly from U2HDC. 
?or administrative or budgetary problems within the purview of UNDP or 
UTODO the channels for communication and the decision-making arrangement 
are reasonably clear, although not always prompt or responsive. For 
g-j m-i7a.T problems originating within the Government, some of which may 
have a political dimension, the channel for communications and the 
point of decision may be less clear and the response even less prompt. 
The Government' s role is further complicated by its complex nature as 
well as by its dual status: as a partner in the tripartite system, it
consults with, and depends upon the other two parties; as a sovereign 
power, it has the authority to make all decisions. (See also paragraph 
for the dual role of Governments vis-a-vis industry.)
130. The sovereign power of the Government can be the dominant factor 
in the functioning of the tripartite system. The nature and level of 
government activity in the project determine the stage and the extent
to which T3H3JE and GUIDO are called upon to participate in, or contribute 
to, key decisions and the amount of project funds which can be used 
throughout the project cycle. The Government activity also affects the 
substantive, technical and other inputs which are delivered to project 
management. Ultimately it may strongly influence the achievement of the 
project and development objectives.
131. While the concept of sovereignty is beyond debate, it does result 
in an association of unequal partners. When the concept is applied at 
the working level, it may be used by any or all of the parties to avoid
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consideration of important problems, the effect of changes in critical 
assumptions, or other factors vital to eventual project success. It 
also reduces substantially the likelihood that UNDP or UHU30 could 
impose demanding standards for project design or approval.
132. A more detailed analysis of the roles of the three participants in 
the four major stages of the project cycle is found in chapter I of this 
report.

2. r!Ttra COUNTRY PROGRAMMING PROCSSS

133-- The country programme, based upon a five-year projection of 
financial resource availability from UNDP (the Indicative Planning 
Figures (IPF)), in practice often goes beyond the allocation of 
anticipated IPF resources by sector and allots funds for individual 
projects. This sometimes occurs prior to the first stages of an 
orderly project cycle which should begin with problem identification 
and diagnosis, at least at the subsectoral level, followed by project 
formulation and approval. The premature assignment of project funds 
may result in a de facto decision to pursue a project which further 
exploration or changing circumstances would have shown to be of lower 
priority than other alternatives available. These decisions sometimes 
are made without the assistance of UNDP or the advice of ÜNTLQ.
Because of limited budget resources, the continuation of on-going 
projects may be given priority by default over new Initiatives aimed 
at more pressing problems.

3. THE TRIPARTITE SYSTEM LINKAGE WITH INDUSTRY

134. The extent to which the tripartite system can induce development in 
the industrial sector depends directly on its ability (a) to forge close 
working relations with the industrial community, (b) to understand the
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crucial problems and needs of that community, (c) to explore fully the 
entire range of industrial knowledge available through HUIIXD and (d) to 
formulate technical co-operation projects which effectively address those 
needs. ?or maximum effectiveness the tripartite system must perceive the 
industrial community as a fourth member of what is essentially a 
quadripartite dialogue. This is very important where there is a large 
private sector but is necessary in any type of economy. This relationship 
is necessarily a government responsibility; TJ1THX) is not able actively to 
establish such a linkage although it can participate as an advisor and a 
supplier of expertise and other resources or act through an intermediary 
e.g., an I2SI. It also participates through training pro^ammes, expert 
group meetings etc., financed from its own funds. As a corollary, the 
tripartite system should be able to recognize those problems which cannot 
be solved through technical co-operation.
13?. The study found that in the case of private and mixed industrial 
economies Governments often encountered difficulties in establishing 
communications and gaining ; n adequate understanding of the complexity 
of the industrial process, the interdependence of the industrial 
community and the key constraints to industrial development. This was 
partially due to Government's dual role as regulator and tax collector, 
on the one hand, and promoter of industrial growth on the other. This 
dichotomy often prevented the Government from examining objectively 
industry's most critical needs and accurately translating those needs 
into technical co-cperaticn projects fro execution by the tripartite 
system.
136. 2ven in cases of mixed or public industrial economies where the 
G -wmment had a greater involvement in goal and priority setting, 
planning, resource allocation etc., the concerned ministries made their 
choices on what appeared be a limited information base and insufficient 
consideration of all the elements of the industrial system at the country 
level.
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137. The problems and needs of intended industrial end-users and 
beneficiaries did not always receive systematic attention in the project 
formulation stage. Although in some cases they may have been consulted, 
industry involvement was usually more oro forma than real. Cue difficulty 
has been that there is usually no authoritative spokesperson for the 
industrial community. When industry dees have the opportunity to speak, 
often the emphasis i3 on measures to protect itself from government 
regulation and taxation. Their involvement in project planning is 
critical for the subsequent utilization of project outputs and 
achievement of objectives.

4. ORIENTATION TOWARDS RESULTS - PROJECT ZFEECTI7SNES3 AND IMPACT

1;8. At the policy-making level the Government, UNDP and GUIDO and until 
recently, at the intergovernment level, there was little or no manifest 
demand for information on the achievement of development objectives which 
might be associated with UNDP-financed, UNIDO-executed technical 
co-operation projects in industry.
139* Policy formulation, the establishment of industrial development 
priorities and strategies, programme planning and other central management 
activities generally appear to be carried forward by all three parties 
without the benefit of objective information ’bout the potential development 
impact of individual projects or types of projects or the internal and 
external factors which are associated with such intended impact. Decisions 
taken by co-operating Governments, UNDP and UNIDO during the stages or 
problem identification and diagnosis and project formulation and approval, 
have not taken into consideration prior knowledge of what has been 
effective in the industrial sector world-wide or country-specific, or what 
has not and why. Projects encountering difficulties during implementation 
may be examined by technical advisors from UNDP and UNIDO headquarters who 
must rely upon personal experience often without the benefit of any
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institutional analyses of similar experience elsewhere winch may be
directly applicable or adaptable. An exception is the analyses provided

_________ *  12/by the tUrDP thematic evaluation series^'- which has not yet been
recognized as having an influential role in policy and programme planning,
project design or problem solving.
140. A further aspect of the problem lies in the definition of roles 
and responsibilities of the tripartite partners. The uE3P rules and 
procedures are perceived as overly lengthy and cumbersome in relation
to the comparatively small financial resource transfers and in comparison 
to bilateral and government sources. These procedures call for the 
participation of high-level government officials with the concomitant 
involvement of key staff who may be heavily burdened with other tasks. 
Since the T3H3JP Policies and Procedures Manual includes no significant or 
explicit requirements concerning impact, none of the three partners 
raise the issue at the planning stage, during implementation or at 
termination. Thus many projects have gone through their complete life 
cycle without any manifest concern with, or verification of, their 
contribution to the economic and social development of the country 
which presumably was the justification for the project in the first 
place.
141. Financial considerations i.e., an emphasis on the amount and type 
of H P  resources assigned and an levels and rates of disbursement of 
project funds tied to input deliveries, generally seem to be dominant 
considerations in the project formulation and approval stage. This is 
the reverse of the logical means-ends sequence of project formulation

12/ Three such evaluations have been carried out by 'iiHiP and CITZDO 
covering industrial planning and strategy projects, textile industry 
projects and I2Sls.

15/ The new UH3JP project document and checklist now being tested on 
a world-wide basis continues this inadequate treatment of impact but 
does increase the focus an effectiveness, (see chapter HI, section 3, below).
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which, should start with the problem and proceed to a viable project 
design before financial and other resource requirements become 
dominant.
142. Within the tripartite system there is no clear responsibility for 
setting and enforcing quality standards for project design. In actual 
practice there is even no clear assignment of responsibility for the 
design function it3elf. There are no perceived incentives for good 
design, nor is there accountability or sanctions for poor desi^i. Of 
the five preconditions normally required for good project design 
(baseline conditions, targeted outputs and objectives, objectively 
verifiable indicators of progress and achievement, assumptions about 
external factors, and project and development hypotheses/linkages),
the UNDP Policy and Procedures Manual explicitly requires only one.
In actual practice, the one explicit requirement for design i.e., clear, 
verifiable statements of objectives, is almost 'universally not observed 
by all three parties. The UNDP Manual is even less demanding in the area 
of evaluation.
143. The project document, and the design eler-nts it contains, are not 
readily susceptible to formal revision, once approved. The system 
tends not to resist actual, pragmatic change, but resists the onerous 
process of officially proposing, approving and recording 3uch change. 
Because of the extraordinary amount of work and time required to amend
a project document, most project managers do not undertake to revise 
project documents or even to record design changes in the project file, 
except for items which may affect the project budget and inputs.
144. In the preparation and review of the draft project document there 
is usually pressure to push the proposal through the approval process to 
assure retention of the allocated funds. This pressure does not encourage 
careful design. Bather it encourages early initiation with the intention 
of correcting any design deficiencies later. This seldom happened.
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145. ü e  termination of project operations and the closing of a project's 
financial books usually occurs before the successful achievement of the 
project's insediate objective can be determined and invariably before 
impact on the development objective begins to emerge. Inns I?? project 
funds are not available for evaluation of impact. The team found that 
oitLir and UUIDO project 3taff spent very little time on-site in the latter 
stages of project execution and almost never visited the project after 
financial termination.
146. Succinctly stated, the day-to-day practices within the tripartite 
system were not purposefully directed toward the pursuit of project 
effectiveness or developmental impact. At the several stages of the 
project cycle the expected contributions of the project were usually not 
given serious or sustained attention. Ho one member of the system was 
held responsible for pursuing or even observing impact, nor did the 
tripartite system facilitate or provide incentives for that purpose.

5. C3SZHVATICNS AND CONCLUSIONS

147. Two very fundamental and practical aspects of the tripartite 
system tend to dominate the project cycle. ?irst, the operational 
definition of the roles and functions of the three partners differs from 
country to country and by project within a country. 2ven more remarkable 
is the fact that the interpretation of roles and functions differs not only 
among che three parties but even within each of them. The clarity and 
specificity of these role definitions are al30 highly variable. The 
understanding and degree of compliance with tripartite system policies 
and procedures is also diverse. The pattern which emerges from this 
diversity is a widespread tendency to leave the roles of the individual 
parties loosely defined and to maintain mam' **t:m flexibility and freedom 
of action for both.
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148. The second aspect is the unequal status of the three participants 
in decision-making at the policy and programme planning level and in 
operations at the project level. The inherent sovereign power of the 
Government over the IPS’ and all stages of the project cycle give it 
total and unquestioned decisional authority. The TJIILP has a far more 
limited status; it draws its authority from its role as administrator 
of the IP? system, its impartial stance vis-a-vi3 the co-operating 
Governments and executing agencies and its broad overview of the 
economic and political circumstances in the recipient countries, but 
must rely to a large extent on the personal influence of its Resident 
Representative. The 3cope of UNTDO i3 even more Limited 3ince it 13 
seen primarily as a supplier of expert and other services but not as 
an active or influential participant in industrial development 
planning.
149. If there were a well-established theory of industrial development 
or tested, widely accepted empirical models for technical assistance 
projects, and if project environments were similar and unchanging 
then it would be relatively simple for the tripartite system to 
formulate projects and execute them. In their absence, and given the 
dynamic nature of the industrial process, the tripartite system must 
regard each project a3 a unique and high-risk endeavour i.e., must 
identify and diagnose problems, consider alternative approaches and 
select specific project objectives, strategies, technology etc., on the 
basis of professional judgement and experience. Critical factors in the 
project environment must also be identified and monitored. Thi3 requires 
not only familiarity with industrial techniques and processes but also 
knowledge of economic, political and social systems at the national
and sectoral levels. Since thi3 knowledge is distributed among the 
three parties, they are interdependent, with each possessing different 
kinds and levels of knowledge as well as different powers.



1 =0. The existence of these two aspects - the tendency toward a loose 
definition of roles and the need to co-operate on the basis of unequal 
power and knowledge - has produced the following observable consequences 
in tripartite operations which may adversely affect the achievement of 
project and development objectives:

(a) A confusion in roles and responsibilities among the parties 
in planning, implementation and other project management functions 
which in effect (i) leaves no one clearly responsible and (ii) assumes 
that events will take care of themselves;

(b) A tendency to avoid difficult and controversial issues or 
to compromise at the lowest common denominator;

(c) Inadequate collaboration and unclear communication among the 
parties resulting in differing perceptions of project functions, 
objectives and strategies;

(d) Lack of rigour and discipline in all stages of the project 
cycle. Tripartite system policies and procedures are not widely known, 
are found to be complicated *r.ri receive only maT attention and 
compliance ;

(e) Inadequate industry participation resulting in project designs 
and work programmes which may be based an misconceptions and therefore 
irrevelant to industry's needs and intentions.
151. There are no accepted measures for determining the difficulty 
and cost of solving a developing country problem by the transfer of 
jmowledge and other resources through a technical co-operation project. 
Similarly, there are no clear, agreed upon criteria for determining the 
extent of UNIDO's and UNDP's role in the technical co-operation project 
cycle. In the absence of such criteria it was necesary for the 
co-ordinators, through the mechanism of the in-country studiest to make 
an informed judgement on the extent to which available UNIDO and UNDP



substantive/technical 3taff resources match the needs of the projects 
included in the samples. It is their judgement that these 3taff 
resources are well below that needed to carry out basic technical 
assistance project functions (e.g., design, implementation) adequately 
aprf consequently to ensure even minimal project effectiveness and impact.

3. DTDUSTHIAL 3HVI3CSMEHT

152. The projects in manufacturing sponsored and supported by the 
Governments assisted by LHTDP and UNIDO are meant to help the 
development and/or service of industry in developing countries. The 
limited help provided to the over-all industry activity must be viewed 
and assessed within the framework of industry operations which occur 
within an industrial system, different from the technical assistance 
system.

1. THE COMPLEXITY OP THE INDUS TRIAL SYSTEM

153. Industry requires the acquisition, mobilization and management of a 
large disparate number of elements and resources, larger than normally 
encountered in other economic sector activities. It includes a market 
to be served, investment capital, machinery, equipment, buildings, 
technology for its manufacturing process, skilled management, technical 
and operating staff, raw materials, energy and other services, working 
capital and other operating inputs. Each one of these principal resources 
needs to be identified, appraised, selected and used within a dynamic 
system in which it i3 necessary to optimize continuously 30 as to 
manufacture products balancing highest quality and minimum cost 
commensurate to the market competition, either internal or external* The 
driving force for the industry i3 the profit or value added which must be 
commensurate to the risk being encountered in the complexity of a 
particular industry system. This system is often strongly influenced by



governmental regulatory and promotional activities in the area of industry 
as well as by the demands and constraints of the domestic and international 
socio-economic systems.

2. TEE CURRENT SITUATION

15i. Decisions on production or marketing strategies by established 
industries of the developed or developing world, could have a significant 
impact on the industrialisation and market expectations of the developing 
world. Industry today no longer has a restricted exclusive national 
connotation.
155» The present world economic recession, the competition from low-cost 
imports and the higi cost of money have reduced the traditional export 
markets of developing countries with a consequent serious impact on the 
industrial development plans in most developing countries.
156. Diminishing profit margins (or value added) and the high risks 
associated with new industrial ventures with investment maturity cycles 
of ten years or more and lack of assurances or guarantees on performance, 
have inhibited industrial investment. Eisk capital has been diverted to 
the money markets or more flexible investments in trade activities or the 
services sector because the returns are higher and the risks lower than 
in industry.

3. INDUSTRIAL DEVELOPMENT AND TECHNICAL CO-OPERATION

157. Industrial development may be shaped by the kind and degree of 
government intervention or non-intervention, as well as by the prevalent 
industrial/business climate described above. Industrial growth can be 
passively responsive to normal market growth or can be purposefully 
expanded via productivity increases, plant rehabilitation/modeznization, 
new processes, product development or an increase in domestic or export 
market shares.



158. Although each country situation is unique, industry development 
demands from the entrepreneur-industrial manager a suitable kind of 
(i) management capability, (ii) marketing skills and information and 
(iii) technological knowledge. These three elements which circumscribe 
industry operation, need to be at an appropriate level commensurate 
with the demands imposed by the technological process and the product 
requirements. The lack of any of these three basic capabilities can 
seriously impede market and technology industry development. These 
three capabilities could be provided through a technical co-operation 
project.
159. Assuming that a technical co-operation project can substantially 
affect the managerial, marketing and technological capabilities of a 
specific industry in a developing country, then the formulation of 
such a technical assistance project should begin with a diagnosis of 
the following three basic areas:

(a) The industrial/business environment in which the project 
will operate;

(b) The process of industrialization which already exists in the 
country and the policies and practices of the Government regarding it;

(c) The present levels of capability and the main deficiencies 
and problems affecting management, marketing and technology of 
industries in developing countries.
160. A clear understanding of these considerations will permit UNDP 
and UNIDO to focus their technical assistance to the most critical and 
immediate needs of industry. A piecemeal approach, which is the practice 
today, is unlikely to be effective. It is evident that projects requested 
by Governments and assigned to UNIDO for execution seem often to lack the 
appropriate focus within these industry parameters of needs and 
consequently may be of relatively low significance and minimum impact.
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_  k. THE PROBLEMS OF INDUSTRIAL MANAGEMENT

161. A fundamental deficiency in industry development has been the lack 
cf entrepreneurs and qualified Industrial managers who can handle and 
solve problems in the areas of market assessment and development, and 
technology assessment, transfer and assimilation. Relatively few 
entrepreneurs have entered the industrial sector in recent years and 
those who are already in small- and medium-scale industry operate with 
limited skills and managerial tools more appropriate *o a lower techno- 
economic level than that required.
162. Larger enterprises which found it necessary to appoint a 
professional manager usually encountered difficulty in finding competent 
management skills with the appropriate techno-economic capabilities 
required. The problem is sometimes exacerbated by difficulties in 
defining responsibility and authority vis-a-vis the type of enterprise 
ownership. In government-owned or controlled enterprises, these 
difficulties often are compounded by a lack of incentives and career 
development opportunities offered to managers.
163. 'The lack of managerial techno-economic skills is particularly crucial 
during the development stage of a new industrial venture when multiple 
elements have to be procured and integrated such as market, product mix, 
industrial site, production technology, building, equipment and machinery, 
financing, raw materials, technical manpower and skilled labour.
164. 'The use of consulting and engineering firms for feasibility study, 
engineering or "turn-key1' contracts most be closely monitored by the 
entrepreneur or manager to assure that important decisions such as the 
relationship of plant size to expected market, and technology selection 
are clearly formulated and supported by analysis of a sound information 
base.
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165. The industrial development agencies established by Governments in 
most developing countries, could play a significant role in identifying 
industrial investment opportunities through the preparation of 
industrial profiles or prefeasibility studies to be cade available to 
industrial entrepreneurs. These actions might reduce but not eliminate 
investment risks. At best, they show the entrepreneur the directions 
of industrial development sought by the Government.

5. THE PROBLEMS OF MARKET ASSESSMENT AND DEVELOPMENT

166. Defining markets and establishing marketing channels for industrial 
products may be more difficult than in o^Her economic activities such as 
farming or mining, where the markets and the marketing channels are often 
well established. Marketing of raw materials or components for other 
industries, including currently imported finished products, may require 
the entrepreneur to identify those implicit markets and to help transform 
them into explicit demand through the identification and promotion of 
downstream industies.
167. To market-manufactured consumer goods it is necessary to identify 
real disposable income and the local, regional or national market levels 
as a prerequisite to decisions on packaging required to preserve the 
quality of goods, physical distribution, storage and retailing as well 
as on marketing channels, promotion and pricing policies.
168. These marketing problems are worsened when industrial or consumer 
goods are intended for export where it must compete in price, quality 
and packaging. Here, the need is for reliable, accurate and updated 
information on market and price trends, regulatory actions by Governments 
of importing countries, bilateral or multilateral market agreements and 
international trade channels.
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6. THE PROBLEMS OF TEC2H0L0GÏ ASSESSMEHT, TRANSFER AND ASSIMILATION

169* M o d e m  industrial production technology was created by industry in 
developed countries for their own use. During the 1960s and 1970s the 
industrial corporations expanded their world-wide activities, firs~ 
through exports of goods and later through direct investments and joint 
ventures. These latter activities facilitated access to the emerging 
markets and made use of the resources available in the host countries.
The industrial and marketing technolog: es created in the parent company 
were transferred to these foreign investments and joint ventures and 
later were thoroughly assimilated by the subsidiary and affiliated 
companies in the developing world.
170. The technologies utilized by those corporations have forced industry 
in the developing world to make technology choices which are competitive 
for both the internal and the export markets.
171. During the last 20 to 25 years, industrial technology from the 
industrialized countries was relatively available. With the current over­
supply of industrial goods tc the international markets, this availability 
has tended to decrease sharply. This decrease, coupled with the desire to 
limit and control the activities of multinational corporations in most 
developing countries compounds t'. ,e problems for the United Nations system 
to transfer suitable industrial technologies from the developed to the 
developing countries.
172. For the developing countries, there is a lack of reliable and 
unbiased information on the technological alternatives that may be 
available for a given industrial production requirement. This makes it 
difficult to identify and assess the whole range of existing technologies 
to determine the most suitable one. The possibility of using technologies 
already adapted or created by the more advanced developing countries is 
hindered by the almost complete absence of communication and information 
on technology between developing countries.
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173. Cnee a suitable technology i3 identified as transferable it right 
have to be adapted for local conditions. Often the technical skills for 
technology adaptation are not available in the recipient country.
174. Technology transferred through straight purchase of advanced 
industrial equipment and machinery may raise costs or generate products 
which do not serve the real needs of the users and consumers. Similarly, 
transfer of advanced technology which is induced by government action 
without adequate understanding of industry's real needs may have similar 
consequences.
175. The principal role in technology assessment, negotiation, transfer 
and assimilation is played by the entrepreneur or manager who currently 
often lacks the techno-economic experience to make 3uch choices. The 
role of Government, if any, is usually passive, through the establishment 
cf regulatory policies regarding technology license contracts and 
trademarks. The possible participation of local industrial research and 
services institutes (I3SI) is often disregarded.
176. When a developing country needs to develop a special kind of saturai 
resource for industrialization purposes a.g., a country poor in oil and 
natural gas resources, but rich in low quality coal, and in forestry 
resources, the I2SI could help to develop ncn-conventional sources of 
energy through applied research.

7. SCTERBAL FACTORS IMPEDING INDUSTRY DEVELOPMENT

177. 4 number of external factors have been noted above which have to
be clearly understood prior to the formulation of a technical co-operation project 
with a reasonable probability of impact on industrial development.
These are: (i) the industrial/business environment, (ii) the process of 
industrialization and the Government's attitude regarding it, and 
(iii) the level of management capabilities, marketing skills and 
technological knowledge of the industrial sector. In the past in many



- ai -

instances technical co-operation projects, either originated by national 
institutions, bilateral assistance or multilateral assistance, have not 
produced substantial inpact in industrial development, because they did 
not take into account these external factors.
17S. Vi thin this framework, a number of specific constraints vers 
identified by the Joint üN/TUmP/OUlDO Manufactures Evaluation Workshop 
on Significant Issues and are listed in annex m  below, Workshop
also identified the most important and immediate needs of industry, 
some of which may be amenable to international technical co-cperaticn.
179. The most important external factors in limiting industry development 
are set out in the following two paragraphs.
180. The Governments of developing countries have the principal 
responsibility for establishing the appropriate business climate for 
the development of industry so as to provide the opportunity to enhance 
profits or value added and to decrease the risk inherent in the use of _ 
capital and human resources compared to alternative opportunities.
The principal functions for Governments are the establishment of 
appropriate monetary policies, regulatory actions for industry and 
promotion activities. The continuity of Government policies are 
considered to be the most effective way to minimize rirk taking into 
account the Government administrations often change on the average, on 
a three year basis while industry requires policy continuity with duration 
of ten years in order to assure its economic viability.
181. The financial problems of industry, which are considered to be 
significant, were concluded to be dependent on the solution of management 
and marketing problems of industry together with an improvement of the 
business environment through appropriate monetary policies for industry 
promotion. If tnese were solved, then the banking community together 
with industiy could find adequate solutions to problems arising from the 
profit/risk ratio and the high costs for investment financing.



182. Of snore immediate concern to industry, the following factors need 
to be improved:

(a) The management of industry needs to be significantly enhanced 
by making 3ure that the techno-economic skills of managers is commensurate 
to the technology and product. Additionally, problems related to the 
definition of management responsibilities and authorities in relationship 
to different types of industry ownership must be resolved.

(b) Adequate market assessment and market intelligence techniaues 
need to be used to a greater extent than is currently the case in order to 
identify the market opportunities based on real disposable income for 
products. Differentiations need to be made among consumer and industrial 
products.

(c) Information networks regarding such elements as market and 
price trends and competition at regional and international levels for the 
most important industrial sectors as a means of increasing exports 
should be improved:

(d) Adequate packaging and marketing channels for consumer goods 
should be reassessed;

(e) An adequate information system on world-wide availability of 
industrial technology is urgently required to be able to make choices 
between technology suitable to the intended market needs;

(f) Technology adaptation, improvement and transfer to other 
industrial projects must be promoted by industry as well as by the 
CJSI’s which are competent in these functions.
183. Outside of the immediate realm of industrial productions are the 
long-term activities of the national industrial research and services 
institutes (IHSl), many of them established through united Nations 
assistance. These should be directed to the solution of technical 
problems in an industrial sector or area (e.g., pollution through the 
development of alternative energy sources) rather than duplicating 
research already being conducted by industry itself.
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134. Ways and means should be found (a) to develop a host country's 
capability for problem identification and diagnosis which can effectively 
deal with the external factors noted above and (b) to reorient existing 
international technical co-operation to those more important problems of 
industry than would appear to be the case now. Unless this is done, the 
imoact of technical assistance will not change from what it is now.



III. SYNTHESIS AIE HSCCKMEH2ATI0NS

A. SYNTHESIS OF FHDI2TG5

185. This section addresses the study findings in descending order ox 
magnitude and criticality starting with broad industrial development 
issues and ending with specific findings on the project sample.

1. EEUSTHY - A FOURTH PAREES

(a) 2nd-user participation

186. Government play3 an *.11 encompassing role in industrial development 
in most developing countries. Realizing that Industrial development 
requires policy and investment continuity over at least a 10-year span, 
political changes can have a long-term impact on the direction, momentum 
and structure of its industrial development which can accelerate or thwart 
the intended impact on targeted beneficiaries of a technical co-operation 
programme or project.
187. Tiie study indicated that often there was inadequate participation by 
industry in problem identification, project selection and design and work 
programmes which could lead to projects based on misconceptions of industry' 
felt needs and intentions. Given the failure to identify and monitor 
external factors (for example, a projected demand for a specific service), 
the exclusion of end-users from tripartite reviews and evaluations was also 
regrettable since, through their participation, they could have alerted the 
parties of potential problems in time to take remedial actions.
188. The communications problems with industry were compounded by the 
fact that the Government imposed both regulations and taxation, on the one 
hand, and promoted industrial growth on the other,
189. For mjnr"i im,1B effectiveness, the tripartite system oust perceive the 
industrial community as a fourth member of what is essentially a 
quadripartite dialogue.

(b) Sector complexity

190. During the study a number of factors concerning industry were noted



which must be clearly understood prior to the selection and design of tech­
nical co-operation projects if they are to have a reasonable probability of 
naking a significant impact on the problems impeding industrial development. 
Some of them, vhich are discussed in some detail above, can be summarized as 
follows :

(a) The industrial system is complex and dynamic, requiring the 
mobilization and management of a disparate number of elements and resources, 
viz., a market, investment capital, machinery and equipment, technology, skilled 
technical and operating staff, rav materials, energy, working capital and other 
production inputs;

(b) The present world-wide economic recession is seriously constraining 
industrial development plans in most countries and causing new problems e.g., 
maintenance of profit margins and loss of traditional export markets;

(c) A critical gap has been the lack of entrepreneurs and qualified 
industrial managers who can solve problems in the area3 of market assessment 
and development, and technology assessment, transfer and assimilation;

(d) Defining markets and marketing channels for industrial products 
of developing countries is probably more difficult than in other economic 
activities such as farming or mining, where the markets and marketing chan­
nels are usually established;

(e) With the current oversupply of industrial goods, the relative 
availability of industrial technology has tended to decrease. Together with 
the desire of most Governments to limit and control the activities of multi­
national corporations, problems of transferring suitable industrial techno­
logies are aggravated;

(f) The technical skills for technology adaptations are often not 
available in the recipient country and the possible participation of local 
industrial research and service institutes is often overlooked or disregarded.

(g) The management of industry requires a set of techno-economic 
skills in addition to the normal business management skills which are often



not found in industry in developing countries resulting in significant 
problems which stem from the gap between the management skills and techno­
logy skills. These weaknesses are the most critical since they affect on 
the way in which other problems related to marketing, technology and finance 
are treated.
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2. HOLES, RESPONSIBILITIES AND AUTHORITY

(a) The tripartite system itself

191. The most important and pervasive problem which constrained the ability 
of the tripartite system to achieve the effectiveness and impact of indus­
trial development technical co-operation projects was the existing diffusion 
and lack of definition., of responsibilities with commensurate authority at 
the major stages of the project cycle. Thi3 was observed in the case of 1 
three participating entities both within their organizational structures and 
in their interactions with each other. It was further aggravated by the 
unequal status of the parties. In addition, the operational definition of 
the roles and functions of the three participants varied from country to 
country and sometimes by projects within a country and even within each of 
the entities concerned.

192. The complexity of a Government's structure resulted in a diffusion
of responsibility and authority both within the Government and between quasi- 
or non-governmental institutions and the industry itself. The Government's 
role was further complicated by it3 dual status, viz., : as a partner in the 
tripartite system it consults with and depends upon the other two parties; 
as a sovereign power, it has the authority to make almost all decisions. 
This situation becomes more complex when it is realized that each member of 
the tripartite system has three or four levels which deal with projects 
making the interrelationships among the totality of levels an exceedingly 
difficult task.

193. The ability of 
and impact was also

deal with questions of project effectiveness 
inhibited by the lack of definition of its



responsibilities and authority vis-a-vis its other partners and internally 
i.e., vithin and between headquarters and the field. The UNDP lacked 
effective authority to disapprove a project which had a low potential for 
effectiveness and impact and to require changes or the consideration of 
alternative approaches. There was no clear UNDP role regarding the project 
work programme or the monitoring of external factors. Its day-to-day 
operations were shaped by the lack of clarity in its responsibilities, the 
tripartite relationships and the scarce staff and other resources available 
to it.

194. Similar problems confronted UNIDO in its efforts to emphasize auaiitv 
in its technical co-operation activities which can overshadow project- 
specific problems ner se and make their solution more difficult. This
was particularly true regarding the responsibilities and authorities of 
headquarters vi3-a-vis field staff (both SIDFA's and project staff) in 
respect to the project cycle and the extent to which UNIDO is responsible 
for results. Due to thi3 lack of clarity and compounded by the vacuum 
created by inadequate project design, the Chief Technical Adviser or national 
Project Director have often found it neeessary or convenient: to assume 
de facto responsibility for project management without having the necessary 
authority.

195. The predominant role of Government and the' consequent unequal status 
of the other two participants in decision-making at all stages in the pro­
ject cycle combined with difficulties concerning roles and responsibilities 
has produced the following observable consequences in tripartite performance 
which can affect the achievement of project and development objectives:

(a) A situation where no one i3 clearly responsible for results 
with an implicit assumption that events will take care of themselves;

(b) A tendency to avoid difficult and controversial issues or to 
compromise at the lowest common denominator;

(c) Differing perceptions among the parties as to the problem 
requiring treatment, project purpose, and intended results;

Cd) Poor compliance with tripartite system policies and procedures.



- 0 0  -

196. Understanding of, and compliance with tripartite system policies and 
procedures was also variable. The pattern which emerges from this condition 
is a widespread tendency to leave the roles of individual members loosely 
defined and to maintain throughout the project cycle maximum flexibility 
and freedom for each. Succinctly stated, the day-to-day practices within 
the tripartite system were not purposefully directed toward the pursuit
of project effectiveness and development impact.

(b) Technical capacity and competence

197. The UNIDO headquarters has only limited technical capacity to parti­
cipate effectively throughout the project cycle. Despite this obvious 
constraint, it has sometimes been called upon to design and implement 
projects in a much wider range of industrial activity and specialized 
levels requiring high technology and subsectoral expertise than it was 
capable of handling.

198. Headquarters technical staff have been so overloaded with project 
and non-technical activities that they generally have time only to 
concentrate on input procurement and delivery. In turn, the technical com­
petence of the organization i3 highly dependent upon and significantly- 
enhanced by recruitment of project 3taff (experts) who serve at the 
country level during implementation. There were large gaps in coverage; 
for example, a total absence of expertise in marketing, and a technological 
base at headquarters which is not sufficiently developed or used.

199. It is clean: that it has not been possible for UNIDO to have full-time 
highly qualified technical staff on-board and in adequate numbers to deal 
with all technologies, products, materials and methods in industry. Never­
theless, there ha3 been no appaurent institutional recognition of the limits 
of its technical capacities.

200. Resident representatives handle a very heavy administrative workload



occasioned in part by cumbersome UNDP procedures, limited staff and the 
need to assist the Government and project staff on project:-related matters. 
The UNDP's lack of industrial technical capacity, both at headquarters and 
in the country office, have kept it from »»¡Hng the kinds of substantive 
technical contributions and decisions needed to assure achievement of pro­
ject effectiveness and impact. Skills in project design, concepts and 
methods also are lacking. Its capability to develop and use project design, 
evaluation and information systems integrated vith other management 
functions is also seriously inadequate. These shortfalls vere particularly 
acute at headquarters level.

(c) Definitions of roles

201. The role of UNIDO at present seems to be primarily that of a pur­
veyor of internationally financed goods and services. This de facto 
role ha3 been reflected, inter alia, in its management orientation and 
systems vhich have been essentially focussed on project approvals, inputs 
and expenditures and by a conspicuous absence of information and feedback 
from projects on results and their utilization for industrial development.

202. The prinicpal issue is that given: (a) the broad range and complex
nature of the subject-matter of UNIDO-executed projects, the numerous 
choices of kinds and levels of technology, and the variety of means avail­
able for delivering technical co-operation and for the transfer of techno­
logy (knowledge); and (b) coupled vith a UNIDO portfolio vnich may total 
1,200 active projects at any one time and vith a staff of only 135 tech­
nical officers vith varying levels of technical qualifications available 
for project activities, it is self-evident that UNIDO does not have the 
range of knovledge and practical experience to plan and manage a project 
portfolio of such size and diversity. Consequently, UNIDO has been forced 
to fulfil a technical mandate or role for vhich it is not currently 
equipped, vith adverse effects on quality, effectiveness and impact.

203. Until this imbalance between UNIDO's resources, role and responsi­
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bilities is corrected, other efforts to improve the several stages of the 
project cycle will have limited value. Such efforts will also be tied, 
to a significant extent, to a similar examination of UHDP's role and 
capacities.

204. Although UHDP's role is enhanced by its impartial and unbiased 
relationship with Governments, it has not been adequately positioned and 
staffed to accomplish the demanding tasks envisaged by its Governing 
Council. Its aanagement oversight role is not clearly delineated from 
other entities involved in the project cycle and is diluted by shared 
responsibility within the organization. Its role as financial sponsor
was sometime limited to the supply and accounting of funds. Implementation 
was done under the pressure of budgetary expenditure targets with emphasis 
on input procurement and delivery and little regard for objectives. The 
ШШР'з supervision of implementation i3 inhibited by lack of accurate, 
timely and results-oriented information from the field.

205. Until these conditions are addressed and unless ШГОР'з role and 
authorities vis-a-vis the other members in the tripartite ргосезз are cla­
rified and strengthened, it is unlikely that procedural or process changes 
in the project cycle will have any significant effect on the ШГОР’з ability 
to respond meaningfully to its Governing Council'3 mandate.

3. PROJECT CYCLE

206. The sample results demonstrated that serious gaps and weaknesses 
exist in the several 3tages of the project cycle, reflecting system-wide 
as well as internal ШГП50 and ШГОР constraints. These include: the 
widespread absence of systematic problem identification and diagnosis; the 
generally poor quality of project design; the inadequate attention given to 
effectiveness and impact at *1i stages; the over-emphasis on resource inputs 
in the approval and implementation stages; the lack of result-oriented work 
planning, reporting, monitoring and evaluation; the insufficient attention
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to critical external factors; the lack of baseline data and performance indi­
cators; and the total absence of terminal and ex-oost evaluations of effec­
tiveness and impact or concern with follow-up actions to sustain or increase 
the intended impact on a development problem or targeted end-users or bene­
ficiaries. There were also serious deficiencies in project documentation.

207. These deficiencies appeared in almost all projects, regardless of 
whether they were prepared under pre- or post-1976 guidelines and whether 
issued by the UNDP or UNIDO. Chapter 3^00 of the UNDP Policy and Procedures 
Manual was developed in 1975 to implement the "New Dimensions" emphasis on 
the results of technical co-operation and their development impact and 
eliminate some of the deficiencies noted in the project cycle. Similar 
guidelines relating to project formulation and approval were issued by 
UNIDO in 1976. Neither have had a sufficient effect indicating inade­
quate management attention to, or concern with compliance and quality 
control.

208. These conditions existed despite mandates, policy declarations and 
procedures designed to change them. Some observations on how they adversely 
affected project effectiveness and impact at the various stages of the pro­
ject cycle are included in the following passages to demonstrate this 
troublesome but evident fact-of-life.

(a) Problem identification and diagnosis

209. Thi3 stage is of critical importance for a sector which operates 
within a complex environment with many factors outside the direct control 
of Government. Nevertheless, the study findings indicate that it
is often overlooked or approached in a perfunctory manner.

210. The Governments, through their concerned ministries, were sometimes 
not adequately staffed, experienced and skilled to identify and diagnose 
industry needs and construct well-designed programmes of technical 
co-operation aimed at eliminating key obstacles to industrial development.
At the 3ame time, Governments did not usually view the country programming



process as a mechanism for this purpose and a pie-condition for project 
selection and design..nor have they been encouraged to do so by UNDP.
On the contrary, the process has often resulted in the premature assign­
ment of project funds and a de facto decision to pursue a project.

211. Indeed, the practice of identifying individual projects in the 
country programming process actually inhibited the orderly identification 
and diagnosis of problems which should have preceded project identifica­
tion and selection. Financial considerations and early initiation of 
project activities seem to have been the dominant considerations.
Policy formulation, programme planning and project design generally 
appeared to have been carried forward by all three parties without the 
benefit of objective information about potential development impact of 
individual or types of projects or the external factors which would be 
associated with the intended impact.

212. The staff of UNIDO seldom have the opportunity to participate at 
this early stage and when they do, the principal interest appears to be in 
drafting a project document. Other aon-operational headquarters sup­
porting units which could have been particularly useful at this stage, were 
nom used in any significant extent even though their Imowledge and expe­
rience may have been relevant and valuable.

213. These factors reinforce an apparent bias for the rapid and automatic 
acceptance of new projects with interest centred on the amount and spe­
cifications of inputs to be funded from the IFF because, inter alia, their 
total 7alue served as a basis for the UNDP payment of overhead to UNIDO 
which is the major source of UNIDO'3 discretionary funds. The problem 
was particularly evident at both the problem identification and diagnosis 
and the project formulation and approval stages of the project cycle which 
were sometime omitted or unnecessarily collapsed by almost automatic dele­
gation to the Resident Representative to approve projects in the name of 
UNIDO.

214. Partly due to the above factors, the traditional practices of UNIDO
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have sometimes resulted in actions which did not contribute to and may 
have detracted from continuing concern with effectiveness and impact.
215* Since the process is often perfunctory, industry was rarely involved 
in any effective way. This can and has resulted in the selection of project 
approaches based upon an erroneous perception of industry needs.

216. It is important to (a) develop Government' capability for problem 
identification and diagnosis which can effectively deal with the more 
critical external and internal variables affecting industrial development 
and (b) reorient existing assistance programmes to the more important; 
problems and pressing needs of industry. Unless this is done, the impact 
of technical co-operation cannot be expected to increase significantly.

(b) Project formulation and approval

217. Instances were observed where poorly designed projects proved to be 
reasonably effective with discernible impact. It is obvious that good 
design per 3c doe3 not guarantee success. Nevertheless, the importance of 
good design as a determinant of probable effectiveness and impact was 
reconfirmed by this study. This is particularly true in a high-risk 
project operating in a dynamic environment. The study results in this respect 
were not encouraging.

213. The project elements and associated information needed for result- 
oriented management of the project cycle were often missing, but this is 
particularly evident and critical in project design. There were strong 
pressures on UNDP headquarters and the country office for quick approval 
of projects with a concommitant reluctance, particularly by the government 
sponsor concerned, to accept advice or revisions in the draft proposal which 
may have already passed through numerous clearance channels. Project and 
development objectives were often inflated by the drafters to convince 
decision-makers that a modest level of funding would produce large results. 
There was no clear responsibility for setting and enforcing adequate 
standards of project design within the tripartite system which permitted all







-  9 ^  -

parties to avoid asking chajlenging questions.

219• The UNIDO has only United technical capacity to participate effectively 
in project design. Despite thi3 obvious constraint, it has sometimes been 
called upon to design and implement projects in a much vider range of indus­
trial activity and specialized levels requiring high technology and sub- 
sectoral expertise than it was capable of handling. When UNIDO technical 
staff have participated, they were found to lack a common and precise 
understanding of project logic, common definitions and terminology and 
acceptable standards of design quality. A qualified programme officer, tech­
nician op SIDFA vho was also knowledgeable in the methodology of project 
design appeared to be a rarity. When faced by design problems caused by 
government proposals endorsed by the Resident Representative, UNIDO avoided 
confrontations and left the problems to be corrected during implementation, 
when internationally recruited project staff were available. These cor­
rective actions rarely occured.

220. Competition for projects between headquarters technical and functional 
units has sometimes discouraged multidisciplinary and multifunctional 
approaches which were necessary to provide effective support, thus distor­
ting project design and subsequent work planning. Such co-operation among 
complementary units and sharing of information and skills has been diffi­
cult due,, inter alia, to organizational arrangements for implementing 
services and the perceived benefits of approval statistics on project 
numbers and size.

221. UNIDO's limitations in project design have also been exacerbated by 
UNDP's truncated treatment of the project logical framework concept which 
omits some of the essential elements of good project design. Consequent 
efforts to follow these incomplete instructions have resulted in confusion- 
between oroject levels and objectives and, in practice, have proved inef­
fective. The instructions also cause problems in harmonization of UNDP 
design guidelines with executing agencies which are using the logical 
framework in their own systems. The flaws in this model contribute to a
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similar observation that лапу UNDP staff, both in the field and headquarters, 
also lack the basic understanding and skills of project design.

222. These factors lead to the observation that there vas a systems bias 
for rapid and almost automatic approval with the attention primarily devo­
ted to the non-substantive elements of the project document. Sven cn the 
occasions where the UNDP headquarters attempted to raise questions regarding 
the design and Justification of a project,because of its undefined autho­
rity it could only cause delay in the hope that mere reasoned consideration 
might prevail.

(c ) Implementation

223» Once a project vas approved, UNIDO's interest and management systems 
were focussed on the delivery of inputs on schedule and according to spe­
cifications. As a consequence, many of the deficiencies noted above have 
a pervasive effect on implementation and considerations of quality. They 
included :

- Absence of agreed-upon indicators of performance, 
end -of-project status and impact;

- Inadequate progress reporting focussed almost exclusively 
on input deliveries, activities and administrative matters;

- Tripartite reviews which were: not timed for decision-making;
frequently not held at all; lacked adéquate participation of 
end-users and technical inputs from non-project sources and 
were perfunctory or input-oriented; rarely concerned with 
critical external factors, progress in producing outputs
or the continuing validity of the project strategy (hypothesis);

- Almost total absence of objective, rigorous evaluation either 
on-going, terminal or ex-post;

- Lack of timely feedback to higher levels from project management 
on problems.

224» This kind and level of government activity often significantly
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affected the substantive, technical and other inputs vhich vere delivered 
to project management. Ultimately, it often strongly influenced the 
production of outputs. Nevertheless, government participation in tripar­
tite reviews and evaluations had only a marginal influence on effectiveness 
and impact.

(d) Completion and follov-up

225. The termination of a project should he a planned event based upon 
the production of targeted outputs. It should be the accession to record 
actual results and identify actions needed to consolidate project achieve­
ments. In actual practice, it Ì3 a non-event linked only to the exhaustion 
of project inputs and administrative actions. There vas little demand 
from any of the parties, during implementation, at termination, or after 
project completion, for information on the assessment of achievement of 
objectives and their ability to produce the desired change (the develop­
ment hypothesis). Nothing approaching such an assessment vas attempted. 
Headquarters backstopping staff rarely returned to the project 3ite. 'It 
was left to the Government or the Resident Representative to form the final 
Judgement on the status and outcome of the project. The study found 
virtually no record that such a Judgement had been formulated.

k. SAMPLE PROJECTS

(a) Effectiveness and impact

226. In the case of the large-scale projects ($b00,C00 and over) included
in the most reliable sample, 57 per cent were rated as having achieved

Ik/their project (immediate) objective as planned or better.—
Ratings of effectiveness vere similar for small-scale (56?) and higher for SIS

lU/ Based on in~countr7 studies (Fifth level)
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projects (67!!), which make up the majority of UHIBO's project portfolio
hut in 36 and 21 per cent of the cases, respectively, such assessments

15/were impossible because of the lack of relevant data-—

227. Similar results regarding the impact of large-scale projects showed 
that 50 per cent of the projects vere rated as having achieved an impact 
as planned or better.—  ̂ The evaluation of impact was possible only 
through in-country studies. In 36 per cent of the small-scale and 3<? 
per cent of the SIS projects, no assessments were possible owing to the 
lack of data. The average ratings obtained during the in-country studies 
were lower than for large-scale projects but the number was too small to 
extrapolate.

(b) Interpretation and conclusions

228. The large number of "cannot determine" ratings found in all levels of 
Phase I clearly indicated that the tripartite system did not adequately 
produce or record data concerning project effectiveness, and tended to 
ignore questions of eventual development impact in industrial projects
at all stages in the project cycle, regardless of site, duration and type 
of project.

229. It is obvious that given the current poor state of Information 
produced by the system, only in-country studies can produce a reasonably 
accurate assessment of effectiveness and impact. It i3 equally obvious that 
projects are often Justified and planned on the basis of unrealistic sully 
high expectations and without due consideration to resource and time 
constraints or the outside factors which facilitate or limit achievements.

230. With some qualification? there was enough consistency within and 
between each sample level to give the co-ordinators confidence
that the methodological design had provided results which permitted

15/ 3ased on reconnaissance review (Second level). Results were 
higher in the in-country studies hut the sample in relation to the total 
population was small.

16/ This rating is U3 per cent if "cannot determine" ratings are 
included, see table 1 above.
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analysis and famed the basis for the findings and conclusions vhich 
follow. Nevertheless, there is no framework or reference point upon 
vhich to Judge the statistical results nor any established standards of 
acceptable performance. (For example, a higher average rating of effec­
tiveness could indicate that UNIDO has been executing low-risk projects 
with minimal development impact.)

231» Cn the other hand, the results do suggest that UNIDO, UNDP, the 
Governments of developing countries and the concerned intergovernmental 
bodies, do need to give prompt and serious consideration to ways and 
means to improve the effectiveness of developmental assistance in the 
industrial sector, and perhaps in all sectors.

5. MEET) FOR BALANCED PBESPECTT7E

232. Finally, an evaluation exercise of this type focuses on determining 
the actual situation, identifying problems and offering possible solutions. 
3y its nature and to bo of use, it concentrates on these problems and may 
unintentionally give an unbalanced picture regarding accomplishments.
The co-ordinators vi3h to point out that in the light of the basic problems 
and important issues identified through this study, one could expect 
the overall system to perform at significantly low levels of effectiveness, 
yet it must be realized that in spite of these problems, close to 6oí 
of the manufacturers projects included in the sample had effectiveness 
ratings of as planned or better. This could only be accomplished because 
of the dedication, imagination, ingenuity and ideal3 of the international 
staff concerned, including the national project counterparts, to try make 
an imperfect system work in an imperfect world.

233. While the exercise exclusively concerned the industriad sector,
CPC may also vi3h to consider the systemwide implications of many of the 
findings, conclusions and suggestions included in this study.
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3. BBCBETT DETSLOPMETTP WTmtrr?r USIff A2TD OTIIC

254. The UHEP, UHIDO and their respective intergovernmental bodies have 
recognized some of the deficiencies and gaps noted in the project cycle 
as they relate to effectiveness and impact and, particularly in the 
last year, have initiated some remedial actions insofar as the 
deficiencies were perceived to be within their control and the 
resources available»

1. T3H2P

255» B e a m i n g  in 1985» the UKUP started limited use of a new project 
document format and checklist, which had been field-tested, as a 
beginning to a modified but undefined approach for the project cycle 
as a whole. The intent is to apply the logical framework concept to 
the major design elements fur use as a project management tool. The 
jhartened document will emphasize the need for clear definition of 
the objective or function of the project and the outputs to be 
produced, thereby facilitating the prospect of achieving effectiveness. 
The question of impact is not addressed except incidentally in 
connexion with project justification.
258. This same exercise introduces a requirement for output-oriented 
workplans and the use of performance indicators, but without supplying 
adequate guidance or relating them to other elements of the project 
management system, particularly reporting. In September 1982, however, 
U M P  decided to try to improve the quality, timeliness and increase the 
number of tripartite reviews and provide specific criteria for the
conduct of in-depth evaluations intended to verify the current validity

17/of a project's design.-^ Guidelines for such evaluations, however, have 
not yet been developed.

l i T Project Monitoring, Evaluation and Duration, T3HDP/P20G/95; 
UIOP/PHOG/FIELD/l^O; TJHDP/PHOG/HQTRS/152, 30 September 1982.
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237. Sarly in. 1983 presented a series of proposals to its Governing 
Council's Intersessional Coaanittee of the Whole at its second session 
intended to increase the effectiveness and impact of development

7 8/co-operation.■=“' These included inter alia:

- Improving the compliance and quality of tripartita monitoring’;
- Introducing' a feedback system concerning’ the use of evaluation 

results;
- Integrating design, appraisal and evaluation aspects of

the project cycle, including selective checks on the quality 
of the project desiga;

- Requiring terminal evaluations to examine and record project 
achievements;

- Introducing ex-uost project evaluations cn a selective basis 
for the implied purpose cf verifying and/or taking follow-up 
actions to sustain intended impact (It should be noted that 
this proposal is vaguely worded and reflects the lack of 
experience within UN2P in dealing with this dimension);

- Collaborating with the executing agencies in harmonising project 
design and evaluation practices and systems.

2 .  TJITEDO

238. In 1982, TJinDG inaugurated a project self-evaluation system with 
total coverage which is output-oriented and designed to complement TJUIP's 
system.^/ The TIHUO system is focussed on project effectiveness and 
introduces the concept of monitoring critical external factors and giving 
some consideration to eventual impact, particularly in large-scale

18/ OP/198 5/1CW/6 December 1982 - Arrangements for the Rvaluation 
of the Results and of the Sffectiveness of the Programme.

12/ 0HID0/PC.31, January 1982.
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projects. Effective utilization of the system for on-going projects 
is being hindered by the poor design of projects in the active 
portfolio.
259. Self-evaluation is being facilitated by efforts to increase the
quality of project design, by issuing guidelines on output-oriented

01 jwork planning and establishing performance indicators,'5̂  and by the 
initiation of ixtensive training in design and evaluation methodology 
for headquarters and field staff.
240. During 1983, the self-evaluation system is expected to begin 
providing data on quality and progress in producing outputs which will 
add a new dimension to implementation reviews carried out at the 
headquarters level and place more emphasis on project effectiveness.
241. The value of these efforts will depend, to a large extent, on 
UNIDO management's use of the results produced, both in the field and 
at headquarters, and on the effectiveness of similar measures being 
taken by UNDP.

3. MUCH REMAINS TO BE DONE

242. While these recent efforts are commendable, enthusiasm must be 
tempered by the realization that in the past, similar efforts by both 
UNDP and UNIDO have had little effect an traditional management 
practices. This can be explained, at least in part, by the internal 
and external factors already discussed above and which form the basis 
for the recommendations which follow. These are not easy recommendations 
to make, consider, approve or implement, but in the opinion of the 
co-ordinators, they are critical to the improvement of multilateral 
industrial development assistance or even its continuation at ary 
reasonable level of quality.

20/ UNID0/PC.41.
21/ UNIDO/PC.3/Add.l
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C. RECOMMENDATIONS
2 k 3 .  This section follows the pattern of section III- A  and presents 
the study recommendations in a descending order of magnitude and 
criticality, starting at the policy level and ending at the operational 
level. These recommendations are integrated and mutually reinforcing. 
They should not he undertaken piecemeal; to do so would sharply 
reduce their effectiveness.

Recommendations for improving the tripartite system 
for technical co-oteration to industry

Recommendation No. 1

2 ^ .  The roles, responsibilities, accountability and authority within 
the tripartite system should be clearly redefined if projects are to be 
more effective and have a significant development impact. This 
redefinition should occur at the programme policy and working levels, 
with sharp 'distinctions between the rules that would apply at each 
level. The co-ordinator’s recommended approach follows:
2 ^ 5• A t  the programme policy level, the Government'3 sovereign will 
should be communicated to UNDP in the form of a country programme 
document. This country programme document should state Government 
policy decisions on the kind of United Nations development assistance 
it desires and should articulate the goala it wishes to achieve for 
individual economic sectors. The planning of the assigned IFF should 
define a distribution of the potential ZPF resources to the different 
economic sectors and subsectors without making a specific disaggregation 
of the sector planning figures by individual projects. The distribution 
of fund3 within the industrial sector would be accomplished at the
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working level and at a time and in a manner which would maximize the 
probability of achieving the Government's development objectives.
In the nreparation of the country programme the Government should 
be encouraged to 3eek the assistance of UNDP and the advice of UNIDO 
if it felt that the experience of eith- r or both organizations would 
be useful in industrial sector planning. (See recommendation No. 2.) 
2b6. At the working (project level), the three participants would 
centre their efforts on the identification and formulation of industrial 
development projects based on the logical framework concept for 
projects as illustrated below:

Development objective

Development hypothesis 
(intended impact and assumptions 
about external factors)

Project objective (effectiveness)

Project hypothesis 
(project strategy and assumptions 
about external factors)

Output3

Activities

Inputs



2^7. At the working level the government co-ordinating office t-nd UNDP would 
be the financial sponsors of the project. Each would be responsible and 
accountable for the financial support contributed by it and required by the 
project. It would be necessary to establish explicitly that each financial 
sponsor would have independent authority to approve or deny monies under its 
management control. A refusal of financial support to a project by UNDP would 
be based on it3 Judgement of whether the project’s objective was directly 
relevant to identified problems and the project design could reasonably be 
expected to address those problems. Approvals could be withheld if nece.ssary 
until appropriate preconditions or prerequisites were fulfilled. Such actions 
would not be an infringement of the sovereign right of Government since those 
monies would still be available for other technical co-operation projects in 
the particular economic sector. The UNDP does not now have such authority. 
Consequently, a clear and unequivocal clarification of this authority should be 
sought.
2U6. At the stage of project design the Government and UNDP would Jointly select 
the national implementing agency and invite UNIDO, аз veil as end-user 
representatives, to participate in project design, making use of UNIDO's technical 
capacities. The primary responsibility for ensuring that a project design has 
acceptable quality would rest with UNDP which would exercise its leadership 
principally through the Resident Representative supported as required by the 
technical advisory capacity of UNDP and UNIDO. In this case, UNDP capacity would 
be oriented to the integrity of project design from the standpoint of the 
industrial system and quality standards while UNIDO's would be primarily from 
that of the technical specialist. In an important, large-scale project, design 
should be the Joint effort of the sponsors, executing agents and the intended 
end-users.
2kg. vjje UNIDO as the designated agency for the implementation of tie UNDP-funded 
assistance would have the right of refusal if it did not agree with the technical 
aspects of the project design. In the event of such a refusal there should be 
intensive consultation between UNDP headquarters, UNIDO headquarters and the 
Government before a decision is made to assign the project elsewhere within the 
United Nations 3y3tem.



250. After approval, the authority for implementation, that is, actual 
production of outputs, vould he delegated by the national implementing agency 
to its national director and by UNIDO to its chief technical adviser. UNIDO 
headquarters vould supply the technical support to the project through its 
staff in the Division of Industrial Operations, or supplemented as necessary 
through technical advisory project committees. These arrangements recognize 
the basic principle that the project should be a government project. (See 
recommendation No. 5.
251. The responsibilities of the parties for achievement of outputs, project 
objective and development objective should be explicitly clarified vithin the 
framework of the project logic. Although there is a shared tripartite 
responsibility among all three partners at all levels of project objectives 
there i3 a need to have one partner assigned the leading or primary management 
responsibility at each level.
252. The co-ordinators suggest that one possible allocation of responsibility 
vould be:

(a) Responsibility for the pursuit of project impact (achievement of the 
development objective) vould be solely the Government's, chiefly discharged
through the Government co-ordinating office and exercised by the Government

22/at the required policy level;—
(b) UNDP vould be responsible for project effectiveness (achievement of

23/project objective); chiefly discharged by the Resident Representative:—
(c) Responsibility for production of project outputs vould be UNIDO's

with auurooriate co-oneration and particination of the national implementing
*2l/* agency;—
(d) Responsibility for inputs and project activities would be the 

Government's through the national implementing agency and UNIDO. These 
responsibilities vould be shared by delegation to the national project director 
and chief technical adviser of all necessary authority, vithin the constraints 
of the approved outputs and resources. UNIDO's services for procurement of
a 1 i internationally funded inputs vould be made available to this management 
team.

22/— See following paragraphs.
23/—  See following oaragraphs.
21/—  In cases where the executing agent was the co-operating country Government, 
the responsibility vould rest there.
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253. The concept of responsibility assures that all factors necessary for its 
fulfillment are under the control of the entity responsible. Under the above 
proposal, such would be the case at the level of the inputs and activities 
for the national project director and UNTEO Chief Technical Adviser. The 
assignment of responsibility at the output level is a special case: it i3

shared by UNISO and the national implementing agency since each contributes 
inputs and participates in implementing. The prime responsibility is 
assigned to UNIDO because it provides the critically needed contribution to 
produce the outputs. This in no way diminishes the overriding responsibility 
of the national project director.
25I1. The responsibility of the Resident Representative for achievement of the 
project objective and of the Government for the achievement of development 
objective has to be understood in different terms since neither one would 
have control of the external factors at those levels. Their responsibility 
would be to monitor, influence and try to mobilize any participation and 
actions needed to exert control over the external factors affecting the 
project thus maximizing the probability for achievement of project and 
development objectives.

Summary of recommendation !To. 1:
The roles, responsibilities, accountability and authority within 
the tripartite system should be clearly defined at the programme 
policy and working levels with s h a m  distinctions between the needs 
that would apply at each level.

- At the programme policy level, the sovereign will of the Government 
should be exercised through the country programming process which 
should he expanded to include problem identification and diagnosis and 
the suggested allocation for IFF funds at the sector and subsector 
levels but not allocations to projects;

At the wording level, the tripartite system should centre its 
efforts on the identification and formulation of industrial projects 
based on the logical framework concept;

At the working level, the Government and UNEP should act as 
financial sponsors, both having the independent authority to approve 
or refuse financial support of a project;

1
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The primary responsibility for establishing and enforcing standards 
for project design should rest with UNDP;
- The UNIDO, as the'designated executing agency, would have the right 
of refusal on technical grounds with the opportunity for review at 
headquarters level before another designation is considered:
- The allocation of priaary responsibility for each major element 
of the project should be made clear and as follows:

development objectives - Government- 
project objectives - UNDP 
outputs - UNIDO
work programme - national implementation agency 
inp\T.j - Joint

Recommendation No. 2 :

255. Clarify and expand the country programme concept to include problem 
solving at the sectoral and subsectoral levels.
256. Consideration should be given to the formulation and approval of industrial 
development programmes, as opposed to individual projects, within the context
of the country programming process. This would have two probable advantages. 
First, it would encourage and strengthen the critical planning stages: the
orderly identification and diagnosis of sectoral problems, the selection of the 
most appropriate projects, and subsequent project■design. Secondly, it would 
permit the phased and co-ordinated creation of several interrelated projects 
aimed at the same critical subsector or problem and keyed to the longer-range 
industrial development cycles of 10-15 years.
257. In support of this recommendation, reorient and strengthen industrial 
research to solve more substantive and immediate industrial problems, which 
either affect an entire industrial branch or have1 far-reaching impact at the 
national level. An elaboration of this proposal with examples is found in 
Anpex IV.
258. In addition, priority should be given to more comprehensive individual 
industrial technical co-operation projects which, in addition to the basic 
prbduction process, also address management question.-*, market assessment and 
marketing techniques, and methods for technology search, assessment, negotiation 
and transfer. This is particularly important in view of the current vorld-wide 
economic situation.
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259. The formulation of a technical co-operation project should "begin vith an 
analysis of the three basic areas:

- The industrial/business environment in which the project will operate:
- The process of industrialization which already exists in the country 

and the policies and practices of the Government regarding it;
- The present levels of capability and the principal deficiencies and 

problems affecting management, marketing and technology.
A piecemeal approach is unlikely to be effective.
260. The U1IDP should further consider its responsibilities in the context of it3 
being a sponsor of high-risk ventures. For a developing country, a large-scale 
development project may be a high risk venture. Therefore, UTIEP ought to consider 
the special approach used for thau type of activity which requires the sponsor
to be a technically knowledgeable and active participant with access to outside 
expertise. In this conceptual framework, the sponsor needs to be highly 
selective of those who will be responsible for project implementation and 
particularly of those fulfilling the management and entrepreneurial roles. Once 
these selections have been made, the sponsor continues as an active partner who 
not only provides funds but also maintain continuing oversight in order to 
assist and overcome impediments which might be encountered during implementation. 
This assistance might take the form of further funding support, providing 
guidance and helping the project to develop outside contacts through technical 
networks that would permit the project to achieve its aims.
261. if uroP were to play such a role, it would call for the Government 
co-operating agency and the end-users also to be active participants. For this 
purpose, the Government’s co-ordinating offices would need appropriate industrial 
skills to deal with complex techno-economic matters. See supplement to this 
recommendation in annex IV.

Summary of recommendation ?o. 2
Clarify and expand the country programme concent to include 
problem solving at the sector and subsector levels.

- Develop problem-oriented industrial programmes, requiring technical 
co-operation inputs of an intermittent nature, covering priority 
subsectors and extended to the long-range industrial development cycles 
of 10-15 years;
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Encourage government involvement of the industrial community. 
example, entrepreneurs, managers, professional societies, 
industrial associations and research institutions, in the process:
- Give priority to comprehensive technical co-operation projects 
which, in addition to production, also address problems in 
management, market assessment and techniques and technology search, 
assessment, adaptation and transfer:
- Problem diagnosis at the 3ubsectoral level should begin with 
collecting and analysing information on:

(i) The industrial/business environment;
(ii) The process of industrialization which already exists 
in the country and the policies and practices of the 
Government regarding it; and

(iii) The present levels of capability and the principal 
deficiencies and problems affectirg management, marketing 
and technology;
Identify high-risk ventures which recuire special arrangements 

for the management and technical expertise required, e *S*» -^e 
use of technical advisory corsaittees;

Encourage Governments to use IFF funds for this stage.

Recommendations concerning the project cycle and 
the nature of the technical co-ooeration process

Recommendation Ho. 3

262. Many of the recommendations in this section have been made in the vast - 
some repeatedly - as a result of management surveys, evaluations and other 
studies. The recommendations are largely qualitative i.e., they involve 
chances in attitudes, levels an., kinds of knowledge and operational practices. 
They can be accomplished within the secretariats concerned without recourse to 
intergpvernmental bodies, and without substantial staff or financial resources.
The methodologies are
conditions, the co-ordinators believe it is incomprehensible that the
deficiencies and gaps 
oermitted to oersist.

widely known and readily avsilade. Given these

to which these recommendations are addressed, have been 
The recommendations for corrective action are aimed at



■chose elements of the project cycle which have been identified by the study as 
being critical to project effectiveness and impact. They are:

(a) Measurement and recording of baseline conditions to permit better 
understanding of the nature and magnitude of the problem and to serve as a 
base from which to measure project progress;

(b) Setting of explicit, time-limited targets at the output, project 
objective and - to the extent feasible or useful - the development objective 
levels;

(c) Revision of the concept of the development objective to rale it more 
proximate to the project objective by including specific problems impeding its 
achievement which are susceptible to solution or amelioration through technical 
co-operation;

(d) Discontinuance of the use of multi-objectives at the project 
(immediate) objective level and discouragement of multipurpose objectives 
(e.g., institution-building and direct support);

(e) Formulation and use of objectively verifiable progress and achievement 
indicators, including end-of-project-status indicators at the project objective 
level;

(f) Articulation and monitoring of assumptions about the anticipated 
behaviour of critical external factors at the problem, project objective and 
output levels;

(g) Formulation and monitoring of project hypothesis (the project approach, 
that is, th* causal relationship of outputs to the project objective) and 
development r. pothesis (the coatribution/impact of the project objective on the 
development objective or problem);

(h) Output-oriented workplans and the systematic monitoring of progress 
and results;

(i) An improved approach to the planning and conduct of ongoing, terminal 
and ex-post evaluations;

(J ) Involvement of end-users and beneficiaries in problem identification, 
project planning and the review and evaluation of effectiveness and impact;

(k) Establishment of simple procedures for the revision of project design, 
workplan and budget when such changes are based upon feedback from evaluation 
findings or are caused by external factors;



(l) Revision of the concept of, and the procedures for, the termination 
of project operations so that termination is keyed to achievement
(i.e., production of outputs, fulfillment of project objective) rather than 
the financing and delivery of inputs;

(m) Revisions of progress reporting requirements to emphasize progress 
in producing outputs, problems, effects of external factors and results.
263. In viev of the inadequacy of past attempts at improvement, the 
co-ordinators strongly urge that the managers of the tripartite system undertake 
four kinds of actions to ensure the effective implementation of the above 
recommendations :

- d e a r  and comprehensive procedural guidance and instructions;
- Establishment and enforcement of standards of quality;

Systematic orientation and training to prepare staff to fulfil
their assigned responsibilities ;
- d e a r  and forceful assignment of specific responsibilities to 
project and backstopping staff.

Summary of recommendation No, 3

Institute remedial actions to improve the technical preconditions 
necessary throughout the project cycle to increase capability 
to plan and manage for effectiveness and impact.

- In project design, introduce use of subsectoral problems in lieu
of macro development objectives; use of single objectives- at project 
level; time-limited targets; baseline data; end-of-project status 
indicators: development and project hypotheses: and explicit
formulations of critical external factors, viz, the complete logical 
irsnework concept;

During project implementation, introduce or expand use of: 
targeted outputs expressed in kind, magnitude and quality: output-
oriented vorkplans vith performance indicators: output-oriented
progress reporting; monitoring of critical external factors: and 
reviews and evaluations focussed on effectiveness and expected 
impact:
- Simplify procedures for revisions in project designs, vorkplans 
and budgets;
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Recoffimpnrjation concerning the professional and technical qualifications 
of tripartite system staff

Recommendation No. U
26k. Three areas of weakness in staff capabilities which adversely affect project 
effectiveness in industry have been identified in varying degree among all three 
of the tripartite parties. They are: (a) lack of understanding of project design 
concepts and methodologies, (b) absence of techno-economic management skills in 
contrast to business management and (c) inadequate techno-economic knowledge and 
experience in important industrial subsectors. Projects are affected when one or 
more of the parties lacks the required skills, thu3 restricting the performance 
of the group as a whole.
265. Action programmes should be aimed at staff development in all three parties - 
within the context of the role each has to play - and should be planned and 
implemented as a tripartite effort. For the Government Co-ordination Office, 
priority should be given to all three of the skills noted above to permit it to 
participate more effectively in the project cycle with particular attention to 
the early stages. For UNDP, the emphasis should be on project design as well as 
techno-economic capability to enhance its design, review and approval capabilities. 
UNIDO should stress subsectoral technical engineering specialization and support 
of project design.
266» The co-ordinators recommend (a) the formulation of new recruitment policies 
and criteria, (b) intensive training and orientation activities and (c) redeploy­
ment or existing staff as necessary. All of these actions .«hnniri take into 
consideration the subsectors which are expected to receive priority programme 
attention in the foreseeable future.
United Nations Industrial Development Organization 
Recommendation No. 5
267. UNIDO should consider policy, organizational and staffing arrangements which 
will increase its capacity to participate more effectively in all stages of the 
project cycle, an action which is important and timely as UNIDO prepares for its 
transformation into a specialized agency. Seme specific suggestions include:



(a) Strengthen its technical specialized capacities in individual subsectors 
and technical subjects in vhich UNIDO considers itself competent and for which it 
could perform the gatekeeper^function. Actions could include (i) supporting and 
using technical networks on a subsector basis for technical support of headquarters 
staff, (ii) use of country studies and ether pertinent inputs from the Division of 
Industrial Studies for problem identification and diagnoses, including industrial 
system diagnoses and (iii) redeployment in the Division of Industrial Operations (j~o) 
of qualified technical engineering staff specialists with practical industrial 
experience;

(b) Imorove recruitment policies and staff selection focussed cn the subsectors 
and technical subjects in which competency is required to provide an appropriate 
technical gatekeeper function* In particular, salient gaps such as expertise in

methods for identifying new industrial production opportunities need 
to be filled;

(c) Redefine the responsibilities and authority of staff, including in 
particular the Chief Technical Adviser or, where there is none, the national 
designated project director, the Senior Industrial Development Field Adviser and 
headquarters backstopping officers;

(d) Assign the continuing responsibility for problem identification and 
diagnosis, including participation in country programming exercises when requested, 
to a small programming section including programming, technical and industrial 
skills; staffed at senior levels whi ̂ h-would draw upon the technical and functional 
units of the Secretariat. This section would also identify high-risk/venture 
projects and, during the project formulation and approval stage, advise DIO on 
those projects requiring a multidisciplinary or multifunctional approach involving 
special backstopping arrangements;

(e) Reassign the responsibility for project formulations (design) and approval 
of UNDP-financed projects to the implementing or operations division, including 
the necessary staff;

25/ Technical gatekeeping is the function that either possesses the technical 
specialized knowledge and expertise in a given subject matter maintaining itself 
always up-to-date or, alternatively, can identify the sources where such information 
and expertise can be obtained. Particular personal talents and traits are required 
for individuals to perform such tasks by continously keening up on the state-of--che-art.
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(f) Assign responsibility for maintaining a country, long-range programming 
and monitoring function, based on the results of the country programming process 
and similar exercises and studies, to a central programming office organized on
a geographical basis;

(g) Assign a project design and quality control responsibility to a central 
unit independent of operations;

(h) Intensify and expand training for both headquarters technical staff and 
field project staff in project design, preparation of work plans, and evaluation 
methodologies and requirements;

(i) Prepare a uTUDO manual of policies and procedures covering the roles, 
responsibilities, authorities, duties, procedures, guidelines, etc., for all 
aspects of secretariat participation in technical co-operation activities.

(j) Develop the appropriate use of the self-evaluation system to review 
project effectiveness and initiate corrective actions as required;

(k) Assuming the development of a result-oriented project reporting system 
as suggested in recommendations nos. 3 and 5, supplemented by tripartite and 
internal reviews, evaluations and similar reports, develop a technical co-operation 
project information system with a focus on the production of outputs, effectiveness 
and, when possible, impact. In addition to its use in project implementation 
reviews and similar exercises, it should be designed for use in programming and 
project design guidance, technical reference and training of staff.
United Nations Development Programme 
Recommendation No. 6

- Take the necessary policy and administrative actions to reorient the country 
programme process to emphasize the formulation of development policies and strategies 
and the allocation of U P  at the sectoral and subsectoral levels rather than on a 
project basis;

- Provide unequivocal authority to the Administrator to approve or disapprove 
funds for technical co-operation projects on the basis of relevance to identified 
problems and on the integrity and soundness of the design;

- Provide authority to enter into the planning of IPF resources on a programme 
basis adapted to the industrial planning and investment cycle of approximately 10 
years, subject to Government continuity of supporting industrial development
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policies, regulatory activity and monetary policies;
- Develop practices for high-risk venture industrial projects including the 

special technical and support authority required by these ventures;
- Strengthen the technical support capabilities of ohe organization through 

staff redeployment *nfl changes in recruitment policies and priorities to obtain 
professional engineering staff with techno-economic skills and industrial manage­
ment experience. The qualifications should be attuned to problem identification 
anrf diagnosis, project design, oversight and evaluation.

- Revise the recruitment policies for the programme staff dealing with industrial 
projects by emphasizing engineering and science qualifications with appropriate 
practical industrial experience so that over time, there will be an increased capability 
for substantive programme oversight;

- Redefine the responsibilities and authority of staff, both at headquarters 
«ri field, in line with the agreements reached in recommendations 1 and 3 and 
malte the resident representative the principal focus of responsibility for the 
relevance and quality of project design with support and oversight by BPFE;

- Intensify and expand training in project design and evaluation methodology;
- Redesign and reorganize the project information and reporting system to require 

substantive, output-oriented progress reports based upon approved work plans and 
performance and achievement indicators;

- Clarify and strengthen the procedures and guidelines for the project cycle 
in accordance with recommendation 3*

Follow-up action 
Recommendation So. 7
263. The changes recommended here fall into three categories:

(a) Changes which can be brought about through policy, structural and 
organizational revision at little or no direct cost;

(b) Those which would require redeployment of human resources and 
acquisition of new «i h ti« at relatively low cost;

(c) Those which would require additional resources.

/...



269. Having identified, the important problems, the evaluation team was able to 
indicate the nature and direction of change which is needed but could not 
forecast the magnitude of those changes or the resources necessary to bring about 
those changes. The evaluation team was also unable to determine which of the 
above three categories is most appropriate for each of its recommendations. For
these reasons, the team has recommended that the appropriate intergovernmental bodies 
should request UNDP and UNIDO to develop proposed programmes of action for their review.

270. -jhe evaluation team is well aware of the scarcity of resources during thi3 
period of world-wide recession. Die team does feel the responsibility, however, 
to call attention to its finding that the UNIDO and UNDP substantive/technical 
staff resources are well below that needed to carry out basic technical co-operation 
project functions adequately and, consequently, to ensure even minimal project 
effectiveness and impact.
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iclcgy C3Z3 t h e c i g h c v i

A tech n ical co-oreration rro.lect i s  defined as an undertaking vhich is  

designed to achieve ce rta in  s p e c ific  o b je ctiv e s  w ithin a given budget 

and a sp e cifie d  period of tin e , e . g . , establishm ent of a tech n ical 

research and tra in in g  centre, expanding an e x is tin g  foundry to  permit 

production of new products.

Effectiveness is a measure of the extent to vhich a project achieves 

its own insediate objective.

Intact is a neasure of the contribution of a project to its development 

objective, i.e., the progression of further effects resulting frac the 

achievement of the project incediate objective.

The four najor stages in the life cycle of a technical co-operation 

project are:

1. The troblen identification and diagnosis stage

This stage usually is preceded by, and is the logical outgrowth of 

macro and sectoral planning. Its purpose is to identify and examine 

obstacles, usually at the subsectoral level which iapede industrial growth 

and vhich are susceptible to solution by a TC project(s). This stage 

differentiates problems which can be addressed by TC project assistance 

froa problems which require policy, legislative or structural (ncn-project) 

change. This stage is crucial in that it (a) establishes the extent to
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which, the project i s  e s s e n tia l tc  development, (b) assesses the nature, 

magnitude and in te n s ity  of the problem, (c) formulates the development 

hypothesis lin k in g  the p ro ject to the development o b je ctive  at secto ral/  

srubsectoral le v e l,  (d) assigns a p r io r ity  to the so lu tio n  o f the problem 

and (e) proposes a stra te g y  for i t s  so lu tion .

2. P roject design and approval

This stage i s  h igh ly  dependent upon the prior stage. At th is  

stage, the p ro je ct designers a r tic u la te  the major design elements: the

immediate o b je ctiv e , the development hypothesis, the project stra te g y,  

the function, kind and le v e l  o f technology, the output etc* Resource 

input requirements (expert se rvice s, tra in in g , ph ysical plant, 

ecuipaeat e t c .)  are sp e cifie d  and a work plan i s  proposed. Approval 

i s  based upon the c r i t i c a l  assessment (ap p raisal) o f the relevance, 

f e a s i b i l i t y  and p o te n tia l e ffe c tiv e n e s s  of the p r o je c t. More s p e c if ic a lly ,  

the proposed p ro je ct proposal i s  reviewed to ensure (a) the relevance o f  

the p ro ject to the re cip ie n t country problem, (b) the lo g ic  and adequacy 

o f the causal linkage between inputs, outputs, p ro ject immediate o b jective  

ana development o b je ctive  and (c) whether these outputs and o b je ctive s  

are s u f f ic ie n tly  e x p lic it  and precise to permit o b jective  v e r ific a tio n  of 

progress and achievement.

3. Implementation

In th is  stage the work plan i s  carried out. The implementation 

stage includes the adaptation, tran sfer and u t i l is a t io n  of resources 

( i . e . ,  m aterial resources, technology and s k i l l s )  through close
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co llab o ra tio n  between the execu ting agency and the r e cip ie n t Government.

In the case o f in s titu tio n -b u ild in g  p r o je c ts , the creation  o f in s t itu tio n a l  

c a p a b ility  occurs during in p len en tatio n . The isp le n e n ta tio n  stage is  in  

fa c t  a f ie ld  t e s t  of the soundness, in te g r it y  and relevance o f the p ro je ct  

design. I t  a lso  a ffo rd s an opportunity fo r  reform ulation o f p ro ject  

o b je ctiv e s and stra te g y  in  the l i g h t  o f evalu ation  fin din gs from 

operational experience.

A. Project conrletion anc follcw-ur

At present a p ro ject i s  f in a n c ia lly  terminated when the inputs  

have a l l  been procured. '313? requires a t e m i r a l  report on the completion  

c f  scheduled a c t i v i t i e s ,  outputs and o b je c tiv e s  and recocnendec future  

a c tio n s. T o ll owing fin a n c ia l term ination, no “ n ite c  Nations funds are 

a v a ila b le  fo r  fu rth er p ro ject a c t i v i t i e s .
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¿20/75/021 P etroqu irica, Bahia Bianca

AHG/73/C0A A ssistance to the Snail and Medium Scale Industry 
in  the Province of Santa Fe

EOT/77/C04.)
and ) 

SOT/' 81/OC9)
P la s tic  Development Centre

3GT/69/562 T e x tile  Q uality Control Centre

2GY/73/020) 
3GI/77/008) T e x tile  Development Centre

H7D/72/030 In s titu te  of Packaging

I2IS/77/004)
anc )

ZSS/78/078)
A ssistance to the Development of Snail Scale  
Industry

IliS/78/002 A ssistance in  Id e n tific a tio n  and Development of 
In d u strial Projects

22N/77/006 A ssistance to Kenya In d u strial Bstate

EZN/74/007 Assistance to In d u strial Survey and Promotion 
Centre

PER/72/030 Metal and E le c tr ic a l Industries

PSH/76/OO6 S id eru rgical Industries

YUG/75/027 Centre for In d u strial Organization and Developmen

YUG/78/OC9 In d u strial U tiliz a tio n  of Non-M etallic Minerals
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VcTir.shOw on Si i 2*iczut Issuss

i. The Workshop on Significant Issues net in Vienna iron 1-6 December !9;:2. 
It vas held, as the culminauicn cf Phase II of the Joint UN/UNDP/UNIDO 
Manufactures Evaluation vhich, inter alia, focussed cn 1- field orojects in 
seven countries. The nain thrust of the workshop vas to identify the 
principal significant prcblers and significant issues vhich affect industrial 
development in the developing vorld sc as to determine vhether the role of 
governments and the international system vas appropriately focussed in trying 
to find solutions vhich vculd have an important impact cn the industrial 
environment of the countries concerned.
2 , The Workshop vas attended by eight national consultants from six cf the
countries in vhich field missions vere held: Egypt, Kenya. India, Indonesia,
Peru and Yugoslavia. It vas also attended 'ey the three ¿oint co-ordinators 
from the United nations (UN), United Nations Development Programme (UNDP) and 
United Nations Industrial Development Organization (UNIDO), as veil as tvo 
Senior Industrial Development Field Officers and other staff. Mr. Arturo 
Chavez J. (UNDP) acted as Moderator of the Workshop and Mr. Juan Tampier
vas Principal Consultant. The list of participants appears in Annex I.
3. The meetings vere designed to drav from the experience of the partici­
pants in terms of their knowledge arising from the industrial end-user needs 
from the subsectors, the assessment of technical assistance projects reviaved 
by the consultants and the rather vast and long personal experience of the 
participants in industry.
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1. The agenda of ~he Workshcc arrears in Annex IT. Meetings were held 
at the Vienna International Centre.

Dt cCCcSt C'i

The discussion of the participants focussed or. the identification of 
the main significant nrohlens or irredirents which affect industrial

CUCS^ioilS V527S

(a) What is the nature of the protlens and where do they originate?
(b) Where and hov are they felt?
( c )  What can the 17! syster do to solve those

6. In order to provide sene basic frarework and 
the subject of the Workshop, the Joint Co-ordinat 
Evaluation Stud;,' presented:

significant protiers? 
information pertinent to 
rs of the Manufactures

(a) A thinkpiece on the industrial, syster and the relations of the 
technical assistance pregrarre to it (Annex III) together with 
figures (1-7); and

(b) The rain findings of Phases I and II of the Manufactures
Evaluation Study, including prelirinary information on the rain 
findings of the in-country evaluation rissions (Annex IV).

7. On the basis of a far-ranging discussion covering the whole spectrur 
of industrial developrent interactions, the participants agreed that the 
discussion should focus on the following top:-S :

1. The realities of industry in the world today
2. The dileraas of developing countries in industrial developrent 
3- The role of governrents
-• The tripartite syster ( Government/UMEP/TTN'IEC ) ir. technical 

assistance
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6. Identification of rain -reelens
7. Ideneifieasier of possible solutions.

X* Ps2l2.ì.̂ ¿os of ® '.•io'**'1 i rTlsd°v
. Industry sjnd its products no lonisr hnv® 3, rsstrist^d exclusively 

national connotation. Decisions taken regarding production or marketing 
strategies by industries of the develcted and develotin».vorld. could have 
a profound impact on the further industrialization and market development 
of the developing countries.
9. In the present vcrld economic recession, the traditional expert markets 
of developing countries are suffering a serious decline due to the shrinkage 
of purchasing cover and effective demand as veil as to the protectionist 
measures taken by the industrialized countries in respect to the imports 
from the developing vorld. This situation, as veil as crucial questions of 
financing and lack of infrastructure, have had a serious impact on the 
industrial structure and industrial development plans in developing countries. 
1C. As a result, some industries are being forced to close down vhile 
others have to reorient their ideas, change their machinery and retain their 
workers in order to develop nev production possibilities to respond to 
market demand.
11. A further problem is the fact that the dynamic nature of industry, vith 
investment project cycles of 10 years or more, vas not taken adequately into 
account. Thus, the normal motivation for industry (profit or value added) 
vis-a-vis the inherent perception of high risk arising from the compì-, city 
of an industrial venture together vith the lack of assurance or guarantees 
ca performance resulted in the developing world in an inherent lack of 
interest in industrial investment and development.
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are the cause for the pcstccne—exit cf industrial, investment iecisicns, 
until better prospects for selling the intended product could he found, 
the availability of investment financing he obtained at tore suitable terns 
and lastly, actions or neasures vould be taken to decrease the terreived 
risks involved.

2nt ~**̂ *̂**aTi in

13. A fundamental problem limiting the industrial development of develop­
ing countries is the lack of significant numbers cf entretreneurs. Accord­
ing to the participants, there seems to be a general shortage of entrepreneurs

icst of the developing countries who could inr.CVitS 2Jld Crtilizs "t
eus possibilities for industrial. projects i V® * a n  ̂ ' ag

rr"2i9 specific y±grelated to this sit 1C» COTS'li.

as follows :
(a) The identification of a feasible industrial crcject and tho 

consequent preparation of a "bankable" project proposal for its 
external financing require the existence of suitable entrepreneurs 
with the motivation, drive and imagination who could carry the 
project proposal into the final stage of the investment process 
when the enterprise vould reach economic operation:

(b) Few entrepreneurs enter the industrial sector because cf the com­
plexity and severe competition involved on the one hand, and the 
high risk and low returns of investment, on the other hand; Such
m u  visual: urn to alternatives such as trade and services;
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v :c s siale scurees ai. en' s
ur.tr’iT in ine uevelccinsr vcrlc ï»1A Û g  *1 •! •

' s °ducs en

(i

SCC al values and sccia 
urai inhicitions

status

(iv) psychological motivations
(v) ether ncn-eccncmic ccnsideraticns:

(dî Entrepreneurs lach the information and resources to cepe vit h the 
dynamic changes of the industrial structure and the managerial 
complexity fer smarting, operating, monitoring and developing 
further the industrial enterprise;

(ej Intrenreneurshin, enterprise develccnent and management develop­
ment are usually confused and their relationships, concepts and 
definitions remain -unclear.

Management in Developing Countries
15. One of the main handicaps of industry in most of the developing 
countries vas identified to he the lack of capable managers vho have under­
standing and appropriate competence in the technical/economic parameters 
involved and for vhich a preparation in engineering is particularly relevant 
Dus to this fact, a large part of small entrepreneurs manage their ovn 
enterprises vith limited shill and management tools vhich are appropriate 
to a lover techno-eccnonic level than that required, thus achieving only 
limited success or in some cases even failure. Larger enterprises, vhich 
find it necessary to appoint a professional manager, usually encounter many 
difficulties in finding competent management and in some measure the problem 
is exacerbated by difficulties in defining for them the limits of responsibi
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vis—a—vis authcritjT. In government-owned or controlled er.ti 
*difficulty nay still "be greater because c: 'a ■ a r* \r

ises , the
ae

:o nanagers. part of vhich is related to the limited vage and
lack of career development ommortuni' 
2.6. Special management skills lacki: 
following subjects: market identifi 
and development, feasibility studies 
administration. This situation appi 
many instances there have been strik 
arising from the change to an effect

ies.
g is developing countries are in the 
ation, cuality control, product desim 
maintenance, as veil as business 
es also to top management levels. In 
ng cases of success or failure mainly
VS a ̂ a^o r*

Transfer of Technology
IT. The problem of transfer of suitable industrial technolc 
developed countries to the industries in the developing ccur.

from, the 
es vhich

have the need for it, is multifaceted.
18. In the first instance, there is the difficulty of identifying the vhole 
range of existing technologies. This identification is necessary so as to 
make a proper assessesnt of them to determine vhat would be the suitable 
technology to transfer in order to serve the purposefully identified and
targeted market needs. Tils current difficulties in making these assessments
reflects the influence in d'evelorment str■ategies of the big corporations fro:
the developed vorld. Those corporations during the 19-1 's and the 1971's
expanded their activities, first through experts to the developing countries, 
and later through direct investments and Joint ventures in the developing 
countries. These latter activities facilitated access to the emerging markets 
and made use of the resources available in the host countries. The techno­
logical choices made by those corporations has forced industry in the 
developing vorld to make technology choices vhich are competitive.



- 130 -

technology weight have to be adapted to the industrial project. Furthermore, 
these responsible for the selection, transfer and incarceration of technology 
often do not seen to possess the necessary knowledge, professional background 
nor do they have access to reliable and unbiased information on the tech­
nologies they vill manage.
21. Sometimes the technology is transferred through purchase of advanced
•f ? v . 1 1  r ' S L c * * ' ' n s 2 " - r ,  v t i i c ' i  2 ° v  S 6 , * v ®  * " * e s L l  n e e d  Q *

* Vo 3X2.̂ °̂  3 ^ C’«1C ^ ~ *• n ■a, '.*• a ¿3 3 C 3 1.2̂  $

acccunt of the disposable income possibilities of the tarseted markets.
22. In ether instances, transfer of advanced technology is induced by 
government action. In some of these instances such technology might not be 
addressed to solve the needs of the industry in that country but may serve 
a different government objective.

2. The Dilemmas in Industrial levelcomer.t
23- The particinants recogni; 
on whether to focus r.ev indust: 
a means of import substitution 
markets.
21*. In view of these problems

id t:

■ial 

or '

:at there was tod 
ventures solely 
•hether to focus

ay a significant dilemma 
on the internal market as 
or. the service of exmorn

the Vcrkshc mnasined the need no focus
production and investment clans mrima 
nanicnai market of a country. Pcssib for cc id also de
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e ̂ S12CU °~S b - - so, these possibilities should be
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be used as a basis ■*0 ensure the *■"’*'
sbcxiJLi "bs i based on the n.aticnal marhet cor.siie

31 £ P Q ft of Governments
25. There vas no question that the Government in any developing country 
plays a substantial role in all stages of the industrial investment cycle. 
?cr instance, the Government, through its planning agencies, determines 
priorities, strategies and tactics for the industrialization of the country. 
It slso has major responsibility for national industrial policy and provides 
the policies, incentives, information and sometimes, the bach-uo for the

* 12 ̂  w S *

26. It also enacts legislation, provides she incentives and establishes the 
regulations vhich vculd condition the everyday operation of an industrial 
concern through its regulatory bodies.
27- In certain cases, where publicly-owned industrial enterprises exist, 
the Government may actively participate or influence the management of such 
enterprises.
23. There is a political dimension in industrial development. Tor that 
reason any important change in the political situation in a country may 
have a long-term impact or. direction, momentum and structure of industrial 
development.

U , The Trioartite Svsten in Technical Assistance 
29. The discussion focussed on some of the realities which any technical 
assistance programme, originated through the tarticipatior. of bilateral, 
multilateral. crivate or TJT7 svstem agencies, had to bear in mind.
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30. '-••'here the LIT system is involved. one has oc tei-;e into accent t’**°
particular structure and process created for such technical, assistance
projects, involving the panticipation Qthe lovernrent of* the host country.
'? and the executing agency, vhich for industrial technical assistance

is normally UliuTC.
•31

programme vithim the context of the existence
Planning Figures (“??') vhich ÜITTF utilizes for ev-
allocations to each country being served.
32. One of the first cens1* décations that must /*»■* * .

is the fcllcving: Is the technical assistance pe:

.denti fyi '-.e s— ,
:rcj ects in the
m cf Indicative
,r. ar.cial resource

structured in such a vay as to directly address ohe emblems of industry? 
33. One important finding regarding the role of the tripartite system at 
the stage of trcject incenticn (i.e. , orohlem idertificstion and diagnosis
was that the immediate end-users and beneficiaries of the technical 
assistance project, i.e., the indusrry, often had no opportunity to 
participate or act as sponsor or consulting body, in order tc obtain 
better focussing of the project outputs. (For other findings based o: 
phases I and II of the study, see .Annex 17.)
3l. These findings revealed the weakness of tripartite system vhich ■ 
further compounded by the complexity of the industrial world to vhich 
technical assistance programmes are addressed.
35. In addition, the participation of the Government, in its soverei 
capacity, malt es the vorxir.g of the sysoem a very.” biassed undertaxing

a

since
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vcuuntaril;.•' made available mo it, and even less so UTIIO, who is mresuned
tC in.12C"t t ~ serin cdo sJL "ncv z ?„ns.cdc-’r and *n3is cbs d*,~nd£ansn"3e.'3"'“
restonsibi]-ity for implementing inmernamionally funded technical assistance
r ~ "C'-iC S , C 2J: rake their viewpoints felt effectively since by definition and
mandate, t::ey serve the sovereign state.

5. Identification of ”ain Problems
. m  cn *30 ds^nns bs’Cbsi* wds ~,cir\ic‘3,,jjrs 2nd 1-idnd ci* dscrmdcs^ —ssis'Csjics

that vould be required in the future, the workshop identified seme of the
T̂*cbdi:ms which affected industry in developing countries, taking

accound of
A
the following factors:
different levels of industrial development m̂ong the developing

countries, i*sc*-idi*2 s ddi*f*si*snd ^’cê cstc'*' i

The level of technological competence of the Government of the
:cuntry and even the level of sechnclcgy nrevailins in the

[ technology' through a technical assistance project;
The lack of information on the ioca' capabilities of the host

country, particularly regarding consulting services, ray mean that these 
capabilities are not utilised in the project or even that unfair competition 
is creamed:

1 The lack of an integrated and systematic aptrcach to undsrstardins
I the total :leeds of the industry and its industrial/busisess environment
I may result in a technical assistance project addressed to the solution of
I a partial :problem with limited impact on the industrial sector;
1 fTTV a lack of consultation and substantive information exchange between
1 z o  vçrnir.sr** officers, UT field renreser.tatives and industr" officials and■s 0
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end-users nay rese a serious drawback in the vernini: efficiency cf the 
tripartite system, vice the cerrespending deleterious effect on project 
performance :

The determination of the most suitable national counterpart agen
to act âs intermediary for technical assistance inputs to de trovided r
the Governmeat and by the ITT system, is one cf the key restonsidilities
of the tripartite system.
37. The participants at the workshop identified a set of 30 nain problems 
which are being faced by end-user industry in developing countries. The 
list of problems certainly does not represent a total roster cf problematics 
but rather a Judicious selection of these considered significant enough to 
hinder the industrialisât ion process. The problems were identified within 
the following categories: financial, management. technical and market.
The list cf these treeless are provided in Annex V.

6. Possible Solutions
33. In order to identify possible solutions to the problems faced by 
industry in developing countries, the participants defined that these 
problems needed to be viewed in the context of the interrelationships 
between the entrepreneur and industry, and the surrounding environment.
e ■■ ; •*■?c at i on of the location of these ■j r 0 0lens was race. Tïien 1“

origin i.e., where they are felt and where tde solution was to be
is given in graphic i in Annex V, figure i. The same main list of
problems was then analyzed as perceived by the 
within the context of industrial system. This 
form. ir. Annex V, figure 2.

industrial entrepreneur
analysis is shown ir. graphic
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1 P r. P. S *!

:vs
ibii c: tr.e accve analysis, me *ory,3hc- vent cn to ' 

these nain mctlests on the basis of a value seal® î sî med, °s ôl"
1. critical problems
2. very important problems
3. important problems
1. less important problems 
5• not as important as the above.

lO. The results cf these triorities identificaticn cf the 30 main trcblems 
are included in tabular form in innex V.
1*1. The participants agreed that the governments in developing countries 
had the crincital and leading restonsibilitv to create the atorctriate 
business climate for the development of industry. In this respect, the 
policy measures cf government dealinz vith the establishment

act

ablishment of appropriate
tozether vi.th promotion
.t the most important
idustries. In this con-

text, it is of paramount importance for the government to provide a continuity 
in policy realizing that often the dynamic nature of government administration 
operates on the average of a three-year basis, vhile industry requires 
industrial policy continuity vith durations of IC-year spans in order to 
assure its economic operation. At the second level, the financing system 
of a country had a primary responsibility in nroviding capital needs 
required for industry development.
1*2. The participants of the Worhshop viewed the possible solutions for 
industry development in the context of short-term measures which need to 
aooiv vimhir. the next tvo to three vears. The worhshot did not find it

L J
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possible to address solutions for the medium-term (1C years) and even less 
so for the long-term (2C-5C years). Ir. regards to the short-tern, it vas 
unanimously agreed that the oroblsms related to management vere the nest 
significant, followed by market problems. The technolog:’ problems while 
important vere not as critical as any of the above-mentioned headings. 
u3. In substantiating these conclusions, it is insertant to highlight 
that the workshop identified nine main problems dealins with finance,
1C main troblems dealins with market, five main troblens dealinn with 
management and six dealing with technology.

in terms of priorities, the critical problems were recognized to be 
three dealing with finance, five dealing with market, cr.e dealing with 
management. The analysis of all the problems indicated that the critical 
areas that needs to be looked at, is the field of market vere nine out of 
10 problems are critical or very imoertant. A second level of. ranking is 
management, with four out of the five problems in the critical and very 
important priority. In actual fact, the solutions to the marketing problems 
depended heavily on the solution of the management problems as a con­
sequence of which the Workshop concludes that first attention must be given 
to the solution of the management problems.
5̂- The problems dealing with finance were categorized to be ieoendent on 
the solutions of management, marketing problems as well as the creation 
of the correct business environment through government monetary policy for 
industry promotion. In this regard, three of the nine financial problems 
were considered to be critical.
b6. A significant finding of the Vorkshco vas the fact that the technology 
problems were or. the whole classified as verv imoortar.t but none of them
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ccr.sic.erec. to ce criticâ , Thus as a vhole, technolcsT* per se, vas
!SC.12.*2 smtentlCn. 

v”5 net cessible for »u- -

net reccenized to be a. critical, focus for 
-7. In view cf the shortness of tine, 
to devote sufficient tine to take proposals for the solutions of the 
critical treelens. However, the Vcrkshcc recognized that industrv develon-

tne developing countries, would he totally dependent cn the finding

do. The Vorkshcc concluded that the overriding respon g ' 1 *■*
laid wit'h government legislation and actions related to reneta:
oriented to industry deveiccment in order to enhance profitable
¿ec~o° s e industrial risk for the 1* ’ ~ g T— m ' These r? o v ® rmt e n *
trust assure a continuity of government policy in spite of charges in 
government administrations.
-9■ In the finance area, the problem arising from the nrofit/risk ratio 
and the high investment costs should he addressed by industry and the 
banking consunity to find adequate solutions.
50. In like manner, industry should review the critical market problems 
which arise from poor market intelligence for new market development, on 
the one hand, and inadequate packaging to preserve and crctect the products, 
on the other.
51. Government intervention in respect to pricing of industrial goods is 
considered to be a negative action critically hindering industrial per­
formance. Governments ought to better direct 
ccmtrehensive assistance to local industrv.

their efforts to effective
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52. 'Nevertheless, solutions to the cricical orcolets rested crimarilv 
* *,°-T,.?)-gPwar* HCV°VÇ^ , “SjnS.CSr'Ŝ ** — c — ̂ -r ~ 5C*V° C'*"**"* — ~

also to be better focussed or. real critical industry needs. ""ays and nesns 
Q g  i ' c ’J i i d .  d o  d s v s 2 . c ^  h . c c r r o s d s n c ' S  ^ n d  d c  c i * i s n ~  t h s  s x d s ' t i n z  ^ i f c r d s  

to tore important problems of industry than vculd appear to be the case 
ncv. Unless this is done, the inpact of technical assistance vili not 
change fret vhat it _s oresently.
51*. It is recognized that there is an overall interrelation shit areni all 
these prcblers and solutions, vhich therefore ’-ecuire an approach vhich 
encornasses the whole industry system. Hereby rests the inrense cemolexitv 
of industry development vhich touches upon organization, co-operation and 
appropriate tecuno-econcnic skills to deal with complex scientific, engineering, 
marketing and business considerations to serve the needs of mankind, while 
maintaining a sufficient profit or value added characteristics to make the 
production enterprise competitive with other alternative uses of human, 
material and financial resources.

ll December 1982
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Workshop cn Si r-.i fio ant Issues 
Vienna, 1 - c December 19c2

AC-Z7DA

Tucsdav. 20 Fcvenber Arrival of participants and registration at hotel

Wednesdav. 1 December 
09:00 Assembly - Ambassador Hotel lounge (First Floor)
09:15 Departure to Vienna International Centre (VIC)
10:00 Welcome to participants at the Workshop meeting 

room (L77IDO Headquarters, Building F, 7th Floor, 
Hoorn 0701) end establishment of verting procedures 
by the Co-ordinatcrs

10:20 - 12:00 Information on results of Phases I and II of 
Manufactures Evaluation Study

12:00 - 1U-.30 Lunch hosted by U77IDO and frae time for use of 
VIC facilities (banks, travel, etc.)

1U:30 - 17:30 Presentation of thinkpieces and graphic aids as 
food for thoughts regarding external and internal 
factors affectinc technical assistance orojects

Thurscav, 2 December 
09:00 - 17:00 Brainstorming day

(Breaks for lunch and coffee)

Friday, 3 December 
09:00 - 12:30 First round-up of ideas coning from brainstorming
1U:00 - 17:30 Second round-up of ideas and conclusions coming 

from brainstorming

Saturday, 1* December 
1^:30 - 17:30 Short afternoon meeting to reviev draft 

conclusions of Workshop

Sundav, 5 December 

Mondsv. 6 December

Free day

09:00 - 12:20 Discussion of substantive issues
11:20 - 16:20 Peviev and endorsement of conclusions
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Joint LTI/UPT?/UTIEC Mar.ufacuures Evaluation

1

fTT'̂s "̂nd.'ùS'uTl.s.l. t I.3  ̂ s •*

One of the significant features of i.ndustry is than it needs to
together, for its effective operation, a large number of impvus. serv
people and functions. Their obliges them to handle a myr
component items much larger than any other economic sector. In particular, 
the human participants recuire an understanding of science and technology, 
usually an engineering "background, in addition to the general knowledge and 
skills utilised in other economic sectors. Often these pre-requisites denar, 
specialisation.

The different stages of industry development, resulting from market 
growth, technological innovation or managerial improvement, determine 
different needs for technical assistance.

The management tools required "by a highly diversified corporation are 
different than those required by a family-run business.

The need for technological innovation or information on alternative 
technologies is greater in a dynamic growth industry/' than in a traditional 
industry.

To sell a product in a local market implies a different knowledge of 
market strategies and local conditions than to try to sell the same product 
in the international market. Also the type and quality of the product may 
differ.

As a ccr.secuence, it seems very/ difficult to aim a technical assistance 
orciecu cr oregramme to serve the industry as a whole. It would seem wise
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The t-'-qr.p end-user of any technical assistance project, as onnosed
■«ho is the consumer of the manufactured product 
iger) vhc is running an industrial operation or

to the •ultimate beneficiary
is the entrepreneur ( or man;
is trying to start an indus-

The orme motivation oi tne entreoreneur as t: 
of the industrial coods he sells.

vauue aaneo

pro fit expectation ir 2n *’*nhust'ŵ al ê tê t̂rtse as cc be
than the risk. Industry has to offer risk capital a higher UT!
that obtained from the money market or savings clans.

The entrepreneur wants to decrease the risk by obtaininr guarante
assurances or participation of financial, management or Joint ventures
partners who have a veil es'tabi.ished and reccenined experience.

The industrial system, where the entrepreneurial activities are immersed, 
has a fairly complicated interaction, for example: between governmental
promotional activities and regulations : betveen the market development
actions and the constraints given by the amount of disposable income of the

; institutions to r:ake their money-
that money to the industry; the
for marketing the products and th

burden that the incorporation of alternative marketing channels may pose to 
the profit margin.

These interactions can be further complicated or eased vhen the entre­
preneur seeks help of one kind or another from suppliers, Joint venture 
partners, technical national institutions or international multilateral 
assistance.

-2,6r,sn‘Cs o f i.Tidus’tTi&.l/'businsss vh67*s
the indu strial  a c t i v i t y  is located. These elements establish the pre-

j
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to he carefully taker, into consideration if one expects that it vill have 
any intact in the industrial sectors to vhich it is addressed.

Assuming that a technical assistance project is veil focussed to the 
specific industry needs and that the pre-ccnditicus established by the 
industrial business environment are adequately analysed and look favourable 
to achieve the impact tc be generated by the technical assistance project, 
there still remains the orobien to determine the kind of technical assistance 
to be delivered by the project and the tyoe of orcject design vhich vill 
permit the project outputs to be most effective.

The national development projects summoned by the government to vhich 
ITIDP/UI7II30 provide assistance are based on the provision by the above manias 
of a certain amount of expens, fellovshims, building, equipment, services 
and miscellaneous, vhich through a vorkmlan are expected to produce effective
outputs.

Industrial innovation, 
industrial development, has 
the fcHaving functions :

- an idea man
- a manager
- an entrepreneur
- sponsors
- a gatekeeper

The idea man provides the concept for the nev product, process or venture. 
The manager is resmonsible for the organisation and deliver".' of the results
Q+ 0 oy ° ***'** o ̂ M 7* i. 3 ~Z r. 0 * a_y a 0 S^OHSCTS 2.1*0 *ri0

concepts, vh .ch is another expression for 
recognised the need to have the involvement of
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financing

is the technology overseer of the project, vho provides the inforraticn on

document establishes deadlines for the deliver;/ of outputs.
Cn the other hand, an industrial endeavour from idea to production at 

a level where the expected return on investment begins to be achieved 
generally may take 10-20 years, i.e., 3 years for idea generation and

construction and start-up and 3 years for the optimizine of process and 
obtaining of sufficient market base to generate profits.

In this process, the project dynamically changes by continuous

decisions are made which provide the framework for further action.
An industrial endeavour operates with a strategy and the corresponding 

tactics to achieve its aims. Consequently, it would be expected that a 
technical assistance project would incorporate both strategy and teetical 
elements in its design and implementation.

2C Povencer 19̂ 2

the technological state-of-the-art including ether external

esults of the new idea
A last thought about industrial time-frame a

n total dete:

development, 3 years for planning, engineering and financing, 3 years fo

;e, fundamental

à
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Annex V

[,ia t o r  main problemo shown in  f ig u re  2 by c a te g o ry : f in a n c e , management, techno logy and m arke t w ith  number in  f ig u re  1
und key to  f ig u re  2

Key to

C a tego ry f if i-  2 T i t l e  o f  main prob lem

No. in  P r i o r i t y  

f i g .  1 le v ç l  n

F inance

Management

T e c  lino 1 ogy

F . l

F .2

F 3

F,*»

F . 5
F .6

F. 7 
F .8 

F .9

Mgt. 1 

Mgt. 2 

Mgt. 3 
Mgt . U 

Mgt. 3 

M g t. 6

T.l
T . 2 

T.3 
T . ll 

T . 9
T. 6

Lack o f  in t e r e s t  in  in d u s t r ia l  in ves tm en ts  because o f  (a )  h ig h  r i s k ,  (b ) poor 

in ve s tm e n t r e tu r n  and (c ) o th e r  b e t te r  co s t in ve s tm en t (e .g .  t ra d e  and 

s e rv ic e s )

H igh in t e r e s t  ra te s  on com mercia l lo ans

H igh in t e r e s t  ra te s  on in d u s t r ia l  developm ent lo ans

Lo a n /e q u ity  f in a n c in g  by a t h i r d  p a r ty  (a ls o  banks)

Need to  r e s o r t  to  lo ans  and /o r t h i r d  p a r ty  e q u ity  fo r  expand ing e x is t in g  

in d u s t r ia l  p ro je c ts  because o f  h ig h  r i s k ,  poor in ve s tm en t r e tu r n  o r  b e t te r  

o p p o r tu n ity  coa t a l t e r n a t iv e s ,  e .g . t ra d e  and s e rv ic e s
High p roduc t in v e n to ry  due to  in e f f ic ie n t  m a rke tin g  and s to c k p i l in g  o f  raw 

m a te r ia ls / s p a re  p a r ts  / a ls o  p a r t  o f  Management c a te g o ry /
C o s t ly  p re- in ves tm en t s tu d ie s  re q u ire d  by hanks
H igh s ta r t- u p  co s t (e .g .  management, t r a in in g ,  m ain tenance e tc . )  /a ls o  p a r t  o f  

Management c a te g o ry /
ir rg ir  co s t o f  t r a n s f e r  o f  techno log y from  o u ts id e  s u p p lie r  

F in a nc in g  o f  subco n tra c ts
L e g is la t io n  ( ta x e s ,  wages, d e p re c ia t io n  r a te s ,  s o c ia l w e lfa re ,  p r ic in g ,  

pension  fund s , in su ran ce  e tc . )

Government in te r v e n t io n  (e .g .  p ro te c t io n  o f  in f a n t  in d u s t r ie s ,  m onetary 

p o l ic ie s  conce rn ing  e xp o rt)

Gap between management s k i l l s  and te chno log y  le v e ls  

D i f f i c u l t y  in  managing in  en v ironm en t o f  ra p id  change 

liack o f  in c e n t iv e s  (e .g .  c a re e r deve lopm ent, income)

Management and la b o u r prob lem s agg rava ted  by government in te r v e n t io n  

Inadequa te  d e f in i t io n  o f  r e s p o n s ib i l i t ie s  and a u th o r i t y  

H ra in  and s k i l l  d ra in

R e s t r ic te d  access to  in fo rm a t io n  about techno logy ( p a r t ic u la r ly  new)
L im ite d  c a p a c ity  and means fo r  a c q u is i t io n / n s a im i la t io n  o f  technology.

L im ite d  government c a p a c ity  fo r  techno logy assessment 

Gap between la b o u r s k i l l s  and techno logy req u irem en ts  

Im pact o f  au tom ation  on employment 

Q u a l i t y  s tanda rds ( im p o rta n t fo r  e x p o rt m a rke t)

19

23
It
19

6
21

7
12
22

If)
20

1
?
3

13
I.
9
8
9

17
10
18 
11

a/
b/

2

2

3

1
3

3 o r  *4 

It
9

1

3

2
1 -

1
2
3

See e xp la n a t io n  in  pa rag raph 39 o f  t e x t .
Depends on c u l t u r e ,  s t ru c tu re  and s iz e  o f  f irm .
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Key to

(’a teg o ry  f ig .  2 T i t l e  o f  main prob lem

Mo. in  P r io r i t y  

F ig . 1 le v e l

M a r k e t M k . l Poor m arke t in t e l l ig e n c e  (e .g . on d is p o sa l income, p r ic in g  consumer need and 2.U 2

Mk.2

e f f e c t iv e  demand)

M a rke t system r e s t r ic t e d  and c o s t ly .  R e s t r ic t iv e n e s s  o f  e s ta b lis h e d  

m a rke tin g  system (e .g .  e xcess ive  in te rm e d ia te  c o s ts ) 25 2 - 3

Mk.3 Inadequa te  m arke t in f r a s t r u c t u r e ?(> 3

Mk . I t Inadequa te  packag ing (e .g .  h ig h  c o a t,  poor s to ra g e ) 27 1

Mk.5 Low q u a l i t y - 1

Hk.6 Government in te r v e n t io n  in  p r ic in g  (e .g . p ro v is io n  o f  in c e n t iv e s ) 2 1

Mk .7 Poor m arke t in t e l l ig e n c e  (e .g .  on economies o f  s c a le ) 30 -

Mk .8 Lack o f  in c e n t iv e s - 1

Mk. 9 R e s t r ic t iv e  tra d e  p ra c t ic e s ,  m a in ly  w ith  reg a rd  to  deve loped c o u n tr ie s 29 ?

Mk. 10 Lack o f  long- te rm  m a rke tin g  agreements 28 3

i

c/ P r i o r i t y  2 f o r  com m ercia l and p r i o r i t y  3 fo r  in d u s t r ia l  m a rke ts .
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Findings cf Phases I and II cf the evaluation study

The findings of phases I and II of the desk revievs and field evalu­
ation of technical assistance projects seen to indicate certain important 
veaknesses in the system vhich have affected the achievement of planned 
objectives. Some of the study findings are:

(a) During the problem identification and planning stage of a 
technical assistance project, the Government has a preponderant role in 
keeping with 2ts sovereignity. This circumstance sometimes prevents the 
tvo other participants (UNDP and executing agency) from contributing im­
portant empirical and technical inputs at this critical stage.
As a coRseauer.ce it say be possible that certain projects do net 

rperience v:
of clear definition of authority, responsibility *

*  r

As a consequence, some projects suffered from poor management and lack of 
quality control;

(c) Often the need to harmonise the vievs of the three parties in- 
volved tended to produce a lover common denominator vith respect to the 
rigour and clarity of design;

■on experience vith oiuila;
There is a lack of clear
.tability among the three '
nreserve freedom cf actio

(à) Frequent changes tn tripartite staff at all .evels adverseuv
affected the understanding of project objectives and the strategy and also 
affected the supervision of some projects vith corresponding poor results.
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STTPPI^SNTjrO 32C0KI-2ZNDATI0N NC. 2

A proposal to reorient industrial research to solve acre substantial 
IndustriaI-?robIemI which eithir a?Iect an intiri Industrial 
sector or have far-reaching impact at the national levil

1. The local UNDP office (or a UNIDO mission) cay co-operate vith 
the proper local government agency (Ministry of Industry', Ministry of 
Development, Industrial Development Corporation, Ministry of Natural 
Resources, etc.)» is trying to identify a small group of important 
problems at a national level that vill meet the following criteria:

(a) That the problem be amenable to solution through the development 
of a suitable technological system possibly requiring a multidisciplinary 
approach (e.g., the development of self-sufficient solar energy system to 
supply reliable e n e r g y  for communication cr similar needs in remotely 
located villages: the development of alternative sources of energy for
an oil-poor country; the development of a rapid transit s y s t e m  for a 
rapid-growth community when normal systems cay not be applicable).

(b) That the development of the technological system be predicated - 
on locally available industrial technology and utilize industrial products 
(fuels, electronic devices, transport modules etc.), which can be obtained 
in the country, largely through local production.

2. Eaving identified one or more such problems a systematic, 
multidisciplinary approach to their solution could be instituted at the 
national level. This would require the establishment of a national 
programme of industrial research financially supported by the Ocvernment.

3. This approach might be used, for example, in the case of an 
oil-poor country with the need to develop e n e r g y  alternatives for oil 
substitution. Depending on the national resources alternatives and 
end-user, research activities could be undertaken in the use of methanol- 
gasoline blends for vehicles, in coal liquefaction to generate liquid 
fractions equivalent to gasoline and diesel oil and/or the utilization
of forest residues to produce fuel-briquettes.
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4. Research would also have to be conducted in fuel performance in 
vehicles, meter design ¡codification or adoption, systems to gather and 
transport forest residues, systems to dispose of solid residues from 
the coal liquefaction plant etc. This multidisciplinary approach would 
require the services of university laboratories, local consultant- etc.
It might also be necessary to reinforce national capabilities eithe by 
subcontracting or by bringing in international experts and specialized 
machinery for tasks and pilot plant runs.

5. Although the Government would oe responsible for financial 
support of a national industrial research programme, United Nations 
assistance to the Government would be appropriate at different levels:

(a) At the stage of problec identification and diagnosis;
(b) At the level of desisting the national industrial research 

programme including establishment of research objectives and methods, 
organization and management monitoring systems etc.

6. The United Nations could also provide experts, equipment, 
subcontract services etc., not available in the country. United Nations 
assistance could be concentrated on only one problem identified at the 
national level, or on several.

7. The end-product of this proposed research programme would be a 
recommendation on the technology most adequate to solve a given problem 
together with a feasibility study on how to integrate the recommended 
technology with the local manufacture of industrial products (synthetic 
fuel blends, domestic appliances to use the synthetic fuel, equipment 
for collecting and processing forest residue etc.).

6. The purpose of this approach is to use a research and development 
approach to solve a national problem through the use of local resources 
and the development of local capabilities.

J
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COMMENTARY ON JOINT INSPECTION UNIT 
OTHER RELEVANT STUDIES EVALUATION ON SRI LANKA AND

__Evaluation of technical co-operation activities
of the United Nations system in Sri Lanka" (JIU/REP/79/16)

In commenting on the approach and methodology used, the JIU 
inspectors noted that an analysis of the broader impact was constrained 
by a number of factors, among them: (a) many projecta do not yet focus
on results, measure progress, or establish a relationship to higher-level 
development objectives or sectoral priorities: and (b) considerable gaps 
still exist in project documentation and design (para. 15). Deficiencies 
in project design and management were found across-the-board in the Sri 
Lanka evaluation (paras. 44-46 and 72) involving both UNDP and agency- 
funded projects and a large number of executing agencies, including 
UNIDO. These deficiencies were noted in both the preliminary and in- 
'depth "manufactures" evaluations.

In the Sri Lanka exercise, the assessments indicated that in about 
70 per cent of the cases the projects produced their expected outputs, 
that these outputs generally contributed to desired results, and that 
the immediate objectives of the project were achieved very well or 
moderately (or were being achieved for all projects still active)
(para. 66). Regarding impact, the assessment of project contribution to 
higher-level objectives "...was even more uncertain...the project's 
contribution to broader objectives appeared to be fairly evenly 
distributed along the spectrum from very good to not at all, with a 
fair number of cases in which the contribution had to be considered 
indeterminate." (para. 67). Those results are consistent with the 
findings discussed in sections 3 -and C above.

Finally, in discussing "reviews and evaluations" the inspectors 
expressed concern (para. 145) "...that tripartite reviews too often 
become bogged down in operational detail, and that the poor design of 
many projects makes it difficult to assess progress," which is being 
confirmed by this study.
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CC5Q Report on Evaluation 
3valuatfcn,( ACC/198Q/OPPG/2), 12 February 198C

At the request of the joint secretariats of the CCSQ sub-cornaittee 
on Operational Activities and Programme Matters, a paper was prepared *
summarizing the critical problems, reported by United Nations organizations 
and cited in evaluation reports, impeding effective use of evaluation *
in the United Nations system. Among the contributing factors suggested 
were an uneven application of existing evaluation policies and methodologies 
and absence of technical pre-conditions including the following shortcomings 
(para. 16):

- vague descriptions of problems being addressed, objectives, 
outputs and work programmes;

- confusion of means with ends and the absence of clear statements 
of causative linkages;

- failure to take adequately into account external factors 
(critical assumptions);

- absence of baseline data; inability to determine the "before" of 
the project/programme status in order to make a comparison with 
the "after" status at the time of evaluation;

- absence of progress and end-of-project status indicators;
- lack of performance-related targets and reporting thereon; and
- incomplete or qualitatively inadequate documentation
Others, germane here, included (a) resistance to change - the

"human factor", (b) insufficient clarity on roles and responsibility for 
evaluation (and, presumably, quality), (c) non-compliance with existing 
policies and procedures and absence of incentives, and (d) failure to 
integrate evaluation into the total project management cycle.

«
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Theaatic Evaluation Studies

Evaluation: Joint UNDP/UNIDO evaluation of
in du strial research arid service in s t itu te s ,

(ID/3/C.2/86/Add. l). ?1 November 1Q71?

i  Similar d e ficie n cie s  in the project cycle and management system

have been disclosed in almost every one of the jo in t  UNDP/Agency 

thematic exercises conducted to date. The most recent exercise  

involving UNIDO concerned an evaluation of indu strial research and 

service in s t i t u t e s  (IRSIs). The inventory of 110 projects represented 

a to ta l  UNDP contribution of nearly $55 m illion. The summary of the 

jo in t  UNDP/UNIDO assessments i s  worth paraphrasing (paras. 4-8) here.

-  In terms of e f f i c ie n c y , i . e . ,  the q u ality  and timeliness of 

the inputs supplied, neither the desk nor the f ie ld  reviews 

revealed any problems of s ig n ific a n t  magnitude;

-  Assessing the effectiven ess of assistance was more d i f f i c u l t  

and required a judgement concerning the IRSI i t s e l f .  UNDP 

and UNIDO have had l i t t l e  success in influencing governments 

(a) regarding the type of IRSI to create or strengthen, i t s  

sectoral coverage and po licy  ob jectives, or the functional  

a c t i v i t i e s  or services i t  should o ffer, or (b) the development 

of stra te g ies and plans for in s t itu tio n a l  growth, s t a f f  

development and expansion o f  services.

-  Among the more serious problems, present in one form or 

another in most of the projects assessed involved in 

providing technical co-operation to IRSIs, were:

* -  fa ilu r e ,  or lack of opportunity to work with and advise

competent authorities on the establishment of an IRSI, 

i  po licy  objectives and stra te g ie s ,  and on actual or

potential demand for services -  before a request for  

assistance i s  set in concrete;
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uncertainty, partly as a consequence of the above, as to the 
impact the successful completion of a project i3 expected to 
have on a higher-level objective or industrial problem;

- insufficient clarity in project design and documentation
with respect to: the institution-building function of a
project; distinguishing the project objectives from those 
of the IRSI; specifying the intended results of project 
activity;- and providing baseline data and verifiable 
indicators of progress, completion and success;

- poor /causal/ relationship between work programmes and 
budgets on one hand, and the expected results of a project 
on the other;

- lack of effective programmes for staff and career development, 
such as on-the-job training, practical experience in industry, 
and staff exchanges with other IRSIs; and

- absence of reporting on impediments to the obtaining of 
expected results (outputs).

On the other hand, technical co-operation assistance to IRSIs has 
generally been responsible for:

- Strengthening the IRSIs
- Providing laboratories and experimental or pilot plants
- Providing staff training
- Introducing highly relevant research and related functional

activities




