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The eval’iation mission bas found that the Phase II project predom­

inantly delivered direct support assistance Through these badly needed 

direct support activities, however, the project has made definite progress 

in establishing within the Industrial Research Centre (IRC) a number of 

industrial development and service capacities.

An active and substantive project management could have increased 

these institution building results even with the prevailing manpower 

shortage conditions and without reducing the direct support outputs. As 

urgent work and difficult operating conditions in the present physical 

facilities often dictated direct support priorities, IRC managemen; and 

the project experts needed régulai1 support to keep to the institution 

building objective. This support, a project management task, has not 

been given sufficiently. However, the direct support outputs produced 

in close cooperation with IRC staff have, with minor exceptions, been of 

high quality and of relevance to national industrial development.

The mission has concluded that in view of the above, the actual balance 

between direct support and institution building was justified.

The lack of an explicit long term strategy for assisting the IRC in 

its various stages of development has been a major LULP/UHTDO shortcoming.

In ten years of assistance there was no attempt (except by individual experts) 

to tailor tne assistance to the long term development of the IRC, the 

projects reacted only to immediate IRC operational needs. Although the 

IRC has progressed considerably in its development, more s "istance is 

required. In this stage of the Centre's development, different types of 

assistance art required. In the main technical areas of IRC's activities, 

long term direct support should be phased out. The basic capacities 

already established here should be strengthened to a level of independence 

in basic tasks and possibly supplemented by short-term specialists as

! . . .



\

- iii -

required for specific nev tasks.

Also for the nev areas that IRC may expand into, preferably rather 

short-term institution building vith direct support assistance should be 

given.

Thirdly, an area that has not been assisted up to nov, the management 

of the IRC itself could require specialist assistance in areas like infor­

mation systems, staff development, mission definition, planning, programming 

and budgeting, etc. Any future assistance should be include quick re­

sponse to emerging needs in these areas.



1 INTRODUCTION

The project "Assistance to the Industrial Research Centre (.IRC), 

phase II" CDP/LIB/TT/GOlI was approved in June 1977 with the immediate 

objective of strengthening the IRC. United Nations Development Programme 

(UNDP) assistance had been provided since 1972, also in order to strengthen 

the IRC which had then been in existence for only 2 years.

The executing agency is the United Nations Industrial Development 

Organization CUNIDOL, Division of Industrial Operations, Institutional 

Infrastructure Branch. This project, planned for U years, was actually 

completed in 19_82. It was then decided to proceed with a one year Pre­

paratory Assistance Phase (DP/LIB/82/003) in order not to interrupt the 

availability of experts whose direct support was considered "absolutely 

essential" and because of the need "to review, analyse and assess in depth 

the scope of future technical assistance to the IRC".

This evaluation was carried out to review the results achieved by the 

project since its inception. Findings and recommendations of this evaluation 

were also to serve in the preparation of the Project Document for the next 

phase (JIlLof assistance to IRC. Of particular concern to the evaluation was 

the balance betveen direct support and institution building efforts and the 

effect this has had on the capacity and statement of development of the IRC 

today.

The evaluation mission took place in Tripoli from March 11 to 22 and 

was carried out by Mr. Alain Berranger, Consultant, UNDP, and Mr. Adrie de 

Groot, Associate Industrial Development Officer, UNIDO. It was preceded 

by a UNIDO Consultant in R + D Management, Mr. Richard H. Westergaard, who 

arrived in Tripoli on February 27, for three weeks, to assist in formulating 

the,objectives, scope and inputs of Phase III, as well as to participate 

with the UNDP and UNIDO representatives in drafting the new Project Document.
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The Jamahiriya authorities did not participate formally in the evaluation 

team.

Terms of reference for the evaluation mission as well as the job 

description for the R + D management consultant are given in full in Annexes 

1 and t .

The mission visited the nev IRC complex under completion in Tajura, 

met vith all the experts and consulted with most of the'Directors of the 

IRC (for complete list, see Annex 3)• The mission also reviewed all the 

relevant project documentation (Annex M  as well as a representative sample 

of IRC's feasibility studies and other reports (Annex 5).

The mission followed, as closely as possible, the evaluation procedures 

described in Chapter 3^70 of the PFM "Guidelines on Project Evaluation" 

contained in UNDF/OFM/VI, Section U (September 1273]. They were used as 

applicable and modified by the instructions of UNDP/PROG/FIELD/150 (Sep­

tember 19.82 L  For more information concerning the industrial development 

situation in Libya, and for a very detailed discussion of the capabilities 

of the IRC in each detailed activity, we would like to refer to the report 

of Mr. Westergaard.

The mission acknowledges the co-operation of all the personnel from the 

UNDP office in Tripoli whc have assisted in its execution as well as the 

kind help provided by the project staff. Special acknowledgements are 

addressed to all the Directors of the IRC for tneir time and interest in 

answering our queries, shoving us the new Tajura facilities and sharing with 

us their views on the actual operations and future development of the IRC. 

This and their appraisals of UNIDO's contribution to the IRC were very 

useful in completing this report as well as the Phase III Project Document.
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As Phase I of this project was completed, in 19.77, making it difficult 

for a pertinent review, as well as designed under pre-PFM guidelines that 

did not require a detailed description of project outputs, this evaluation 

of project formulation will he limited to Phase II of the project, as 

expressed in the project document for DP/LIB/77/001, and as implemented 

to date, including the Preparatory Assistance for Phase III.

2.1 Development Objective

The development objective is stated as "the industrialization of the 

country according to Government planning". This statement is obviously 

explicit in that it relates the project to the industrialization of the 

Libyan Arab Jamahiriya, but a more precise objective could have been for­

mulated. It does not describe the conditions vhich would constitute a 

verifiable achievement of the development objective. This at any rate is 

often difficult to accomplish.

As the IRC is concerned by lav with promoting the national economy 

with respect to all industrial research aspects and is regarded as the key 

organ for the implementation of the Development Plan in this field, a more 

appropriate development objective could have been: to attain the industrial

investment and production levels necessary to meet the long term planned 

industrial, targets as stated in the First Five-Year Transformation Plan 

Cl276-12.8O L  This development objective is verifiable O n  the Jamahiriya, 

the Secretariat of Planning as a preliminary five-year "transformation" 

planning exercise, estimates the implementation ratios of key macroeconomic 

targets planned in the preceding transformation plan}.

2.2 Project function

The main weakness of the project formulation is that it has not made 

clear the function of the project. The primary function mentioned on the

/ . . .
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cover page of the project document is "Industrial Services" which is not 

one of the standard functions and rather undescriptive anyway. The section 

on "Immediate Objectives" clearly indicates that institution building is 

a main function of the project: "institutional strengthening...to further

improve capabilities...". It is added that "the project aims to strengthen 

IRC's capabilities...and to provide services...as required by the Secretary 

of Industry...". Clearly, direct support is also identified as an important 

function of the project. A more appropriate primary function could perhaps 

have been stated as "Institution Building cum Direct Support".

2.3 Thmediate objectives

The immediate objective of the project is stated as "the institutional 

strengthening of IRC in order to further improve its capabilities for pro­

viding. ..specifically...:

- industrial techno-economic and feasibility studies;

- sectoral and sub-sectoral industrial planning;

- services in these areas as required by Secretariat of Industry 

and other Government organizations;

- increase in the level of technological R + D and of technical con­

sultancy services to industry;

- ... industrial administration and management consultancy service(s1...." 

The. general statement of immediate objectives is relevant. The main weaknesses 

of this objective arev [ i ] it encompasses the bulk of IRC's mission and 

activities without recognizing that such institution-building across the 

board would take a much longer time to achieve than the approved project 

lifetime. This is particularly the case for such a young institution as the 

IRC, working up to now with acute qualified management and technical manpower 

shortages and in sub-standard offices and laboratory research facilities;

/ . . .



Cii 1 it does not express the achievement levels in objectively verifiable 

form Calso no baseline data have been given). In fact, the project formu­

lation has been deficient in that it did not develop a longer term strategy 

beyond the duration of this phase. This is particularly needed in projects 

designed to assist in setting up industrial research and service institutes 

(.IRSIs), a process that is generally recognized to make a minimum of 2C 

years in developing countries.

2.1 Background and Justification

The evaluation team feels the background ana justification given in the 

project document are more than adequate. Key factors are well identified 

and cross-referenced to national plans. The need for the project is well 

established, although the order of priority of rapid industrialization as 

a development objective could have been discussed more precisely.

2.5 Project Outputs

The project outputs identified in the project document Cpage 5 1 are 

related pricipally to the outputs and the programme of activities of the 

IRC itself;

(a). 1. An increase ir. the quantity of feasibility studies and 

economic appraisals of industrial projects.

2. An increase in the quantity of industrial planning studies 

at the sectoral and sub-sectoral level, 

o i l .  Identification of local raw materials suitable for industrial 

manufacturing use, the development and demonstration of re­

lated manufacturing and applications technologies, and the 

commercial introduction of ruch technologies.

2. Technological consultancy services to different industrial 

enterprises and factories as requested.
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3. Non routine chemical analyses of nev materials and products, as 

requested by industry or public organizations.

li. Introduction to industry of different quality control methods.

5. A comprehensive, substantive report by each technological 

expert covering as far as possible the status of particular 

technology in the country of the experts'field of specialization. 

(_c 1 1. Same as above for each industrial management expert.

2. A mam ml on industrial cost accounting practices, on factory 

maintenance and maintenance practices, as appropriate to the 

concrete, for instance needs.

3- Introduction of a suitable cost accounting system to industrial 

enterprises or factories of the government's choice.

L. Various types of industrial management consultancy services,

to different industrial enterprises, or factories, as requested. 

Outputs- a, and a2 could be understood as institution building outputs

Cincrease in capacity) or as direct support C&dding experts so 

that the-more studies are done during the project).

Outputs bi, -bl, c3, cb are clearly direct support outputs, they refer
directly to the outputs of the IRC, not to the capacity of the 

IRC to produce these outputs.

Outputs t5, c and c2 can he seen as- institution building outputs, they 

refer to a survey of the present situation in Libya m  various 

fields and to the production of methods, procedures, and guidelines 

for IRC use.

The, outputs, do not adequately reflect the primary function as per the 

project (immediate I. objective of institution building, nor do they show 

the difference between this technical assistance project and its outputs 

and the IRC and IRC outputs.

In so far as outputs are in terms of institutional capacity, no

-  6 -
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reference basis and no achievement targets are given.

The outputs (and also the activities) did not recognize the situation 

th’t although (some of) the experts vere critically required to direct 

support of the operations, this was to have an institution building com­

ponent luilt in. No reference was made to existing IRC capacities or 

building up these capacities in the framework of a long term multiphased 

IRC development strategy.



3. Project implementation

3.1 Nature of activities

Activities, as they were actually executed, are reviewed in the same 

order they were described in the project document (page 6):

(a) 1. Undertaking; needed techno-economic + feasibility studies t
This responsibility, which rests with the Technical and 

Economic Department, is assumed principally by sub-contracting 

the execution of feasibility studies to international consulting 

firms (Borghi + Baldo, Consisto, etc.), as opposed to executing 

in-house. There are many valid reasons for IRC having chosen 

this method:

i) The rapid industrialization development scenario chosen 

by the Jamahiriya requires an early overview of all 

major industrial sectors and sub-sectors that could 

be the subject of potential investments,

ii) The large amount of feasibility studies required by the 

rapid industrialization scheme represents a peak workload 

over too short a period of time to attempt to staff up 

to that level.

iii) Although the IRC fully realizes that a larger national

content is the execution of feasibility studies is desirable 

for self-development and the training of nationals, the 

urgent wide-front all-sector investigation approach needed 

to implement the rapid industrialization prevented such an 

approach. Furthermore, managerial and technical manpower 

shortages in the Jamahiriya precluded such an approach 

right from the start.

iv) To acquire a maximum of technological., marketing operations 

and economic know-how as a long term data base for the IRC.

1

/...
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out of the following activities, which took up all the

human resources (nationals, UNIDO experts, other expat­

riates ) available to the IRC:

- Identification of strategic areas to investigate

- Definition of scope of work and terms of reference

- Establishment of long/short lists of qualified consulting 

firms

- Preparation of proposal or tender conditions

- Organisation of call for tenders or proposals

- Proposal or tender evaluation

- Negotiations and contract award

- Assisting in data collection

- Monitoring study progress

- Reviewing drafts and final reports

- Terminating the assignment.

All these activities were cariied out during Phase II of the project 

with evident success requiring close cooperation between IRC staff and 

UNIDO experts. It is particularly interesting for the evaluation team to 

note the mode of operation within the IRC regarding feasibility studies, be­

cause through the various project committees, it partly makes use of matrix 

organization methods, a very effective approach when a small number of staff 

have to handle a large number of diversified tasks. Finally it should be 

noted that these feasibility studies were completed in such fine detail 

that updating will be easily done in-house with foreign inputs limited to 

proprietary or latest developed technologies.

(a) 2. Assessing industrial development opportunities based on 

indigenous raw materials

This activity was also carried out with much success by

the IRC using the same approach of sub-contracting and limiting

/ ../ • *
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the vork of IRC staff tc strategic uasks, iabcrsi.cj.ry tests 

and desk work. The same mode of operation as for feasi­

bility studies was used.

Two features are worth mentioning here: 

i ) The high level of integration between the Geology and

Mining Department and the Technical and Economic Department, 

particularly with the Building Materials Research Section, 

ii) A systematic approach ensuring sectoral and regional

(municipalities in the Jamahiriya) coverage of the resource 

base, a review and ranking of all possible industrial 

developments, including domestic and export market analysis 

and a selection of the top opportunities, limiting detailed 

feasibility studies to only those selected.

(a) 3. Carrying out industrial planning studies

Same remarks as for (a) 1 and (a) 2.

(b) 1. Carrying out applied R + D

This activity was limited to product R + D in building 

materials (expanded clays, lightweight aggregates, sand lime 

bricks) and foods (biscuits, dates, fruit juice).

Cb) 2. Testing, analysis and quality control activities

In food processing ana textiles the testing, analysis and 

quality control activities were mainly performed by IRC staff.

A good in-house capacity was established in cooperation with 

the project experts. In the other laboratories these activities 

were implemented under severe lack of counterpart availability 

and with limited effect in on-the-job training by UNIDO's 

expert (post OU). This was easily counterbalanced in the view 

of IRC's management by his excellent contribution in direct

/ . . .
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support areas. This was verified by the evaluation team.

The IRC established in the Jamahiriya it these fields of labor­

atory activity a very good name.

CbI 3. Procurement and installation of additional laboratory equipment

UNIDO's expert (post OU) activities were carried out well 

beyond the call of professional duty, including the performance 

of technician and even craftsman's tasks, absolutely vital to 

the maintenance of the laboratories. Implementation was re­

strained by shortage of spare parts.

(b) 1. Installation and commissioning of pilot plants

Activities in this field were limited to trials, in the 

Jamahiriya to laboratory and bench-scale trials, and abroad 

for pilot plant and industrial scale trials. This is one ac­

tivity that is targeted for the near future in some areas (food 

processing). The IRC did not build pilot plants, instead such 

tests whenever required were done abroad.

(bj 5. Industrial technical information rid support needs of industrial 

plants

Activities were strongly limited because of small physical 

facilities on one hand (insufficient library, no access to 

on-Line data banks, very limited reproduction facilities) and 

lack of qualified, experienced manpower on the other.

(t) 6. Same as (b) 2.

(c) 1. Industrial management consultancy services.

Industrial management expert and industrial cost accounting 

expert were said to have been otherwise fully occupied or 

performed poorly. However, through excellent task force organi­

sation and cooperation between IRC staff and experts/expatriates,

/ . . .



-  12

and good managerial ability by one section ¿iz-ee-tors involved, 

it is apparent to the evaluation team that an operating capa­

bility has nov been acquired by the IRC in this field. The 

high quality of the diagnostic study for the Souk-El-Khamis 

cement plant supports this finding. The problem in th«z future 

will be one of capacity, vhich is at present very limited and 

totally insufficient for present and future demand for diagnos­

tic studies and consultancy services.

Furthermore, IRC staff having completed the diagnostic 

study is in a good position to assist from time to time with 

implementation of their recommendations or even just to monitor 

progress. This aspect has not yet been investigated :'n detail 

by IRC.

(c) 2. Consultancy services in production engineering and nlant 

machinery maintenance

UTTIDO Expert (08) performed satisfactorily. Same remarks 

as (c) 1 as to the future but actual level of capability is 

very low. Actual in-plant work done has been very limited.

(c) 3. Q/C systems into practice at factories

This activity was limited to advice, assistance anf3 

trouble-shooting, mainly in food processing plants. In 

cases the expert was involved in these activities.

3.2 Training activities

Although trained staff is not explicitly identified as part of the 

output, training is included in the list of activities as "oriented towards 

the improvement of the expertise and skills of the national staff", broken 

down in four different types:

(1) On-the-job training

(2) Fellowships programmes

/ . . .



i (5) Training courses and lectures

(M Preparation of local staff for collective in-plant training programmes.

These training activities are important overall to institution building 

vfaich is bfsed, sine qua non, on veil trained human resources. In general, 

all four training activities are desirable but it is not clear if they were 

all to be implemented during Phase II of the project. Although tbe above 

list of training activities vss given in the prodoc, the implementation of 

these vas never designed and/or programmed. During project implementation 

little explicit attention vas paid to training aspects.

3.3 Project inputs

3.3.1 UBDP Personnel inputs

Budgeted Actual % Change
Work/months 332 529-9 + 61*.6

US $ 1 ,1*81,200 3,506,531 +136.7

US $ per v/m i*,6oo 6,617 + 1*3.8

Long term experts ■were used much more intensively than planned and

short term consultants, budgeted at 3I* months, only implemented 20.5

months of vork:

Budgeted Actual % Change
Short term consultants 3* 20.5 (З9.7 )

Long term experts 288 509.1* + 76

3.3.2 Government cost-sharing contribution

(US $) Budgeted Actual Actual/Budget
(Project (after revision {%)
Document) "M")

Government cost-sharing 386,1*00 1.,737,708 +31*9.7

3.3.3 Government inputs

(a) The supply of these inputs (staff, office space, laboratory 

space. equipment) suffered due to the inadequacy of the

/ . . .



present IRC facilities. Lrprovenèûts were not rudertalien 

pending the completion of the nev very large facilities at 

Tajura.

Cb 1 The supply f operating funds has been partly inadequate

due to procurement difficulties in spare parts and recently 

to budgetary restraints.

3.3.k Other UNDP Support

Administrative support was adequately supplied.

Fellowships were not used by the IRC. A project car was 

supplied and is still being used. A new car was supplied 

under the Preparatory Assistance budget.

3.^ Project management

Project management was effectively supplied by the IRC 

in a diffuse manner as national staff, UNIDO experts and 

other expatriates were knit into one single operating 

organisation. IRC management staff has not really apprec­

iated the difference between project management of the 

institution building UNDP/UNIDO project and IRC management. 

UNIDO project administration was handled by the Project 

Co-ordinator supposedly using 25? of his time for this; in 

practice he has had to spend 100? of his time.

Under these circumstances it would have been advisable 

to appoint an administrative assistant. It seems excessive 

to have to spend over $1*00,000 for 6 years of relatively 

simple project administration; this represents 11.6? of 

the total expert inputs without actual project management 

(besides administration). IRC's management clearly indicated 

to the evaluation team that they would have preferred to

/ . . .



use the Project Coordinator as an expert in industrial 

management, but appreciate the project administration by one 

expert in order to minimise the tasks of the other experts 

in this area.

IRC's management perceives clearly the role of UNIDO 

as direct support in Phase II and direct support increasing 

the capabilities of IRC staff in Phase III. IRC's management 

does not fully appreciate vhat UNIDC could offer them beyond 

direct support and staff training by individual experts. 

Nobody has adequately explained the concept of assistance in 

institution building. For nov, their imago of UNDP/UNIDO 

is partly one of a bureaucracy that is slov in recruiting, 

requires frequent and lengthy reports and makes other 

annoying requests such as evaluations, tripartite revievs, 

consultant's missions, etc., not of a partner in institution 

building.

Project reporting in general did not reflect the true 

contribution of the project. Expert reports were repetitive, 

lengthy, formal, prepared individually without comments 

from the coordinator. To be fair, some experts' terminal 

reports are excellent. Why were some of the recommendations 

not followed up? Was it because of lack of resources at 

IRC or because its management did not agree with them?

What role the project coordinator did play in this process 

of follow up could not clearly be identified but the 

recommendations should have been brought to IRC's attention 

more often and in a more consistent and active way.



The above questions should not have to be asked at 

the project terminal evaluation. Given the lack of formal 

project management agreed to in the project document by- 

all parties what special care was taken by UNDP or UNIDO 

to monitor this situation and keep it under control? What 

lessons can be learned for Phase III design and implemen­

tation?

Two elements of the solution come to surface :

(i) Strong and effective project management by a UNIDO

expert, capable of gaining the full confidence of his 

counterparts and convincing them slowly but surely, 

beyond the language and cultural barriers, of the bene­

fits of more systematic institute and project management 

(staffing, directing, controlling, evaluating ana 

planning). The evaluation team does not say that 

management is easy, it does say it can work under any 

socio-politico-cultural environment if the concepts 

are explained, understood, and adapted to local con­

ditions .

(ii) Strong support by the local UNDP office and strong 

backstopping by UNIDO in Vienna because conditions, 

being difficult in Tripoli, as well as the subtle 

balance between support and institution building in 

the project with so much day to day pressure on pro­

duction of IRC outputs, require such special attention.

If this project management is unavailable or impossible 

to find, particularly if local integration on cultural and social 

grounds is a pre-requisite as it seems, or in addition to the 

above a different and original formula could be found, possibly:

i ) A national director with support from a UNIDO administrative

/. • •
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assistant (not yi~eicitciI at present by tbs _SC)

ii) The use of a high level management consultant on a 

part time basis.

iii) A fact-finding mission to foreign industrial research

centres by IRC's management, to witness the benefits of 

properly applied management techniques, including the use 

of computers in management, library and information systems 

possibly leading to a twinning arrangement. This has al­

ready been under consideration for some time and should at 

any rate be done for a variety of reasons (establishing 

relations, identifying possibilities for assistance, etc.).



li. Project Results

In view of the fact that, as described before both "direct support" 

arid "institution building" assistance vas implemented under the projects, 

the results vill be reviewed by section for each of the two categories.

It is possible that the following list of results is not complete, cer­

tainly for the Phase I project it was difficult to obtain data. In order 

to group nhe results and facilitate understanding, the organisation of 

the IRC is discussed first.

k.l The Industrial Research Centre

The IRC consists at present of three departments that are subdivided 

in sections. Tie laboratory section is subdivided in four parts:

i
Building
materials
research
section

DIRECTOR GENERAL
,------------------‘---'-----i------------------!Technical and Economic Administration and Geology and Mining 
Department finance Department Research Department

T~\ " 1 ! i 1 i i i— *-- ------1Technical Laboratories Economic Library Other Geological Geological Geophysics
section section section sections evaluation mapping Section

and section
Development 
Section

Food Textile Classical Chemical
Processing Quality Analysis Instrumental 

Contro l '' Analysis

With the exception of two experts (economic geology and technical information

and documentation), all project activities were concentrated in the Technical

and Economic department.

b. 2 The laboratories sections

Textile quality control laboratory

In 1977 the Laboratory staff consisted of the head (B. Sc. level) and

two trained technicians. The laboratory vas equipped with basic equipment
2working on about 100 m . At present the staff consists of the same labor­

atory head, 1* other professional staff (most new) and 3 technicians. The 

equipment was expanded to a level where almost all standard textile tests

! . . .
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can be done. After the move to the nev premises (.about 1500 m available 

for the textile laboratory only) the laboratory vill be fully equippped 

also for some R + D purposes. The very few available staff was trained 

on the job 5n the normal functioning of the laboratory. Some formal 

training was done also for outside trainees. Notes on laboratory and 

testing procedures as well as two different complete- course descriptions 

were prepared. The laboratory is able to handle the present tests and 

workload (supported by the other laboratory units if required). The main 

task is Quality Control testing for a wide range of textile fibres, yarns 

and cloths (approximately 100 assignments for 1000-1500 tests per year).

The head of the laboratory serves on outside committees for textile standards 

and specifications and for the study of Quality and Development of the Nat­

ional Textile Industry.

During the project the UNIDO expert and his counterparts.apart from 

the above described routine work, participated in two diagnostic surveys 

of the national textile industry, carried out two detailed raw material 

application investigations, participated in feasibility study appraisals, 

preparation of long term development plans and in establishing a national 

textile standards system.

The food processing laboratory

At the beginning of the project (phase II) the laboratory staff con­

sisted of 7 professionals and 1 or 2 technicians.

It was mainly working on routine quality control and selected surveys of 

the industry. At present the staff consists of 10 professionals plus 3 

in the micro-biology laboratory with a well qualified head (M.Sc.) as well 

as 2 technicians. Its equipment is considered sufficient, certainly after 

the additions in the new complex (facilities of the other laboratories 

can be used when needed). The routine quality control has been taken over by

/ . . .



a special laboratory of the Secretariat of economy and the functions of 

the IRC laboratory nov are mainly non-routine. Special analysis, technical 

assistance to the food processing industries, research and development, 

surveys and sector planning and appraisal of food industry projects are the 

main functions.

The project expert gave some formal lectures to train the laboratory 

staff but this was stopped vhen the laboratory started the technical 

assistance programme to factories. The main training has been "on-the- 

job". The expert also prepared operational recommendations for the labor­

atory, most of vhich have been implemented.

During the project the expert provided "direct support" by preparing 

diagnostic and development studies together with his counterparts covering 

all plants in several sub-sectors (dairy, cereals, fish canning, soft 

drinks, macaroni), providing trouble shooting services to several pxants, 

performing some R + D (product development) and by participating in food 

industry project appraisals.

Other laboratories (Classical Analysis and Instrumental Chemical Analysis)

Apart from the above mentioned laboratories a raw material laboratory 

existed with few staff. Apparently most of the equipment was not working, 

no workshop nor repair staff was available.

At present, all major equipment (except one for lack of spares) is 

working, an equipped workshop for maintenance and repair is installed.

Hie workshop is staffed by 2 engineers and 3 technicians and the laboratories 

by 2 professionals and 2 technicians in instrumental chemical analysis and 

5 and 6 respectively in chemical analysis. The expert (in instrumental 

chemical analysis) has given lectures (unsuccessful as trainees soon 

stayed away) and laboratory practical training, both to IRC staff and to



laboratory staff of other (factory) laboratories. The IRC "Management has 

not been happy vith the extent to which the (any) coumerparts were trained 

to take over at least some tasks, the laboratories depend to a high extent 

on the expert, both as no trained counterparts are available and still 

to keep the equipment in order.

This is probably related to tfc fact that the expert has been very 

active and busy vith repairing equipment, reorganising and expanding the 

laboratories and a workshop, and vith actual analysis work and this all not 

only for IRC but also for other laboratories. This certainly has helped 

the IRC laboratories in establishing a good name. The laboratories are 

nov as veil organised as .facilities permit, they are hovever certainly 

not (yeti fully established and independent.

k . 3 The Building Materials Section

The Section was established in 1976 and one could say that the begin­

ning of phase II coincided vith this. At ohe beginning there vas no local 

staff except for one technician, the activities consisted mainly of testing 

of cement and bricks for the small local production that existed at that time. 

After the appointment of a counterpart (nov head of the section) the situ­

ation improved.

At present, the section has the folloving mair. tasks: identify from

geological reports rav materials that present an industrial opportunity, 

test the materials, do laboratory scale tests of the production, arrange 

for an industrial scale test, do or sub-contract a pre-feasibility study, 

sub-contract the main feasibility study and co-operate vith contractor. 

Furthermore the section is active in national standardization of building 

materials. Recently it has also been involved in diagnostic studies of 

existing production operations. The section is nov staffed by U professionals 

(2 expatriates) and three technicians. It is considered that the section

/ . . .
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head is nov able to take over an important nart of the experts'task.

The main training has taken place by working together cuosely (also in com­

mittees]. The capacity at the moment (in volume terms) is not yet sufficient.

The expert together viuh his counterparts in the section have been 

involved in the above described activities for a number of products up to and 

including the detailed feasibility study (special cements, sand-lime bricks, 

cellular gas concrete, refractory materials, lightweight aggregates etc.). 

Several of the projects are nov under implementation (sand lime bricks, 

cellular gas concrete). The section played an important role participating 

in a recent excellent diagnostic study of a cement plant. The recommen­

dations made are now under consideration by the plant and the authorities.

U.k Technical studies and economic sections

These are treated here together. This has been done as the sections 

work together on virtually «-11 their activities. In the beginning of the 

Phase II project the sections consisted of 6 professionals. Only few 

studies were done, and some of the feasibility studies were done after the 

investment decision had been taken.

At present the sections are involved in preparation of opportunity 

studies, regional, sectoral and sub-sectoral development studies, pre- 

feasibility studies, some relatively simple feasibility studies and sub­

contracting of major studies. An important activity is the analysis and 

discussions with the subcontractor as many studies go through two or three 

drafts before IRC accepts them as final. Further, the sections play an 

important role in the increasing advisory services to industry.

The section can almost handle the present workload (although the 

comments on studies are frequently delayed due to the high workload).

The quality of studies done by the IRC or in cooperation with sub-cortractors 

has generally been very high. The project has played a key role in aevel-

/ . . .



opment of standard ISC methodologies for pre-investment and pltmuiiig 

studies Cthat are also prescribed to sub-contractors). The gradually 

growing group of counterparts was trained in basic principles (market, 

technical and location analysis, discounted cash flow analysis, sensi­

tivity analysis, etc.) and by close association with the experts in con­

ducting all the work (including diagnostic studies).

The staff at present consists of 6 professionals and 3 research 

assistants in the economic dspartment and t professionals in the technical 

department.

During the project (phase II) the expelts with their counterparts 

prepared or were preparing (as per late 1982):

- one national industrial survey

- one ’’industrial planning perspective"

- regional industrial development studies

- 1^ sub-sectoral/branch development studies

- 72 feasibility studies (U2 completed).

While the IRC involvement in the first H groups was very important, the 

main feasibility studies were and are being done by outside consultants.

IRC involvement in these was important in the initiation and often pre­

feasibility stages while they were also involved in discussions of draft 

reports and appraisal of the projects. The quality of final studies was 

very much increased by this process. At present the IRC is getting further 

into the feasibility studies themselves (up to 35% participation in some 
cases).

U.5 Geology and Mining Research Department

As only 1 man-year of assistance was given to this department and 

no clear picture could be obtained on the use of this input from the IRC, 

this will not be discussed in depth. The assignment had a pure direct

/ . . .
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support nature, no training has been reported by the expert, and the work 

has been highly specialised, no Judgement on the technical quality could 

be made. The IRC was not enthusiastic about the expert.

h . 6 Administration and Finance Department.

The project was in this department only active in the Library (a 

two-year assignment of an expert in Technical Information and Documen­

tation). The main result was a thorough reorganisation of the library 

system, lists of books and magazines to be acquired and recommendations 

and procedures concerning management and administration of the library.

At the moment, there is no well trained librarian available (The IRC 

sent 2 staff abroad for advanced professional training but on completion 

of the training, they did not return). Definitely more assistance will 

be required in this area.

h.7 Utilisation of direct support results (outputs).

As senior IRC staff chairs, or participates in a large number of 

committees concerned with different aspects of industrial development 

in the Jemahiriya (project implementation committees, plastics coordin­

ation and implementation committee, standards committees, etc.), there 

does not seem to be a problem with getting studies and bindings to the 

decision-makers. A number of projects for which feasibility studies were 

prepared by or for the IRC have continued to implementation. In other 

cases studies already done were modified with important improvements 

(the plans for the Sirt petro-chemical complex were modified so that 

different feedstocks could be used). Some sub-sectoral studies were 

used as a basis for national plans. Many studies are still under con­

sideration (many were only prepared recently) while some showed that the 

projects in question were not feasible and these were apparently not 

implemented.

/ . . .
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Overall "he I?.C has been satisfied with Lae Lec-aaicai quality of 

the project inputs (expertise only). Indeed the authorities stated that 

this high quality vas important and that this was the reason for using 

UNDP/UNIDO for these inputs. They made clear, however, that not all 

experts had been able to transfer their knowledge to the national staff.

U.7 Results versus Tmrnediate Objectives.

The immediate objectives only give "strengthening” of capabilities 

and capacities without specifying to what level or without describing these 

capabilities/capacities in terms of quantity and quality of manpower, 

equipment, procedures, etc. The mission is convinced that the project has 

definitely strengthened the institute overall as well as in almost all 

the listed activities/functions through a variety of ways. The immediate 

objectives as defined in the project document have therefore been achieved.

In view of the vagueness of the immediate (project) objectives this 

statement needs some qualification. As described in this chapter, the 

Technical and Economic Department of the IRC and its sections were defin­

itely strengthened. A number of counterparts were trained, mainly "on-the- 

job". This training has not yet been sufficient to make the Institute 

independent, both as the national staff have not yet achieved the desired 

level and as the number of staff trained has been insufficient. In most 

sections, working procedures and standards, as well as methodologies for 

own and sub-contracted work were developed and are in general use, and the 

Institute has established itself in the national industrial development 

system with a good name. At this stage, however, the Institute cannot 

perform all its functions with the same quality without the support of 

technical assistance.

This full self-sufficiency clearly could not yet have been achieved, 

the Institute is only a little over 10 years old and its duties have been 

and are rapidly expanding.
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5. IRC future de^lopment plans

5.1 Introduction

The IRC expects to start the nove to the nev facilities in Tajura 

within tvc months. These facilities, vith a total floor space of 31,000 

sq.m, include ample laboratories including nev equipment, an auditorium, 

extensive library facilities, a large office building and a number of 

service units (printing, workshops, archives, etc.) as veil as about 

60-10C staff apartments. This move will mai'k the beginning of a nev phase 

in IRCs development, during which the staff is expected to increase from 

the present 169 to about TOO eventually. When this target can be reached 

is difficult to estimate, but IRC management has made clear that they 

expect, at least initially, a rapid expansion of the staff. The numbers 

in the following sections are only indicative, the Geological and Mining 

Research Department will not be discussed.

5.2 Laboratories Section

(a) Food Laboratories (including micro-biology). According to the 

expert no significant expansion of the professional staff is re­

quired but the number of trained technicians should increase from 

2 to probably h - 5 . The skills of the staff should be upgraded 

considerably to make the laboratory fully independent.

(b) Textile Laboratory. In the long term a minimum total staff of 2k 
is said tc be needed. Probably a majority should be technician 

level as a lot of routine testing is required. The newly recruited 

stould be well trained before the laboratory will be able to operate 

independently.

(d) Other laboratories. Also here a large increase is foreseen. In

total, including the electronical/mechanical workshop, to about 5C 

staff. Several should be trained to a rather high level in order

/ . . .
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zc head ana manage uhese sections while the others should receive 
at least basic training. Certainly several highijr trained aud 

skilled workshop staff for maintenance of the equipment will be 

needed (3-^ engineers and 3-^ technicians).

In the short to medium term, new areas for laboratory applied 

research are expected to include plastic raw materials and plastic 

products testing, lather, metallography and electrophysical but it 

is advisable not to initiate these activities too early.

5.3 Building materials section

In the future the section is likely to expand its testing and R + D 

activities in the areas of acoustics (special laboratory is now avail­

able), fire resistability of building materials, thermal properties of 

materials, quality improvement of products and reduction of energy cost 

in production. In a few years a reduction of activities related to new 

projects is expected, as well as a large increase in diagnostic studies 

and advise to existing industry.

Professional staff should expand to about 12 experienced professionals 

and about 10 more junior staff. About 6-10 technicians will be needed.

5.h Technical studies and Economic Sections

The activities and tasks of these sections will not change very 

much. However, a very strong shift in emphasis, away from pre-investment 

activities for new projects to expansion projects, and a very large in­

crease in diagnostic and management advisory services is very likely.

The staff should increase accordingly. A figure of up to 70 management con­

sultants has been targeted by SWECO (the consultant that planned the new 

facilities) so that these sections will have at least about 100 pro­

fessional staff in total at full maturity.

-  27 -
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5.5 Other activities

The IRC could start activities in other areas. Electronic repair 

and maintenance has been mentioned, as well as metallography and elec­

trophysical laboratories. Also bio-technology and micro-processor ap­

plication could be new areas. One should, however, be careful not to 

overstretch the scarce professional resources. Certainly the library and 

information services should be strongly improved both in qualified staff 

and resources (links with external data banks for instance). It is also 

likely that the IRC will in the future establish an internal training 

facility, both for training and upgrading of IRC staff in their specialist 

knowledge, but also for instance in technical English, availability and 

use of information sources, computer programming, etc.

5.6 Administration and Finance Department

It can be expected that this department will also increase its staff. 

Up to 25? of the total staff of an IRSI can be allocated to these areas.

In view of the dramatic expansion of the IRC, both with facilities and 

staff, it is likely that many or all of the existing management procedures 

and systems will have to be revised and expanded. The performance of this 

department can have a strong impact on the performance of the Institute 

as a whole, both positive and negative. It can be expected that the IRC 

will request some specialist assistance in these areas of institute manage­

ment .

5-7 Workshops and maintenance

This area will require prompt attention by IRC's management as soon 

as the nev Centre becomes operational. The first year will be critical 

for learning from the building contractor who has a one year operation and 

maintenance contract. It is vital that technician and maintenance staff

is recruited immediately.
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£. Conclusions arid ngcnnngendatlons 

£.1 Conclusions

6.1.1 Contribution of URIDQ to the development of IRC 

Che rajor contribution has been to date in the direct support of 

IRC’s main functions: (i) laboratory services, (ii) planning, com­

missioning, monitoring and inter-facing vith foreign consultants on 

feasibility studies, sectoral/regional planning and (iii) participation 

in successful diagnostic studies of a cement plant.

Secondary contributions, nonetheless important, have also been 

made in institution building areas:

(i.) Counterpart on-the-job training has met vith definite success in 

food and textile laboratories as veil as in building materials 

applied research and techno-economic feasibility and planning 

studies. Training has been insufficient in chemical instrumental 

analysis.

(ii) As a result of direct support, abovementioned on-the-job training 

as veil as development of procedures, methods, etc., definite pro­

gress has been achieved in institution building.

Finally, unplanned ad hoc contributions in a multitude of areas have 

been supplied by the UNIDC project, for instance quality control and 

problem solving in critical situations, advice on equipment specifications 

repair of equipment of IRC and other laboratories, ordering and commission 

ing for the nev IRC Tajura Complex.

6.1.2 Problems associated vith direct support 

Direct support activities and outputs of experts have been so 

needed and useful that the URIDO staff is highly integrated in the IRC 

organization, as veil as vith other expatriates directly on contract to 

IRC. Consequently, suggestions of direct support vithdraval in the cases

/ . . .



UTCDO to change the functional emphasis of assistance. Furthermore, the 

Director of the Technical and Economic Department, (where the hulk of 

UNIDO's assistance has "been given) has clearly expressed, during the 

evaluation mission, that Phase III emphasis should he on training. This 

will provide a good start to the new phase.

6.1.3 Institution building in the new facilities 

A host of management as well as operations and maintenance problems 

will quickly surface as the IRC organization moves to the new facilities 

and expands rapidly. Present IRC management is of high quality as well as 

high potential, hut limited to less than 10 managers, most of them having 

limited industrial, research or management experience. Assistance in the 

early years of the new complex will he definitely required and UNDP/UNIDO 

can and should allocate some of the project assistance to this area.

6.1.1; Project management and administration 

This situation is found unsatisfactory by the evaluation team, not 

Just in the project's implementation hut also in its formulation. There 

is a major design weakness when a project is formulated without clearly

/...
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identifying what is a project manager, who is performing this role and 

what are his functions. It is not a solution to .just make provision for 

the administrative function and to designate one of the experts as project 

co-ordinator. Administration and coordination are small tasks of project 

management (albeit time consuming).

The evaluation mission has reached the conclusion that the project 

administration functions were reasonably well discharged by the project 

coordinator. The evaluation team has also reached the rather oovious 

conclusion that project management functions were not discharged because 

there was no project manager. This, in the view of the mission is not 

simply a question of semantics, it has to do with the everyday practice of 

management.

A project manager should actually "backstop" the individual expert, 

point out if the functional emphasis is too much on direct support and 

not sufficient on institution building and assist them in finding practical 

ways of doing this. A project manager's task is also to convince the 

cooperating organisation (here the IRC) of those facts, and to try to assist 

them in the organisational development of their institute. More tasks could 

be illustrated but these adequately make the point for this project. It 

may be noted, however, that this project is not alone in experiencing this 

kind of problem, project management as explained above is a demanding task, 

requiring good cooperation and adaptation to the local situation.

6.1.5 Reporting

Reporting in general has been seen and done as a routine, a burden or 

a constraint, rather than the occasion to review progress, make constructive 

criticism and recommendations. The evaluation mission received without 

sollicitation three concise, quickly written reports by experts, full of 

clear descriptions of the project problems and ideas on hov to solve them. 

Such short to-the-point reports must be sollicited by the project manager
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and serve to monitor and improve the progress of the project as veil as 

heep all the parties well informed. It would have allowed for meaningful 

oroject modifications as they were required along the way. This also would 

have demonstrated to the IRC management, the dynamic nature of a technical 

assistance project and the benefits of good project management.

6.2 Recoamendat ions

6.2.1 Project orientation during Phase III

In order to progress in this long term institution building effort, 

emphasis must gradually move from direct support to a more indirect but m  

the end more effective type of assistance which should make the IRC inde­

pendent of outside assistance. In addition to the technical areas this 

could include:

- IRC mission definition and adaptation

- institute planning, programming and budgeting

- financial and accounting management

- human resources and organization development

- operations and maintenance

- marketing and public relations

- information systems and other computer applications

Obviously all of this assistance is not necessarily to be given in

Phase III only, nor can UNIDO be expected to provide it all. For Phase III 

the following areas are recommended in addition to continuation of the 

process of building up the four sections of the Technical and Economic 

Department:

- Organization and management advisory services to the IRC related 

to the start-up of the new facilities and the rapid expansion of 

staff

- Direct support as needed in new laboratories as they come on 

stream during the next four years

/ . . .



- Technical information systems and start-up of computer applications. 

Other areas of development mentioned above could be persued further 

after the end of this project.

This general recommendation leads to the more specific ones contained 

in the following sections.

c. 2.2 Bridging Phase II and Phase III activities 

A. Experts in 3uilding materials textile laboratory and instrumental 

chemical analysis, having met with success in direct support and institution 

strengthening in their respective modules, should be included in Phase III 

activities, but only for a limited period to : 

i) complete on-going projects/activities 

ii} plan cn orderly ana rational withdrawal by 1985, at the latest, 

to allow for fine timing in counterpart training, to train the 

additional staff members expected to be hired early in Phase III, 

ana tre?isfer to nationals their direct support function which should 

no longer be Justified nor required when the IRC staff in these 

sections will be large and experienced enough.

3. The Project co-ordinator. A full fledged Project Manager should 

be recruited, preferably with a background in research and service management 

and/or experience in in-service staff training. It is strongly advisable 

to recruit a new expert for this post in order to facilitate the break with 

established habits ana practices. If necessary, project administration should 

be handled by an administrative assistant. The Project Manager should be 

able to make a good part of his time available for other activities, for 

instance diagnostic studies. He should also maintain a close relation with 

IRC management to ensure adequate follow up of recommendations and stimulate 

IRC's development.

/...



-  ik  -

6.2. ? UNDP/'UNIDO local and headquarters support.

A. It is critical that the future Project Manager of the UNIDO pro­

ject, as yell as the other experts feel that they, when necessary, have 

strong allies in the local UNDP office, from whom they can secure precious 

advice when facing difficult problems in the project operations or in 

'■.is relations with his counterpart. Again the balance between direct 

support and institution building is critical and could lead to problems 

in these areas. The Resident Representative and his staff should make 

available such support in a generous way, as well as the uso of contacts they 

may have in the Government, beyond the reach of the Project Manager, to 

support the optimal implementation of the project.

3. UNIDO's backstopping must also be supportive and quick in recruit­

ing (.including possibly a stand-by contract with an international consulting 

organization for urgent short term specialists) as well as able to give 

practical feed-back on substance of reports and other substantive and ad­

ministrative matters. It is important that, in order to be able to do this, 

regular tripartite reviews are held with participation from UNIDO head­

quarters. On the occasion of these reviews, progress in institution building 

terms should be discussed as well as the workplan for the next period in­

cluding needs for short term consuit suits, long term experts, etc.

6 . 2 .  k UNDP/ÜNTDO institution building assistance to the IRC

The language and cultural differences as well as the original develop­

ment strategy promoted in the Jamahiriya require the adaptation of UNDP/ 

UNIDO's assistance to local conditions. Specifically, management and 

institutional practices have to be adapted. This requires a long term 

development in the explanation and slow introduction of management, mar­

keting and research practices in the case of such a large long term 

institution building project which requires c e  »fully considered step-uy-

! . . .
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step progression from direct support to the more indirect capability 

building Just at the right moment. This approach, requires a facility 

vith local language, cultural and developmental conditioning not given to 

Just any project manager. This requires that special conditions be given 

to the folloving factors in recruiting the project managers.

- knowledge of the Arabic language and culture

- knowledge of UNIDO's capacities and of UNDP practices

- knowledge of Socialist developmental approach.

6.2.5 Intensify use of short term consultants

To decrease the reliance of IRC on "permanent" experts, more short 

term consultants for well defined short tasks should be used.
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Draft Terms of Reference

Subject: LIB/82/003 - Assistance to the
Industrial Research Centre. Phase III

I. Background Information

1. The economy of Libya has been going through dynamic and massive 
transformation as a result of Its oil-based revenves. The Industrial 
sector has been given special priority through large and very large- 
scale investments vrithin the National Development Plans of 1972-197$, 
1976-1980. The Secretariat of Industry plays a key role in this 
industrialization process as it is responsible among others, for 
sectoral and sub-sectoral industrial planning; undertaking and com­
missioning of feasibility, technoeconomic and market studies; awarding 
of contractors for, and supervising the implementation of industrial 
project, operating and administering public sector industries. Within 
the framework of the Secretariat of Industry, the Industrial Research 
Centre (IRC) was established in 1970 to take charge of a vide 
range of the above responsibilities, namely;

(a) Techno-economic feasibility and market studies; 
sectoral and sub-sectoral industrial surveys and 

planning;
(b) Quality control, standardization; technological

research and development; technological consultancy 
services to industries and to the Government;

(c1) Administrative and management consultancy services to
industries and the Government.

2. At the request of the Government, UIIDP/UKIDO have been providing 
technical assistance to IRC since 1970 through projects LIB/69/512 - 
Assistance to IRC Phase I and LIB/77/001 - Assistance to IRC Phase II. 
Ihe primary aim of this assistance is to strengthen the institutional 
capability of IRC. Ihe Phase IT project has been completed in June 
1982, !--nd a Phase III (LIB/82/OO3) has started to operate since July 
1982. In order to assess the overall achievement of the projects 
under Phases I and II, and to assess t' ; soundness of objectives
and approach of the Phase III project, it has been agreed by all 
parties concerned to undertake a project evaluation.

/
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II, Purpose of the Mission
Ip  accordance with provisions contained in Chapter >1*70 of the 

Policies and Procedures Manual (PPM) and the relevant guidelines 
described in the attached documents on Project Monitoring, Evaluation 
and Duration - UNDP/PR0G/FIELD/150 of 30 September 1982, the primary 
purpose of the evaluation mission are:

(a) It) evaluate the achievements and effectiveness of the 
projects under Phase I and II, specifically

(i) Assess the achievements of the project against
the set objectives and targets and expected outputs; 

(fi) Examine the extent to which the results/outputs 
achieved by the project have contributed towards 
the building up of the institutional capability 
of IBC and subsequently, towards the overall 
industrialization of Libya;

(iii) Identify and assess the factors which facilitated 
the achievements of the project's objectives as 
well as those factors that impeded the fulfillment 
of those objectives.

(b) In examining the design of the project LIB/82/003 - 
Assistance to IBC, Phase III, the mission should review 
the layout and design of the Project Document and ascertain 
that it presents clear and precis® objectives and outputs 
that are quantified vith target completion dates to the 
extent possible.

I*. As part of the above tasks, the mission is also requested to:
(a) review all technical reports produced so far by the 

projects, with the view to analyze critically the actual 
needs of the industry as regards the services expected 
from IBC;

(b) determine the role the IBC is called upon to play in the 
overall system of industrialization process and industrial 
support institutions of the country;

(c) assess the actual technical capabilities of the functional 
substantive divisions of IBC related to the major areas of:

(i) survey and study capabilities (feasibility, t.echno- 
econoE’.ic, market sectoral and sub-sectoral studies);
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(il) technological, administrative and management con­
sultancy services;

(üi) applied research and development activities.
(The mission viil need to examine the follow-up actions taken 

by the Government and the industries with regard to investment studies; 
and to assess the Impact of the consultancy services upon the improve­
ment of productivity and management practices at production plants 
level).

(d) to assess the receptiveness of IRC by industries and the 
Governent in all the throe major groups of activities listed 
in (iii) above;

(e) to review thoroughly all problematic factors such as 
institutional framework, human resources and capabilities, 
organizational set up and functional linkages with industries 
which have been hampering the efficient operation of IRC;

(f) to assess the results achieved by the techical assistance 
projects pointing out the progress or lack of progress 
with regard to the building up of IRC institutional 
capabilities and credibility;

(g) to identify constraints faced by the projects, particularly 
with regard to the involvement and training of national 
counterpart personnel;

(h) to define the actual purpose, scope and approach of further 
technical assistance to be provided to the IRC within the 
framework of the Phase III project; and

(i) to suggest the time frame when IRC would be in a position 
to operate efficiently and effectively without further 
external technical assistance.
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III. Copposition of the Mission
The mission will be composed of the following :

- representative(s) of UNDP, team leader
- one representative of UNIDO
- representative(s) of the Government.

IV. Consultations in the Field
The mission will maintain close liaison with the UNDP Resident 

Representative in Libya, the concerned agencies of the Government, 
the project national and international personnel, and the industries.

Although the mission should feel free to discuss with the autharitje s 
concerned all matters relevant to its assignment, it is not authorized 
to make any commitments on behalf of UNDP or UNIDO.
V. Time-table and Report of the Mission

The UNDP consultant will receive briefings at UNDP Headquarters 
on February, on his way to Tripoli, Libya, Upon arrival in Tripoli, 
the mission will be briefed by UNDP Resident Representative, who 
will also provide the necessary substantive and administrative support.
The mission will endeavour to complete its work within two weeks, 
starting February 1985. Upon completion of its work, it will
be debriefed by the UNDP Resident Representative and by the Substantive 
Division at UNIDO Headquarters, Vienna.

The mission will complete its report in LibyE and discuss 
its findings, conclusions and recommendations with the Government.
If the report cannot be finalized in the field, the mission will 
leave behind with the Resident Representative a draft of its report.

The final version of the report will be submitted simultaneously 
to UNDP and UNIDO Headquarters, which, ir. agreement, will transmit 
the report to the Government of Libya Through the Resident Representative.

J
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U N I T B E T T C A T I O N S

U N I T E D  N A T I O N S  I N D U S T R I A L  D E V E L O P M E N T  O R G A N I Z A T I O N

U N I D O

Project in the Socialist- People's Libyan 
Arab Jamahiriya

DP/LIB/82 /ОО^Ц-5 1 /3 1 3 .  К

JO B  D ESCRIPTIO N

st title Consultant in Research and Development Management

Duration One month

Date required As soon as possible

Duty station Tripoli, Libya vith travel within the country

Purpose of pro;!sot The rutin purpose of the mission is to formulate the objectives of 
the Third Phase of the Technical Assistance Project and to determine 
the scope and inputs required. The ultimate objective of technical 
assistance to the Industrial Research Centre (IRC) is to strengthen 
its scientific and research capabilities by means of the establish­
ment of a capacity within the IRC to formulate and implement independently 
national programmes and policies in the field of industrial research. 
Consequently, IRC's efficiency in providing techno-economic and 
technical services to the growing industries of the country will be 
upgraded.

Duties It is expected that during his assignment, in close co-operation with 
the national authorities concerned, the consultant will undertake the 
following:

1. Determine the role the IRC is called upon to play in the overall 
system of the industrial institutions of the country with the 
purpose of increasing its contribution to the acceleration of phe 
industrialization of the country:

2 . assess the results achieved by the technical assistance project 
with special consideration given to those project activities which 
directly contribute towards strengthening research and'advisory. 
activities of the IRC;

. . . . J • .

Applications o i k ! сошпшшг.июп? K\v.tdir.i| this Job Dcso iption slmuld be suit tor
1 1

Pirw-.'t p ,*msonnet n i 'ou iinv ii i  G'viinn, D i v i s i o n  of* I n d u n t r i n i  0 p c r ^ i t i o n c
V  *?;-.? i т \/•-, ... .....................
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Language: 

Qualifications:

3» work out and formulate the requirements for further technical 
assistance to he provided to the IRC in order to strengthen its 
capability to meet the demands of the national economy in the 
light of the targets put forward by the Second Five Tear 
Transformation Plan;

k. formulate a preliminary draft project document for the Third 
Phase of the Technical Assistance Project.
It is also expected that on the basis of his findings the con­
sultant will prepare a technical report which will be discussed 
by all parties concerned (UKTDO/UNDP and government authorities), 
at an evaluation meeting. The meeting will be held at a later 
stage of the consultant's assignment with the purpose of deter­
mining the scope and directions of future technical assistance 
to the IRC and to work out the basic concepts of the Project 
Document for the Third Phase to be started on 1 July 1983.

Preferably Arabic with some knowledge of English

Higher university degree or equivalent with extensive experience 
in different aspects of industrial development such as planning 
and programming, evaluation and financing of industrial projects 
and industrial research and development.

Like in any other developing country the Socialist People's Libyan 
Arab Jamahiriya is facing immense challenge in organizing its 
resources and making decisions affecting industrial development in 
order to meet the expanding requirements of the national economy.
The Jamahiriya aims at increasing the country's industrial output 
in diversified fields over the next decades, and consequently new 
industrial investments are on the qay on a massive scale.
The process of industrial growth at various stages of development 
raises a variety of problems. Their solution, therefore, requires a 
wide diversity of knowledge, experience, expertise and know-how.
Because of the vital need for rapid industrialization, it becomes 
necessary to avail of the specialized know-how and expertise of the 
international experts.
The Authorities of the Jamahiriya continue to put heavy emphasis on 
industrialization to achieve the development targets put forward in 
the Second Five Year Transformation Plan (1981-1985)- It provides a 
substantial share of more than 20 per cent of the total investment 
allocation for the expansion and growth of this sector.
The Industrial Research Centre (IRC) is the main national institution 
dealing with industry. The IRC is an instrument for the implementation 
of the industrial development strategy of Libya. It provides know-how 
to all Agencies and Secretariats which are related to industry, in 
order to increase the use of the industrial potential of Libya and to 
improve the quality of locally manufactured products.



The main part of the activities of the IRC consists of (pre-) 
feasibility studies and laboratory research in the diverse fields 
of competency. In the future, liOVcVcr, additional tasks -"ill more 
and more be found in providing operational services and offering 
advice to industries in order to improve the (production-) 
efficiency in industries, the quality of the products and the managerial 
and administrative systems. In addition, the IRC is requested to 
carry out analysis and tests which are connected with the develop­
ment of new products and/or improvement of existing products as well 
as to undertake geological research work. The Centre has also to 
train its own personnel in order to develop the necessary expertise 
for carrying out functions in the technical field as well as in the 
field of "economics" (feasibility studies).
UNDP/UNIDO technical assistance is being provided to the Industrial 
Research Centre (IRC) since 1972 when the project DP/LIB/69/512 
became operational. It was continued until 1977 when a new phase of 
the project was approved and became operational. This phase of the 
project terminated in mid 1982.
The technical assistance has been delivered to strengthen IRC 
capabilities in various fields of its activities as well as to 
provide direct support to the industries in the preparation of 
feasibility studies, reviews and advisory services.
At the present stage of development of IRC in conjunction with the 
implementation of the Second Five Year Transformation Plan it appears 
to be necessary to intensify its activities in providing techno- 
economic and technical services to the growing industries with the 
ultimate target of achieving IRC self-reliance in all fields of its 
competence. Therefore continuation of UNDP/UNIDO technical assistance 
to IRC is.absolutely essential at the present stage as well as for 
the next four-five years. However, in view of the rather diversified 
and complicated scope of activities of the IRC it is feasible now to 
review, analyse and assess in depth the scope of future technical 
assistance required in order to create a sound basis for formulation 
of a new phase of the UNDP/UNIDO technical assistance.



LIST OF PERSONS CONSULTED

UNDP Office, Tripoli

Mr. Ahmed Dhakkar, Resident Representative 

Mr. Ahmed Bashin, Deputy Resident Representative 

Mr. Aldo Sicignano, Assistant Resident Representative 

Mr. Harry Van der Burg, JPO

UNDP Headouarters, New York

Mr. Kyav Lvin ELa, Area Officer, Regional Bureau for Arab States 

Mr. Anton Nikolov, Regional Bureau for Arab States

UNIDO Headquarters, Vienna

Mr. Andrej Konstantinov, Industrial Development Officer, DIO/INFR 

Mr. Guiseppe Papuli, Industrial Development Officer, PC/DEV

Project Staff

Mr. C.P. Misra, Project Co-ordinator

Mr. M. 3alasubramanian, Industrial Planner

Mr. K. P. Kacher, 3uilding Materials Expert

Mr. R.T. Thampy, Chemical Engineer/Plastics Expert

Mr. F. A. Shah, Feasibility Studies Expert

Mr. M. Ferlan, Petro-chemical Industry Expert

Mr. 2. L. Halnos, Expert in Instrumental Chemical Analysis

IRC Staff

Mr. Taher El Bishti, Director, Technical and Economic Department

Mr. Bashir Fenaish, Director, Administration and Finance Section

Mr. Ali Habishi, Director, Technical Studies Section

Mr. A1 Amin M. Havisa, Chief of Laboratories Section

Mr. Assidique Zindah, Director, Building Materials Research Section
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ANNEX k

LIST OF DOCUMENTS REVIEWED BY THE EVALUATION MISSION
Project Specific

I. Draft report by R. Wester gaard, Consultant in'Research ancT Development 

Management, DPAIB/82/003/11-51/313.K, Tripoli, Mart* 198 3.

2* Tender Drawings (partial) of Tajura's Industrial Research Centre under

construction, SVECO Engineers, Sweden (during site visit).
c3. Project progress report, covering the period January 1977 through 

December 1982.

*♦. Project document LIB/77/001, May 1977.

5. Report of the Administrator DP/PR0JECTS/3970, July 198 2.

6. Preparatory Assistance Document, LIB/82/003, September 1982.

7. Terminal Report, O.P.Misra, Project Co-ordinator DP/LIB/77/001, undated.

8. Terminal Report, M.V.Srinivasulu, Production Engineering and Maintenance 

Expert, DP/LIB/77/001/11-09/31.3.A., undated.

9. Terminal Report, Serge Conquy, Market Analyst, DP AlB/77/001 /11 -11*/31.3 * J 

September 198 2.

10. Final Report, Velimir Vardjan, Consultant in Industrial Economics, 

February 1983.

II. Progress Report for the period July-Deeember 1982, Zoltán 1. Ealmos, 

Expert in Instrumental Chemical Analysis, DP/tJB/82/003.

12. Terminal Report, Viktor R. Zemanek, Economic Geology, Expert, September

1982.

13. Minutes of the Tripartite Reviews on LIB/77/001; Industrial Research 

Centre, Phase II, held on 13 December 1978, UNDP, Tripoli.

11*. Project LIB/69/512, UNIDO's assistance to IRC, Terminal assessment 

report by the Resident Representative, December 1976.

15. UNIDO Internal Evaluation System, Project Evaluation Report, Assistance 

to the IRC, Project DPAIB/77/001, September 1982.
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(Annex k Cont'd)

16. Libyan Arab Republic, Industrial Research Centre, New IRC Premises 

Project, Part 1:1, Project definition and organisation. Final Report, 

November 1975, SMKO, Swedish Consulting Group.

17. id, Organisational manual:1. Organisation charts; 2. Job Description 

3. Operating procedures.

15. Terminal Report, J.L. Isles, Expert in Quality Control for Textiles 

Materials, DP/LlB/77/001/11-0l*/08, November 19B2 

1Q. Terminal Report, A.G.K. Sjostrom, Expert in Food Processing,

December 1932.



General

a) Libyan Arab Jamahiriya

20. - The Socio-Economic Transformation Plan 1390-1 39A F-D.P.

(19 8 1-19 8 5 A.D.), The General People's Committee for Planning 

Socialist People's Libyan Arab Jamahiriya, Part I, including 

section on Industry (Heavy and Light)

21. - Summary of the Socio-Economic Transformation Plan, Secretariate

of Planning, 1390-139^ F.D.P., 1981-1985 A.D.

22. - Preliminary Review of the Implementation of the Five-year

Transformation Plan 1976-1980, Secretariate of Planning, SPLAJ, 

August 1980.

2 3. - Draft Annual Plan 1982, The General People ' 6 Committee for

Planning, SPLAJ, February 198 2.
2A. - SPLAJ, Sec. of Planning, Development prospects, 1980-2000 Vol.3
b) PNUD/UNIDO OTera11 aspects of development, August 1979.

25. UNDP/PROG/96, DWDP/PR0G/FIELD/150, UNDP/PROG/fiQTRS/152

on Project Monitoring, Evaluation and Duration.

26. PPM 3^70, Policies and procedures on project evaluation

27. Draft Supplementary Guidelines for the evaluation of the UNDP 

Country-Programme (Including the evaluation of Industrial Projects).

28. UNDP 63^+OO-A, Guidelines on project implementation, Programme Policy 

Division, Headquarters, New fork.

29. UNDP 63**00-2, Guidelines on project formulation, Programme Policy 

Division, Headequarters, New York.

30. The Third Country Programme for Libyan Arab Jamahiriya,DP/CP/LIB/3, 

February 1982.

31. -The Socialist People's Libyan Arab Jamahiriya, Country Industrial 

Development Profile, Division for Industrial Studies, Regional and

Country Studies Branch, DNTDO/I^.PP^, March 1̂.°,?.



ANNEX 5

smecTBP SAMPLE or IBC'S STUDIES CONSULTED BY THE EVALUATION MISSION

Feasibility study of the Electrical and Electronic Industry, 

Electrical Water Heaters Project, Detailed Techno-Economic Study, 

Part 1: Technical Study (Books 1 and 2), Part 2: Economic Study 

(Books 1 and 2), Borghi e Baldo, ingg. S.P.A.

Feasibility Study of the Electrical and Electronic Industry, Market 

Study, Voluae V : Surrey of the Electrical and Electronic Sector/ 

Investment Opportunities, Book 2 : Prefeasibility analysis and 

ranking, Borghi e Baldo ingg. S.P.A.

Detailed Feasibility Study on the Production of Expanded Lightweight 

Aggregates in StLAJ, Executive Summary, Consito S.P.A. 1 9 8 1,RT NO. 

498-627.

Diagnostic Study for Cement Plant of General Souk El-Khamis Company 

for Cement and Building Materials, IRC, Technical and Economic 

Department, Building Materials Research Section, 1982.




