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IRTRODUSTIOR

The vroject for which this terminal report is being
prepared has been beset by innumerztle nroblens since its
incevtion up to the point of the resignation of its tech-
nical adviser. This report is an attemp* to anzlyse the
reasons for the failure oi the project and make recommenda-
tions for future assistance to avoid similar pitfalls,

- I, OBJECTIVES AND LOGIC OF THE PROJECT

In this cormection, it is recessary to drav the
attention of the reader to a letter from Fr. ™. i'apoliello,
Director of the Division of Policy Co-ovrdination, ULIDO,
dated 7 Jvuly, 1977 (Annex 1). Nr. Kapoliello hai a number
of reservations about situating the project in the i)epart-
nent of Encineering of the University of Nairobi, a
lultipurpose Research and Developmert Institute (IPRDI).

He stated ti:at IPRDI's have a nurber of inherent weaknesses
which "make their performance inefficient and rrevent tnen
from reaching their ultimate goals"
(a) their lack of comminicatiorn with industry;
(b) the staff of L PRDI's generally lack indnusirial
experience and prefer academic research to
solving practical problems of the industrial
sector;
(e) "The success of an 1PRDI stands or falls
with the quality of its director and senior
staff"; .
(d) 1lack of information on existing worldwide
appropriate technoloegies.

In voint of fact, the objectives of the project were
not attained in larce part fo.r the reasons already given
by Mr, Yapoliello in July 1977! The very problens
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envisased in the nlanning stages of the project were

encountered durinz its actual execution and seriously

hampered any prorress the project nitny nuve nade in

achieving the foals and objectives set out in the project !
document. :

II. ACTIVITIES CARRTED OUT

Although one of the reconrendations mzde by UNIDO was
t0 have a one month consultancy nission (information expert
on aporovriate technology) prior to my arrival in order to
provide an inforration base (Ammex 1, Para. 6), this was
not done, Uvon my arrival in Farch 1978, I therefore
began the work of setting up the IRCU without any previouvs
groundwerk havinz been carried out. Tn this comnection,
it should be vointed out that I was left totally to arg
own devices: there were no counterparts and no office
space, I was forced to l2zrn about the Adrinistrative
Bureaucracy without any local assistance. Turthermore,
during the first three months of my star in Fenya, the
Dean of the Faculty of Engineering was not easily accessible
since he was working closely with the I'inistry of Vater
Developrent at that time. It was therefore necessary to
work totally indevendently at a stage were guidance con-
cerning the prcvailing local bureaucratic conditions would
normally have been essentizl, I procured office and design
equipment and office space was ecquired from the Thiversity
with much difficulty (See Annex 2)., The negative attitude
on the part of the University was already aprarent at the
initial stages of setting up the IRCU,

Although the Industrial Liaison Officer wes finelly
appointed to assist me (in August 1978) in setting up the
IRCU he had neither industrial knowledge nor liaison
experience,

Mr, Napoliello had made a point of emvhasizing the




importance of industrial experience in considering the
qualifications of the Liaison Officer (Annex 1, para., 2).
In order to counteract this lack of experience on the part
of the Liaison Officer, as well as to provide additional
assistance, the IRCU was fortunate to obtain the services
" of a volunteer. This volunteer proved extrerely useful,
but his services were subsequently terminated by the IRCU,
He is currently working for an Italian firm as Technical
Manager, .

At the same time as I was setting up the IRCU, I
began estabiishing contacts with tne industrial sector:
small and large scale industries and industrial organizations.,
Such contacts coneisted not only of written comminications,
but also versonal visits in the vicinity of Wairovi 2s well
as small scale industries up-country. Various field trips
were undertaken vy nmyself alone, to estavlish tre necessary -
links with industries, Only once did my ILiaison C{ficer-
acconpany me, during wrich trip I naid for his board and
lodging from my personal funds. Once the six fellows
joined the IRCU, they accompanied me on the field trigps.

As was already discussed with l'r, Soede during my dc-brief-
ing in Vienna, the daily allovance of Fshs 100/= which the
fellows received proved inadeguate. The amount should e
increased to F¥shs 2060/= per day.j lieither the Lizison Cfricar
nor the (Co-) Director (i.e. the counterparts) accormpenied
us on these journies; they vreferred steyins in Hairori at
their office desks, to the discomfort of the field trirms,
(Please see Annex III),

The six fellows began their tuition on 1 August 1979.
Unfortunately, since their arrival the university has been
closed a number of times and their instruction, therefore,
interrupted: ‘

(a) in October 1979, the University was closed
due to riots; .
(b) 1in December, Curistmas holidays meant the
" closure of the Univeréity for about one ronth;




(c) since February 1980, the University was

arain closed dve to riots ard had not yet
re-opened by the tire of my demarture,

The fellows® prorress was hampered by the fact that
they possessed no practical experience; their theoretical
knowledge was also deficient in a number of imvertant
areas, e.g. Tolerances, Bearings and their application,
detail drawinc~s, part assembly, production plamnir; and
leyout, proper handling and sevting of machine tools,
handling of cutting-tools, dividinghead, etc. Training,
therefore, had to comrence with brozdening their theoret-
ical knowledze before we covld begin to 7o on to rore
practical aspects of their training,

This atsence of practical Xnowledge and accorparyinz
gaps in theoretical knowledre was also ‘the case with ry
direct counternmart, the (Co-) Director, who was introduced
to the IRCU as the "Director of Adninistration”,

Annex IV, which was drafted by the Co-Director, ir-
dicates the dnties of the IRCU staff as seen by the
University's Faculty Executive Cormittee., Unfortunately,
the CorDirector's lack of suitable technical baclkzround

abitities wounld, in practice, have made it invossible for

him to assure resnonsibility for the technical direction
of the IRCU upon the technical adviser's departure,

The same Annex IV outlines the Liaison Officer's
duties as envisaged by the Executive Committee: the
Industrial Liaison Officer who was assigned to the IRCU
has, as already stated, no previous exnerience in Industry.
Without such relevant exnerience, it would be impossible
for the Liaison Officer in gquestion to conduct a "svrvey
of the research and develonnert needs of industry” and te
identify "suitahle research ard developrment projects”,
Despite the fact that we at the IRCU had heen ea-erly
anticipating the arrival of the (Co-) Director for alrost
two years, his:actual appearance proved to be one of the
major problers of the project: in addition to lacking tine
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reynired technical ernerience, he insisted that his
positior. wvas solely an acministrative one and censequertly
categorically refused to acuire any technical knowledrse,
The disastrous effect of his attitude on the project can
not be sufficiently errhasized. !'r. Fapclielle (see I (¢)
above) stated that in UWIDO's experiaice the success of

an MPRDI "stands or falls with the q ality of its director".
I can only heartily acree with this sentiment, 1t must

be remembe.=d that the project docunent clearly states zhat
the (Co-) Director (i.e. my direct counterpart) was to

take over the technical responsibilities of rmmining xhre
IRCU upon the departure of the technical expert. Since

the (Co-) Director refused to acquire any techniczl
exvertise whot-so-ever, he would never nave been in a
vosition to take over the rumning of the IRCU in any
capacity other than an adninistrative ohe. It must-ve
stressed that this would have been totally counter-nro-
dnetive to tre ainms and objectives of the project.

The 1l2ck of co-operation on the vart of the Tmiversity
concerning tre IRCU has plagued the IRCU trhrouvshont tle
life of the project to date. It beran with the fact that
no office space, counter-part staff nor adninistrative
assistance had “zen allocated by the time of the technical
adviser's arriva’, It continued in a2 similar ranner
until the aproir+ment of the (Co-) Dir:ctor (who assured
adninistrative rather than technical responsibilitiés)
broucht the wnole matter to a head. (Please see Anmexes
V, VI and VII which hi:hlirht soze of the problems which
have trpified the relationship hetween the IRCU and the
Univ rsity's Executive Cormittee,as +el: as mr previous
Procress Reports). The history of ditficulties goes bock
even farther than UNIDO's involment with tne Faculty of
Engineering at the University of ‘2irohi, &s alrecdy
rentior:4 in previous prosress renoits, written evidence
of difticulties batween International Ernerts/Advisers
and the Faculty of Engineering goes tack as far as 3 !arch
1975, (Please also see ny progress report covering the
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period 4 l'arch 1978 to 3 Septerber 1978).

The University also nroved reticent about providing
4he necessary funds to carry out IRCU work, For the seake
of comparison, UxIDO provided $45,287.28 (this sun does
not include salaries nor does it include the stipends
for tie six “ellows) for traininy and equipnent from 4
Farch 1978 to 31 December 1979. During the same period,
the University disbursed only ¥shs 6,000/= which was for
the diesel encine for the Biogas plant at the Banhati Duck
Fam. (For this same diesel engine, UNIDO provided
Kshs 5,000/= to pay for its general overhaul, and an
additionz1 ¥shs 6,000/= for the foundation (cement) and
construction.) The 60 kw generator which was required
has still rot heen provided by the Tmiversity, althou~h
the diesel ~ngine has been suceessfully cenverted to
on Rioges. ’ .

Annex VITI indicates the good-will orn the vart of
the technical expert to involve all the staff renvers of
the Faculty of Fin_ineering ir order to nronote better
co-oreration, As you will rote, ar Internal Iero fron the
TRCU to "all l'emvers of Staff-TFacnlty of Engineering®
dating back back to 6 Septermber 1978, recuests "rminal
co-operation and assistance”, Despite the efforts of the
tectnical adfviror, tre Dean of the Faculiy of Fncineerins
nentioned in his Intermal l'emo of 17 October 1679, that
"there was not enov:h liaiéon bet.-ceen the IR 77 and
nenbers of the Paculty of ™y ireerinz”.

Pinally, since the (Co-) Director was only interescted
in Adninistratior; the Resident Peyresertztive, 'r., Pohert
Fitchen, rezaxded the wor: of the IRCU as a dunlication
of the FAO Projeet in Falawru (i.e. Acriculturel Fuin-
rent Testing Unit); the SIDFA, 1:~, Gaitachew Zekele, was
not providin: any tangible suprert other thar enpty
pronises and words of consolatiorn; and the Tmiversitr
evinced a singular lack of support by, inter aliz, not
being in npocsession of any Tolerance Tables (and not
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demongtratine any interest in acguirinz any), rot nroviding
ary literature and/or Tatles for Pittirngs and earings
(wimich the University deened unnecessary), I decided to
turn my personal efforts towards more practical endeavours:
since Janmary 1980 I devoted my attentions to the firms
which hod recuested IR0U's assistance, (These rave already
ve=n descrized and discuscsed in detail in ry last nrogress
rerort.) Althoush the f2llows accompanied me on these
trins dvring Jani2ry and February 1980, at no %ire did the
(Co-) Director or Liaison Officesr do so,

TII, Recormrendations

The likely nossibility of failure of #his droject
vwas already foreseen by Uir'IDO's Division of Poliqy"
Co-nrdination (see Anmex I), which elahorated on the
unlikelihood of the project®s success srouli it “e housad .
in the tniversitr (an 1'PDI). The I2CU shonld not have
been ircornorated within the Universit whiech, by its
vory nature, is acadenically/+theoretically oriented.
Instead, it should have been vloced =with an Cr-anization
vnich ic rore irn direct tovech with Industry and less
bureauvcracy-bound than an acadenic institution.

Por reasons of which I am not fully aare, the pro-
ject was after 211 ploced with t' e Universify desnite
the risgivings UNIDO had., As a result, I can only rake
the folloviing recommendations:-

1. to close the project connletely since, in
ny view, this project was irntroduced avout
ten years ahead of its time; or

2. re-locate the project witr tire MNational
Council for Scicnce and Technale y (I'CST)
since this orranization has nore direct links ;




wvith irdustry. Fuarthrore, it is absoluiely
essential that 2 (Co-) Director for the IRCU
be found who has, and is willing to implerent,
considerable technologzical and practice-
oriented experience. A (Co-) Director for
mainly adninistrative work is untenable ard
makes a nockery of tre nroject's objectives
and goals,

Under no circristances would I consider this vprojecti viable
should it continuve to be housed within the University,
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