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INTRODUCTION

1. The Committee for Programme and Co-ordinatica (CPC), at ‘*s twentieth
session in 1980, reviewed the £indings of an in-depth evaluation study

of the manufactures progrsmme of the United Nations (Z/AC.51/198G/2)
including a preliminary analysis of the technical co-cperation activities
of the United Nations Industrial Develovment Orzanization (UNIDO) financed
by the United Nations Development Programme (UNDP) (Z/AC.51/1980/2/Add.1)
which it had requested at its nineteenth session. It expressed concera
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-cveration activities of UNIDO in the field of manufactures

be carried out in keeving with paragraph 62 of the repvort om its

twentieth sessicn 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 [ts operational field activities and a significant
proportion of its research studies and other special and supportiag
activities are related, directly or indirectly, to manufactures. I%

vas necessary, therefore, to provide a functional definition which would
vermit development of an aporopriate structure for the evaluation study.
This was done by selecting a sufficiently comprenensive range of nrojects
illustrative of UNIDO's tecanical co-overation activities in manufactures,
“hich would benefit from the intensive and in-depth evalus .on contemplated,
and for which a representative sample of UNDP-financed and UNIDO-executed
projects c¢ould be developed.

3. The primary purpose of the follov-up in-depth evaluation was to
izprove the relevance, design, implementation, effectiveness and impact

of on-going and future projects ia this and similar areas. In attempting
<0 assess effectiveness and impact of the projects included in the
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sample, the evaluation co-ordinators believed that it was necessary <o
place the results in perspective by also reviewing the performance of

the tripartite droject system and the unique requirements of the industrial
sector.

4. The study was carried out in three phases, that is, phase I: a desk

review of a wide range of selected pvrojects in the field of manufactures;

ohase II: in-country studies of projects in a geograpvnically representative
number ¢f countries; and vhase IIZ: synthesis of findings and reporting

of results. A special effort was made %o effectively involve field

starf? and country nationals who, as end-users, would be acguainted with

the changes that vere expected from and nad actually resulted from

oroject activities.

S. Chapter I of the report contains an assessment of the affectiveness

and izmpact of a sample of manufactures projects drawn from an ini%ial

inventory of 906 and compares the findings of this rezort with those of

the preliminary survey presented to CP€ ia 1380 and with other pertinent

studies. In chapter II, the repor: explores s 3eries of intermal 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 cconclusions, 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,

IT - list 14 completed and on zoing projects sxamined at the country

level, IIT workshop om significant issues held in Vienna, 1 - 6 December 182,

iV - supplement to recommendation no. 2, V - interim revort to CPC(Z/AC.51/1982/6)
VI - preliminary analysis of the technical co-operation activities of '
United Nations Industrial Organization {Z/AC.51/1980/2/Add.l) and




VII. - related evaluation revorts and commentarv.
6. The co-ordinators wish to note their awareness that this revort Is

being completed at a very critical time. The current vorld-wide recession
has sharpened the debate on the effectiveness of development assistance
wvhile rescurces 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 reszructﬁre its policies,
organization and humanp resources to cCarry out its heavy responsibilities
in the field of industrial development.

7. The events which gave rise to this study, in addition to these
circumstances, made mandatory a rigour and thoroughness not often attempted
iz previous evaluations. The co-ordinators are alsc 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 rescurces, 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 drawv on their own experience in
development assistance and their pe.ceptions of the most pressing issues
and on that of the national consultants and other techmnical staf?.




I. AN ASSESSMENT OF ACHIZVEMENTS OF MANUFACTURES FROJECTS

A.  BACKGROUND

3. In the preliminary analysis of UNIDO technical co-operation
activities carried cut in 1980 a sample of projects was rsviewed Jor
the purpose of assessing (a) the extent to which each project achieved
the immediate and ul%imate goals set out in the project document and
(o) when possible the impact made by the completed project in the
industrial sector of the country. This report is contained in anrpex VI
belov.

9. As a consequence of its review of this survey, the Committee Zor
Programme and Co-ordination, at its twentieth session, requested an
intensive follow-up study of greater depth (A/35/38). This report
describes the recults of that study. The terms of reference for this
exercise required an assessment of:

- The effactiveness 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 ey findings from the preliminary study of
1980 and the in-depth follow-up study described in this report iadicates

a substantial disparity, particularly regarding impact:




Tabie 1. Comparison of key findiangs of 1980 preliminary
analysis and 1980-1983 follow-up study

Parameter Darcentage of urolects rated "as vlanned or higher"
Preliminary Follow-up study
analysis - 1980 1980 - 1983 a/

Effectiveness 54 5T (37)

Impact A 43 (s50)

Jote. 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 14
large-scale projects.

A more complete compariscn of the findings of the two studies is found

ia section B of this chapter.

11. An additional feature of the study is that it was cornducted by

three evaluation co-ousdinators, one each from the United Natisns, UNDP
and UNIDO who were given, for the duration of the study, complete
independence which permitted them to reach conclusions and forzulate
recommendations without supervision or intervention from their regular
organizations once the terms of reference had been agreed upon. The

team was assisted by a semior vrincipal comsultant from the industrial
sector of a developing country. In the field studies, in eech countrvy,
there were two highly quaiified national consultants knowledgeable in

the subsector of the project under review bringing the total to lb4 national
consultants. The Senior Industrial Development Field Adviser (SIDFA) or
equivalent alsc participated.

12. This study reconfirms, 3ad adds further dimension and clarity to the
findings produced bty numerous studies of United Nations technical
¢o-overation projects conducted over the years by the United Nations, UNDP
and UNIDO.
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13. The methodology used to do these assessments was explained in the
interim report to CPC (E/AC.51/1982/6, see arnex V, below). 3efors
opresenting and summarizing the results of this study, however, it is
useful to note the folliowing features:

(a) The study design vrovided for a series of Zive prolect groups,
viz, the selected study iaventory, the first sample and subsequent
subsamples (hereafter called levels), of progressively decreasing size
with each group subjected to a systematic process of informaticn
ccllection and analysis of progressively increasing inteasity and deptia.
The size and composition of the five levels are shown in table 2. The
study design also provided for a series of cross-project analiyses 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 maximum representativeness of project population samples at the lowest
possible cost.

(b) The five leveis of the study were:

- First - a total inventory of 306 projects within the
manufactures area including UNNDP-funded large-scale and small-scale,
Special Industrial Services (SIS) and non-UNDP-funded projects.

- Second - a sample of 317 projects (387 large-scale, 16k SIS

and 66 small-scale) selected from the inventory for a reconnaissance

review. Abbreviated data sheets hased solely on data in the official
registry files were prepared and a cross-project analysis (CPA I) was
zonducted.

- Third -~ a subsample of 49 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.




- Fourth - a further subsample of 14 large-scale Indicative
Plannirg Figure (IPT) projects was selected from the third level, using
vredetermined criteria, and detailed written profiles and assessments
Were prepared as a basis for the in-country studies. In addition, 35
small seale IPF and SIS projects were also included, selected from the

230 included in the second level, and abbtreviated profileas were prepared.

"y

- ifth - additional data was collected on s..te for the same
projects included in the sample just above and new assessments wers
orepared by an in-country team., The results were compared with the Zourth
level and CPAs III and IV were prepared and compared with CPAS I and II.
(¢) The follow-up study used a favour-to-disfavour scale with five
reference points as Zollows: ¥/
Cutstanding
More than planned
As planned

Less than planned

N w & N

..‘

None or marginal

0 Cannot determine
14, To the extent this study nas unique qualities, as compared with other
evaluation studies done by the United Nations, UNDP and UNIDO, they are
to be Zound ia the size eand scope of the study, the focus on effectiveness
ard 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 ccllection and amalysis.

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,
1l - poor, 2 - adequate and 3 - excellent.




Table 2,

(In millions of United States dollars)

Breakdown of total UNIDO menufactures projects funded by
UNDP by type, level of funding and level of treatment

Large-scaie proJects Small- SIS projects Total Value in
[ Total scale small- millions
Between number and scale of United
Above $150,000 - | of non SIS Above Below and SIS Grand States
$400,000 $399,000 projects| projects | $10,000] $10,000 projects total dollars —
Total UNIDO
portfolio a/ 330 200 530 L ,500 .2,000 6,500 7,030 $610
"Menufactures"
element in
portfolio, a/
of which: 210 128 334 2,900 1,300 L ,200 4,538 $koo
Level No. 1 a/
(inventory) ST 30 87 5€9 — 16k 86 819 906 $100
Level No. 2 b
{(Reconnaissance) —~ ST 30 87 66 164 l30 317 $ 82
Level No. 3 ho - Lo ho $ 66
(Large-scale desk
reviews)
Levels Nos. 4 and S 13 1 14 12 23 35 k9 $ 21
(Profile/field)
Value of total UNIDO
portfolio in Unitead
States dollars a/ $h1o0 $60 $u70 $100 $uo $1ko $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 16.4 per cent of UNIDGC's total portfolio of large-scale

pro)ects, 3.5 per cent of the total small-scale and SIS and 13 per cent of the grand total in value.




3, EFFECTIVENESS AND IMPACT

1. FPROJECT FINDINGS

15. The average ratings for effectiveness (in achieving the project's

immediate objective) for the several sample levels of large-scale =rojects

vere:
Second level | Third level |  Fourth level | Field study!
Level (3 = 87) (= 49) | (3 =14 | (¥ =1
i !
Average rating 1.8 3.2 | 3.3 | 2.6 %
Number of zero i
ratings in level 25 3 2 | 0

Note. Rating of zero = "cannot determine”; ¥ = total number cf projects in group.
+ should be noted when interpreting the averages In this and subsequent %tables that a
three-voint rating scale was used at the second level vhereas g Zive-point scale was
used at tue taird to fifth levelis.

16. The average ratings for impact (the project’'s coniribution to the develooment

objective) for the same groups are presentec lere to permit easy comparison.

Level Second level Third lavel Fourth level Field study
(¥ = 87) (N = L9) (¥ = 14) (n = 14)
Average rating 1.9 3.3 3.2 2.2

Yumber of zero
ratings in level 7 8 5 2

(a) Zffectiveness

17. Tables 3 to 5 below display ratings given at the third, fourth and
£i2th 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).
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Table 2. Effectiveness of large-scale IPF projects - distribution of ratings and averages
Effectiveness Rating Second ievel Third level Fourth level Field study
paraneter scale (N = 87) (N = 49) (N = 1k) (N = 1k)
No. p 4 No. b 4 No. % No. %
1. Progress in 5 Not included 2/ 0 0 0
producing 4 16 32.7 b 28.6 2 4.3
outputs 3 12 2h.5 5 35.7 T 50.0
2 13 26.5 2 14.3 3 21.4
1 3 6.1 0 2 14,3
o 5 10.2 3 21.4 0
Average b/ 2.9 3.2 2.7
_ - H
2. Achievement B 0 1 T.1 0 ¢
of project 19 38.8 3 21.) 2 14.3 *
objective 3 5 5.7 19 38.8 6 h2.9 6 k2.9
(effective- 2 35 ho.2 7 14.3 2 14.3 h 28.6
ness) 1l 22 25.3 1 2.0 0 2 14.3
0 25 28.7 3 6.1 2 1k4.3 0
Average 1.8 3.2 3.3 2.6
3. Extent to 5 Not included a/ 1 2.0 1 7.1 3 21.k
which 2, can h 12 24,5 2 14.3 0
be attributed 3 16 32.7 4 28.6 8 57.1
to 1, 2 h 8.2 2 14.3 2 14.3
1 i 3 6.1 1 1.1 1 T.1
o 13 26.5 L 28.6 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 4. Effectiveness of small--scale IPF projects - dietribution of ratings and averages |

Effectiveness Rating Second level Third level Fourth level Field study
parameter scale (N = 66) (N= 9) (N = 12) (N = 12)
No. b4 No, No, E_ No. 1
. . b
1. Progress in 9 Not included a/ Not included b/ 2 16.7 i g'g
producing Y 2 16.7 5 hl‘
outputs 3 3 25.0 1 -1
2 1 8.3 33.3
(¢]
1 0 8
0 4 33.3 1 -3
]
Average 3.6 2.9 H
- —_— —
2. Achievement b/ 1 8.3 0 .
of project E Not included 1 8.3 2 16.7
objective 3 9 13.6 b 33.3 5 h1.7
(effective- 2 28 k2.4 3 25.0 H 33.3
nese) 1 5 7.6 1 8.3 0
0 2 36.4 2 16.7 1 8.3
Average 2.1 2.8 2.8
a b a a/
3. Extent to 5 Not included ‘j Not included '! Not included e/ Not included —
which 2. can b
be attributed 3
to 1. 2
1
0 DU - —— -—
Average

a/ Variables not rated at this level.

b/ Third level contained only large-scale projects.



Table 5. Effectiveneas of SIS projects - distribution of ratings and averuges
AE}fectivenega Rating Second level Third level Fourth level Field study
parameter acale (N =164 (N=0) _'(N = 23) ,(“ = 23) o
No. % No. p No. % No. %
. a/ b/
1. Progress in S Not included ~ Not included ~ 0 0
producing b 9 39.1 3 13.0
2 2 8.7 2 8.7
1 0 1 L.3
0 6 26.1 2 8.7
Average 3.4 3.0
2. Achievement E Not included b/ 1 h.3 0
of project _ 5 21.7 2 8.7
objective 3 3o 22.0 5 21.7 15 65.2
(effective- 2 13 hly .5 N 17.h 2 8.7
ness) 1 20 12.2 0 2 6.7
0 35 21.3 8 3.8 2 8.7
Average 1.8 3.2 2.6
3. Extent to 5 Not included a/ Not included b/ Not included Not included
vhich 2. can ]
be attributed 3
to 1. 2
1
0
Average

a/ variables not rated at this level.

b/ Third level contained only large-scale projects.

-ET-




18.

- 13 -

concerned with effectiveness.

Table 6 below, shows the percentages of large-scale vprojects which

vere rated "as planned" or higher for the three parameters which are

Table §. Percentage of large-scale projects rated "as planned” or higher
Second level ! Third lovel | Fourth level | Fifth level
EZfectivencss parameter (N = 87) (8 = 49) (N = 1k4) (N = 1k)
(1) Progress in producing Not o/ '
outputs included 5T (é4) bu  (82) o4 (6k)
(2) Achievement of project i
objective (effectiveness) be  (Th) 77 (83) TL (83) 5T (ST}
(3) Extent to which (2) can be | No* a/
attributed to (1) included = 59 (81) so (70) 79 (79)

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

a/ Veriable was not rated at this level.

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 dispiayed in paragraph 16 above.

Second level

Third level

Fourth level

Field study

1
Level (N=87) | (¥sb9) (N = 14) (F=1b) |
Average rating 1.9 3.3 3.2 2.k E
—

Number of zero ratings in level 77 8 5 2

20.

Tables 7 = 9 display ratings given at the second, third, fourth

and £ifth levels for parsmeters concerned with impact: i.e., (1) user

utilization of results (outputs), (2) impact and (3) significance.




Table 7.

Impact of large-acale IPF

projects - diatributjon of ratings and averages

a/ Variables not rated at thii le

(mpact Rating Second level Third level Fourth level Field study
parameter scale (N = 87) (N = 49) (N = 14) (N = 14)
No. No. £ No. % No. ]
1. User 5 Not included a/ % 1E'3 ; 32'% i 1;‘3
- utilization 4 19 38.8 3 21.4 l 288
of results 3
outputs 2 2 k.1 0 2 1h.3
: 8 16 .3 5 35.7 0
Averag: 2.8 3.8 2.1
2. 3 6.1 1 T.1 0
Tmpact g 16 32.7 1 71 2 14.3
3 1 1.1 12 2k,5 6 k2.9 L 28,6
2 7 8.0 9 18.4 1 T.1 3 21.h
1 2 2.3 1 2.0 0 3 21.h
1] T7 88.s 8 16.3 5 35.7 2 1.3
Average 1.9 3.3 3.2 2.4
3. Significance 5 Not included &/ 6 12,2 0 0
h 23 46.9 5 35.7 5 35.7
3 1h 28.6 4 28.6 " 28.6
2 1 2.0 1 7.1 0
1 0 0 3 21.4
0 5 10.2 3 ak | 1T
Average 3.9 3.4 2.1




Table 8.

Impact of small-acale IPF projects - diatribwtion of ratings and averages

Impact Rating 8ecbnd lev . Third level Fourth level Field atudy
parameter acale (R = 66) (N= 0) (N = 12) (N =12)
No. 3 No. 4 No. ] No. ]
~ af ~ o ) ol NO-. A
1. User 5 Not included Not included 0 0 p
utilization ] 0 2 ;03)
of results 3 1 8.3 3 25.0
(outputs) 2 0 8
1 0 1 03
0 11 91.7 0
Average 3.0 2.8
2. Impact E Not includea 2/ 0 0
2 16.7 1 8.3
3 0 1 8.3 3 25.0
1. 2 .5 7.6 | 8.3 2 16.7
1 Y 6.1 2 16.7 3 25.0
0 57 86.4 6 50.0 3 25.0
Average 1.6 2.5 2.2
3. Bignificance 5 Not includea® Not included 2/ 0 0
y 2 16.7 2 16.7
3 1 8.3 b 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.

[

A




Table 9.

Impact of SIS projects -~ distribution of ratings and averages

u/ Variables not rated at this level.

b/ Third level contained only large-scale projects.

~I t Rating Second lgvel Third level Fourth level Field study
p:z'mn:\et.er scale (v =106W (N =0) (N = ?3) . (N:—._?_3) L
No. % No., % No. % No. 3
T a T Y T
1. User S Not included — Not included 0 1 %.3
utilization h 3 1.3-0 1 hl‘.g
of results 3 (1) 3 12 3;
t .
(outputs) i 0 L v
0 19 82.7 6 26.2
Average 3.8 2.7
7 -
2. Tupact Not included 0 0
E " € N 17.4 L T4
3 . 2.4 5 21.7 5 21.7
2 7 k.3 2 8.7 2 8.7
1 7 h.3 0 o
] 1k6 89.0 12 52.2 12 52,2
Average 1.6 3.2 2.3
3. s8ignificance 5 Not included a/ Not includedtl/ 1 4.3 0
h 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 (i 30.4
Average 3.3 2.h

-

1




21. 3efore analysing these results, it is useful to note scme additional
information about the characteristics and methodology of this CPC-mandated
intensive follow-up study and the extent to which the results are
quali®ied on the basis of the data available to the co-ordinators and

the constraints imposed by the time and resources limitatioms.

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

(p) Because of the CPC mandate and the desire of the participating
organizations for a thorough study of the results of technical co-operaticn
projects and their use, 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 since 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 study amounted to approximately 13 per cent of UNIDO's total
portfolio in value;

(¢) More than two thirds of the ratings in phase I are for on-going
projects and comsequently are predictive since effectiveness and impact
cannot norzally be fully determined until after project completion. On
the other hand, the distributiom 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
rom the original inventory, reflect the assessments of the project staf?f,
backstopping officers and Resident Representatives as they appearec 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 prolects (L9), and reflected %he
asgessments made by the evaluators in this exercise;

(e) tatements of objectives were clarified to some extent at the
fourth level, when preparing p.oject 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 it
(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 %0 be produced and its intended use. Zffectiveness 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. CSeven countries were chosen on the basis of

. . . . . 2
project criteria assuring adequata geographical representation. 2/

(¢) 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

Second level | Third level | Fourth level] Pield study

Parameter (N = 87T) (¥ = L9) (N = 2b) (N = 1b)
(1) User utilizatiom of
results (outputs) - 55 (66) 64 {1920) 50 {50)
(2) Impact 9 (80) 63 (76) 5T (89) | 3 (50)
| (3) Significance - , 88 (97.7) 68 (82) | 6v (69) |

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 tandency
to state anticipated project accomplishment in ays which will increase
the prospects for prolect aporoval 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 develotment objective (impact). Most achievement reporting durisg
implementation necessarily is a projection of what might occur afiter
financial termination; many project staff are hopeful and optimistic
about the future prospects of the project in vhich 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 =ffects of

the project’s external environment emerged more clearly.

24k, 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 composition 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 gqualifications
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poted above and must accordingly ve reduced. This reduction and the
methodological precautions taken (e.g., comparisons bvetveen the
cross-project analyses, verification-type interviews and observations
during the in-country studies) also give a high level of confidence
that the in-country ratings are indeed representative of the total
project inveatory.

25. A related guestion is the extent to which the existing management
reporting and information system is able to support substantive
management functions such as policy formulation, programme planning,

resource allocation and project design and evaluation.

2. COMPARISON WITH PRELIMINARY MANUFACTURERS STUDY

26. The preliminary evaluation conducted by the United Jations involved
a sample of only 160 projects (size and type vere not identified), which
depended largely cn data found in the UNDP headquarters files

and the use of a gquestionnairs on effectiveness and impact addressed

£0 incumbent Resident Representatives. (See paragravhs 9 and 10 of

annex VI below.) The validity of the results wvas 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 c? selected results from the
1980 and present studies

Preliminary In-depth follow-up study
study 1980 1980 - 1983
Third level Fifth level
Responses %0 (large~scale large-scale
questionnaires a/ , ounly) b/ only
(¥ = 180) (¥ = u9) = (N = 1b) ¢/
A 4 Z
Effectiveness
- Successful achievement
of project immediate
objective 54 83 5T
- Projects that did not
achieve all their
immediate objectives 46 17 43
Impact
) -. Projects that successfully
successfully achieved
the long-range
obJectives 31 76 50
- Projects unable to
achieve 69 2k 50

a/ As noted earlier, all respounses were provided by various offices of
the Resident Representatives.

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

g/ Column 3, based on the in-country studies is considered more accurate
than the date in column 2.
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27. In addition, the assessments were summarized in <he preliminary
raport as follows:

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

(o) Some projects 3/ did produce positive resulis, suck as an
increase in outputs of goods and services, improvements in standards and
quality, and follow-up investment activities in the sector concersed;

(¢) Many other projects El were not completed satisfactorily in
+he sense that the immediate or ultimate objectives were not acaieved,
28. A comparison between columns 1 and 2 in table 11 which nas the least
dissimilar methodology to that of the preliminary study (column 1), shows
that the ratings of column 1 are not reliable. On the other hangd,
columm 3 which is considered to have the most valid ratings of the study
indicates by chance that the results on effectiveness are quite similar
while those on impact are significantly differemt. The co-ordinators
caution that comparisons bHetween 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 those given in
column 3. Any conclusions drawn from the preliminary study needs to
be reconsidered taking into account the extermal project factors and

the results of column 3.
3. OTHER RESULTS

29. As explained in:the detailed decceription of the methodolcogy, in
addition to rating ti1e sample projects in terms of effectiveness and
impact, information &ollecticn also provided the means, by using an
automated data procnssing programme, to array the data in various
forms in an attenmpt io 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 vrintouts 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, i? 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
vrimary 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 iz 57 per ceant of
the projects. Other key participants were UNIDC headquarters (22.43),
UNIDO expert on duty (28.6%) and the Resident Representatives' office
(28.6%). Design missions were infrequently used (14,3%) as was preparatory
assistance (L%).

31. At the third level of 49 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 vroject 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 asking the kiads of questions which could
be expected in an exacting review and aprroval 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 49 large-scale projects
Project Project Outputs/ Internal Outputs to
Rating scale objective hypothesisgl results Inputs Wcrkplan Logic b/ Qbjectives
Outstanding (5))] 2 b 3 6.1] 2 h.1
_ Good (b) 12  24.5] & 8.2 8 16.3] 26 53.1] 9 8.4 | 2 .1 6 12.2
Adequate (3)] 18 36.7] 1b 28.6 1€ 32.6) 17 34.71 16 32.6 |18 36.7 16 32.6
Poor (2) 1 14 28.6] 18 36.7 11 22.4 3 6.1] 16 32.6 |17 34,7 17 3h.7
Marginal (1)t 3 6.1 8 16.3 8 16.3 N 8.21 8 16.3 L 8.2
éa;n;t iiiiii -
determine (0) 5 10.2 6 12.2 2 bl | b 8.2 6 12.2
k9 100 kg 100 k9 100 h9 100 h9 100 ko 100 h9 100
- Average
(Including
5232?3? 2.9 2.1 2.2 3.6 2.7 2. 2,2
(Excluding
fatea 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.

-
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32, With the exception of inputs, which received an average rating of
3.6 (moze than adequa%e), the average ratings for all other design
elements were less than adequate (varying from 2.9 %o 2.3), and %he
results would have been lcrer if zero had beem included as shown in <able 12
above. Of the 49 large-scale projects included in the third level

(e ross-project analysis II), 34.7 per cent had siatemenis of project
ouszut } with similar low ratings. 2Ratings of project hypotkesis,
internal logic and the sufficiency of outputs to achieve the project
objective(s) received ratings of poor and marsinal 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 amalysis, project documents were examimed
in an atiteapt to determine the clarity and explicitmess of fouxr basic
project design elements which are comsidered important in the evaluation
of impact. These elewents were the statements of development objective,
the development hypotbesis (i.e., the yredicted causal linkage between
the project (immediate) objective and the developmeni cbjective(s) of ¢
co-operating Governmernt), the intended end-users of the project cutputs
~né the baseline conditizms. In half of the projects the develorment
objective(s) was not clear, or was too remote a level ¢o be affected by
tt» project objective In 73 per cent of the sample projecis, the
development hypothesis could not be determined. Znd-users were defined
satisfactorily in 75 per cent of the projects, but baseline data were
rated satisfactory in only %C per cent of the cases.

34, The length of time and expenditure of manpower requirad for

project approval does not correlate with good project design., In fact,
there was usually little substantive change in the project propesal
document during the entire review and approval process. At no point

5/ Twenty-cne of the projects, or 45 per cent of *‘he sample complied with
pre-1376 guidelines which did not require the specification of outputs.
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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 3400) and similar UNIDO guidelines in early 1976 shows

that a definite improvement hes taken place over the

previous system which was highly deficient, particularly wifth respect to
ocutputs, cbjectives, target groups etc. This improvement, however, iz stiil
not sufficient to emsure that & satisfactory level of performance #$ill 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 amy, in
relation to various levels of project achievements which provide dirsct
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 resulis based on the
rating scale of Q=5:

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

(R = Lg)
No. of Project Achievement
Function/type projects output 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 14, Ratings of pro‘=cts wita differert
levels of entry - third level

(¥ = 49) a/
No. of Project Achievement
" Punction/type projects output of output Impact Significance
Industry at
branch/
subsectoral
level 12 3.2 3.4 3.4 3.6
Intermediary
organization 33 2.9 3.2 3.3 3.8

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, 3/ and whose entry is at
the branch/subsectoral level rather than dealing with an intermediary
organization such as an industrisl research and service institute (IRSI)

or Zovernment minist>y. The differences, hovever, are marginal.

(¢) Statistical relationships

37. A number of statistical relationships between individual data sets

were noted. For example, there was a strong relatiomship between qualitly

of design and input delivery, project implementation and production of

ocutputs. Analysis revealed a logical mesns—end chain running “rom

design to impact where each link (design-input-delivery-implementation-outputs-
utilization of outputs/achievement objective) was linked to one or mven *wo
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 functicms include institution building,
direct training, experimental and pilot projects.
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documentaticn was made, a strong correlation between the documentation
rating, on one hand, and quality of design and achievement ratings, on
the other nand, indicates that well-designed orojects tend to be
well documented and to have better results, or at least documented

results.

C. PROJECT CYCLE ANALYSIS

1. PFINDINGS AND ANALYSIS

38. In addition to assessing the effactiveness 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 was

also collected and analysed cn the four major stages in the project cvcle,
This was done because the activities undertaken at each of these stages
have a significant influence on the over-all vroject performance. The

results are sumarized as follows:

(a) Project identification and diagnosis

39. The problem identification and diagnosis stage of the project cycle
i3, or should be, of critical importance to the subsequent stage of
project formulation and apovroval and, ultimately, tc the prospects for
effectiveness and impact. This is particularly true in the case of
industrial development projects which operate in a complex eavircnment
with a large number of critically important factors which 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:




(1) The state of the development of industrial technoloxy
and manufacturing processes in the recipient country is often aot assessed
or is descrited only superficially in the project documentation. The
in?ormation needed to make cholces Zrom among various al*ernatives
(e.g., selections of an appropriate technology 2nd means Zor its transfer
and adaptation) and to formulate an effective project strategy or
aporoach, is frequently not requested or available in suZficieat depth
and timeliness to support project design;

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

(iii) The country programming process, which should provide the
mechanism for obtaining these anmalytical inputs to project selection and
design, appears to be more concermed with resource allocation and project
identification.

40. In brief, pre-project problem identification and diagnosis is
unsystematic and often superficial if dome at all. The UNITO is rarely
requested to participate in this stage. The probability for oroject
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-effactive approach to solving the
problem.

(b) Project formulation and approval

41, As indicated earlier, there are seriocus deficiencies in oroject
design caused, at least partically, by the failure to articulate clearly
the project hypothesis i.e., the nature »f the causal linkage between
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outputs and the project objectives. Inadequate statemeats of the basic

elements of project design (i.e., project izmediate objective, outputs,

vroject strategy and critical assumptions regarding extermal Zfactors)

and an approval process vhich is often input-oriented can considerably

reduce the protability of successfully aczieving the internded cbjectives.

L2. Some reasons for this situation are discussed below. It i{s also .
worth noting that, car<icularly if a project proposal resulted from a

goverament initiative, it was unlikely tzat UNIDO's techrical iknowvledge 12
available, was inserted at this stage. TZven when UNIDO particirates, both

the design and approval processes tend to concentrate con administrative

and financial zatters and particularly on the proposed UNDP inputs.

L43. Problems caused in the implementaticn stage by door project design of<en
concern the frequently observed failure to clearly identify the purvose or
function <f a project. This is particularly the case regarding institution-
building versus direct support. Whereas iastitution-building is the preferred
mode for strengtiening self-reliance, either by events or defaull, the thrust of
the project may unintenticpally become direct support by UNIDO experts <o
individual enterprises thus delaying the pursuit of local institutional sel?-
sufficiency. Since project outputs shouid reflect and support the droject
purpose, institution-building outputs should usually be expressed in terms of
increased or new country capability to deliver services to industry while
direct-suppor: project results often are expressed as specific products or services.
These critical distinctions are often missing or confused. Failure <o clarify
and agree on the project (immediate) objeciive and function can seriocusly
Jeopardize the entire project. This was clearly demonstrated in the

evaluaticn of large-scale projects.

bk, Pipally, it should be also noted that there vere a gumber of

instances observed vhen poorly designed projects proved ¢o e reasonably

effactive and with discernable impact. Tae 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 is project design a substitute for nighly motivated,
xnowledgeable 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.

{(¢) Project implementation

45. The implementation stage involves the transfer and use of xnowledge
and resources and their conversion into planned project outputs. The
process requires close collaboraticn between the executing agency, the
Government and the end-users.
LE. The implementation process per se was not a major area of focus in
this study. JYevertheless, a number of deficiencies, common to the systom,
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 intermal aspects of the prolect %o the
almost total exclusion of concern for extermal factors critical %o
project success. —

LT. Insofar as UNIDO itsel? was 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 goverament inputs, the

percentage of projects rated adequate or btetter was 59 per cent.

Table 15. Over-all implementaticn ratings at the third level
(¥ = ug)

Rating UNIDO Govermment

(Number of projects)

Qutstanding - -
Good 10 7
Adequate 23 22
Poor 11 16
Marginal L 1
Cannot determine 1 3

These results were largely confirmed by interviews and cn-site cbservations

during the in-country studies.

é/ The tripartite system does not require the systematic monitoring
af the axternal project environment which is also ignered in the design
and approval stage. In those cases where critical assumptions are
identified, there is a tendency to regard them as static and to assume
that they will not change significantly during implementation, an
unlikely proposition given the dynamics of development (see chapter IT,
section D on the tripartite system).
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48. Among input categories, experts were rated less than satis?actory in

—

1 per cent of the cases. The situation was dramatically diZferent in

!

tne cases of national counterparts with 25 per cent rated as less than
adequate, a situation aggravated dy inadequate quantity in 47 ter cent of
the projects and tardiness ian 53 per cent of the cases. In the csse of
equitment, in 52 per cent of the Ddrojects tke quality was rated as
adequate or Tetter. The assessment of %imeliness was zore negative with
89 per cent less than adequate, a finding zenerally consistent wish <k
2indings on procurement and delivery of equipment in other NIDP and UNIZO
evaluation studies. A similar spread between quality and timeliness was
cbserved with governmment inputs. Concermiag the training ccmponent, in
24 per cent of the projects the quality of the *raining 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. For counterparss
crovided by the Goverament for training, 21 per cent were less %han
adequate in quality, 32 per cent in quantity, and 55 cer cent in
timeliness.

49. In <erms of effectiveness or impact there is little evidence o
conclude that these types of considerations are given sufZicient
attention during the implementation stage. The overwhelming %endency

of the system is a concern with input delivery and the countless
administrative factors involved in their installation and use. Work
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 should be a planned event based on the
production of project cutputs ~and the actual or predictapble achievement

of the projec*t (immediate objective). Such an avent should also be the

— b
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oceasion %o record actual results and identifly actions which need to e
taken to consolidate project achievements. As conrcerm with impacst
increases, the termination stage can also te used %o identi?y acticns
which need to be taken in the future to sustain ard/or increase the
intended impact on the end-users or targeted beneficiaries.
51. The reality of the situation, including current system requirements,
is quite different and the following findings were found to e %yprical:
(a) There is no clear functional linkage tetween the ccmpletion of
oroject operations by UNIDO, financial termination of a project ny UNDP,
and the achievement of outputs or the project (irmediate) objective.
ZInd-of-project status Indicaters are not required b5y the UNDP Policy and

Procedur=s Manual and consequently are not used. Iastead, termination

is linked to the exhaustion of project inputs, i.e., finencial cempleticn.
The management concera at the time of termination is focussed on
administration and financial matters such as final revision of %he
budget and the inventory and transfer or disvosition of equipment.

(b) From a substantive standpoint, major reliance is given <o
the project terminal report which is written by the CTA or last
international oproject staf? member on the site. It is of“en late,
sometimes not submi%ted. When 2 national project co-ordinator is
involved, even more difficulty is 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 ‘NIDO generally udds
little substance and may even reduce or sof“en a zointed 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
likited vaiue 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 concerm with actual or potential
impact. This implies that the fulfillzent of the project and develorment
hypotheses is taken For granted.

(¢) The LIIDP and UNIDO official files contain only sparse informaticn
regarding effectiveness and virtually ncme on vroject impact. This
is because there has been no UNDP or UNIDO requirement for troject
specific evaluation and reporting of impact, i and no rescurces iave
been allocated for such a review.
52, There has ot axisted in UNDP, and until 1982 in UNIDO, a project
management iaformation system which routinely collects information on
project effectiveness and impact, analyses this information, reccmmends
initiation of remedial actions if required, extracts patlerms and
conclusions which can be fed tack into the project design process.
This critical cycle of extracting lessons 2rom experience is currently
limited %o two passive elements: (a) the publication of programme
advisory notes based upon evaluations and (b) the personal initiative of
individuals wno must rely on seriously deficient project files or the
informal exchange of experience among the colleagues. There is 2o

information tu detect whac influence these actions have nad.

D. COMPARATIVE STUDIES

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 summsarized as follows:
(i) Reports, including terminal reports, were of limited
use for evaluation purposes;
(ii) There were no built-in achievement indicators Zor measuring

or analysing progress;

7/ The UNIDO project self-evaluation system Iintroduced in
February 1982 reguires that consideration be given to project
effectiveness and impact during implementation and at project
termination. (See UNIDO/PC.31, dated 5 January 1582.)
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(iii) Iz a majority of casas, the lack of an ongoing system of
20llow-up and the umavajlability of resources Jor progress neasurement
prevented meaningful assessment of impact.

Sk, These findings were also identified in the in-uepth follow-up study.
However, contrary %o the original study, the deficiencies in the prccess
aspects of the UNIDO project portfolic were the result of multiple

causes reflecting the complexity of the tripartite system and the roles,
regponsibilities and suthorities of the three participants apd their

serfcrmance.

2. CTHER STUDIZS

55. Insofar as the tripartite project system performence is concerned
which, along with effectiveness and impact, was the implied focus of the
"oreliminary” manufactures evaluation, the (process) findings of this
in-depth exercise are neither new or unique and serve only %o verify or
confirm similar findings in other system-wide evaluations and raise the
serious question as to why necessary and self-evident changes in the
system are taking place, if at all, at such a slow pace. 7o reinforce
this point, a commentary on the following reports has been

included in annex VII below:

-= Joint Inspection Unit - Evaluation of Technical Co-omeration

Activities of the United Nations System in Sri Lanka
(JIU/REP/T9/16), vol. L.

-- (CSQ - Evaluation, ACC/1980/CPPG/2, 12 February 1580.

-- Joint UNDP/UNIDO Thematic EZvaluation - Evaluation: Joint

UNDP/UNIDO evaluation of industrial research and service
institutes, ID/B/C.3/86/Add. 1, 21 November 1979.




(¢c) UNDP report on programme implementation

56. While other reports can be cited, particularly in reference to the
"orocess" aspects of tripartite project systems performance, one
additiocnal report should be mentioned, a very significant cne made by the
Administrator of UNDP to the Goverming Council at its twenty-eighth
sessicn. éj The following extracts are considered germane <o the
comparison being made.

57. Concerning the project cycle, the UNDP self-analysis revealed a
number of shortcomings including (para. 2b):

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

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

- The project formulation process often stops with the prevaration
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 serve 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 wers actually being conducted.

Even when neld, it was found that many tripartite reviews place too much
emphasis on delivery of inputs and administrative matters and not enough
on cutputs, i.e., the accomplishment of the projlect's objectives., Very
fav in-depth Or ex-vost evaluations have been conducted but the report
izplies (pera. 37) %hat they should be primarily concermed with

affectiven ss and long-term impact.

3/ Prograrme implementaticn: government execution and management;
oroject desizn, monitoring and evaluation; and UNDP-inanced experts
(0P/558), dated 23 February 1981.
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. CONCLUSICHNS
1. FINDINGS AND CONCLUSIONS ON EFFECTIVENESS

59. The in-country studies (fifth level) which are considered to be the )
m0st reliable, showed that in ST per cent of the sample, effectiveness
was as planned or better. The co-ordinators believe that the percentage
may even be lower in institution~building orojects which are more
complicated and lengthy.

80. Im 33 per cent of the small-scale projects included in the cecond
level it was impossible to assess effectiveness tecause of inadequate
data in the files. For SIS projects the figure -as 20 per cent.

Amo g the projects which were assessed, the percentage ¢? SIS projects
rated successful or hetter (67%) was higher than small-scale projects
(59%) with indications that these results are probably representative
of the total vertfoclio.

1. While there is no standard agaiﬁst which to comrare 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 “een given %o managing for
results and indicates that additional efforts are required to remedy
this deficiency.

2. TFINDINGS AND CONCLUSICNS ON IMPACT
2. Evaluation of impact was possible only through in-country studies.

Fifty per cent of the projects were rated as having achieved an impact

as planned or better if ratings of zero "cannot determine” are excluded.

9/ However, as indicated in the foot-pote to table 1 above, the
figure is 43 per cent if two ratings "cannot determine” are included.




Attexpts o =stablish the extent <o which these ratings were directly

™
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ttributaetle o intended project cutputs ard their utilization wers
inceooclusive.

63. In 3 per cent of the small-scale and 89 per cent of the SIS
projects, no assessments of impact were possible. The in-country samctles
were too small (12 small-scale and 23 SIS) %o extrapolate but the

average ratings were less than those given large-scale projects. This

is not surprising coansidering their size and usually sbort duraticn.

64, The large number of "cannot determine" ratings which were found

in all levels of phase I cleerly indicates that the trizartite systez
tended to ignore questions of eventual develcotment izmpect in industrial
projects at all stages in the project cycle. This absence of concern
with potential and actual izpact seems most alarming in the case of
large-scale orcjects, particularly those which are aimed at producizg
sigaificant change in the industrial sector and whese ultimate success
depends heavily on extermal facters.

65. 'wnile the situation appears less ¢f a proolexz with small-scale and
SIS zrojects, the lack of any such information zakes it difficult <o
learn from experience and raises gquestions as to what criteria are used
in programming funds for these activities, particularly with SIS projects

which nave a special purpose.
3. INTERPRETATICN OF RESULTS

66. Iz evaluating the resulis of projfeect activisy [cutduts), the

;

achievement of a project's (immediate) objective (effectivensss), and

a8 project's significance and eventual effect on a higher level objective
(impact), and given the '»rent state of project documentation, desk
reviews at headquarters based on the official project files, regerdless

£ their intensity, do not always represent & valid assesszent on an

[o]
b
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individual project basis. Caly field missions can presently overcome
this absence of pertinent data anu produce a reasonably accurate
assessment. This is so, particularly with large-scale projects, because
the project information system has not called for this type of data.

t is also evident that the inZcrmation which is contained In the files
is often inflated or over-optimistic. This human vhencmencn is noted

in greater Zorce as one attempts to travel up the project means-end
chain. There are also 20 checks mede 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 3o concerning impact. It appears evident
that, in general, projects are justified and planned on the basis of
unrealistically nhigh expectations and without due comsideraticn 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
epproximations to give the co-ordinators confidence that the methodological
design has provided results which permit analysis and form tbe basis

for informed and systematic findings and conclusions. The basic
vroblem,in terms of this exercise and its interpretation by the intended
audience, is the lack of a frameworkX to compare and judge the results.
While the results can be considered representative of UNIDO's total
project portfolio, there is no way to determipne that an individual or
average performance rating is acceptable, below or higher than a standard

since no such standard exists. Indeed, a higher aversge rating on
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effectiveness, for example, could indicate =that UNIDO is executing
low-risk projects with minimal develcvmental ixpact and signiZicance.
Since similar evaluations, i.e., using a comparable methcdology and
focussing on effectiveness and impact have not teen carried out wizh
other executing agencies, it 1s also not Tossible to compare the resulss
of this study with other perceptiocns of performance in other sectors.
Given this problem, it is only possible to make a limized ccmparison of
the preccess-—oriented results with similar results from recent evaluation

studies concerning other United Nations agencies.
b, PROJECT CYCLE

69. Serious deficiencies exist in the several stages of the project
cycle reflecting system-wide and intermal UNIDC and (TTIDP constraiats.
This includes the widespread absence of systematic problem identification
and diagnosis, the generally poor quality of project desizn, the
inadequate attention given to'eftectiveness and impact at all 3tages and
the over emphasis on resource inputs in the approval and implementation
stages, the lack of result-oriented work planning, reporting, monitoriag
and evaluation, insufficient attention to critical extermal factors, lack
of baseline data and performance indicators, and the total absence of
terminal and ex-vost evaluatiomns of effectiveness and impact or concern
with follow-up actioms to sustain or increase the intended impact on a
develomment problem or targeted end-users or beneficiaries. There are
also serious deficiencies in project documentation and reportinsg.

T70. These deficiencies appear in almost all projects, regardless of
vnether 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.
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71. Chapter 3400 of tae UND? Policy and Procedures Maaual was develorved

in 1975 to implement <he "New Dimensions”" emphasis om the results of
technical co-operation and their development impact and elimizate some .
of the daficiencies noted in the prolect cycle., Similar guidelines were
issued by UNIDO in 1976. Jeither aave had sufficient effact on these
daficiencies indicating continued inadequate nanagement atianticn %90
compliance and gquality control.
72. The technical Zactors (design element, managerial and otker information
required) for result-criented management includiang evaluaticn ere often
missing, and this is particularly evident and critical ia project desig:n.
This requires, inter alia, new policies, srocedures, guidelines and
t>aining.
73. Zf%orts to corvect the deficiencies noted iz the project cycle will
not of themselves improve the effectiveness and ixpact of technical
co-overation projects without at the same tizme addressing zore Sundamental
issues which were encountersed in “he fact-finding chase of tais study
which deal with:

- The cespacity of UNIDO ;

- The role of UNDP;

- The relationships between the Goverament, UNDP and UNTiIDO

ithin the context of the tripartite system;

- The relationship of projects and the industrial system of a
country within the contaxt of the Husinzess ervircoment.
T4, The next chapter addresses these intermal and exterﬁal factors which
form the project enviromment and zare crucial in any 2nalysis of 2ffactiveness

and impact.




PP

- .-

- 43 -

II. THE PROJECT INVIRCNMENT - INTERNAL AND ZXTERNAL
FACTCRS AFFECTING PRCOJECT ZFFLCTIVZNESS AND IMPACT

A. BACKGRCUND

75. As indicated at the end of the previous chapter, a number of
fundamental issues were encountered in *he fact-{inding pkase of the
study which derive from factors which are extermal *to the projects.
These extermal factors were found to have a significant influence on the
totential achievement of project effectiveness and impact. They also
affected the several stages of the project cycle. Therefore, the
co-ordinators comsider it important to identify, analyse and discuss
these external factors ‘n oxder to place the results reported in

chapter I in their preper perspective.

76. The study has nc. carried out an in-depth analysis of each one

of the extermal factors to be presented, but it has obtained sufficient
information to corroborate the view that these factors zay tend to affect
project performance to a greater exient than the intrinsic intermal
elements of project design and implementaticn.

77. The findings which are reflected in this chapter are derived frca
approximately 350 interviewslg/ carried ocut by the co-ordinators

10/ At the in-country study level, interviews were carried out with
project staff, both national ard international experts, industrial end-
users of project results, government representatives at policy-making as
well as working levels, Resident Representatives and their staffs
including specifically SIDFAs if om post; at UNIDC headquar<ers in Vienna
senior and operating staff of the Division of Industrial Cperationms,
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 bemefited
significantly from the discussicns and views expressed at the Workshop on
Significant Issues held at Vienna at which a group of 16 persons selected

from the ratiocnal consultants, SIDFAs and participating staff of this
study were present.
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and observations of the evaluation teams. A large number of the cersons
interviewed had xnowledge or some degree of experience in technical
co-operaticn projects in industric -r.anufacturing. The majority of %hese
interviews were directly linked $to the seven in-country studies snd
included end-users and beneficiaries, There also were jpolicey and

management-criented interviews with UNIDO and TNDP headquarters staff.

3. CAPACITY OF INIXC

78. The UNIDO is the principal implementing agency for UNDP-supported
technical assistance projects in industry. Its role during the project
c¢ycle makes it necessary for several levels and units of the organization
to participate, eachn with a limited role apd authority in +the total TNIZO
respansibility assigped within the scope of the approved project document,
the legal instrument which provides the substantive, financial and legal
parameters f{or the participatiom of the three parties: <he Govermment,
UNDP and UNIZO.

1. ROLE AND RESPCNSISILITIZS

79. The UNIDO is called to help and advise ‘overmments of developing
countries in the identification and design of industry projects. UNIDO

has also been assigned the responsidbility for the implementation of UNDF-funded
industrial development activities and the delivery of the inputs being
purchased with UNDP resources,

80, There are two UNIDO divisions directly ccncernmed with these trojects:
the Division of Programme and Co-ordination (DPC) waich has prizary
responsibility for programming and project design, and the Divisicm of
Industrial Uperations (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 tize aight support projects
either from Policy Co-ordination or the Divigion for Industrial Studies.
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8l. The substantive and technical work is done by the Division of
Industrial 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 UNIDO
project protfolio during the period 1977-1981. The remaining 36 per cent
was the responsibility of functional sections dealing with infrastiructure,
plamning, feasibility studies and training. The core support for techmical
co-operation rrojects in manmufacturing is provided by the technical and
engineering persomnel of the five sections, either in project preparation
and design (under the over-all respomsibility of DPC) or in project
implementation under its own responsibility. Thus, in the final analysis,
UNIIO headquarters involvement in design and implementation of a project
rests primarily on one ‘echnical professional in DIC and at least five
other ataff{ who are called to support his/he: 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 organizatiun is hignly dependent upon and significantly enhanced

by the recruitment of project staff (experts and copsultants) who serve

at the country level on specific projects afier tbeir 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 Industrial. Studieshave not been used to any significant extent even
though their knowledge might be valuable.

82, The roles and respomsibilities of the secretariat staf{ are sowmetimes
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 occasicnal participation in couniry programming missioans, the first

two activities are frequently omitted and the latter is collapsed by speedy
delegation of project approval to the Resident Representative. Competition




for projects by the different <technical uniis scmetizes discourages necessary
tidisciplinary or multifunctional approaches to provide effective suppors,

distorting project designs and subsequent work plans.

83, There also was found %o ba a certain amount of confusion regarding the

regponsibilities and duties of headquarters and field staff in respect to

*he project cycle and the extent to whnich UNIDO is sclely or primarily

responsible for results. This problem is sometimes exacerbated when a

SIJFA 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 soluticn even more coamplex.

2, FLIDINGS ON UNIDO CAPACITY

84. A% 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 Governmext or the potential
naticnal implementing agency. Once the design has been prepared there is
a reluctance on the part of the Goverament and UNIDC programming and
technical personnel to ‘take any acticu that might interfere with project
aprroval, Thers is a bias for the acceptance of new rrojects with
interest centred on *he amcunt and specification of inputs which are to
be funded by UNDL, since their value gerves as the basis for UJNDP's
overhead payment to UNIDO for iis implementation services. The agency
overhead payuent is the orly significant scurce of discretionary funds
available to TNIZO.

85. Technical competence in an industrial sector or subsector is not the
game as knowledge of project design and practices. For example, it does
not follow that an expert in gray irom foundry production will be able %o
formulate the design of a development assistance project to create a
zmational centre for research, quality comtrol testing and techmical
advisory services for the foundry subsector. In those cases whers UNIIO

e
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did participate in project design, the programmirg and technical
headquazters staff as well as the SIJFAs, when they were izvolved, were
found to lack a common and precise understanding of trcject design logic.
They iended also not %o recognize <the guality aspects of projec:t design
With respect %0 the techmical content of proposed projecis, the
co=ordinators found that the UNIDC technical stafll sometizes does zot

have adequate technical experience and is called upen to respond to all
industry technical matters without institutional reccgniticn of th2 limits
of UNIDO's technical competence.

86. T™e UNIDO secretariat scmetizmes is requesied anly to assist in the
forzality of preparing a project document, whick reflects a project

design already developed. The Government may choose not to seek UNIDO
sechnical design expertise but r-ther assistance in formulating selection
c=i.eria for the purchase of equipment. The UNIP expecis cn such occasions
for THIDO <o centribute to both but often the TNIDC stalf zespomds to the
Government's desires by leaving the project design problems to be salved
after approval when there will be specialized <technical experts or
consultants available.

87. The study found that UNIDO tended %o press for project

approval as quickly as possible but with minimum attentiom %o the
technical/substantive dimemsicns and quality standards necessary for good
troject design. The effort to gain early UNDP aprroval can be incompatible
with the ultimate achievement of project effectiveness and impact.

88, Once a project is approved, INIIXC's interest is focussed on deliverizg
the inputs on schedule, Traditicmal management practices empnasize input
delivery which is reinforced by the Government and UNDP wrich also operate
and manage on the basis of financial oversight t.chnrigues based on anmual
budgets, The expenditure of the funds then appears to become the primacy
interest and the common measure of progress. Cansiderations of contizuing
relevance aad quality of these inputs apparantly become of secondacy
importance. In these circumstances, the role of TNIDO's headquarters
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technical officer tco often is reduced to the management and oversight of
input delivery and occasional paxrticipaticn in ad _hoc or ftripartite reviews.
89, The technical ccmretence of the organization is highly dependent uccn,
and significantly emhanced by, the recruitment of project staff (experts
and consultants) who serve at the country level on specific projects. The
post of Chief Technical Adviser (CTA) is of particular importance. This
irdividual often finds i% recessary %o assume the primary respensibility
for management of the project. With a vague »roject desizn he may find a1l
responsibility has been delegated to him by default or, conv- rtsely, *that
neadquarters severely liamits his authority. The SIDFA, where there is one,
is of%ten expected %0 maintain a supervisory role cn behalf of UNIDO and
UNDP since he is part of the UNDP country office. However, tkce duties of
the post and the industrial experience of individuals usually do not permit
the incumbent to be a scurce of technical tacikstopping support in
specialized subject matter.

30. The UNIDO technical capacity in respect to projects is reflected to

a significant extent by the quality of experts i{ recruits or the services
it secures. The study indicates that headquarters technical staflf with
Project responsibility are so overcharged with work, both in volume and
diversity of subject, that they gemerally can ccncentrate only on problems
of input delivery. Technical backstopping from UNIDO headquarters often
proves impractical due to the distance, limited tzavel funds, staff
turnover and unfamiliarity with local conditions. Field experts are thus
called upon to rely osn their own perscnal professional networks., Cn the
other nand, it was found that the project information, menitoring and
evaluation systems are inadequate so that there is no timely feedback of
problems from project management to UNIDC headquartars,

91. Thus, the techmical 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 f{rom c¢re budget

———— e a
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line to another without approval by the Govermment and UNDP. All UNIDC
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 axe
meant to support. This situation and the difficulties encountered in
making formal changes to projects after approval encourages exp«ris 10
utilize their time by providing ad hoc direct support to umplamned
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 intermal structure of a
rroject, how to formulate verifiable outputs and objectives and
varticularly how to link 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.

(¢) Greater use should be made of the country and other amalytical
studies of the Division on Industrial Studies particularly in helping to
identify and understand ‘the operative industrial system an a subsector
basis leading to a better idemtification of industrial needs by the
Govaernments concerned. This information would contribute substantially
t0 better project selectiomn, preparation and design.




93, Based on the findings of UNIDO participation in projects, the role
of the organization at present seems to be primarily that of a purveyor
of intermationally financed gocds and services., This de facto furction
is reflected in UNIDQ's management systems which have been essentially
input and firancially oriented. The management responsibilities for
outputs also seem to be significantly hindered due to lack of information
feedback from projects, tigether with the remoteness of projects.

Thus UNIDC headqua...~s' croject management concepts seem to have heen

adjusted to the rea’_ities of its limited cperaticnal role.

3., OBSERVATIONS AND CCNCLUSICHS

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 %o implement projects in a much wider range of industrial aciivity

and at specialized or higher levels of subsectoral expertise than i is
capable of handling.

95. This imbalance between UNIDC's intermal rescurces and responsibilities
calls for further study on how it can be corrected under current conditions.
Unless this is dome, other efforts to improve the several stages of the
project cycle will have limited influence omn the effectiveness and impact
of UNIDQ-executed projects.

‘4. The UNIDO should define and describe the subsectors of industry and
w.. technical subjects im which it currently considers itself ccmpetent.
Work on the definition of areas of specialization has been started but
needs to be pursued in greater depth and scope. This information should

be widely disseminated when it is completed, and revised periodically.

97. It is not possible for UNIDO to have a full-time technical staff
competent to deal with all technologies, preducts, materials and

methods in industry. The several subsectors of industry eligible
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for priority assistance, are subject o change: some subsectors 2ay shrink
or disappear while new ones may have %o be created., It is imporiant
therefore to develop further and use io a much greater extent the

technical professional networks composed of individuals and institusions
on a subsectoral level which could supply TNIDO with techmical suppors

on an ad hee basis. These mechanisms need to be more explicit, more
accessable and formally recognized as zart of an adaptable, responsive
service organizatien.

98. Consideration should be givern %o the wider use of technical
conmittees composed of cutstanding professionals {rom industry recruited

on a world-wide basis tc advise and assist in the design, review and
evaluation of complex projects or those involving technologies in which
UNIDO staff hag limited practical experience. These committees would

not be a substitute foxr UNIDO technical staff participatiom but zather

are proposed as a supplement to UNIDC's technical competence in selected
aTeas. '

99, The co-ordinators found during the phase I desk reseaxrch and phase IT
interviews and observaticns that the technical informaticn base in UNIDO
headquarters was not sufficiently developed, Information which is
available may be difficult for users +to obtain. Wher users wish %o

obtain technical information rapidly they tend to »ely on persomal contacts
anong technical staff members rather than on an established information
base or or linkages to other information systems. Particularly evident

i3 the total lack of expertise in industrial marketing, including methods
for gathering intelligence and making market assessments, Co-operaticn
among complementary apd technical and functionmal secticms and the sharing
of information and siills is difficult due, ipter alia, to the organizaticmal
arrangements for implementation services and perceived bemefits for each

implementation umit for credii related to project aumbers and size,
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100, The fundamental issue overriding all of these speciflic
recommendations, however, is that the subject-matter of UNIDQ-executed
projects in mamifacturing is extremely broad and complex; the choices

of levels and xinds of technolcgy are mzny; and there is a variety of means
for delivering *technical assistance and f{or transfer of technolcgy. The
UNIIC portfolic may total 1,200 active projects at any given time. The
staff, which may number approximately 135 technically qualified persoms
available for project activities, dces not have the range of knowledge
and practical experiemce to plan and marage 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 feel 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 some combipaticn ¢f skills in engineering,
industrial techmology, finance, Tanagement and marketing baciked up by

a supporting network in specialized areas of te-~hnology.

101, Prompt action is needed to improve the identification of staffing
requirements, recruitment standards and methods of selecticn in oxder to
incrsase in quality and quantity the technical engineering carpacity 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
respansibility for the achievement ¢f project ocutputs and the authority
that ought to be delegated to it, particularly by UNDE, over the
composition and @se of project inputs. Furthermore, ‘the relatiomship
between UNIDO headquarters and the field staff, particularly the Chief

Technical Advise#, requires review since currently at neadquarters,
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project initiatives are sometimes made without the means of car—ying
them out, while at the project site, the Chief Technical idviser has
insufficient authority to exercise his managerial respomsibilities.
103. Given the large proportion of IFF-funded projects in TNIIQ's
portfolio, these vpossible improvements cannot be seen independently of
the role of UNIP. Many of the actions that might evolve can cnly <ake
place effeciively if UNIP's zole is further examined and iis effect an

industry, project development and implementaticn is fully determined.
C. PARTICTPATICR OF UNIF

104, Te UNIP is the cemntral organization in the TUnited Nations system
for *echnical co-operation between developed ard developing countries,

It provides the funding for irtermaticmal inputs to “echnical co-operaiicmn
projects from voluntary contributions provided by the Member States. In
addition, UNDP also fosters technical co-operation among developing
countries. The UNIP desigmates, in comsultation with the Govermment,

the executing agency for +the implementation of the technical assistance
component of a govermment project the execuition of which is cazzied cut
by a naticnal agency selected by the Govermment.

1. RCLE AND ZESPONSIBIIITIZS

105, The Admirigtrator of UNDP is held accourtable to the TNDP Goverming
Counecil for the utilization of the voluntary funds and is responsible,
together with the Govermment and <the executing agency for the implementaticn
of the projects. Systems for financial supervision and conrtrol exis<t

vhich demand budgeting an a yearly basis and a cancomitant follow=up

throuzh management plans.

106. A Progzamme and Procedures Mamual SPPMZ:-U:/ defines terms and concepts,

procedures and methodnlogies for both programme and administrative
rrocedures which are to be utilized for the provision by TNIP of

11/ Cnited Nations Development Programme, Policy and Procedures Mamual -
oM (New York, December 1975) and revisioms.




assistance %o government projects under the country programming concept
and the fundamental tepet that the project velcngs or is directed by
the Govermment., The Manual also states UNDP supprort for intermational
inputs is iamplemented under the resporsibility of the executing agency.
In this case the agency is UNIDO which is accountable to TNDP 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 Governmment, UNDP and UNIDO, Zven so, the specification of roles,
authorities and responsibilities for project management are unclear.
107. The UNDP requires participating Govermments to prervare 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 intermatiomal technical assistance and taking into
account other assistance it may expect %o receive so that the whole
development effort and aid resources to the country are co-ordinated.

In addition, the document calls for the Govermment to contain iis
plaming of UNDP participation within the scope of Indicative Planning
Pigures which are approved by the UNDP Goverming Council for a
five-year pericd.

108, The UNDP exercises its project responsibilities through a structure
involving different levels and parts of the organization. The UNDP
headquarters has delegated considerable responsibility ard authority

%o the Resident Representative for all activities concermed with project
igplementation and for approval of projects calling for less than
3400,000 from UNDP, Approval for participatiom of UNDP in projects above
3400,000 is exercised by the UNDP Administrator. The respcmsibilities
of the Resident Representative at the country level are shared by a
Deputy Residen:. Representative and a number of professional staff,
depending on the size of the programme at the country level.




Ancng these officers, generally one would be assigmed respomsibility 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 (SIDFA), he is usually

Ziven these responsibilities in addition to duties and responsibilities
which he carries cut on behalf of TNIDO,

1C9. At headquarters, UNDIP discharges responsibilities dealing with
trograame, financial and administrative functicns. The programme
functions are organized on a3 regional basis by four bureaux covering
Africa, Asia, the Arab States and La*in America and a unit for Zurorpe.
Programme regponsibilities are assigned by country; area officers cover
one or more coumtries dealing with all projects in all econcmic sectors
including industry.

110, The UNDP has a Bureau for Programme Folicy and Zvaluation (BPPE) includiz
a Division for Programme Development Suprort and Zvaluation which gives
technical, managerial and organizational support for project desigm

and appraisal to the regional bureaux. It alsc assists in supervising
projects with significant problems or where important evaluation is

Tequired.

2. FINDINGS CN UNIP PARTICIPATICN

111, The observations made during the implementation of this study
indicate that the principle that projects belong to Governments is well
egtablished. The ccuntry programme prccess 3s 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 so as
to properly idemtify problems and effect the diagnostic work that would

lead to more appropriate selecticn and design of projects.




112, Government co-ordinating offices which are the critical ccunterpart
to the UNDP Resident Representative office are primarily concerned at
the country programme stage with sector financial plarning allocations
for UNDP assistance. At the project implemeniation stage their
principal concernm is with project budgets and timely expenditures, with
little interes®t in project preparation, design or implementation. There
aprears to be an over-reliance by the govermment co-ordinaiing off{ices
on ~he UNDP Resident Representatives for advice and in some cases vhey
delegate to him what would be presumed to be their own responsidilities
in respect %o the project cycle. It seems as if two factors contribute
%o this situation: an implicit reliance on the UNDP Resident
Representative as an unb’ised source of advice and a strong impressicn
that UNDP procedurses are unnecessarily cocmplicated in proporticn to

the amount of money involved in UNDP assistance compared %o other
government respomsibilities involving much greater financial rescurces.
113, This situation was seen as forcing UNIDP a% the couniry level into
a considerable amount of administrative detail dealing with country
programmes and the identificatiocn of mew projects while at the same

tize 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 decisicn-making
prerogatives as a sovereign state not only by its participation im,

ard contributions to a project, but also through the allocaticn of the
Indicative Planning Figures by economic sectors and by »rojects. 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
an a project at the country programme stage, the UNDP lacks effective
authority to influence the Govermment to consider alternmative agproaches

or changes in project objectives at the time of project formulation and
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aprroval when eccnomic and other conditions may have changed comsiderably.
It is against this background that UNDP regional bureaux and lesident
Representatives mus%t exercise their respomsibilities related to zroject
preparati.ca and design as well as management oversight of implementation
and resul*s.

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 but this advantage is often comsirained by stall turzover
and shortages. With regard to project preparation and design, these
offices are under sitrong pressure to meet approval schedules established
in the country programme based on govermmen: {inancial plamming
considerations of its IPF. As a consequence, there is nct enocugh tize
for careful and thorcugh project preparation and design. There is a
bias against preparatory assistance project design on the assumpiicn
tkat problems can be worked out during implementatian whenr project stall
are available. The WIIDC, when requested, offexrs its design propesals
in the form of a project document wnich in practice focusses on the
details of delivery schedules for intermatiormal inputs wiith minimal
attention to outputs and their causal relaticnship to higher level
objectives. The immediate project cbjective and development objectives
aTe often stated at lofty levels so as +o convince decision-makers of
the significance of the project and the catalytic effect of modest
inputs. Formulation of statements of development objectives at the
zacro~-economic levels results in a large gap between that level and

the project objective. Such a gap makes impact difficuli 4o visualize
and unlikely to occur. On the other hand, UNIDC relies on UNDP and

the Govermment %o set the project objectives since UNIDO has very little
information or control over actions required to achieve them, apart {rom
suprlying inputa. The cowmtry offices of UNDP do not have sufficient
knowledge and capacity to ensure adequate problem identification arnd
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quality of project design. Consequently, they sometimes call upon
keadquarters technical advisory stafl for appraisal of larger projec:
proposals. The small size of this staff, fourd to ve limited %o two,
constrains i%s ability <o respond.

116, The pressures for project approval from Govermment, TNIZC and
sometimes the Resident Zepresentative often are great. 3ince UIDP has
1o real autacrity to refuse approval of a poorly designed project which
nas been included in the country orogracme and which in turm zas
Governing Couricil approval, it has only two altermatives. It can
request further information or it can record the reservations raised

by technical advisory staff and give approval with the proviso <has
such reservaticns will te worked out during troject implemeniaticr.
This may prove almost impossible to do at the country level.

117. In regard %o project implementaticm, the dilemma of UNDP counizy
offices is tetween adherence 0 iaplementation of anrual budgets or
managing to achieve effectiveness and impact. The standaxd of
performance of UNDP country offices applied by UNDP headguarters is
perceived to be adherence to annual programme tudgets or meeting
reduced country ceilings when there is a reduced level of volumtary
contributions or similar situations. On the other hand, there are no
formal quality standards for projects. Comsequently, these country
offices impose pressures on UNIDO, which is already predisposed %o sperd
the funds, to deliver inputs. The concern of TDP at *he country level
on the achievement of project outputs is not pursued actively bvecause of
these factors which are aggravated by the limitations of available
gtaff resources and time and the great mumber of competing duties and
responsibilities. In addition, there is no clear UNDP authority over

the work programme aimed at producing outputs since most of these

activities depend on the national implementing agency and UNIDO,
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Por this reason anéd because the THIP has not explicitly required iz,
*here is usually no amonitoring of the critical extermal faciors
affecting implemerntaticn and eventual effectiveness and impact.
Whatever follow-up occurs is done prudently and is not necessaril
»ecorded in files gince %o be effective such rerresentaticns must be
discreet. Any power which TNDP headquarters might have by virtue of
its conirol over project funds is lessened at the time the project i
ageed upan although the approval of anmual budgets focx TNIP inpuis is
still nominally retained,

118, The capacity and influence of UNDP at the couniry level is [{uxther
curtailed by the fact that any call for assistance from cutside the
couniry at any stage in the project cycle must be a charge to the UNIP
=roject budget and be financed against the comtry's TFF, Govermmentis
usually have shown great reluctance %o agree to the use cof IFF resocuczces
for betier problem idemtification and diagnosis leading o improved
project design. There also may be a Teluctance on the part of the
Government, particularly from the desigmated naticnal implemeznting
agency, tc accept any advice from TNDP headquarters or TNIDO before the
rroject is formally apvroved. After approval, it becomes practically
impossible to change the approved allocaticm f£rcm UNDP to the

project since the national implementing ageacy comsidexrs it its own
source for financial support.

113, The attention %hat is given by UNIP stafll to a single project in
industsy consists of a small fraction of the tizme of a Resident
Representative, assisted by a professicmal officer at the counicy level
who dedicates part of his/her time tc she project, supporied by a
headquarters countxy officer who deals with all projects of cne or

more countries. Occasionally, this team of two professicmal officers,

qualified as gemeralists, call upon the services of a techmnical adviser.
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The technical advisory unit is staffed with 12 technical professional
advisers. Two of these advigers wno nave approvriate Sraining,
background and broad professional industrial exverience are called upon
as required to give advisory and evaluative support for industrial
projects in all couniries apnd all industrial subseciors in addiziom <o
other related responsibilities dealing with maragerial, tecanical and
scientific matters. These headquarters advisers zake up rart of the Divisicn
of Programme Development, Support and Ivaluation. Cconsultants recruited
because of specialized tecknical or scientific expertise are scmetizes
used; these consultants require coﬁsiderable support frcm the UNDP
technical advisers in briefing and debriefing stc. This working level
team must assure compliance to all programme guidance and instructions
and perform supervisory respomsibilities in project design and
implementation with corresponding involvement in project preparation

and evaluation. Currently the mumber of irdustrial projects under

active implementation by UNIDO and for whica UNDP has aonitoring
responsibility totals 1,2C8. 3ased on these findings, the role of the
UNDP seems de facto to have been reduced to that of nanagement oversight
for which the information feedback system f{rom projects regarding qualisy
and relevance is not adequate. It is called upon to play a role in
respect to project design for which its technical capacity is ainimal

and its programme staff inadequately trained. Its role of f{imancial
gponsor to the project has in fact been agsumed by the Govermment in so
far as decision-making is concermed; in many cases UNIP is aerely expected

to supply the funds and account for thea.

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 Goverming
Council are far beyond its existing capacities. Some of these




responsibilities need to be pursued because UNDP's other partners are
not fully exercising theirs, or because of a cornfusion about roles,
authorities and responsibilities. Thus UNDP becomes the agent of

last resort whereby it must account to its Goverming Council on the
utilization of its funds. |

121, The actions of UNDP can influence the industrial prcjects

being supported far beyomnd 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 emhance achievement of project objectives. To these roles,
+here is the added dimension arising from its impartiality and unbiased
relationship with Governments which obiige 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 aprears to be a
reed to review their different aspects and to define the role and
fanctioms of the different levels of the organization more precisely to
ascertain whether or not UNIF has sufficient capability to fulfil iis
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 theiz »ole. In
this regard, it is necessary to clarify <he responsibility to monitor
the project environment in order to identify and take account of
external factors which may influence the achieement of project
effectiveness and impact. Zffective and widespread training in the

concepts and practices of project design and evaluation is needed

since too many staff members were found to have improper or imprecise
understanding in this matter. A4 better harmonization between UNDP 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 gualificaticns of iis grogramme
staff to fulfil their management oversight role., There is a priority
need %o select individuals educated in the engineering and associatad
professicns with adequate indusitrial managewment experience wno are aole
%0 recognize and understand coamplex techno-econcmic irdustrial zrctlems.
This reconsideraticn implies a possible change in recruitzent policies
and a restructuring and reallocation of posts to fulfil more clearly
defined responsibilities. In addition, howewver, particular attention
should be given to the technical advisory function and its backsaiopping
gupport role so that it is commensurate with the requirements of the
organization in the industrial sector.

124, The wmost funda.2ntal issue, however, is the degree of authority of
UNIP to refuse assistance to a project requested by a Govermment if

the project proposal is found to have a low probability of success and/or
of producing sufficient impact to warrant intermational suppori. Ideview
is also needed on the usefulness of the country programming process il it
i3 used only or predominantly as a technigque %“o 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 Govermment's policy and strategy for its development in
selected sectors, to identify and dizznose problems impeding Jdevelopment
and to select the most cost-effective golutions rather than the current
practice which tends to use it as a tool for allccation of the IFF on a
Project basis, without the means %o accumplish this task in 3 responsitl

fashiocn,

D. TES STRUCTURE AND FUNCTIONS OF THE TRIPARTITE SYSTEM

125. As both UNIDO and UNDP have already been discussed in some depth,

the emphasis here i3 cn the Government's interaction with its development

partuers, including the intended end-users and bereficiaries i.e., industzy.
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126. Severa. key features of the tripartite system described in the
THDP Policies and Procedures Manual wnich aze of rarticular interest for

the present study aze:

- Recipient Govermments have the ultimate Tespomsibility for
determining priorities for UNDP assistance. The UNDP-funded prcjects are
actually the projects of the couniries corcermed; recipient countiries
can be entrusted with the responsibility of executing UNDP-assisted
projects.

~ The UNDP and the executing agency assess jointly the activities
in particulaxr sectors, subsectors or areas with a view %o identilyizg
gaps in UNDP assistance and developing new programmes and innovative
approaches for respending to the evolving needs of developing countries.

- Te executing agency (e.g. UNIDO) participates jointly with
UNDP and Govermments in the identification, formulation and evaluation
of projects and prog-acmes and assumes respansibility, jointly with the
Gevermment, for implementation.

- Within the organizations of the three raxticipants, respcmeibilities
and woriking relationships are assigned %o a variety of different levels and
units for programme plamming, project operaticms and adminigtrative
management.,

1, ROLES AND RESPONSIBILITIES WITEIN TEE TRIPARTITE SYSTEM

127. In practice, there was much variability in the pazticipation c¢f the
three parties in all stages of the project cycle. The UNIDO, which is
presumed to be the major source of industrial developmert knowledge and
of specific technology during project executiom, was infrequently

involved in problem identification and diagnosis and sometimes only
superficially in project formulaticn and design. The results of studies
on industrial developmen:t problems conducted by UNIDO generally were not
found to be applied either in the diagnosis or planming stages of the
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project cyule., 3oth UNDP field offices and headquarters zmay play an
assertive role in the early stages of the cycle or conversely, one or
both may be igncred by the Government if it f{eels its sovereigzm
prerogatives are threatened. The Govermment may 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 definiticn of fripartite zoles and in communications.
There were often strong pressures f{rom cou-operating Govermments, TNIZO
and the Resident Representative for quick project approval. When the
UNDP neadquarters wanted to justifiably withbold approval, it would cause
delay by requesting additional information. Delay in approval often
involved a number of problems rather tham a single one but Tarely
concerned project design per se. The official project files do not
always accurately reflect the roles played by these parties during

an extended approval process.

128, Government participaticn in tripartite reviews was found to have
only a marginal influence on project effectiveness and impact because
they were held infrequently or were not scheduled to support decisicn-
making, and because they tended to focus largely upon inpu® 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
participaticn in in-depth evaluation was infrequent, as were the
evaluations themselves. Governments do not participate in the
preparation of terminal reports but rather are one of the recipients.
129. At the projec§ level there is often no real authority vested in the
pational project director and/or the Chief Technical Adviser (CTA)
appointed by the Go#ernment or UNIDO %o manage effectively the implementaticn

of the project. This limitatiom is caused in part by the complexity of the
government structuré, the diffusion of respomsibility and authority within
the several levels of government (e.g. the central co-ordinating office




for extermal assistance, the sectoral minisiry, the plamming, foreigm

or fipance ministries and the implementing agency) and the relaticn
between goverament and quasi- or nom-governmmental institutions and ik
industxy itself. 4an example of the problec is fournd in the difficulty
of identifying a counterpart agency with clear authority to make project-
level decisions. Another cause is *the limited substantive backstoprpizng
support available f-om the tripartite system, particulerly from TNIDO.
Por administrative or budgetary problems within the purview of TNIP or
TNIDO the channels for commmication and the decision-malcng arrangements
are reasonably clear, although not always prompt or responsive, Ior
similar problems originating within the Governmment, some of whick may
bave a political dimension, the chanmel for communications and the

point of decisiocn may be less clear and the response ever less prompt.
The Government's role is further complicated by its complex mnature as
well as oy its dual status: as a partner in the txipartile systiem, il
consults with, and depends upon the other two parties; as a sovereigm
power, it has the authority o make all decisioms. (See also rpasagraph 123
for the dual =ole of Govermments vis-a-vis industry.)

130. The sovereign power of the Government can be the dominant factor
in the functioning of the tripartite system. The natuzre and level of
government activity in the project determine the stage and the extent

to wtich UNDP and UHIDO are called upon to participate in, or comtribute
4o, key decisioms and the amount of project funds which can be used
throughout the project cycle. The Govermment activity also affects the
substantive, technical and other inputs which are delivered to project
management, Ultimately it may strongly influence the achievement of the
oroject and developament objectives.

131. Wwhile the concept of sovereignty is beyond debate, it does result

in an association of unequal parinmers, When the concept is applied at

the working level, it may t2 used by any or all of the parties to avoid
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consideration of izportant problems, the effect of changes in critical
assumptions, or other factors vital to eventual project success., It
also reduces substantially the likelihocd that TNDP or THIDO could
igpose demanding stardards for project design or approval.

132. A more detailed analysis of the roles of the three participanis in
the four major stages of the project cycle is fourd in chapter I of this

Teport.

2., THE COUNTRY PROGRAMMING PROCESS

133, The country programme, based upon a five-year projection of
financial rescurce availability from UNDP (the Indicative Planming
Figures (IPF)), in practice often goes beyond the allocatiocm of
anticipated IPP rescurces by sector and allots funds for individual
projects. This socmetimes 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 rursue a project which further
exploration or changing circumstances would have shown to be of lower
triority than other altermatives available. These decisions sometimes
are made without the assistance of UNDP or the advice of TNIDO.
Because of limited budget resources, the continuation of on-going
orojects may be Ziven priority by default over new initiatives a2imed

at more pressing problems,

3, THE TRIPARTITE SYSTEM LINKAGE WITH INDUSTRY

134. The extent to which the tripartite system can induce developrment in
the industrial sector depemds directly on its ability (a) to forge close
working relaticns with the industrial community, (b) to understand the




crucial probleams and needs of that community, (¢) to explore fully +he
entire range of industrial knowledge available through TNIDO and (d) <o
formulate technical co-operation projecis which effectively address those
needs. For maximum effectiveness the tripartite system must perceive *the
industrial commumity as a fourth amember of what i1s essentially a
guadripartite dialogie. This is very important where there is a laxge
private sector but is necessary in any type of ecoromy. This relatiomship
is necessarily a govermment respomsibility; UNIDC is not able actively o
establish such a linkage although it can participate as an advisor and a
supplier of expertise and other resources or ac%t througk an intermediacy
e.g., an IBSI. It also participates through training rrogrammes, expert
gToup meetings etc., financed from its cwn funds. As a corollary, the
tripartite system should be able to recogrize those problems whick cannot
be solved through tecknical co-cperation.

125, The study found that in the case of private and mixed industrial
econcmies Governments often encountered difficulities in estaclishing
commmnications and gaining 1 adequate undersitanding of the complexity
of the industrial process, the interdevendence of the indust=ial
compunity and the key comstraints to industrial development. This was
partially due <o Govermment's dual role as regulator and tax collecter,
on the one hand, and promoiter of industrial growth on the other. This
dichotomy often prevented the Govermment from examining objectively
industry's most critical needs and accurately translating those needs
into technical co-cperaticn projects £ro executicn by the ifritartite
systen.

1%. Zven in cases of mixed or public industrial economies where the

G ernment had a greater involvement in goal and priocrity seitiing,
planning, rescurce allocation etc., th2 concermed ministries made their
choices on what{ appeared be a limited information base and insufficient
consideration of all the elements of the industzial system at the countxy

level.



137. The provlems and needs of intended indusirial end-users and
heneficiaries did not always receive sysiematic atiention in the project
formulation stage. Although in some cases they wmay nave been consulted,
industry involvement was usually more pro forma than real., Cre difficulty
nas been that there is usually no authoritative spokesperscn for tke
industrial community. When industry dces have the copveorturity to sveak,
of+en the emphasis is on Zeasures %o protect iiself from govermment
regulation and caxation. Their involvement in project plamming is
critical for the subsequent utilization of project ocutputs and

achievement of objectives.

4., ORIZENTATICN TCWARIS RESULTS - PROJECT ZFFECTIVENZSS AND IMPACT

138, At the policy-making level the Govermment, UNDP and UNIDO and until
recently, at the intergovermment level, there was little or no manifest
demand for information on the achievement of develovment objectives which
aight be agsociated with TNDP-firanced, TNIDO-executed fechnical
co-oreration projects in imdustry.

139, Policy formulation, the establishment of industzrial development
priorities and strategies, programme plamming and other central management
activities gemerally appear to be carried forward by all three parties
without the bemefit of objective information ~bout the potential development
impact of individual projects or types of projects or the initermal and
external factors which are associated with such intended impact. Decisicnms
taken by co-operating Govermments, UNDP and UNIDO during the stages or
provlem idemtification 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 a@d ONIDO headquarters who
gust rely upon personal experience offten without the benefit of any




instituticnal analyses of similar experience elsewhere woich Zay be
directly applicable or adaptable. Ar exceptian is the aralyses provided
by the UNDP ‘thematic evaluaticn se:iesl'—2/< which has not yet been
Tecognized as having an influential role in policy and prograocme planming,
project design or problem solving.

140. A fuxther aspect of the problem lies in the definiticn of roles
and Tesponsibilities of the *tripartite tartners. The UNDP rules and
procedures are perceived as overly lengihy anc cumberscre in Telation

to the comparatively small finanecial resource transfers and in ccmpariscn
<o bilateral and govermment sources, These procedures call for the
participation of high-level govermment officials with the concomitant
involvement cf key staff who may be heavily buxdened with other vasks.
Since the UNDP Policies and Procedures Manual includes no significant oz
explicit requirements concerming impact, nome of the three partners
raise the issue a% the plamning stage, during izsplementaticn or at
termination. Thus many projects have gome through their ccamplete 1if
cycle without any manifest comcerm with, or verificaticm of, theix
contribution to the ecanomic and social development of the counicy
vhich presumably was the justification far the project in the first
place.w

142. 7Financial considerations i.e., an emphasis cn the amount and {ype
of I°F resources assigned and an levels and rates of disbursement of
rroject funds tied to input deliveries, geperally seem {0 be dominant
consideraticrns in the project formula:tion and a.pprcva.l‘ stage. This is

the reverse of the logical means-ends sequence of project formulatiom

12/ Three such evaluations have beenm carzied ocut by TNIP and TNIDQ
covering industrial planning and strategy projects, textile indusizy
projects and IBS;[s. ‘

13/ The new UNDP project document and cnecklist now being tested on
a world-wide basis continues this inadequate treatment of impact but
does increase the focus an effectiveness, (see crapter III, sectiom 3, bvelow).
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which should start with the problem and proceed to a viaole project
design before finanecial and other resocurce requirements tecome

dominant.

142, Within the *ripartite 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 itself. There are no verceived incentives for good
design, nor is there accountability cr sanctions for poor desigm. Cf
the five precondiiions normally required for gocod project desizm
(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 Marual explicitly requires only one.

In actual rractice, the one explicit requirement for design i.e., clear,
verifiable statements of objectives, is almost wniversally not cbserved
by all three parties. The UNDP Manual is even less demanding in the area
of evaluaticn.

143. The project document, and the design eler~nts it contaixs, are not
readily susceptible to formal revision, once approved. The sysiem

tands not to resist actual, pragmatic change, but resists the onerous
vrocess of officially proposirg, approving and recording such change,
Because of the extraordinary amount of work and time required to amend

a project document, most project managers do not undertake to revise
proiect documents or sven %o record design changes in the project Zile,
except for items wnich may affect the project budget and inputa.

l44. In the preparation and review of the drafi project document there
is usually pressure to push thbe proposal through the approval process to
assure retention of the allocated funds. This pressure does not encourage

careful design. Rather it encourages early initiation with the intention

of correcting any design deficiencies later. This seldom nappened.
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145, The termination of project overations and the closing of a project's
. financial books usually occurs before the successful achievemert of <k
project's immediate objective can be determined and invariably before

impact oo the development objective hegirs 4o emerge. Tnus IEF project
funds are not available for evaluation of impaci. The %eaz found that
UNIP apnd TNIDO project staff spent very little time cn-gize in the latier
stages of project execution and almost never visited the troject afier

, financial termination.

146, Succinctly stated, *he day-to-day praciices within the triarsise
system were not purposefully directed toward the pursuit of rzoject
effectiveness or developmental iagpact. At the several stazes cf ihe
roject cycle the expected cortributicns of the project were usually noz
given seriocus or sustained attenticn. No one memper of the system was

<2

held responsible for pursuing or even aobserving impact, nor 3id the

b

tripaz=tite system facilitate or provide incentives for that purvose.

5. CBSZRVATICONS AND CONCLUSICNS

147. 7Two very fundamental and practical aspects of *he trirartize

systen tend to dominate the project cycle. First, the operatiomal
definition of the roles and functions of *he ithree par<mers differs frs
country to country and by project within a country. 3Iven more remarikable
is the fact that the interpretaticn of roles and functioms differs not only
ameng <he three parties but evemn within each 2f thea. The clazity and
specilicisy of these role definitions are also highly vasizble. The
understanding and degree of comrliance with tripar<ite system policies
and procedures is also diverse, The patterm wkhich emerges from +his
diversity is a widespread tendency to leave the roles of the individual
parties loosely defined and to maintain maxizum flexibility and freedca

of action for both.
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148, The second aspect is the urequal status of the three zarticipants
in decisicn-making at the solicy and rrogramme tlarming level ard in
verations at the project level. The inherent scvereign zower of the
Government over the IPF and all stages of the project cycle give iz
total and unquestiocned decisioral zuthority. The UNIP has a far aore
limited status; it draws its authority focom its role ag administrator
of the IPF system, its impartial stance vis-a-vis the co-oreraiing
Governments and executing agencies ané ifs bdroad overview of the
eccnomic and political circumstances in the recipient countries, dus
must mely %o a large extent on the personal influence of its Resident
Representative, The scope of UNIDC is even more limited since it i3
seen vrimarily as a supplier of exzert and other services but not as
an active or influential rarticiran%t in industrial development
planning.
149, If there were a well-ectablished +theory of iadustrial develotment
or %ested, widely accepted empirical medels for technical assiszance
orojects, and if project environments were similar and umcharging
then it would be relatively simple for the tripartite system to
formulate projects and execuite them, In their absence, and given the
dynamic nature of the industrial process, the tripartite system must
Tegard each project as a unique and high-risk erndeavour i.e., must
identify and diagrose problems, consider alternmative apprcaches and
select specific project objectives, stratagies, technology etc., on zhe
bagis of professional judgement and experience, Critical factors in the
Project environment must also be identified and aonitored. This raquires
not only familiarity with industrial techniques and processes tut also
knowledge of economic, political and social systems at the natianal
and sectoral levels. Since thias knowledge is distributed among the

three parties, they are interdependent, with each possessing dilfezen:

kinds and levels of lmowledge as well as different powers.
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120, The exigtence of these two aspecis - the tendency toward a locse
definition of roles and the need <o co-operate omn the basis of unequal
power and knowledge - has produced the following observable consequences
in tripartite operaticns which may adversely affect the achievegent of
troject and development objectives:

(a) A confusion in roles and respomsibilities among the parties
in plamming, implementaticn and other project management functiors
wnich in effect (i) leaves no one clearly respomsidle and (ii) assumes
that events will take care of themselves;

(b) A terdency o avoid difficult and comt=cversial issues or
<o compromise at the lowest common denominator;

(¢) Inadequaie collaboraticn and wunclear commmication among the
parties resulting in differing perceptioms of project Ifuxmctioms,
opjectives and strategies;

(d) Lack of rigour and disciplizme in all stages of the project
sycle. Tripartite system policies and procedures are not widely known,
are found to e complicated and receive only minimal atiention and
compliance;

(e) Inadequate indusiry participation resulting in project desigms
and work progrummes which may be based cn misconcepticns ané therefore
irvevelant +o industry's peeds and intentians.

151. There are no accepted zeasures faor determining the difficully
and cost of solving a develoring country problem ty the transfer of

mowledge and otler resturces through a technical co-cTeratior zTroject.

Similarly, there are 10 clear, agreed upon cxriteria for determining the
extent of UNIDO's and UNDP's role in the technical co-operatian project
cycle. In the absence of such criteria it was necesary for the
co-ordinators, through the mechanism of the in-country studies, to make
an informed judgement an the extent to which available UNIDO and UNDP
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substantive/technical staff resources match the needs of the projects
included in the samples. It is their judgement that these staff
resources are well below %that needed to carry out basic technical
assistance project functions (e.2., design, implemenzaticn) adequately

and comsequently to ensure even minimal project effectiveress and imract.

2. INDUSTRIAL ZNVTRCIMENT

152, The projects in zanufacturing sponsored and supported Sy the
Governments ard assisted by UNDF and UNIDC are meant to help the
development and/or service of industry in developing countries. The
limited help provided toc the over-all industry activitiy must be viewed
and asgessed within the framework of industry orerations which occux
within an industrial systeam, different from the technical assistance

systea.

1., THS CCMPLEXITY OF THZ ITDUSTRIAL SYSTEM

153. Industry requires the acquisition, amobilization and maragexment of a
large disparate number of elements and resocurces, larger than normally
encountered in other economic sector activities, It includes a market

to be served, investment capital, machinery, equirment, tuildings,
technology for its manmufacturing process, skilled wmanagezent, technical
and ovnerating staff, raw materials, energy and cther services, working
capital and other operating inputs. Zach one of these princirzal rescurces
needs to be identified, appraised, selected and used within a dymamic
system in which it is necessary to opftimize contimuocusly so as to
manufacture products balancing highest quality and minimum cost
commensurate to the market competition, either intermal or extermal., The
driving force for %the industry is tke profit or value added which zust ce
commensurate to the risk being encountered in the coamplexity of a

particular industry system. This system is often stzongly influenced by
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governmental regulatory and promoticnal aciivities in the area of industzy
as well as by the demands and consiTaints of the domestic and irntermatiocnal

socio-ecoacmic systems.

2. TEE CURRENT SITUATION

154. Ddecisions oz producticn or marketing strategies by established
industries of the develored or developing world, could have a significant
impact on the industrialization and market expectations of the developing
world. Indusiry today no laonger has a restricted exclusive national
connotation.
155. The present world eccncmic recession, the competition from lcw-cost
imporss arxd the higi cost of ooney have reduced the traditicnal export
markets of developing countries with a consequent serigus impact cn ihe
industrial development plans ir most developing countries.
156. Diminishing profit margins (or value added) and the high =isks
associazted with new industrial ventures with investment maturity cycles
of temn years or more and lack of assurances or guarantees on periorzance, |
have inhibited industrial investment. Risk capital has been diverted io
the money markets or more {lexible invesiments in trade activities or the
services sector because the returms are higher and the risks lower than
in industry.

3. INDUSTRIAL DEVELOPMENT AND TECENICAL CO-OPERATION

157. Industrial developmen:t may be shaped by <he kind and degree of
goverznment initervention or non-intervention, as well as by the prevalent
industrial/business climate described above. Industrial growth can be
passively respansive 4o normal market gmowth or can be purposefully
expanded via productiviiy increases, plant rehabilitation/modernizatiom,

new processes, product development or an increase in domestic or export

market shavres,




158. although each country situation is unique, indusiry develotument
demands frcm the entrepreneur-industrial manager a suitable %ind of
(1) management capability, (ii) marketing skills and informaticn and
(iii) echnological mowledge. These three elements which circumscribe
industry operaticn, need o be at an appropriate level comzensurate
with the demands imposed by ‘he technological process and the product
requirements, The lack of any cf these three basic capabilities can
seriocusly impede market and technology industry develorment. These
three capabilities could be provided trrough a technical co-operation
oroject,
159. Assuming that a technical co-operation project can substantially
affect the managerial, marketing ard technological capabilities of a
specific industry in a developing country, then the formulation of
such a technical agsistance project should begin with a diagnosis of
the following three basic areas:
(a) Tre industrial/business emvironment in which the project
will operate;
(v) 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 main deficiencies
and problems affecting management, marketing and technology of
industries in developing countries.
160. A clear understancing of these consideraticns will cermit UNDP
and TNIDO to focus *their technical assistance to the most critical and
immediate needs of industry. 4 piecemeal approach, which is the practice
today, is unlikely %o be effective. It is evident that projects requested
by Governments and assigned %o UTNIDO for execution seem often to lack the
appropriate focus within these industry parameters of needs and

consequently may be of relatively low significance and minigum izpact.
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4. THE PROBLEMS OF INDUSTRIAL MANAGEMENT

16l. A fundamental deficiency in industry development has been the lack
¢f entrepreneurs and qualified industrial managers who can handle and
sclve problems in the areas of market assessment and develovaent, anc
tecknology assessment, transfer and assizilaticn. Relatively few
entrepreneurs have entered the industrial sector iz recent years and
those wo are already in small- and medium-scale indusiry cperate with
limited skills and managerial tools more aprropriate *o a lower techro-
economic level than that reguired.

162, Larger enterprises which found it necessaxy to appoint a
professional manager usually encountered difficulty in finding competent
Rapagement skills with the appropriate techno-eccnomic capabilities
required., The problem is socmetimes exacerbated by difficultiies in
defining responsibility and authority vis-a-vis the type of enterprise
ownershir. In governmment-owned or ccnirolled enterprises, these
difficulties ofter are compounded by a lack of incentives and careex
development oprortunities offered to managers.,

163. The lack of managerial techno-economic siills is particularly czucial
during the development stage of a new indusirial venture when multiple
elements have to be procuzed and integrated such as market, product amix,
industrial site, production technology, building, equipment and machinery,
financing, raw materials, technical manpower and skilled labouz.

184. The use of consulting and engineering fizms for feasibility study,
engineering or "turn-key” contracts must be closely moniicred by the
entrepreneur or manager to assure that important decisioms suach as the
relationship of plant size to expected market, and technology seleciion
are clearly formulated and supported by analysis of a sound information

base,
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155, The industrial development agencies established by Govermments 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 made available %o
industrial entrepreneurs. These actions might reduce but not eliainate
investaent risks. 4% best, they show the entreprereur the direciicns
of industrial development scught by the Government.

5. THE PROBLEMS OF MARKET ASSESSMENT AND DEVELOPMENT

166, Defining markets and establishing marketing chammels for industrial
products may be more difficult than in other economic activiities such as
farming or mining, where the markets and the marketing chamnels are often
well establighed, Marketing of raw materials or coampcnents for other
industries, including currently imported finiskted oroducts, aay require
the entrepreneur to identify those implicit amarkets arnd <o help transiorz
them into explicit demand through the identification and promotion of
downstream indusgties.

167. To market-manufactured consumer Zoods it is necessary to identify
real disposable income and the local, regiomal or mational 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 chammels, promotion and pricing policies.

148, These wmarketing problems are worsened when industrial or consumer
2oods are intended for export where it mus%t compete in price, quality

and packaging. Here, the need i3 for reliable, accurate and updated
information on market and price trends, regulatory acticms by Governments

of importing countries, bilateral or multilateral market agreements and
international trade channels.
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6. THE PROBLEMS OF TECENOLOGY ASSESSMENT, TRANSFER AD ASSDMILATION

159. Moderm inmdustrial production technology was created by indusiry in
develoved couniries for their own use. During *ke 1960s and 1570s <the
indusizial corporations expanded their world-wide activities, f{irss
through expor<ts of goods and later through direct invesimentis and joint
ventures. Thnese latter activities facilitated access to the emerging
markets and made use of the resources available in <the host countries.
The indusirial and marketing teckhnologies created in the parent company
were transferred to these foreign investments and joint ventures and

ter were thoroughly assimilated by the subsidiary and affiligsed
companies in the developing worid.
170, The %techmologies utilizod by those corporations have forced indusizy
in the developing world %o make technology choices which are competitl
for both the intermal and the export maTkets.
171. Duzring the last 20 %o 25 years, indusirial technology from the
industrialized countries was relatively available. With the curzent over-
supply of industrial goods tc the intermational markets, this avallability
has tended to decrease sharply. This decrease, coupled with the desire 1o
limit and comtrol the activities of multinaticmal corporaticns in most
developing countries compounds *..e problems for the United Natioms system
to transfer suitable industrial techmologies from the developed to the
developing countries.
172. TFor the developing countries, there is a lack of -eligble and
unbiased information on the technological altermatives that zmay be
available for a given industrial production requirement. This makes it
difficult to identify and assess the whole range of existing technologies
%o determine tke most suitable one, The possibility of using technologies
already adapted or created by the more advanced developing couniries is

hindered by “he almost complete absence of communicaticn and information

on technology vetween developing countries.
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173. Cnce a suitable technology is identified as transferable i< zight
have to be adapted for local conditions. OCften the technical skills for
technology adaptation are not available ir the recipient country.

174, Teshnology transferred through straizht purchase of advanced
industrial equipment and zachinery may raise costs or generate producis
winich do not serve the real needs of the users and consumers, 3imilarly,
transfer of advanced technology which is induced by govermment action
without adequate understanding of industry's real needs may have sizilar
consequences.

175. The principal role in technology assessment, negotiation, transfer
and assiamllation is played by the entrepreneur or manager wno cur~ently
often lacks *the techro-econocmic experience %$o make such choices., The
role of Govermment, i any, is uswtally passive, through the establishmernt
cf regulatory policiss regarding technology license contractis and
trademarks. The posgible particigpation of local industrial research and
services institutes (IRSI) is often disregarded.

176. ‘When a developing country needs to develop a special kind of zmatural
resource for indusirialization purtoses e.g., a country poor i oil and
natural gas resources, out rich in low quality coal, and in forestry
resources, ‘the IRSI could nelp to develop ncn-comventional scurces of

energy through applied research.

T. ZELTERNAL FACTORS DMPEDING INDUSTRY DEVELOPMENT

177. A mumber of external factors have been noted above which have to

be clearly understcod prior to the formulation of a technical co-operation project
with a reasonable probabildity of impact om industrial developzment.

These are: (i) the industrial/business environment, (ii) the process of
industrialization a2nd the Govermment's attitude regarding it, and

(1ii) the level of managemen:t capabilities, marketing skills and

technological mowledge of the industrial sector. In the fast in many
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ing+ances techrical co-overation jrojects, either originated by national
institutions, bilateral assistance or multilatexral assistance, kave not
rroduced subsitantial impact in industrial development, because they did
not wake into aceount these exsermal facturs.
178, Within this fragework, a nurber of specific ccmstraints were
identified by the Joint UN/UNDP/UNIDO Manufactures Zvaluation Workshop
on Significant Issues and are listed in amnex IIY telow. The Workshon
also idertified *the most important and immediate =eeds of industry, _
scme of which may be amenable %o intermational technical co-cperaticn.
179. The most important extermal factors in limiting industry development
are set out in the following two paragraphs.
180. The Govermments of develoving countries have the prizncipal
responsibility for establisning the appropriate ousiness climate Ifor
the development of industzy so as <o provide the opportumity (o exhance
profits or value added and %o decrease the risk inherent in the use ol
capifal and human resources compared to altermaiive opportunritiies,
The principal functions for Govermments are the establishmen: of
Tarorriate monetary policies, Te tory actions for indusity and
promotion activivies. The contimuity of Government policies are
cansidered to be the most effective way to minimize itk taxing into
account *he Govermment administrations often change cn the average, on
a three year basis while industry requires policy contimuity with duraticz
of ten years in crder %o assure its ecomomic viability.
181. Tie financial problems of indusizy, vbich are comsidered %o de
significant, were concluded %o bde dependemnt on “he soiutica of zanagemen?
and marketing problems of industTy together with an improvement of the
business emnvironment through appropriate monetary policies for industry
promotion. IS these were solved, then the banking commmity together
with industzy could find adequate solutions %o problems arising from tke
profit/zisk ratic and the nign costs for investment financing.




182, Of more immediate concern to industry, the following lactors need
to be improved:

(a) The management of industry needs to be 3sigmificantly enpanced
by making sure that the techno-economic skills of managers is ccaomensurate
to the technology and product. Additicnally, problems related to the
definition of manasement responsibilities and authoriities in relaticmship
to different i{yves of industry ownership must be resolved.

(v) Adequate market assessment and market intelligence %achnigues
need to be used to a greater extent than is currently the case in srder Lo
identify the market oprortunities based on real disposable income for
products. Differentiaticns rneed to be made amcng consumer ané industrial
products.

(¢) Information networks regarding such elements as zarket and
price ‘xends 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 corsumer goods
should be reassessed;

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

(£) Technology adaptation, improvement and transfer to other
indugtrial projects must be proamoted by indust»v a3 well as by the
IRSI's which are competent in these functiorns.

183, Cutside of the immediate realm of industrial productions are the
long~-term activities of the nmational industrial research and services
institutes (IRSI), many of them established through United Nations
assistance, These should be directed %o the solution of technical
problems in an industrial sector or area (e.g., pollution through the
development of altermative energy sources) rather than duplicating
researéh already teing conducted by industry itself,
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184, Ways and means snould be found (a) o develop a hest country's
capability for problem idemtification and diagnosis which can effectively
deal wih the extermal factors noted above and (b) to reorient existing
intermational technical co-cperation to those zore important problems of
industry han would apoear o be the case now. Unless this is dcne, <the

impact of itechmical assistance will not change from wpat it is zow.
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III., SYYTHE=SIS AND RECCMMENDATICNS

Ae SINTEESTS OF FLIDINGS

185, This section addresses the study findings in descending order of
magnitude and criticality starting with broad indusizrial development

igsues and ending with specific findings on the project sampie.

1. INDUSTRY - A FCURTH PARTIER

(a) Znd-user participation

186, Govermment plays an all encompassing role in industrial development
in most developing countries, Realizing that irdustrial develorment
requires policy and investment continuity over at least a 10-year sran,
volitical changes can have a long-term impact on the directiiom, momentum
and atructure of its industrial development which can accelerate or thwart
the intended impact on targzeted benelficiaries of a techmical co-operation
programme or project.

187, The study indicated that often there was inadequate participation oy
industry in problem identification, project selection and design and work
grogrammes which could lead to projects based on misconceptioms of industry's
felt needs and intentions, Given the failure to identify and aonitor
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
varties of potential problems in time <o take remedial sctioms.

188, The communications problems with industry were compcunded bty the

fact that the Government imposed both regulations and taxaticn, on the one
hand, and promoted industrial growth on the other,

189, For maximum effectiveness, the tripartite systea must perceive the
industrial commmity as a fourth member of what is egsentially a
quadripartite dialogue.

(b) Sector complexity

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

—_— e e
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which must be clearly understood prior to the selection and design of tech-
nical co-operation projects if they are to have a reascnable probability of
making a significant impact on the problems impeding iIndustrial develorment.
Some of %them, which are discussed in some detail above, can be summarized as

follows:

(a) The industrial system is complex and dymamic, requiring the
mobilization and management of a disparate number of elements and resources,
viz., a2 market, investment capital machinery and equipment, technology, gkilled
technical and operating staf?, raw materials, energy, working capital and other

producticn inputs;

(b) The present world-wide economic recession is seriously comstraining
industrial develorment plans in most countriass and causing new problems e.z.,

maintenance of profit margins and loss of traditional export markets;

(¢) A critical gap has been the lack of entrepreneurs and gualified
industrial managers who can solve problems iz the areas of market assessment

and develomment, 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 Govermments to limit and control the activities of multi-
national corporations, oroblems of transferring suitable industrial techno-

logies are aggravated;

(2) 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 a1 set of techmo-economic

skills in addition to the normal business management skills which are often

e e e
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not found in industry in developing ccuntries resulting in signiZicant
problems which stem from the gap hetween the management skills and “echno-
logy skills. These weaknesses are the most critical since they aZfect on
the way in which other problems related to marketing, technrology and Zinance

are treated.

2. RCLES, RESPONSIBILITIES AND AUTHCRITY

{(a} The tripartite system itself

191. The most importan: and pervasive troblem which constrained the apility
of the tripartite system to achieve the effectiveness and impact o izdus-
trial develorment 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. This was observed in the case of all
three participating entities hoth 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 operaticnal 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 Govermment's structure resulted in a dif%usion

of responsibility and authority both withir the Govermment and between quasia
or non-goveramental institutions and the industry itself. The Govermment's
role wvas further complicated by its dual status, viz.,: as a partner in the
sripartite system it consults with and depends upon the other :wo parties;

ag a sovereign power, it has the authority to make almost all decisioms.
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 ahility of deal with questions of project effectiveness
and impact was also inhibited by the lack of definition of its
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responsibilities and authority vis-a-vis its other partners and internally
i.e., within and between headquarters and the field. The UNDP lacked
affective authoriiy to disapprove a project which had a low potential for
effectiveness and impact and to require changes or the consideration of

ternative approaches. There was no clear UNDP role regarding the project
work programme or the monitoring of extermal factors. Its day-to-day

operations were shaped by the lack of elarity in its resrongibilities, the

(24

ripartite relationships and the scarce staff and other resources available

'

(14
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194, Similar provlems confronted UNIDO in its efforts to emphasize gualitwr
in its technical ce-operation activities which can overshadow project-
specific problems per se and make their solution more difficult. This

wvas particularly true regarding the responsibilities and authorities of
headquarters vis-a-vis field staf? (both SIDFA's and project staf?) in
respect to the project cycle and the extent to which UNIDO is respomnsible

for results. Due to this lack of clarity and ccmpounded by the vacuum
creatad by inadequate project design, the Chief Tachnical Adviser or Nation=zl
Project Director have often found it neeessary or convenient to assume

de facto responsibility for project management without having the necessary

authority.

195, The predominsat role of Government and the CONsequent unequal status
of the other two participants in decision-making at all stages in the dro-
jeet cycle combined with difficulties aoncerning roles and respomsibilities
has produced the following observable consequences in tripartite performance

which can affect the achievement of project and development objectives:

(a) A situation where no ocne is clearly responsible for results
with an implicit assumption that a2vents will take care of themselves;

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

{¢) Differing perceptions among the parties as to the problem
requiring treatient, project purpose, and intended results;

(d) Poor compliance with tripartite system policies and procedures.




196. Understanding of, and compliance with tripartite system policies angd
procedures was also variable. The pattern which emerges Prom this conrdition
is a widespread tendency to leave the roles of individual members loosely
defined and to maintain throughout the project cycle naximum flexibility
and freedcm for each. Succianctly stated, the day-to-day vractices withi

the tripartite system were not purposefully Adirected toward the pursuit

of project effactiveness and develomment inmpact.

(b) Technical capacity and ccmpetence

197. The UNIDO headquarters has cnly limited technical caracity to varti-
cipate effectively throughout the project cycle. Despite this obvious

constraint, it has sometimes been called upon to design end implement

orojects 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 ccm-
petence of the organization is highly dependent upomn and significantly
enhanced by recruiiment of project staf? (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 clear that it has not been possible for URIDO to have full-time
highly qualified technical staff on-board and in adejuate numbers to deal

with all technologies, products, materials and methods in industry. Never-
theless, there has been no apparent institutional recognition of the limits

of its technical capacities.

200. Resident representatives handle 3 very heavy administrative worklcad




PRSI

-39 -

occasioned in part by cumbersome UNDP procedures, limited staf? and the
need to assist the Govermment and project staff on troject~related matters.
The UNDP's lack of industrial technical capacity, both at headquarters and
in the country office, have Xept it from making the kinds of substantive
technical contributions and decisions needed to assure achievement of pro-
Ject effectiveness and impact. ©Skills in project desizn, concepts angd
methcds also are lacking. Its capability to develop and use project design,
evaluation and information systems integrated with other management
functions is also seriocusly inadequate. These shortfalls were particularly

acute at headguarters level,

(¢) Definitions of roles

201, The role cof UNIDO at present seems to be primarily that of a pur-
veyor of internationally financed goods and services. This de facto

role has been reflected, inter alia, in its management orienmtation and
systems which have been essertially focussed on project approvals, inputs
and expenditures and by a conspicucus 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 numerocus
choices of kinds and levels of technology, and the variety of means avail.-
able for delivering technical co-operation and {or the transfer of techno-
lcgy (knowledge); and (b) coupled with a UNIDO portfolio wnich may total
1,200 active prolects at any one time and with a staf? of only 135 tech-
nical officers with varying levels of technical qualifications available
for project activities, it is self-evident that UNIDO does not Rave the
range of knowledge 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 which it is not currently

equipped, with 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 UNDP's role and

capacities.

204, Although UNDP's role is enhanced by its impartial and unbiased
relationship with Govermments, it has not been adequately positioned and
staffed to accomplish the demanding tasks envisaged by its Governing
Council. Its nanagement oversight role is not clearly delineated Prom
other entities involved in the project cycle and is diluted by shared
responsibility within the organization. Its role as finanecial spomsor

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
UNDP's supervision of implementation is inhibited by lack of accurate,

timely and results-oriented information from the field.

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

3. PROJECT CYCLE

206, The sample results demonstrated that serious gaps and veaknesses

exist in the several stages of the project cycle, reflecting system-wide

as well as intermal UNIDO and UNDP constraints. These include: the
widespread absence of systematic problem identification ard diagnosis; the
generally poor quality of project design; the inadequate attention given to
effectiveness and impact at all stuges; the over-emphasis on resource inputs
in the approval and implementation stages; the lack of result-oriented work

vlanning, 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-post evaluations of effec-
tiveness and impact or concerm with follow-up actisons to sustain or increase

. the intended impact on a develomment problem or targeted end-users or bhene-

ficiaries. There were also sericus deficiencies iz project documentation.

207. These deficiencies appeared in almest all orolects, regardless of
whether they were prepared under pre- or post-1976 guidelines and whather
issued by the UNDP or UNIDO. Chapter 3400 of the UNDP Policy and Procedures

Manual was develoved in 1975 to implement the "New Dimensions' emphasis on
the results of technical co-overation and their develovment iImpact and
eliminate scme of the deficiencies noted in the vroject cycle. Similar
guidelines relating to project formulation and aporoval were issued by
UNIDO in 1976. Neither have had a sufficient effect indicating inade=-
quate management attention to, or concera with compliance and quality

control.

208, These conditions existad despite mandates, policy declarations and
procedures designed to change them. Scme observations on how they adversely
affected project effectiveness and impact at the wvarious stages of the nro-
Ject cycle are included in the follcwing passages to demonstrate this

troublescme but evident fact-of-life.

(a) Problem identificetion and diagnosis

209, This stage is of critical importance for a sector which operates
within a complex environment with many factors outside the direct control
of Govermment. Jevertheless, the study findings indicate that it

is often overlocked or approached in a perfunctory manner,

210. The Governments, through their conce:med ministries, were sometimes
not adequately staffed, experienced and skilled to identify and diagnose
industry needs and construct vell-designed programmes of techmical
co-overaticn aimed at eliminating key obstacles to industrial develovment.

At tie same time, Govermments did not usually view the couatry programming
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process as a mechanism for this purpose and a pre-condition for project
selection and design.nor have they been encouraged to do s¢ by UNDP.
On the contrary, the process has often resulted in the premature assign-

nent of oroject funds and a3 de facto decision to pursue a vroject.

211. Indeed, the practice of identifying individual projects in the
country programming ovrocess actually inhibited the orderly identificaticn
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 daminant considerationms.

Policy formulation, programme planning and project desizn generally
appeared to have been carried forward by all three parties without the
benefit of objective information about potential develomment impact of
individual or tyves of projects or the extermal factors which would bte

associated with the intended impact.

212, The staff of UNIDQ seldcm have the opportunity to participate at

this early stage and when they do, the principal interest appears to be in
drafting a prcject document. Cther non-operational headquarters sup-
porting units which could have been particularly useful at this stage, vere
nere used in any significant extent even though their knowledge and expe-

rience may have been relevant arnd 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 IPF 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's discretionary funds. The Troblem

was particularly evident at both the problem identification and diagnosis
and the project formulation and approval stages of the project cycle which
were sametime omittad or unnecessarily collapsed by almost automatic dele-
gation to the Resident Representative to approve projects in the name of
UNIDO.

2l4. 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 nay

have detracted frem continuing concernm 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 selecticn of droject

approaches based upon an erronecus nerception 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 extermal and intermal variables affecting industrial develoument
and (b) reorient existing assistance programmes to the more important
problems and vressing needs of industry. Unless this is done, the impact

of technical co-operation cannot be expected %o increase significantly.

(b) Project formulation and approval

217. Instances were observed where pvcorly designed projects proved to be
reasonably effective with discernible impact. It is obvicus that goecd

desigzn ver se does not guarantee success. Jevertheless, the impcrtance of
good design as a determinant of probable effactiveness and impact was
reconfirmed by this study. This is particularly true in a aigh-risk

project operating in a dynmamic enviromment. The study results in this respect

vere not encouraging.

218, 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 gquick avproval

of projects with a concommitant reluctance, particularly by the govermment
sponsor concerned, to accept advice or revisions ia the draft proposal which
may have already passed through numerous clearance channels. Project and
develorment 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
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narties to avoid asking cha.lenging questions.

219, The UNIDC has only limited technical capaciiy to participate effectively
in project design. Despite this obvious constraint, it has sometimes been
called upon to design and implement vrojects in a much wider range of indus- .
trial activity and specialized levels recuiring high technology and sub-
sectoral expertise than it was capable of handling. When UNIDO technicel
staf? 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, tach-
aician op SIDFA who was also knowledgeable in the methodology of prdject
design appeared to be a rarity. When faced by design problems caused by
govermment proposals endorsed by the Resident Representative, UNIDO avoided
confrontations and left the problems to be corrected during implementation,
wvhen internationally recruited project staf? were available. These cor-

rective actions rarely occured.

220. Competition for rrojects hetween headquarters technical and functional
units has scmetimes discouraged zultidisciplinary and multifuncticnal
approaches which were necessary to provide effective suptort, thus distor-
ting project design and subsequent work planning. Such co-operation amcng
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 om project

numbers and size.

221, UNIDO's limitations in project design have also been exacerbated by
UNDP's truncated treatment of the pdroject logical framework concept which
omits some of the essential elements of gocd project design. Consegquent
efforts to follow these incomplete instructions have resulted in confusion.-
between nroject 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 systams. The flaws in this model contribute to 2
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similar observation that many UNDP staff, toth in the field and headguarters,
also lack the basic understanding and skills of project designm.

222, These factors lead to the observation that there was a systems bias
for rapid and almost autcmatic approval with the attention primarily devo-
ted to the nom-substantive elements of the vroject document. Zven cn the
occasions where the UNDP headquarters attempted to raise gquestions regarding
the desizn and justification of a project,becmuse of its undefined autho-
rity it could only cause delay in the hove that mcre reascned consideration

might preveil.

(¢) Implementation

223, Once a project was approved, UNIDO's interest and management systzms
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 effact on implementation and comsiderations of gquality. 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 adequate participationm of
end-users and technical inputs from non-project suurces and
were perfunctory or input-oriented; rarely concerned with
eritical extermal factors, progress in oroducing ocutputs
or the continuing validity of the project strategy (hypothesis);

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

- Lack >f timely feedback to higher levels from project manacgement

on problems.

224. This kind and level of government activity often significantly

o
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affscted the suhstantive, technical and cther inputs which were delivered
£0 Droject management. timately, it often strongly influenced the
vroduction of ocutputs. Nevertheless, government participaticn in tripar-
tite reviews and evaluations had only a marginal influence on effectiveness

and impact.

(&) Completior and follow-up

225, The termination of a project should be a planned event based uwcn

the production of targeted outputs. It shou..d be the occassion to record
actual results and identify actions needed to consclidate projlect achieve-
ments. In actual practize, it is a non-event linked only tc the exhaustion
of project inputs and administrative actions. There was little demand

from any of the parties, during implementation, at termination, or after
project campletion, {or information on the assessment of achievement of
objectives and their ability %o produce the desired change (the develop=-
ment hypothesis). Nothing aporoaching such an assessment was attempted.
Headquarters backstopping staf® rarely returned to the oroject site. It
was left L0 the Goverament or the Resident Representative to form the final
Judgemert on the statur and outcome of the project. The study found
virtually no record that such a judgement had teen formulated.

L. SAMPLE PROJECTS

(a) Effectiveness and impact

226, In the case of the large-scale prolects (3400,200 and over) included
in the most reliable sample, 5T per cent were rated as haviag achieved

s . L
their project (immediate) objective as planned or better.;-!

Ratings of effectiveness were similar for small-scale (56%) and higher for SIS

14/ Based on in-country studies (Fifth level)
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projects (67%), which make up the majority of UNIDO's oroject port.dlio
but in 36 and 2I per cent of the cases, respectively, such assessments

[
were impossible becsuse of the lack of relevant data.li/

227. Similar results regarding the impact of large-scale project3 showed
that 50 per cent of the projects were rated as having achieved an impact
as planned or better.;é/ The evaluatiorn of impact was possible only
through in-country studies. Tn 36 per cent of tkhe small-scale and 39

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 tharn for large-scale projects but the number was toc 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 adeguately
produce or record data concerning project effectiveness, and tended to
ignore questions of eventual development impact in industrial zrojects

at all stages in the project cycle, regardless of size, duration and type
of project.

229, It is obvious that given the current poor state of lInformation
produced by the system, only in-country studies can produce a reasonably
accurate assessment of effactiveness and impact. It is equally obvious tha®
projects are often justified and planned on the basis of unrealistically
high expectations and without due consideration to resource and time

constraints or the ocutside factors wnich facilitate or limi%t achievements.

230, With some qualification; there was enough congistency within and
tetween each sample level to give the co-ordinators confidence
that the methodological design had provided results which permitted

15/ Based on reconnaissance review (Second level). Results were
higher in the in-country studies but the sample in relation %o the total
population ms small.

16/ This rating is 43 per cent if "cannot determine” ratings are
included, see table 1 above,
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analysis and formed the basis for the findings and conclusions which
2o0llow. Yevertheless, there is no framework or reference point upon
which to Judge the statistiecal result3 nor aay established standards of
acceptable verformance. (For example, a higher average rating of effec-
tiveness could indicate that UNIDC has been executing low-risk orojects

with minimal develorment impact.)

23l. On the other hand, the results do suggest that UNIDO, UNDP, the
Governments of develoving countries and the concerned intergovermmental
bodies, do need to give prcmpt and serious consideration to ways and
means to improve the effectiveness of develormental assistance in the

industrial sector, and perhaps in all sectors.

5. NEED FOR BALANCED PERSPECTIVE

232, Pinally, an evaluation exercise of this type focuses on determining
the actual situaticn, identifying problems and offering possible solutionms.
3y its nature and to b2 of use, it concertrates on these problems and may
unintentionally give an unbalanced picture regarding accomplishments.

The co-ordinators wish to point out that in the light of the basic problems
and important issues identified through this study, ore could expect

the orerall system to perform at significantly low levels of effectiveness,
yet it must be realized that in spite of these problems, close to 60%

of the manufacturers projects included in the sample had effectiveness
ratings of as planned or better. This could only be accomplished because
of +he dedication, imagination, ingenuity and ideals of the intermaticnal
staf? concerned, Including the national project counterparts, to try make

an imperfect system work in an imperfect world.

233, While the exercise exclusively ccncerned the industrial sector,
CPC may also wish to consider the systemwide implications of many of the

findings, conclusions and suggestions included in this study.
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3. RECENT DEVELOPMENT WITHEIN UNDP AND UNIDC

234, The UNIP, UNIDO and their respective intergovernmmental bodies have

Tecognized some of the deficiencies and gaps noted in the mroject cycle
as <hey relate %o effectiveness ard impact apd, particulaxzly in the
last year, have initiated some remedial acticns insofar as *the
deficiencies were perceived to be within their coptrol and the
resources available.

1. UNIP

235. Begimming in 1983, the UNDIP started limited use of a new project
document format and checklist, which had been field~tested, as a
begimming to a modified but uwxdefined approach for the project cycle
as a whole. The ‘ntent is to apply the logical framewark cancept io
the major design elements fur use as a nroject managemen: %tool. The
Jhartened document will emphasize “he need for clear definrition of

the objective or function of the project and the outpuis to be
produced, thereby facilitating the nrospect of achieving effectiiveness.
The question of impact is not addressed except inmcidentally iz
comnexion with project justificatiom.

236, This same exercise introduces a requirement for cutpnt-oriented
workplans and +the use of performance indicators, but without supplying
adequate guidance or relating them to other elements of the pxoject
management system, particularly reporting. In September 1982, however,
UNDP decided to tTy to improve the quality, timeliness and increase Zhe
gumper of tripaxtite reviews and provide specific criteria foz the
conduct of in-depth evaluations intended to verify the current validity

of a project's desi@.u/ Guidelines for such evaluations, however, have

not yet been developed,

17/ Project Monitoring, Evaluation and Duration, UNDP/PROG/95;
UNDP/PROG/FIELD/150; UNDP/PROG/HQTRS/152, 30 September 1982.

|




237. 3Zarly in 1983 INIDP presented a series of proposals to its Goverming
Council's Intersessicnal Committee of the Whole at its second sessicn
intended %0 increase the effectiveness and impact of development

.18/ . . .
co-cperation.=~ These includec inter alia:

~ Improving the ccmpliance and quality of <{ripartiie moniloring;

~ Introducing a feedback system concerning the use of evaluasi
resulis;

- TIntegrating desian, appraisal and evaluation asgecis of
the troject cycle, including selective checks on the qualily
of the project design;

- Requiring terminal evaluations to examine and record project
achievenente;

- Introducing ex-uvcst project evaluations cn a gelective bdasis
for the implied purpose ¢f verifying and/or taking follow-up
actions *o sustain intended impact'(It shouwld be noted tha%
this prcpeosal is vaguely worded and reflects the lack of
experience within UNDP in dealing with this dizension);

« Collaporating with the exscuting agencies in harmoniring project
design and evaluation practices and systems.

2. TUNIDO

238. In 1982, UNIDO ipnaugurated a project self-evaluation system with
total coverage which is cutput-oriented and desizned to complement TNDP's
system.lz/ The UNIDO system is focussed on project effectiveness and
introduces the concept of monitoring critical extermal factors and giving
some consideration to eventual impach, particularly in large-~scale

18/ DP/1983/ICW/6 December 1982 - Arrangements for the Zvaluation
of the Results and of the Zffectiveness of the Programms.

19/ ONIDO/PC.31, January 1982.
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projects. IZffective utilization of the system for on-going projectis
is being hindered by the poor design of projects in the active
portfolio.

239, Self-evaluation is being facilitated by efforts to increase the
quality of project design,gg/ by issuing guidelines on output-oriented
work plamming and establishing performance indicators,g;/ and by the
initjation of :xtensive 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 qﬁality 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.
241l. 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. MUCE 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 URIDC have had litile effect on traditional management
practices. This can be explained, at least in part, by the intermal

and extermal factors already discussed above and which form the bvasis

for the recommendations which follow, These are not easy reccmmendations
%o make, consider, approve or implement, but in the opinion of tbe
co-ordinators, they are critical to the improvement of multilateral
industrial development assistance or even its contimuation at any
reasonable level of quality.

20/ UNIDO/PC.4l.
21/ TUNIDO/PC.3/Add.l1.
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c. RECOMMENDATICHS

243, This section follows the patiern 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 operaticnal
level. These reccmmendations are integrated and mutuaily reinforcing.
They should not be undertaxez piecemeal; to do so would sharply

reduce their effactiveness.

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

Recommendation Yo. 1

24l, The roles, respomsibilities, accountability and authority within
the tripartite system should be clearly redefined if projects are to te
more effective and have a significant development impact. This
redefinition should occur at the programme policy and working levels,
wita sharp distinetions between the rules that would apply at each
level. The co-ordinator's recommended approach follows:

245, At the programme policy level, the Government's sovereign will
should be communicated to UNDP in the form of & country programme
document. This country programme document should state Government
policy decisions on the kind of United Nations development assistance

i% desires and should articulate the Zoals it wiskes to achieve for
individual economic¢ sectors. The planning of the assigned IPF should
define a distribution of %he potential IPF resources to the different
economic sectors and subsectours without making a specific disaggregation
of the sector planning figures oy individual projects. The distribution
of funds within %the iudustrial sector would be accomplished at the




working level and at a3 time and in a zanner which would maximize the
Jrobability of achieving the Govermment's development objectives.

In the preparation of the country pregramme tie Goverament should

be enccuraged to seek the assistance of UNDP and the advice of UNIDOC

i? it felt that the experience of eith r or both organizations would

be useful in industrial sector planning. (See recommendation Yo. 2.)
246. At the working (project level), the “hree participants would
centre their efforts oa the identification and formulation of industrial
develorment projects based on the logical framework concept Zor

projects as illustrated telow:

Develoument objlective

Develotment hyvoothesis
(iatended impact and assumptions

about external factors)

Protect oblective (effectiveness)

2roject hypothesis
(project strategy and assumptions
about extermal Zactors)

Qutputs
Activities

Ioputs
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24T, At the working level the government co-ordinating office end UNDP weuld

be the financial sponsors of the oroject. Zach would be resporsible and
accountable for the finansial support contributed by it and required by the
project. It would be necessary to establish explicitly that each financial
spoasor Wwould have independent authority to approve or deny monies under its
ranagement control. A refusal of financial support to = project by UILP would
be based on its judgement of vhether the project’s objective was Qirectly
relevant to identified problems and the project desigrn coulé reasonably e
expected to address those problems. Approvals could be withheld if necessary
until appropriate preconditions or vrerequisites were fulfilled. Such acticns
would not be an infringement of the sovereign right of Government since those
zonies would still be available for other technical co-overation drojects in

tie particular economic sector. The UNDP does not nmow have such autkorily.
Consequently, a clear and unequivocal clarification of this authority should te
scught.

248, At the stage of project design the Government and UNDP would Jointly select
the national implementing agency and invite UNIDO, as well as end-user
repressntatives, to participate in project design, making use of UNIDC's technical
capacities. The primary responsibility for ensuring that a project design has
accepteble quality would rest with UNDP which would erercise its leadership
principally through the Resident Representative supported as required by the
technical advisory capacity of UNDP and URIDO. In this case, UNLP capacity would
be oriented to the integrity of psroject design from the standpoint of the
irdustrial system and quality standards while UNIDO's would be primarily from
that of the tachnical specialist. In an important, large-scale project, design
should be the joint effort of the sponsors, executing agsents and the intended
end-users.

249, The UNIDO as the designated agency for the implementation of %ie UNDP-funded
assistance would have the right of refusal if it 4id not agree with the technical
aspects of the project design. In the event of such a refusal there should de
intensive consultation between UNDP headquerters, UNIDC headquarters and the
Government before a decision is made to assign the project elsewhere within the
United Nations system.
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250, After approval, the authority for implementation, thet is, actuel
osroduction of outputs, would be delegated by the national implementing ageney
to its national director and by UNIDO <o its chief technicel adviser. UNIDO
headquarters would supply the technical support to the project through its
staff in the Divisioa of Industrial Operations, or supplemented as necessarv
through technical advisory project committees. These arrangements recogzize
the basic principle that the project should be a zoverament vroject. (See
recommendation No. 5.

251 . The responsibilities of the parties for achievement of outputs, project
objective and development cbjective should be explicitly clarified withiz the
framework of the project logic. Although there is a shared tripartite
responsibility among all three partners at all levels of droject objectives
there is a need %o have one partner assigned the leading or primary management
responsibility at each level.

252, The co-ordinators suggest that one possible allocation of responsitility
would be:

(a) Respvomsibility for the pursuit of project impect (achievement of the
development objective) would be solely the Govermment's, chiefly discharged
through the Government co-ordinating office and exercised by the CGoverament
at the required policy level;gg/

(b) URDP would be responsible for project effectiveness (achievement of
project objective); chiefly discharged by the Resident Representative:gi/

(e) Respomrsibility for production of >roject outputs would de UNIDC's
with appropriate co-operation and participation cf the national implementing
&Sency;gi/

(d) Responsibility for inputs and project activities would be the
Govermment 's through the national implementing agency 2nd UNIDO. These
responsibilities would be shared by delegation to the national projec* director
end chief techrical adviser of all necessary authority, withia the corstramints
of the approved outputs and resources. UNIDO's services for procurement of
all internationally funded inputs would be made available to this management
team.

22/

—/'Cee following paragraphs.

gi/See folloving paragraphs.

L . ,
2—/In cases where the executing agent was the co-operating country Covernment,

the responsibility would rest there.

P
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253. ™e concept of responsibility assures that all factors necessary for iis
Mlfillment are under the control of the entity resvonsible. Under the above
oroposal, such would be the case at the level of the inputs and activities
for the national project director and UNIDO Chief Technical Adviser. The
assignment of responsidility at the output level is a special case: it is
shared by UFIZO 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
vroduce the outputs. This in no way diminishes the overriding responsibility
of the national project director.

254, The responsibility of the Resident Representative for achievement of the
project objective and of the Government for the achievement of develorment
objective has to be understood in different terms since neither one would
have control of the extarnal factors at those levels. Treir responsibility
would be to monitor, influence and try to mobilize any particivation and
actions needed to exert control over the external factors affecting the
project thus maximizing the probability for achievement of project and

develotment objectives.

Summary of recommenda*ion No. 1l:

The roles, resvonsibilities, accountability and authority within
the tripartite system should be clearly defined at the vrogramme
voliey and working levels with sharp distinctions between the needs
that would avoly at each level.

-~ At the programme vpolicy level, the sovereign will of the Goveranrent

should be exercised through the country programming process which
should be expanded to include problem identification and diagnosis and
the suggestad allocation for IPF funds at the sector and subsector
levels but not allocations to projects;

- At the working level, the tripartite system should centre jts
efforts on the identification and formulation of industrial projects

based on the logical framework concept:
- At the working level, the Government and UNDP should act as
financial sponsors, both having the independent authority to approve

or refugse financial suppert of a project:




- The primary responsibility for establishirg and enforcing standards
for project design should rest with UNDP;
- The UNIDO, as the designated executing agency, would have the right
of refusal cn technical grounds with the opportunity for review at
headquarters level before snother designaticn is considered:
-~ The allocation of prirary responsibility for each major element
of the project should be made clear and as follows:

development objectives - Goverament

project objectives - UNDP

outouts - UNIDO

work progresrme - national implementation agency

inpr.s - Joint

Recommendation No. 2:

255. Clarify and expand the country programme concent to include problem
solving at the sectorzal 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 adventages.
irst, it would encourage and strengthen the critical planning stages: the
orderly identification and diagnosis of sectoral groblems, the selection of tkhe
most appropriate projects, and subsequent project design. Secondly, it would
permit the phased and co-ordinated creation of se#eral interrelated projects
aimed at the same critical subsector or problem and keyed to the longer-range
industrial development cycles of 10-15 years.
25T7. In support of this recormendation, reorient and strengthen industrial
»esearch t0 solve more substantive and immediate industrial oroblems, whick
ei#her a?fect sn entire industrial branch or heve far-reaching impact at the
nationul level. An elaboration of this proposal %ith examples is Zound in
Anﬁex Iv.
258. In addition, priority should be given to more comprehensive individual
industrial technical co-operation projects which, in addition to the basic
production process, also address management questioni, market assessment and
ma}keting technigues, and methods for technology‘éearch, assessment, negotiation
an@ transfer. This is particularly important in view of the current vorld-wide

ecozomic situation.
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259. The formulation of a2 technical co-oreration droject should pegin wita axn
analysis of the three basic aress:

-~ T™e industrial/business envircnment in which the prolect will orerate:

-~ The process of industrialization which already exists in tke country
and the policies and practices of the Government regarding it:

- The present levels of capability and the »rincipal Z2eficiencies and
oroblems affecting management, marketing and technolosy.
A piecemeal approach is unlikely to be =2ffective.
260. The UNDP should further consider its responsibilities in the context of its

being 3 spomsor of high-risk ventures., For a develoving country, a large-scale

develorment project may be a high risk venture. Therefore, UJLP ought to consider

the special approach used for thaiy type of activity which requires the spensor
to be a technically knowledgesble and active participant with access to outside
expertise. In this conceptual framework, the 3vonsor needs to he highly
Selective of those who will be responsible for project implementation and
particularly of those fulfilling the management and entrepreaseurial roles. Once
these selections nave been made, the sponsor continues as an active partner who
act only provides funds but also maintain continuing oversight in order %o
assist and overcome impediments which might be encountered during irmlementation.
This assistance might take the form of further funding support, providing
guidance and helping the ovroject to develop outside contacts through technicel
networks that would permit the project to achieve its aims.

261. If UNDP were to play such a role, it would call for the Government
co~-overating 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 tachno-economic matters. See supplement to this
recommendation in annex IV.

Sumnary of racommendation o. 2

Clarify and expand the country orograsme concewnt to include
oroblem solving at the sector and aubsector levels.

- Develop prodlem-oriented industrial programmes, requiring technical
co-operation inputs of an intermittent nature, covering priority
subsectors and extended to the long-range industrial develovment cycles
of 10=15 years;
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- Incourage govermment involvement of the industriel cormmunity,
example, entrepreneurs, zanagers, vrofessional societies,
irdustrial associations and research instituticns, in the Drocess:
- Give priority to comprehensive technical co-overation projects
which, in addition to production, also address problems in
menagement, market assessment and techniques and technology search,
assessment, adaptation ané transfer:
- Problem diagnosis at the subsectoral 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; end

(iii) The present levels of capability and the principal

deficiencies and problems affecti-g management, marketing

and technology;
- Identify high-risk ventures which require special arrangements
for +the management and technical expertise required, ©-8., the
use of technical advisory cormittees;

- Encourasge Governments to use IPF funds for this stage.

Recormendations concerming the project cycle and
the nature of the technicsal co-overation orocess

Recommendation No. 3

262. Many of the recommendations in this section have been made in the rast -
sorme repeatedly - as a result of management survevs, evaluations and other
studies. The recormendations are largely qualitative i.e., they involve
chances in attitudes, levels aL. kinds of knowledge and operational practices.
They can be accomplished within the secretariats concerczed without recourse to
intergbvernmental bodies, and without substantial sta?f or Zfinanciel rescurces.
The methodologies are widely known and readily aveilaple. Given these
condi:ions, the co-oréinators believe it is incomprehensible that the
deficiencies and gaps to which these recommendations are addressed, have been

permitted to persist. The recommendations for corrective action are aimed at
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those elements of the project cycle which have been identified bty the study sas
being critical to project effectiveness and impact. They are:

{a) Measurement and recording ¢f haseline conditioms to permit better
'mderstanding ¢ the nature and magnitude of the aroblem end %o serve as a
bese freom whick to measure sroject ITOgress;

(n) Setting of exnlicit, time-limited targets at the output, project
objective and - to the extent feasible or useful -~ the develcoment oblective
levels;

(¢) Revision of the concept of the development objective to meske it =ore
proximate to the project objective by including specific problems izpediag its
achievemert whick are susceptihle %o solution or amelior=tion <through technical
co-gperation;

(d) Discontiznuance of the use of +i-objectives at the project
(immediate) objective level and discoursgement of multipurpose objectives
(e.g., instituticn-building and direct support);

(e) Formulsticn and use of objectively verifisble nrogress and achievenment
indicators, including end-of-project-status indicators at tke project objective
level;

(£) Articulation ard rmomitoring of assumptions about the anticipated
behaviour of criticel extermal factors at the problem, project objective and
outyut levels;

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

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

(i) An improved approach %o the planning and concduct of ongoing, terminal
and ex-post evaluations; ‘

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

(k) Establishment of simple procedures for the revision of project desim,
workplan and budget when such changes are based upon feedback from evaluaticn
2indings or are caused by externsl factors;




(1) Revision of the concept o, and the procedures fcr, the terminstion

of project operations so that termination is Xeyed %c achievement
(i.e., production of outputs, fulfillment of troject objective) rather than
the financing and delivery of inputs;

(m) Revisicns of prosress reperting requirements to emphasize Drogress
in producing outputs, Drodblems, effeacts of exteraal factors and resulis.
263. Iz view of the inadequacy of pest attempts at imrrovement, the

co-ordinators strongly urge that the managers of the tripartite system under<ake

four kinds of actions to ensure the effective irplementatiorn of the above
recormendations:
= (Clear and comprehensive procedural guidance and izstructions:
- Establishment and enforcement of standards of quality;
- Systematic oriemtaticn and iraining to prepare sta®? to fulfil
their assigned responsibilities;
= Clear and forceful assigrment of specific respensibilities to
project and backstopping staf?.

Summary of recormendation Jo. 2

Institute remedial actions to improve the technieal oreconditicrs
necessary throuchout the vroject cvecle o increase ce2pabilitwy
£0_»nlan and manage for effectiveness and impact.

= In project design, introduce use of subsectoral problems in lieu
of macro develortment oblectives: use of single oblectives st project
level; time-limited targets; btaseline data; end-of-project status
indicators: develorment and project hypotheses: and explicit
formmlations of critical extermal factors, viz, the complete logical
{rapework concept;

- During project implementation, introduce or expand use of:
targeted outputs expressed in kind, magnitude and gquality: output-
oriented workplans with performance indicators: output-oriented
Progress revorting; monitoring of critical extermal factors: and
reviews and eveluations focussed on e?fectiveness and expected
impact:

- Simplify orocedures for revisicas in project designs, workplans
and budgets:
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-~ Peguire in-country terminal evaluations on 2 routine tasis and
conduct ax-vost evaluations of impact on a selsctive basis ard uvon
governmment reguest only:

-~ Involye end-users in industry at all stages of *he project cyecle.

Four kinds of actions are necessary, in view of the inedeaguecy of oast

attempts, to ensure affactive implementation ¢f this recommendation.

(a) Clear and comprehensive procedural guidance and iastructions:
(b) Clesr assizzment of specific resronsibilities to sroject and
backstorping stall;

(¢) Systematic orientatiocaz and training to orepare staf? to fulfil
their assigmed responsibilities: and

(d) Zstablishment and enforcement of standards of guality.
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Recommendation concerning the professional and technical cualilications
of tripartite system staff

Recormendation No. 4

26h. Three areas of weakness in staff capapilities which adversely affect project
effectiveness in industry have been idepntified in varying degree among all tbree
of the tripartite parties. They are: (a) lack of uncerstanding of project design
concepts and methodologies, (b) absence of techno-economic management skills in
contrast to business mapagement and (c¢) inadequate techno-eccncmic Xnowledge and
experience in important industrial subsectors. Projects are affected when cne or
more of the parties lacks the required skills, thus restricting the performacce
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 suould be planned and
implemented as a tripartite effort. For the Govermment Cc-ordination 0ffice,
priority should be given to all three of the skills noted above to permit it %o
participate more effectively in the project cycle with particular attention %o
the early stages. For UNDP, the emphasis should be on project design as well as
techno-econcmic capability to enhance its design, review and approval capabilities.
UNIDO should stress subsectoral technical engineering specializatiom and support
of project design.

266 Te co-ordinators recommend (a) the formulation of new recruitment policies
and criteria, (b) intensive training and orientation activities and (c) redeplcy-
ment or existing staff as necessary. All of these actions should take into
consideration the subsectors which are expected to receive priority programme
attention in the foreseeable future.

United Nations Industrial Develovment Organization
Recomendétion ¥o. §

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. Scme specific suggestions include:
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(a) Strengthen its technical specialized capacities in individual subsecters
and technical subjects in which UNIDO considers itself ccmpetent and fcr wnick it
could perform the ga.tekeeperz'j/ function. Actions could include (i) supporting and
using technical networks on a subsector basis for techmical support of headquarters
staf?, (ii) use of country studies and cther pertinent inputs ’rom the Division of
Industrial Studies for problem identification and diagnoses, including industrial
system diagnoses and (iii) redeployment in the Division of Industrial Operations (510)
of qualified technical engineering staff specialists with practical industrial
experience;

(v) Improve recruitment policies and staff selection focussed cn the subsectors
and technical subjects in which competency is required t prbvide an arpropriate
technical gatekeeper function. In particular, salient gaps such as expertise in
marketing methods for identifying new industrial production opportupities need
to be filled;

(¢) Redefine the responsibilities aud authority cf staf?, including in
particular the Chief Technical Adviser or, where there is none, the national
designated project director, the Senior Industrial Develorment Pield Adviser and
headquarters backstopping officers;

(d) Assign the continuing responsibility for preblem identification and
diagnosis, ineluding participation in country programming exercises when requested,
to a small programming section inecluding programming, technical and industrial
skills; staffed at senior levels whirh would draw upon the technical and functional

+3 of the Secretariat. This section would also identifyy high~risk/venture
projects and, during the project formulation and approval stage, advise DIO on
those projects requiring a multidisciplinary or multifunctional agpreacn invelving
special backstopping arrangements;

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

25/ Technical gatekeeping is the function that either possesses the technical
specialized knocwledge and expertise in a given subject matter maintaining itself
always up-to-dnte or, alternatively, can identify the sources where such information
and expertise can be obtained. Particular personal talents and traits are required
for ipdividuals to perform such tasks by continously keeving up on the state~of-The-art.
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(£) Assign responsibility for maintaining a country, long-rangs prograpming
and mopitoring 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 respoasibility to a central
unit independent ©of operations;

(n) Intepnsify and expand training for both neadquarters techmical staf? and
field project staff in project design, preparation of work vlans, and evaluaticn
methodologies and requirements;

(1) ©Prepare a UNIDO manual of policies and procedures covering the roles,
responsibilities, authoritiesz, duties, procedures, guidelines, etec., for all
aspects of secretariat participation in technical co-operation activities.

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

(k) Assuming tiie development of a result-oriented project reporting system
as suggested in recommendatiomsnos. 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 cutputs, 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 Develovment Programme

Recommendation No. 6

- Take the pecessary policy and administrative actions to reorient the country
programme process to emphasize the formulatiocn of develorment policies and strategies
and the allocation of IPF at the sectoral and subsectoral levels rather than on a
project basgig;

- 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 approximagely 10

years, subject to Govermment continuity of supporting industrisl development
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policies, regulatory activity and monetary policies;

- Develop practices for high-risk venture industrial projects including the
special technical and suppeort authority required by these ventures;

- Strengthen the technical support capabilities of the organizaticn through
staff radeployment and changes in recruitwent policies and priorities to oobtain
profcssional epgineering staff with techno-economic skills and industrial manage-
ment experience. The qualifications should be attuned to problem identificaticn
and diagnosis, project design, oversight and evaluation.

- Revise the recruitment policies for the programme staff dealirg with industrial
projects by emphasizing epngineering and science qualifications with appropriate
practical industrial experience so that over time, there ¥ill be an increased capabili
for substantive programme oversight;

- Redefine the responsibilities apd authority of staff, both at headquarters
and field, in line with the agreements reached in recommendations 1 and 3 and
make 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 pruject information and reporting system to require
substantive, output-oriented progress reports based uron approved work plans and
performance and achievement indicators;

- Clarify and strengtheh the procedures and guidelines for the project cycle
in accordance with recommendation 3.

Pollow-up action
Recommendation §o. 7

268 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 skills at relatively low cost;

(¢) Those which would require additional resources.

[oee
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2€9. Having identified the important oroblems, the evaluation team was able %o
indicate the pature and direction of change which is needed but could rot

forecast the magnitude of those changes or the rescurces necessary to bring abcut
those changes. The evaluation team was also unable to determine which of the

above three categories is most appropriate for each of its recommendaticns. 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. The evaluation team is well aware of the scarcity of resources during this
period of world-wide recession. The team does feel the responsibility, however,

to call atitention to its finding that the UNIDO and UNDP substantive/technical

staf? resources are well below that needed to carry out beasic technical co-operation
project functions adequately and, consequently, %o ensure even ainimal project
effectiveness and impact.
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A <echnical co-oderation troisct i3 defined as an urdertaxing woich is

desizned to ackisve certain specifizs objectives within a given budger
and a svecified perioed of tize, e.g., establishzent of a teciknical
-esearch and training centre, expandirng a2z existing Ifcundry o permiz

croduction of new products.

Doe

Iffectivoness is a measure of the extent ic wnich a orcject achieves

its own icmediate objective.,

[

lzzac: is a measure of the contribution of a preject to its develorment
cbjective, i.e., the progressicn of furiher effects resulting froz the

achievecen+ of the oroject izmediate odbjective.

Te four zmajor stages in the life cyele of a technical co-operation
Troject are:

1. The oroblem iderntification and diamosis staze

This stage usually is preceded by, and is the logical outgrowth of
zacro and secicral plamning, t3 purpose is to identify and exanmine
cbstacles, usually a* the subsectoral level wnich icpede izmdustrTial goowsi
znd wrich are suacepiipble %o soluticz by a2 TC srojeci(s). This s<age
iffereniiates prodleams wnict can be addressed by TC project assistance
from problems which Tequire policy, legislative oz structural (nea-project)

change. This stage is crucial in that it (2) establishes the emlent to
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wnich the tzoject is essextizl tc develcprment, (t) assesses e matuse,

cagmitude ané intensity of the rroblem, (c) forzulates the developmern:
nypothesis linking the project tc the develorment objeciive at sect c*a‘/
subsectoral level, (&) assigms a prioriy %o the solution cf the protlem

and (e Tcoposes a stTategy for its soluticm.
-

2. Izojeci desizm and avoroval

This stage is highly dependent upczn the prior stage. 4t this
stage, the project desigmers azticulate the zmajer design elements: tle
immediate objectiive, the developmert hypothesis, the precject sirategy,
the fmetion, kind znd level of technolosy, the cutrut eic, Zesource
iny a3 reguirezents (expe:t services, Iraininz, thysiczl zlant,

eguipoent ete. ) zre specified and 2 work plar is proposed. Approvel

is based upcn the critical assessment (z2T ~aisal) of the melevance,

Iy

feasivility and potential effectiveness of the zroject. More specifically,
the proposed project proposal is reviewed to ensure (a) the relevance of
<he project to the recizient couniry problec, (p) +he logic and adecuacy
of the causal linkage between lnnu‘s, outputs, project immedizie objective
and development otjective and (c) whe<her these ouiputs and objectives

are sufficiently explicit az? trecise <o Terzit objective veriflicaticn of

trogress and acnievexzent,

z, Imnlementation

In this stage “ne werk plan is carTied out, The izplemexntiatic:
stage includes the adaptation, tTansfer znd utilization of rescurces

/

(i.e., materia’l resocurces, vecanology and skillg) through close
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cellaboraticn beiween the executing agency znd the recipient Goverzzment.

12 the case of irmstituticn-building procjects, *he creziicz of imstitu<icnal
capability occurs during implementaticn. The izplemerniation stage is in
fact a field test of the soundness, integrity anc relevance of the pzcject
design. It also affords arn opportumity for reformulation of trojecs

otjeciives and stTate in the light of evalvaticz findings fzon
v 6

operaticzal experience.

4. Project comple<ion zné follow-ud
Lt present a rToject is fimancially terminated when the impuls
have all been rrocured. NP requires 3 terzizal report or the completion
¢l scheduled aciivities, outouis ané objeciives ani recocmended future
acticns., Pollowing fimancial termiznaticm, zno Unized Nazi fancés aze

availadtle for further zToject activiities.
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1. The Werkshop ¢n Significant Issues met iz Viemma from 1-8 Cecember 1352,

It was nheld a2s the culminaticn cf Zhase II of “he Joint N/TMD2/UTITC

RV RN P -t ot

prizcirel significent Jrcblems eand sigzmificent issues which af%ect industrizl

.

develorment iz the develcoping world s¢ as to determine whether %he =cle of
governzents anc the intermaticnal svysten wes appropriately focussed in trviag
to find soluticzs which would have an izpeortant impact on %the industriel

environzent of the countries conceraed.
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2. The Workshoo was attended rom six of the
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es in which field =issions were zeld: IZzrot, Xenve. India, Indcnesiz,
Peru 2nd Yugoslavia. It was also attended by the three loizt co-oriizscscrs
2ron the United laticns (UN), United Neticns Development Progremme (UNWDF) and
United Netions Industrial Develorment Crzenization (UNIDO), as well as two
Senior Industrial Develorment Field 0fficers and other staff. Mr. Arturo
Chavez J. (UNTP) acted as Yoderator of the Workshop end Mr. Juan Taztier

was Princizal Consultazt. The list of gerticipants appears iz Arnex I. .
3. The meetings were designed to draw from the experience of the partici-
pants in terms of their knowledze arising frem the industrisl end-user needs
{rom the subsectors, the essessment of technaical assistance srolects reviasved
by the consultents end the rather vast and long personel experisnce of the

serticipaats in induscry.
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, the particicants ezgreed thst the

heuid focus on the following todvi.s:

reelities of indusiry iIn the world todey

-

uatries in industri Zevelorment

in tecnzical
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7. Identiliceticn of Dessizls sclutions.,

G. In the rresent werld economic recessica, <he

of Zeveloting countries are gsufferizg a sericus Zdecline
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firaneiznzg and lack of

industrial structure zand iadustri develon

1C. As a resuwlt, sore industiries are being forced to close

others have to reorient their idess, crange

workers in ord respond o

market demand.

1l. A furcher orobl i3 the fact that dynazic nasure of indusiry, wiil
iavestment Troject creles of 10 years or Zore, was not <azken adeguately in®

gecount. Thus, the normal motivetion industry

vis-a-vis the inherent percednticre of high risk aris

industriel

of an gether witn the lack of
develcting world iz

trial investment and develormant,

(orofi% or wvalue added)

ing from the compl: ity
guzsrantees

an inherent lack o?
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SC ounmtTY L Lae Jeve_CTLIE wer.l, Zec2use oL Jllo2rences 1o

Py o= & <
2 Lewels of edusztica
IR Sal epaleg amA = ia? P
(i:) sceciz) wvalues end soecizl status
:.. vv.‘ b —-. .‘
(:33) cuwisural izhikiticns
!2+%) mgvoheclogical metivezicn

{3} Tatresrensurs lack the infeormeticn end rescurces %0 cope with ke
dvmemic changes of the industrial structure end the manegerial
cc=zlexity fcr startizgz, overatinz, monitoring and develcting
Lurther the Izdustirial eatercrise:

(e} Zntrepreneurship, ermterprise develcpzment ené zenagerment develcr-

£

=eant are ustally confused and their relaticnshiss, concerts 2an
definitions remein unclesr.

A - s} < .
Menpzement in Develcping Countries

15. Cae of +he main handiceps of industry in most of the develoding

Ay
[OLORISHRTDa

countries was identified to he the lack of capatle managers who tave under-

stending and appropriate
involved and for which a
Tue to this faet, 2 larz

rith lizited

enterzrise

(1]
%

to a lower techno-eccnomic level than that reguired, thus achieving only .

limited succass or in some cases even failure,

£ind it necessary to ape

competence in the

preparation in engineering is sarticularly relevant.
o sert of small entrerreneurs rmanage their own

skill 2nd menagement %ools which are approrriate

oint a »rofessional maneger, usually enclunter zeny

cozpetent managemen

T < S o€ e
ulties 1n Zdefininzg

technical/econozic perameters

Lerger entervrises, which

+ ané in some zeasurs the protlex

. . .. - i
for “nem the lizmits ¢f resdonsiol.ity

B4
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vis-a~-vis autherity. In governrmeni-cwned or conirclled antertrigses, the

< 1 o E = -5 ] | N - 3
188l ~u_*v zey still he greater tecause 2 the lack ¢? incentives gffered

5ility studies, meintensnce, as well ss busine

-

n

S

administreticn. This situstion applies also %o too

%)
5
o
N
1}
1
b

many instances there have been striking csses ¢f success or failure meinly

e o

erising from the change %o an effective manegement

have the need for it, is muliifzceted,
18. In the first instance, there is the difficuliy of identifrinz <he whole
razge of existing technologies. This identificaticn is necessary so as o
meke 2 prover assessemmt of them to determine what weculé be the suitable
technelogy to transfer in order to serve the purposefully ident
targeted merket needs. The current difficulties in mekinz these assessments
reflects the influence in develorment sirategies of the iz corsoratizns f=zz
he develoved world. Those corporations during the 1272's and “he 187%'s

and lzter through direct investments end 1t ventures in the developing
countries. These latter gctivities facilitated sccess <0 the anmer

end made use of the resources esvailable in the host counztries. The techno-

logicel choices made Ty “hose corporations naes for-ed industry in the
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12 itn <he overs

- .. - & 2 v al - 2 - v 2 <
. Zrrently, with the upslir of Industrial fzcls to the internmatisnzl
e oy -t - P S i - ~ — = - . ¥ ——
Darkets, ith=2 owners c¢f technglcesy seem 12 Te mcre gcncermed 2tout the shere
s ~ ~ >~ - . .~ . SR ' - B h — - T A
and leng-term Imzact whicz 2 wider use of their induztrizl technelogy woulild

: b < -5 ~ - % o - ~— - P . DS -
imzly for theilr cwn Tusiress. At oresent, thev see nc terefits aceoruing o
- - s - S > i V. - 4 - -
them to Justify Zacilitating their transfer.
Seah? ;A el aAd - > b -5
2C. Cnce a2 suitatle technologzy is idenitified as trznslerrable, that

- - ~ L N - - - Y . ) : - )

technclegy might have %o be =2darpted <o the Indusirizl orojfect., Turthermore,
% £ -5 . - - i < — < A~ gns

these responsitle for the selection, trazsfer anéd Incerzeration of techanclesy

cften cdo not seem %O D0ssess the necessary xnowledze, trofessicnel backzsround

. - s . - e s
do they have access to reliavle end unbiesed infarmazion on the tecnh-
~ 317
nclcgies they will zznage
—_-— : - v < 3 b o Seem 3
1. Sczetimes the tecinclogy is transferred through turchase of zadvanced

M omam e

industrial machinerv, whish nerhans mav trove not 42 serve the rezl need ¢f

22. In cther instances, fransfer of advanced technology Is induced Tty
governrent acticn. In some of these instances such technclogy might not be
eddressed %o solve the needs of the industry in that count»y dut ey serve
2 different governnment objective.

2. The Dilemmes in Tadussirial Tevelcgtnment

23. The participants recognized that thare wasg taday 2 sisnificent dilerma

on whether to focus new industrial ventures solely on the internal market as

e means ¢f izport substituticn or whether %o foecus on <he sarvics a¢ exTor:

2k, In view of these troblems, the Workshes emmhasizes +he need <0 “ocus

precucticon and invesiZent tlans primarile on the neads of <he intermal
; b P . . - ~ - - .
naticnal market of 2 country. 2essitilities for exmert cculd also te included
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0. “rhere tne Ul systen Is inwvelved, cne has Te Zeka intc acesunt “he
S Y - - . - < < -

ar cicular structure and orocess Creaved ICr sSulh T8cnnica. assisTance

—v— i : Tepd e OO < P - S et W -
Trogects, 1QVoLViInE tae TarsticiTatien of the Covernment of the ncost ccocuntry

daw Yo v

TTVr - PP - S A - em e I ] -~ hi s -
UIT2 and the executing agency, which for indusitirizl <echnical assistazce

Caasa—

is pormally UTTIZC.

1]

+
'l
n
t
L

ripartile system and process has tean used w5 identify, desigm

eVt y
izslezent and evaluate the specific technizsl assistazce prolects iz th
Trogramze within the context of the existence of the systezm ¢f Indicative
igures (IPT) which UNTP utilizes for eveniual financial resource

- -

allccaticns %o esch country being served.

a) L& el F - s A - - - - - -~ ~d - -y -~ -
32. Cne of the 2irst ccnsiderstions that Zust criginate withic the svstex
- &> hi T - - hi s - -4
is the following Is the technical assistance zertinent, oriented znd

was that the irmediste end-users and beneficiaries of <the tecnnigal
assistance project, i.e., the indusr=y, often nad 1o opporsuniiy <o
participate or act as sponscr or consulting body, in order ic cbtain a
better focussing of the project outzuts. (For other findings based on

sheses I ané II of <he study, see innex I7.)

2L, These findings revesled the weasness of tritartite system wnich was

further compounded oty the comnlexity of the indusirizl world <o which

technical assistance programmes are adéressed.,

wJ
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. In edéi<ion, the varticiveticn of the Coverament. in its sovere
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The determination of <ze =2st suitable razicnal -ou

to act 8s intermediary for techniczl essistance Intuls o

bdahd

the Governzent and oy <re UJ systenm, iIs one ¢f the <oy re

37. The participants at the Workshop identiied a set of
which are being faced bty end-user incustry in developizz

list of problems certainly does act revresent a -otal rost

but rether a Judicious selecticn of these consiiered signi

- 5 b oy h
nincder the industrielizaticn trocess. The Trodblems were
S - : ol K - . ,
the fellewing cetegories: financial, menagement, technic

3. In order t¢ identify possible scluticns to the pre:l
industry developing countries, the participants define
problems needed to be viewed in the context ¢f the interr

tetween the entrevreneur and industry, and the surroundin

(1]
7
i
w
n

The identifizatioz of the locaticn of these robl
rigin i.e., wnere they are felt and wnere %the solution

is given in graphic ¢ in Annex V, ficure 1. The sax=e

preblems was then anelyzed as verceived Ty the industrial

wizthin the context of industrial svstem. Thig 2nalysis

& oy e 4 A M ks
form in Annex V, figure 2.

(J

countries. The

er cf creozlezatics

, N e o
Zall .15V 0oL
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2. In the Tasis ¢l the zbcve analysis, the Jorkshct went on e Trisritice
these mzin protlems on the basis of z value scale Zesigned 23 follzws:

Z. griticzl ctrotlems

2. very iz-sortant corotlerns

3. imrortant srotlems

L. less izrortant preobtlems

5. 12% =s izportant as Lhe z2bove.
0. The results ¢f these priorities idemtificatizn of the 30 main orotlems
are included iz tabwler form iz Annex V.
Ll. The participants agreed *hat the gcveraments In develcping ccuntries
had the trincizal and lesding respensitility %c crezte the agoropriate
cusiness climate for the develcrment of industrr. Iz this restect, <he
p0licy measures of governzent deeling with <he establishment of arpropriaze

renetary policies, resulatory =2ctions of Izdustry tomezher with fremotic:n
elezert for the survival and growth of naticnal industries. In
text, it is of paresrmount importance for the government %o provide a coptinul
in policy realizing that often_the dynamic nature of governzent administratioz
operates on the averesge of a three-yesr basis, while industry requires
industrial policy cortinuisty with duraticns of 1C-veer spens in order %0
essure its eccnomic operztion. At the second level, the financing svstenm

& country had a prizery respeonsibility in oroviding capital needs
reguired Zor industry development.
L2, The perticizants of the Workshop viewed the pcssitle soluticns Jor

industry <evelcrzent in the conmtext of short-iterm measures wnich need ¢

o ) k - . [ 0 rea ]
aTvTLiy WLTLLDN Tne next IWo 0 tnree vesars, N2 WOTrKsni2D 2
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Dossizlz fo address scluticns for the zmedium-term |
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unanizgusly zgreed that the protlems related £o zenegement were “he mest
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iztortant were not as critical as any of the stove-menticned heedings,

~ae e

¥ - » -
L T ~9% + = e Ia 3 -
3. In substantiatizg these conclusicns, 1% Is Izpertant to aligkligzhs

1C zein zroblems deeling with market, five main trcblems desling wish
zanegenment and six dealing wiih technolcoy.
L, Iz terms of pricrities, the criticel protlems were recogmized =0 he

5 T mm el HJ oo 3 I .oy o 3 * < v -
hree dealing with finance, five desling with market, crne deslirg with

managezent. The apalysis of all the trotlexms indicated that the crit

wasls -~ -

b
(2]
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arees that needs to be lcoked at, is the field of market were ninze out o

10 oreblezms are critical or werv impertant. A secend

1 i
v = . IO TS e, sANLILE LS8
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managezent, with four oul of the five orctlems in the cr
izportact priority. In actual fact, the solutions %o the zarketing problerms
devended hesvily on the sclution of the mesnagement problems as s con-

sequence of which the Workshop concludes that first attention —ust be given

to the solution of <he management zroblems.

Q
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45. The preblems dealing with finance were categorized <o be detendent

the sglutions of manacement, as the crestion
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02 the correc® business envircnment through government monetery dolicy Zor
industry dromotion. In this regerd., three of the nine finencial preblems
were ccnsidered 4o be critical.
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46. A sisnifizant finding of the Workshce was the fact that the
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were censiiered o 2e criticel. Thus as
- N - s - - g Fad
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S2. Xewver<theless, sclutiong %o zze crizical orotlemsg rested zrizarilvy

.I
with industry —enagement. However, =—znazement needs o first sclve critizs
issuas of definiticn of respensitilisy/autheoriiy vis-z-vis 3iffarans <iTes
¢? industry owmershiz. Furthermore, managzermant needs to have Techmical
aad eccnomic skills reguired oy the complexisty of industry zetivizy.
52. ZIntermaticnel assistance for effective industr- develcrtrment needs
glsc to be tetter fecussed con reel critizel induszsrr needs., Warys eni zegrs
need to be found to develer 2 corpetence =nd tc crient the existing offcrs
L0 meore impertant protlams of industiry than would azteer tc Te the case
new. Unless this is done, the irmpact 02 sechnical assistazce will zot
chenge frecm whet It (s zTresextly.
Sk, It is recognized that there is en coverall inmterreleticnshit amomg all
these trcblams zndéd soluticns, whish <hereleor ceculire = a3nTroech wallk
encerrasses the whele industiry svstem. Herehy restg the izzense coztlexisr

0?2 industry develecrtment which :tcuches upen organizaticn, co-cteration and

avrTroprizte techno-econcmic skills to deal wit:z cozplax scientific, engineeri

.

marketing and business considerations to serve the needs cf mankind, while
meintaining 2 sufficient profit or wvalue added characteristics to zake the
production enterprise competitive with other slternetive uses of huzman,

meterial and financial =escurces.
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Joine UX/UUTP/UNIZO Mznufastures Evaluation
Worksher on SiFnificant Igsues
Viezne, 1 - © Decexmzer 1322
A (TN
PN e A
Tucsdav, 20 Yovember Arrival of participants and registration =% zZotel
rednesday, 1 Dacexher
09:20 Assembly - Amtassador Fotel lounge (First Flzcr)
09:15 Derarture 40 YVienza In<terzaticnal Centre (VIC)
10:00 ¥elccze *o tarticizants at the Workshop meetinz
roem (UNIDO EZeadcuarters, Buildiag F, Tth Ticor,
Room 07C1l) and estabdlishment of working precedures
by the Co-ordirnaters
10:30 - 12:C0 Infcrmation on resulis of Pheses I ezd II of
Manufactures EZvaluaticn Study
12:0C0 - 1k:30 Lunch hosted by URID0 and fres time Zor use ¢
VIC facilities (benks, travel, etc.)
1L:30 - 17:30 Presentaticn of thinkpieces and zrathiec aids es
Pocd feor thoughts regording external and izternal
facters effecting %echnicel assistence project
Thurséey, 2 December
09:00 - 17:00 Breinstorming day
(Breexs for lurnch end cc?fee)
Friday, 3 Decembar
09:00 - 12:30 First round-up of ideas coming from trainstor=ing
14:00 - 17:30 Secend round-up of idees and ccnclusicns ecming
L =}

frcz brainsterziag

Saturdsy, b December

14%:30 - 17:30 Short afternoon meeting <o reviev draft
conclusions of Workshov

Sundav, S5 December Free day

Mondev ., 6 Decezbper

09:€0 - 12:20 Discussion of substantive issues
1L:30 - 156:20 Peviev and endorsement of ccncliusicns
TELE 1T Timmir -t anA ~laninr romaren
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together, for its effactive cperstion, a large number of inTuis,
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fegtures 9° Indus=trvy Is that it needs o brizzs

services,

pectle and Zuncticns. Their interaction obliges them to zendle o

-

cemoonent items zuch larger than any other sconcmic sector. In o

the human perticipants recuire ez understanding of science and techrolo

usually an engineering background, iz additica tc the zenersel xacwledge snd

poy

skills utilized in other ecczozic sectors. Ofen these ctre-reguisites de

speecializaticn.

rowth, technological innovaticn or czznagerial izgrovezent, Zete

difforent needs for technicel assistance.
The managexsut tcols required by a highly diversified core
different than those required by & family-run tusiness.

The need ror techaologicel iznovation or informaticn on

[{ ]

technologies is greeter iz a dynanmic groweh indusiry than Iz a traditic

industry.

To sell a zroduct in a2 locel nmarket implies a different Mnowledge of

market strategies and local conditions than to try to sell the same product

in the intermational zerket. Also the %vme and guality of the

Rl
differ

As a ccnsequence, it seems wverw Aiffisult to eim & technic

et

- . - y 3 el T oA ]
nrsjerst Cr IrTEremTe TO serve the Lnzustrr 2g & wnole. T WCULl seeIl wise
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- } . -
mate end-user of anv technical assistance trolect, =s ozrosed
ma v 3 - S Al PR, v Sy 3 o
t0 the uwltimase TSeneliclary who 1s the censuzer of the menufactured 2rol:
Y “ha antramronel>» ( » -‘ana—-g‘-\ wh ~ e TmAnarvms gl Amamat s An A
1s the entrezreneur (or zanager, wWhe is T an 1ndustrial cters

————— e

. . . s s s
1s Trying teo start en lngdustrial ccongcern.

[aga™ y - - . - - -~ N - - T . S~
~€ DrLITe ToTlvallon C©I TIe 2niTrerreneur LS Ule TTCILT Cr Yelle adcled

of the industrial zoods he sells.
The profit expectation In an industrizl enterrtrise nhas e te ._ealer
than the risk. Industry has to offer risk cazize

otained frem the money mervet or savings plans.

ot
18]
n
ot
(o]

The entredpreneur wainis %o Zecrease the risk by obtzininz guarantees.,
assurances or particivpation of financial, managzerment or !cint wveniures
‘partiers who have s well estebliszed and reccgnized exgerience.

-aa

e

ndustrial system, where the entrepren
has 2 fairly cczplicated interactica, for example: between governnental
prozotional activities and regulations: Yetween the merket develctmexn
actions and the censtraints given by the amount of dispesable incczme of the
consumers: the pressure froz the lending institutions to nake their money
available for investment and <he cost of that monev o the incdustry: the
need or exranding the geographical area for zarketing the products and the
burden that the incornoration of elternstive marketing cnannels may Jose :c
the profit mergin.

These interactions can be further complicated or eased when the enire-

sreneur seeks hel> of one kind or another from suppliers, feint venture

par<ners, tecnniczl netionel instituticns or internaticnel multilatersasl
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banxs or lending crganization which surply the flaancing. The zatakesper

is the tecinclogy overseer of the zsroject, who proviide

n
ct
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the technclcgical state-of-the-art including cther external facscrs. whizh

e . - . . . . - A :
bort inflvence the results, as well as interchanging i1zformaticn 22 the
results cf the new idee.

-
-

A last thouzht about industrial {ize-frame and zrec life-cycle.

i
Q
ot
(]
2]

hnicel assistence croject generally coes through the stages of

incezticn, design, implementaticn end termination, which in total determize

a time-frame, which tends to become quite rigid since the trolect contrasctual

docurent estahliishes deadlines for the delivery o0 cutstuss.

Ca the other hand, ar industrial endeavour from ides <0 zroduction a2

[

& level where the expected return on Iinvestzment bYegins to be achieved
generally may take 10-2C years, i.e., 5 years for idea generation end
develotnent, 5 yeers for »2lamning, engineering amd finencingz, 5 years for
construction and start-up and 5 vesrs for the ontimizing of vrocess and
obtaining of sufficient zmarket base to generzte profits.

In this process, the project dymamically chanzes =y continuous
resssessmert. excest that at certain critical points iz <tinme, fundamental
decisions are mudc which provide the frarework for further acticn.

An industrizl endeavour operates with a stratacy 2nd the corresvonding
+tactics to achieve its aims. Consegquently, it would be expected that 2
technicel assistance project would incorporate hoth sirstery and tecticel

elements in iis éesigrn anéd izplemenztation.
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Annex III - Fig. b
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NESDED. PRECONDITIONS

Attitudes

Industrial/Business
Environment

PROJECT PRECONDITIONS
AND EXPECTED OUFU9S
(THE TNDUSTRY VIEWPOINT

INDUSTRY GROWTIl

poreanive exmort
prowotion [olicies
Generation of

cemnarable international
cost advantages

. Modern and sophigti-
catecd manapgement
practices under
heavy and open
competition

RN T~ (B AR RSl goip P i SETMR BA L= 20 2 |

INCREASED GROWTH
THROUGH

EXPORT MARKETS
DEVELOPHMENT

L e

S

Free nccess to markets
Fricing flexibility
Growth incentives
through profits
reinvestment

. Peavy competition in
damestic narketa

. Management with
market-oriented
mentality

INCREASED GROWTIH
THROUGH
MARKET DEVELOPMENT

Profits squeeczing
on established productiod

. Dynamic and changing
marketa

. Heavy competition in
traditional products

. Modern management
practices

Active H+D promotion
and sapport

INCREASED GROWTH
THROUGH
PRODUCT DEVELOFMEN1

. Modern business
mentelity
. Active competition

Attractive financing
trnx incentives for
cequipnent modernization

and

Some Reb
1nceut ives

Market protection

Frofit margins for
reinvestment
. Confidence in future

INCRFASED GROWTH -
THROUGH

PROCESS 'DEVELOPMENT

INCRFASED GROWTI -

THROUGH
RFUABILI'IATION

Increasing conpeti-
tion

: INCREASED GROWTH
TUROUGH
PRODUCTIVITY -

Traditional business
mentality

VEGETATIVE
GROWTH




Annex I1I - Fig. 6

REQUIRED THPUTS

) (from technically assisted

national projects)

-Internationnl market and price information
~Incernationnl market rcsearch
~-Internationnl marketing studien

Quality control services based on ihtl specs.

-Advanced manngement technics and tools

“Mnrket recearch

Marketing strategy studies

‘Market information services

-Product management tools and Bervices

-Market research services
-Feasibility atudies
Management toola and services
‘Technical information services
-Technology trunsfer

-Technical information services
-Technology transfer

Technical information services

-Techinical assistnnce for equipment selection.

-“Troubleshooting
Manpower training
“fechnicnl services nuch as gquality control

- None
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Annex V

List of main problems shown in figure 2 by calegory: finance, manapement, technology and market with number in figure 1
. and key to figure 2

Key to No. in Priority
Category fig. 2 Title of main problem fig. 1 level &
1. Finance F.1 Lack of interest in industrial investments because of (a) high risk, (b) poor
investment return and (c) other better cost investment (e.g. trade and
services) 19 2
F.2 High interest rates on commercial loans 23 2
High interest rates on industrial development loans 1k -
F 3 Loan/equity financing by a third party (also banks) 19 3

Need to resort to laans and/or third party equity for expanding existing
industrial projects lLecause of high risk, poor investment return or better
opportunity cost alternatives, e.g. trade and services

F.h4 High product inventory due to inefficient marketing and .stockpiling of raw
materials/spare parts l;lso part of Management cutegorx] 6 1
F.5 Costly pre-investment atudies required by banks 21 3
F.6 High start-up cost (e.g. management, training, maintenance etc.) /also part of
Management category/ 7 3or b
F.7 ‘Migh cost of transfer of technology from outside supplier 12 L
F.8 Financing of subcontracts 22 5
F.9 Legislation (taxes, wages, depreciation rates, social velfare, pricing,
pension funds, insurance etc.) 16 1
- Government intervention (e.g. protection of infant industries, monetary
policies concerning export) 20 -
o Management Mgt. 1 Gap between management skills and technology levels 1 2
' T Mpt. 2 Difficulty in managing in environment of rapid change 2 3
Mgt. 3 Lack of incentives (e.g. career development, income) 3 2
Mgt. L Management and labour problems ageravated by povernment intervention 13 2 b
Mgt. S Inadequate definition of responsibilities and authority I 1 - 5~
Mgt. 6 Brain and skill drain 5 -
3. Pechnology 1.1 Restricted access to information about Lechnology (particularly new) 8 1
T.2 Limited capacity and means tor acquisition/assimilation of technology 9 2
.3 Limited government capacity for technology nssessment 17 3
T.h Gap between labour skills and technology requirements 10 2
T.5 Impact of automation on employment 18
T.6 Quality standards (important for export market) 11 2

n/ See explanation in paragravh 39 of text.
b/ Depends on culture, structure and size of firm.

r_-—'___—_Ltﬁ__————-—-—-—-—
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Annex V (Cont'd)

¢/ Priority 2 for commercial and priority 3 for industrial markets.

Key to No. in Priority
Catepory fig. 2 Title of main problem Rig. 1 level
Market Mk.1l Poor market intelligence (e.g. on dispoaal income, pricing consumer need and 2l 2

effective demand)

Mk.2 Market system reatricted and costly. Restrictiveness of eatablished §
marketing system (e.g. excessive intLermediate costs) 25 2 - 3°

Mk .3 Inadequate market infrastructure 20 3

Mk .4 Inadequate packaging (e.g. high cost, poor storage) 27 1

Mk.5 Low quality ~ ]

Mk .6 Government intervention in pricing (e.g. provision of incentives) 2 1

Mk.T Poor market intelligence (e.g. on economies of scale) 30 -

Mk .8 Lack of incentives - 1

Mk.9 Restrictive trade practices, mainly with regard to developed countries 29 2

Mk.1l0 Lack of long-term marketing apgreementa 28 3

- £€T -
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Findinns cf Prases I and IT c? the evsluetion study

- 3 vv
i ang Ll co

The findings of phases

ct

44

he desk reviews ané field evalu-

aticn of technical assistience projects seexn
°Toj

ot
O
+

4 - - - 4 N
indiczte certain izdortant

N -

weaknesses in the systex which have affected the achi

(1]

vezent of planned
cbjectives. Some of the study findings are:
(a) During the problem identificazticn ané placning stage of a

technical assistance project, the Govermzent has & prencaderens  rcle

-

keeping with 1S sovereignity. Tais circumstance scmetizes prevents <he

£
two other participantis (UNDP and execizing agency) from comtributing im-
pertant empiriczl and technical inputs at this er
As e conseguence it z2y be possfble that certain prolectis do net
tenefit from experience wiih siuzilar trolects elsewhere

(b} There is & leck of clezr definition of autherity, resvomsibilisy

end accountadnility azmong thNe three periies dosgitly resulting froz &

w
14

desire to preserve freedcc of ection end flexitility by the three pariners.
As e consecuence, some ;:ojec:s suffered fron voor management znd lack of
guality contrel;
(¢) Cfer the need tonermcniz the views of the three parties in-
-
volved tended to produce 2 lower cczxcon dencmizator with respect to the
rigour ené clarity of design;

(é) TFrecuent changes in tripastite stafll at ell levels adversely

*

affec~ed the understanding of project oblectives and the strategy end elso

affected the supervision of scme projects with corresponding poor results.
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STPPLEMENT TO RECOMMENDATION KC, 2

A proposal

1. The local UNDP office (or = UNIDO cission) zay co-operate wii:
the proper local govermpment agency (Ministry of Industry, Ministzy of
Developmeni, Indusirial Development Corporztion, Ministry of Fatural
Resources, etc.), in trying %o iden%ify a2 smell grour of imporiant
problems at 2 national level that will meet the fellowing criteria:

(a) That the problem be amenmable teo soluticn ithrough the development
of a2 suitzble technoclogical system possibly requiring az multidisciplinery
approach (e.g., the development of self-sufficient sclar energy system 10
supply reliatle energy for communicziion cr sizilar needs in remotely
located villages: the development of aliecmetive sources of emergy feT
an oil-poor country; the development of 2 xepié iransit system for a
rapid-growth community when normal systems cey not e applicable).

(v) Thazt the development of the techncicgical sysiec be prediczied-
on locally aveailable industrizl techmolcgy ané utilize industrial profucts
(fuels, electronic devices, transpor: modules e<c.), whick can be obizined
in the country, largely through loczl producticn.

2. Eaving identified cme or more such pr-oblems 2 systematic,

tidisciplinary approach to their solution could be instituted zt the
national level. This woulé require the estzblishment of z nationzl
programme of industrizl research financielly supporied by the Gevermment.

3, T™is approach migh: be used, for exacple, ia <he case of an
¢il-pocr country wiith the need to develor enmergy alterzatives for oil
supstitution. Depending on the naticral resources aliermztives and
end-user, research activities could be undertaken in the use of methznol-
gasoline blends for vekicles, in coal ligquefaction to generate ligquid
fractions equivalent to gesoline and diesel oil and/or the utilizaticn

of fcrest residues to produce fuel-brigqueties.




- 158 -

L, Zescarch would zlso have to be conducted in fuel perfcrmance in

venicles, mc*tor design modification or adopticn, grystexs to gatiner and 1
transport forest residues, systems to dispose of solid residues from

the cozl liguefaction plant etc. This muliidisciplinary arproach would
reguire the services of university lzboraicries, loczl consuliant. etc,

T might z2lso be necessary to reinforce nationezl capztilities eithe by

subcontraciing or by bringing in international experts and specialized
nachinery Jor tasks ané pilot plant runms.
5. &lthough the Government would pe respensitle for financial

-

support of & nztional industrizl research prograzse, United haztiioms
assistance tc¢ the Governmeni would be approrriate =t cifferent levels:

(2) 4% the stzge of probler idemiification zné dizgnosis;

(b) it the level of desigzning; the national inmdustirizl research
vrogramae including establishment of resezrch otjectives and wmethods,
organizetion anld management oonitoring systems etc.

€. The TUnited Natioms could also provide experts, equipzent,

ubcentract services eic., not available in the country. United Nations
zssistance coulé be concentrated on only one problexz ideniified at the 1
national level, or on severzl.

7. ™e end-product of this proposed research programme would be a
recommendzation on ithe technology most adequate to sclve z given protler
together with a feasibility study on how to integrate the recommended

-

technology with the local manufacture cf industrial products (symthetic
fuel 9lends, domestic aprliances t0 use the symthetic fuel, ecuipment
for collecting and processing forest residue eic.,.

g. The purpose of ihis anproach is to use a research anc developlent

approach tc solve 2 nationzl problex througtc the use cf locel -esources ‘

and the development of local cazenilities,
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COMMENTARY ON JOINT INSPECTION UNIT EVALUATION ON LANKA
OTHER RELEVANT STUDIES ST e

JIU, "EYaluation of technical co-overation activities
of the United Nations system in Sri Lanka" (JTU/REP/79/16)

In commenting on the approach and methodology used, the JIU
ingpectors noted that an analysis of the broader impact was constrained
by a number of factors, among them: (a) wmany projects do not yet focus
on results, measure progress, or esitablish 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 asgessment of project contribution to
higher-level objectives "...was even more uncertain...the project's
contribution to broader objectives appeared to be fairly evenly
distrituted 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.” (vpara, 67). Thnse results are conasistent with the
findings discussed in sections 3 and C above.

Finally, in dircussing "reviews and evaluations" the inspectors
expressed concern (para. 143) "...that tripartite reviews too often
become bogged down in operational detail, and that the poor design of
many projecté makea 1t difficult to ansess prorrens,” which is being

confirmed by thig study.
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CC33% Repoxt on Zvaluation
Bvaluation,( ACC,/1980/0CPPG/2), 12 February 1980

At the request of the joint secraotariats of the CCSQ sub-comaittee

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. Ancng 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 %o take adequately into account external factors
(critical assuaptions);

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

absence of progress and end-of-project statua indicators;

lack of performance-related targets and reporiing thereon; and

incomplete or qualitatively inadequate documentation

Others, germane here, included (a) resistance to change - the

"hupan factor", (b) insufficient clarity on roles and responsibility for

evaluastion (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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Thematic Evaluvation Studies

Svaluation: Joint UNDP/UNIDO evaluation af
industrial regear h bl ingtitut
(In/B/C.2/86/4dd, Y, 21 Ngovegber 1972

Similar deficiencies in the project cycle and management syctem
have been disclosed in almost every one of the joint UNDP/Agency
thematic exercises conducted to date. The most recent exercise
involving UNIDO concerned an 2valuation of industrial research and
service institutes (IASIs). The inventory of 110 projects represented
a total UNDP contribution of nearly $55 million. The summary of the
joint UNDP/UNIDO assessments is worth paraphrasing (paras. 4-8) here.

- In terms of efficiency, i.e., the quality and %timeliness of

the inputs supplied, neither the desk nor the field reviews
revealed any proolems of significant magnitude;

- Assessing the effectiveness of assistance was more difficult

and required a judgement concerning the IRSI itself, UKDP
and UNIDO have had little success in influencing governments
(a) regarding the type of IRSI to create or sirengthen, its
sectoral coverage and policy objectives, or the functional
activities or services it should offer, or (b) the development
of strategies and plans for institutional growth, staff
development and expansion of services.,
- Among the more serious problems, present in one form or f
another in most of the projects assessed involved in
providing technical co-operation to IRSig, were:
~ failure, or lack of opportunity to work with and advise
competent authorities on the establishment of an IRSI,
policy objectives and strategies, and on actual or l

potential demand for services - before a request for |

assistance is set in concrete;
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- uncertainty, partly as a ccnsequence af the above, as %o the
impact the successfiul conpletion of a2 project is expected to
have on a higher-level objective or industrial problen;

- insufficient clarity in project design and documentation
wifh regpect to: the institution-buildizg funciion 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
indicatcrs of progress, completicn and success;

- poor Z;éusa;7 relationship between work progracmes and
budgets on one hand, and the expected resulis of a project
on the other;

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

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

the other hand, technical c¢o-operation assistance %o IRSIs has

generally been responsible for:

-

Strengthening the IRSIs

Providing laboratories and experimental or pilet plants
Providing staff training

Introducing highly relevant research and related fumctional

activities







