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1. INTRODUCTION

The Government o2 Sudan presented in December 1982 a reques: to the
United Nations Development Programme (UNDP) for comtinued assistance to
a project for Increasing the Effectiveness of Public Sector Industries,
following up UNDP assistance granted to a similar project (SUD/79/010 Phase
II) which was scheduled for completion in December 1982. The request
called for a contribution from UNDP of $929,860 and a duration of two and
a half years. The United Naitons Industrial Development O~ganization
(UNIDO) was called upon to continue to act as the executing agency for
the UNDP assistance.

The UNDP did not approve the project in the form submitted; it
approved partial allocations for further activities as part of a conti-
nuing phase II project, but on the basis of the principles for the phase
III proposal. UNDP and UNIDC agreed to send a joint evaluation mission in
mid 1983. For a number of reasons, the mission was successively postponed
and it was finally scheduled with the acceptance orf the Government for early
May 1984,

The purpose of the evaluation missicn was to review the achievements of
the project and to assess the means available for its implementation, with
a view to recommend a redefinition of its design if considered necessary.

The terms of reference for the mission are attached as Annex I.

Tne members of the mission as designated by the respective organizations

were:
Mr. Arturo CHAVEZ J., Principal Technical Adviser (UNDP)
Mr. Nikola CATIPOVIC, Industrial Development Officer (UNIDO)
The Government was invited to designate a representative to associate
himself with the work of the mission. The Government considered it sufficient

to be informed of the mission's activities and results and therefore did not

designate a representative for this purpose.




The mission took place starting in Khartoum on 2 May 1984 until
11 May 1984. The schedule of meetings held and visits made is given in
Annex II. The list of persons met is given in Annex III. The documentary

evidence examined by the mission is listed in Annex IV.

The mission wishes to thank the Minister of Industry Mr. Mohamed
El Beshir El Wagie, and the Under Secretary of Industry, Mr. Abdel Gadir
Suleiman, for their clarifications on the Govermment's aim concerning the
implementation of the proposed project. It also wishes to acknowledge the
excellent co-operation of the three sectoral experts assigned to the project
by UNRIDC, but particularly Mr. S. Bhattacharjua, who is acting as co-ordinator
of the project activities. The mission wishes to thank the UNDP office for
the co-operation and assistance provided in carrying out its assignment
andé aporeciates the advice provided by Mr. G. Ap Rees, Resident Representative
vho was completing his appointment in Sudan, and Mr. A. Holcombe, Resident
Representative who took up his assignment during the mission’s stay in the

country.

2. BACKGROUND

The Government of Sudan has had a continuous active concern with the
industrialization of the country. The fi~st Ten Year National Development
Plan (1961 - 1970) already included investment actions for the establishment
of nine industrial plants in the public sector. The Industrial Develcpment
Corporation (IDC) was set up in 1965 to oversee the construction of these plants
which went into operation by 1969. The contribution of the manufacturing sector
to the GNP was only about 4.5% in 1966/67 with employment of approximately
34,000. By 1969 the Govermment increased its direct responsibility for manu-
facturing by nationalizing 36 companies which were also placed under the
responsibility of the IDC.

The rapid increace of the Government's responsibility in publiec
enterprises during this period created serious problems which were reflected




in under-capacity utilization resulting in many cases in operating losses.
These problems were recognized in large measure to have been due to the
inexperience of operating staff. At the time, it was recognized that
management needed to be improved and skills of the operating staff had to
be increased through better training. There were problems related to
process and technological deficiencies. Maintenance practices were inade-
quate. In addition, in many cases, problems existed arising from lack of
spare parts and sometimes raw material supplies. The financial operations

of the enterprises were difficult.

Recognition of these problems led the Government at that time to
seek the help of the United Nations Development Programme (UNDP), among
others, in order to ameliorate the situation and improve the effectiveness
of the public sector enterprises. There were at least four development
projects during this period of the 1960's which were oriented to the
establishment of national institutional capacity to address these matters.

It merits to recall that the following institutions, which are still
in operation today, were established with the assistance of the UNDP in that

period:

(a) Leather Institute established in 1965 with FAQ
participation.

(b) Management Development Center in 1965 with the
participation of ILO

(¢) Food Research Center in 1965 with the pariicipation
of FAO.

(d) Industrial Research and Jomsultancy Institute in 1965

with the participation of UNIDO.

In 1971. tke IDC was re-orien-ed by the Government into the Indusirial
Production Corporation vhich was given primary responsibility for the
management and operation of the public enterprises. Responsibility for the
development of new enterprisgses was given to the Ministry of Industry. In




1973, there was a change in Government policy resulting in the return of

some enterprises tc the private sector.

During that time, the development assistance aspects also changed
since a perception was gathered that a disaggregated approach, based on
institution building as refelcted by the UNDP-supported projects, had not
had sufficient impact on the problems still facing the operation of the
public sector enterprises. There was a recognition of the need to have
such activities closer to key decision-makers in Government. Discussions
began in 1974 with the UNDP and UNIDO for a project which started in 1976
tc 1979 for the "Imnrovement of the Efficiency of the Public Sector
Indsutries" (SUD/TL/OL1l). The project's start coincided with the dis-
mantling of the IPC in 1976 into a six-branch or sectoral corporation and
the shifting of the oversight respomsibilities for operation of the public
enterprises to the Ministry of Industry. The project envisaged the estab-
lishment of a consultancy unit to provide direct assistance to individual
factories on & multi-functionai basis. The achievements of the project at
its completion were considered positive for a few factories but without a
sufficiently large multiplier effect. Progress, from an institution-building

aspect, was quite slow.

A mission carried out in February 1979 to evaluate the above project
pointed out that the experience of implementing phase I project had still
shown that "a great many of the enterprises suffer from essentially
management inadequacies at the plant level, concerning such varied industrial
functions as production, planning and control, marketing and distribution,
purchasing, stock control, maintenance, financial and cost accounting and
personnel administration. Many also suffer from shortage of skilled people,
personnel turnover, lack of managerial incentives, inadequate policy guide-
lines, slow and cumbersome deicision making and the like”". The Government
requested UNDP/UNIDO assistance for the continuation of phase II project.
Tmprovement of Efficiency of the Fublic Sector Enterprises (SUD/7g/010),
calling for a UNDP contribution of US$1,417,000. However, the design of




this project envisaged the establishment of an Efficiency Improvement Unit
(EIU) in the Ministry of Industry, oriented to monitoring the performance of
the public enterprises and improving the management practices through
diagnostic consultancies of a functional management nature. Its objective
was to improve the economic performance of specified selected public

sector corporations and factories. This project design was meant to have
a greater multiplier effect. A Covernment/World Bank study in 1978
appears to have had considerasble influence in bringing about significant
changes in Government policies towards the industrial sector and the public

enterprises.

Ir 1981, the Government announced significant policy changes with
respect to the public enterprises. Resulting from these decisions, the
Public Corporations are being dissolved with the aim of decentralization
or "privatization" of the public sector enterprises (i.e. transforming
them into self-managing compenies). New companies are to be formed to
operate the factories. In view of this policy change, the phase II project
be.came redundant as originally designed focussing on centralized management
systems and controls. Based on a mission carried out by Mr. Biritz of
UNIDO in September 1981 a tripartite review reshaped the phase II project,
phasing out the central monitoring functions and rather centering the
projest activities directly at the factory level in order to improve
their performance. Thus began a shift of assistance from a functional
orientation towards a sectoral technical orientation (i.e., a shift from
"horizontal” to "vertical” expertise} A further mission carried out to
review the Country Programme in March 1982 pointed out that the EIU hed
become an anomaly and had no role to play. Taking note of the Government's
decision of May 1981 covering new industrial policies, it recommended a
short-term intervention role to improve performance of public sector
enterprises in the transitional period. The sectoral specialists were in
textiles, leather and food trocessing. Phase II project was thus closed as
a functional project and continued with a sectoral support orientation.




A phase III project was intended o start from July 1982 with a
duration of 2 Y2 years until end of 1984. The Government request for
Phase III (or revision of Phase II) has not been formally approved by
UNDP because, in its view, the revised project document does not reflect
the change in Government policy towards decentralization ("privatization").
Nevertheless, partial allocations have been provided for three sectoral
experts ip textiles, leather and food. UNIDO continues to implement the
assignments of these sectoral experts, which in effect represent a de
facto phase ITI project even though the operations are being carried out
as an extension of a revised phase II project (SUD/79/010).

This evaluaticn mission was to focus its analysis on the sectoral

activities carried out by the sectoral experts since mid 1982 to the present.

3. FPROQJECT FORMU LATION

3.1. Objectives of the Project

The development objective given in the revised project document
(entitled "Increasing the Efficiency of Public Sector Industries",
Decenber 1982) is practically the same as the objective in the signed
ProDoc for DP/SUD/79/010. It addresses the "Improvement of the performance
of the public sector by removing the obstacles which implede optimum utili-
zation of capacities” and mentions the desired "increase in production,
productivity and performance, thereby avoiding duplication of effort and
waste of resources". Furthermore, the development objective in the revised
project document describes the change in Government's policy of 1981 and
specifies that the project will focus on "overall improvement and effect-
iveness of selected individual factories” in the public sector (as opposed
to Public Corporations].

Although the development objective should be formulated much more
concisely than in the documents indicated, it is still valid, relevant and
very much related to the national development plans.




The "immediate oblectives" of the project were divided into
"overall" and "specific", which did not contribute to clarifying project
expectations. The objectives contained in the provosal for the revised
project document (quite similar to the ones given in the signed ProDoc)

. can be summarized in the following manner:

a) Strengthening the institutional capacity of the
Ministry of Industry as follows:

i) establish and maintain witkin IRCI (Industrial
Research and Consultancy Institute) a Unit for
increasing the effectiveness of Public Sector
Industries (UIE) which will inter alia provide
management coasultancy services to the indust>ial

enterprises and factories.

ii) implement a general methodology and system for a
planned programme of diagnostic and remedial
consultancy activities by the Unit, giving priority
to the textile, leather and food industries.

b) Improving economic performance of existing public sector
industrial enterprises by the end of the project through:

i) a programme of diagnostic and remedial consultancy
assignments developed, introduced and implemented
Jointly by the Unit and the international experts

for three sectors.

i)} placing special emphasis on the improvement of the
performance of the textile, leather and food
industries through strengthening their production
management capability.

The primary project function listed in the original ProDoc was
"institution-building”, while "direct support” was mentioned as secondary.




In the revised ProDoc of 1982, the situation is reversed. However, there

is very little difference between the immediate objectives in the two

cases, so that the recommended change in project approach, described in Section
2 of thkis report, is not clearly indicated. The reccmmended short-term

direct sectoral intervention is not reflected in the revised Proloc. The
situatisn is further complicated by ambiguities in the proposed project

outputs, as illustrated in the next section (2.2.).

3.2. Design of the Project

The design of the project (as indicated in the revised ProDoc of
December 1982) is not all clear. While the original ProDoc (1980) contains
quantified outputs with target dates (including staff and resources of the
Unit and the mmber of factories to which direct suppcrt is to be given),
the revised ProDoc contains outputs and activities which are very unspecific
and non-quantified. For example, under the direct support outputs, the
revised ProDoc mentions "a number of in-depth studies with recommendations
for action, management systems for the individusl enterprises and factories,
specific techn!. .l repor:s and the like". There is no indication of the
number of factories to be covered, priorities etec. Under institution-building
outputs, the revised ProDoc mentions "regular monitoring reports on the
financial productivity/performance, technical consultancy reports, management
performance reports, general policies and procedures for technical consultancy
activities", etc. There is no description of the institutional capacity to
be established, nor 1is there any mention how the new Unit is to be related

to the Industrial Research and Consultancy Institute.

On the one hand, the original ProDoc for Phase II, which appears to
be adequate and has a means-and-ends project logic as required by UNDP
project formmlation methodology, is not applicable to the re-oriented project
since 1982. On the other hand, the revised ProDoc, which should apply for
the current phase, 1s inadequute from a project design standpoint. It has




an "open ended" design, so that it is not possible to conclude what the

“atus at the end of the project was intended to be. This lack of clarity
* and specifity makes it practically impossible to evaluate the project on

the basis of the principal design elements contained in the December 1982

- proposal.

The only part of project design which is indicated in relatively clear
terms concerns the inputs, where there is an attempt to describe the role of

three international sectoral experts.

Although it is always difficult to trace problems in implementation
back to design, it is evident to the mission members that the design of
the revised ProDoc -- which was considered to be applicable to the current
phase by the oroject staff in the field — is rather deficient, and that
this has not been a help in the implementation, management and monitbring of
the project.

The only basis for evaluating the project is found in the section
"Project Activities” of the revised ProDoc, where it is indicated that
"workplans to be prepared by the international experts will be attached
to this document and future Project Progress Reports will be based upon them".
The workplans which vere proposed by the experts and approved by the
Government are therefore the only standard agasinst which the work done thus

far in the current phase can be evaluated.

4. PROJECT IMPLEMENTATION

L.1. Project inputs

k.1.1. UNDP/UNIDO inpnts

The most recent project budget revision of 20 June 1983, obtained
from the UNDP - Khartoum, is shown in Table 1. The total project budget




10.
11.

11.

o1
02
03
oY
05

07
08
09
12

13
15
16

19

30
31

39

Project Number
Project Title

PROJECT PERSONNEL
EXPERTS

Chief Technical Adviser
Manufacturing Expert
Financial Management
Industrial Engineering
Maintenance Expert
Project Implementation
Food Industry Expert
Textile Industry
Leather Industry Expert
Short Term Consultants

Sub Total

Support Personnel
Experts Travel
Other Personnel Costs

Total Personnel Component

TRAINING

Fellowships
Study Tours

Total Training Component

Table 1. MOST RECENT PROJECT BUDGET/REVISION (20 June 1983)
(in US Dollars)

DP/SUD/79/010/F/01/37
: Improvement of Efficlency of Public Sector Industries (Phase II)

Total 1980 -~ 1981 1982 1983 198k 1985 1986
B/y $ B ¥ m/m $ n/m $ ofw $ ofw »/m $
12 93,181 12 93,181 - -

6.6 k7,186 6.6 k7,186 - -
16.6 110,294 11.6 77,113 5.0 33,181
3.8 31,521 3.8 25,446 O 6,075
12 90,755 9.3 70,343 2.7 20,M12
1k 97,943 9.4 65,958 5.0 31,985
52.8 400,748 16.8 115,436 12,0 84,312 12 94,800 12 106,200
25.5 211,599 - - 1.5 10,599 12 94,800 12 106,200
20 169,400 - - - - 8 63,200 12 106,200
20 178,626 - - - - 12 106,715 8 71,911
1
183.7 1,555,463 69.5 494,663 27 186,564 Wk 359,515 L4 390,511 124,210% K
141,072 69,313 35,759 18,000 18,000 '
22,245 11,218 2,027 6,000 3,000
53,872 17,472 8,400 14,000 1k,000
217,189 98,003 46,186 38,000 35,000
1,772,652 592,666 232,750 397,515 k25,511 124,210
50,752 Ly 442 6,283 -
9,000 - - 9,000
59,725 Ll kL2 6,283 - 9,000 -

*Savings from 1982




51
53

59

PROJECT BUDGET/REVISION

{(in US Dollars)

Total 1980 - 1981 1982 1983 1984 1985 19686
m/m $ m/m $ m/m $ m/m $ m/m $ m/m $ m/m $

Total Equipment Component 61,945 - 51,038 3,907 1,000 6,000 -
Operations - Maintenance 63,138 19,331 13,807 15,000 15,000 -
Sundries 16,826 15,826 - 500 500 -
Total Miscellaneous

Component 79,964 35,157 13,807 15,500 15,500 -
GRAND TOTAL 1,974,286 723,303 256,7h7 L1k ,015 56,011 124 ,210%

% Savings from 1982

The purpose of this revision is to amend the UNDP/UNIDO Budget to reflect anticipated actual
delivery in 1982, 1983 and 198k. The revision is within the overall financial provision of the project for
1983 and 1984. However, allotment in different budget lines has been made keeping in view the requirements to
increase effectiveness in Production Units. As recommended by the 1983 Country Programme Revision, savings from
1982 have been shown under Budget line 11 - 99 to indicate continuation of the project in 1985.




of SUD/T79/010 (one-and-a-half years of the original project - functional
orientation - plus the reoriented project - sectoral orientationm) is
$1,974,286. The three sectoral experts heve been on the project as follows:

leather ~ since May 1983
textile - since November 1982

food - since 1979, continued assignment from previous phase.

As seen in Table 1, it was planned to use short-term consultants in the
re-oriented phase (1983 and 1984) as the need arose. However, at the
request of the Government, which preferred longer utilization of sectoral
experts, short term consultants (financial analyst, as one example) were
not utilized. This, together with other factors, has brought about the

following savings with respect to the budget:

1982 - us$i2k,210
1983 - UsS$1u8,177

With some expected saving in 1984, the amount remaining at the end of the

current year will be around $300,000.

4.1.2. Government inputs

The planned government inputs have been adequate regarding the
premises&/ where the project is located, as well as the administrative support
staff. However, it is on the question of national counterparts that the
project has had most problems and the least support from the Government side.
From the beginning of the project, it was mutual understanding that the experts
will have two counterparts each to work with on a full-time basis. Due to
various problems, this has never materialized on a continuous basis. The

current situation is as follows:

1/ Premises occupy office space @mthe second floor of a Government building
a few blocks from the Ministry of Industry and approximately 10 km. from
the IRCC,




- the leather expert has only one counterpart working

with him only one day per week (since February 1984).
The counterpart comes from the Industrial Research and
Consultancy Centre - IRCC (formerly IRCI) but has little
experience in the leather industry. -
- The textile expert bas two full-time IRCC counterparts,
with significant experience in the textiie industry,
since May 1983 and September 1983, respectively. One
counterpart who was with the project during the first
half of 1983 left for a post at the University of Khartoum.
- The food expert has two full time IRCC courterparts,
but only since February 1984. One counterpart who worked
with the expert during 1983 left for a post in the industry.

Obviously, the counterpart situation has been a problem throughout.
As was the case in previous phases of the project, there is a high turn-
over of skilled counterparts who are leaving the project (or IRCC) for
Sther jobs. An additional problem is the relationship between IRCC
and the project, which is not yet fully defined. The project (or the
Uni*t) should have been closely tied with the IRCC since 1982.

As a result of this situation, the institution-building aspect
of the project (described in the revised ProDoc) has become secondary and

practically negligible.

4.2. Implementation of activities

The work of the experts in the reoriented project has been based
to a large extent on the workplans which they proposed upon their arrival.
These workplans were made according to the Job descriptions of the experts
which were based on the revised Project Document., The workplans wcre
approved officially (in the case of leather and food processing industries)

or unofficially (in the case of textile industry) by the Ministry of Industry.




In the former csse, the work programmes were coummunicated through the
Director of IRCC.

As will be seen in the next chapter, the workplans were very
ambitious and ccvered a wide range of activities. In addition to the
tasks specified therein, the experts were very often faced with various
ad hoc requests from various sources, so that their efforts become very
diffused. The sectoral targets became too large and widespread without
identification of priorities. The efforts of the experts often went
beyond technical sectoral functions in trying to cover multi-functional

responsibilities without appropriate means.

Because of the problems with counterparts and the not fully
clarified relationship with IRCC (described in section 4.1.2.), the
experts worked mostly by themselves (in cooperation with staff of
factories where the work was done). Only in a small number of cases
was a task force, of the kind proposed by the UNDP Country Programme
Review Mission of March 1982, formed to solve important problems. The
mobilization of national resources and talents (including IRCC, Food
Research Centre, Management Development Centre) to solve the problems of
industrial performance -- which was recommended both by the UNDP March
1982 review and in the revised ProDoc of December 1982 -- did not take

place in the past two years.

As a result, when analyzing the achievements of the project, the
only relevant material is the work of the three sectoral experts. The
project has been implemented in such a way that it is synonymous with the

three experts.

4.3. Project management

There is no Chief Technical Adviser on the project. The food
industry expert acts as an administrative co-ordinator. The three experts

report on work in their sectors independently.




At the beginning of the reoriented project, it was envisaged. that
the Director of IRCC would be the national co-ordinator for the project

and that requests for assistance by the project staff would go through

him. However, this has been the practice in only a limited number of
cases. Requests for services of experts have come to them through

various channels, for example: directly from the Minister of Industry,
from the Special Adviser to the Minister, from the Deputy Resident
Representative (former Senior Industrial Development Field Adviser), and

in the case of textiles directly fram.tﬁe Spinning and Weaving Corportation.
As a result the experts have had responsibilities to too many different

entities, organizations and individuals.

To add to this problems, it should be mentioned that the last
Tripartite Review was held in September 1981, aithough UNDP regulations
clearly state that one is required at least once a year for projects
as large as this one (see UNDP PPM, Chapter 3446, and UNDP/PRCG/FIELD/
150). Tt should be added that the responsible UNIZC backstopving officer
was able to visit the project only in December 1982, which must te

considered insufficient.

The reporting by the experts to UNIDO, although agreed upon to take
place through six-monthly reports (as well as through direct corresctondence)
has not been too regular and effective (except in the case of the leather
expert). Reports were quite formal and repetitive and often did not reflect

the true contribution of the project.

Yo significant evidence was found that would indicate a serious
oversight or follow-up by the Governmment, Resident Representative's office
or UNIDO on the planned and approved expert's progremme of work. These
programmes seem to merely be used to Justify the need for the expert post

but are rot being used as an active management tool to oversee project




progress. At the country level an expert's performance, which is highly
regarded by all concerned, seems to depend more on how effectively the

expert ansvers ad hoc requests from the Government, industry or Resident

Representative's office.

In summary, the project has had problems regarding monitoring,
review and management; it has lacked clear tripartite decision-making, and
as a result its targets and activities have become too widespread and un-

coordinated.

5. PROJECT RESULTS

5.1. Public Sector Industries

The structure of the three sectors of the public sector industries,
which the project is aimed at, is shown in Annex V. In addition to the
leather, textile and food industries, the public sector includes sugar

mills, building materials industry and vegetable oil processing.

As already mentioned in Chapter 2, the government announced the new
industrial policy in 1981, whereby the sectoral corporations would be
dissolved and decentraiized, and self-managing companies or factories
would be formed. This transition has been slow. The full transition
has occuredonly in the case of the sugar mills and the building materials
irdustry. In the leather secotr, proposals are now under consideration
for the establishment o2 the New Public Sector Tranning Co. Ia the
textile sector, the Friendship Textile Mill has just been formed as a
company while another company (including the Hag Abdalla Mill and six
weaving factories) is now under formation. The Spinning and Weaving
Corporation is in the process of dissolving, although it is still active
in helping set up the new organizations. In the food sector, no indi-

vidual companies have been formed yet.




3
.

According to the recommendatiors of the UKD¥ Country Programme
Review Mission of March 1982, the reoriented project was to assist the
three sectors in the transition period. 1In that respect, it is clear
that the three sectors of inerest are still very ruch in the transition
period. The time when the individual production units will be viable

independent organizations is still several years in the future.

5.2. Results in the Period 198C-81

Although this evaluation is focused on the reoriented project since
mid-1982 (i.e. on the activities of the sectaral experts), the team
sttempted to establish whether any of the results obtained in the period
October 1980 - end of 1981 are utilized today. These results are described
in detail in the Terminal Report ty the CTA, Mr. Ives Biry, of September 1981.
The work was done by a six-member intermational tean of functional management
experts. Their efforts were concentrated, among other factories, on the
Friendship Textile Mill, Khartoum Tannery and several food plants. The
primary aim was to develop a monitoring system for the public sector
industries. However, the reporting formats developed in that period,
as well as some diagnostic reports, are not being used today, either
because the situation has changed under the new industrial policy or the
work carried out by the experts was not completed due to the reorientation
of the project. In addition, of the eight counterparts who were attached

to the project in this period, none remsin with the project today.

5.3. Results of the Sectorally Reoriented Project (Current Phase)

In Section 3.2. it was indicated that, due to inadequacies in
project design, the only basis for examining the progress of the project
can be the work plans made by the experts and approved by the government.
The general outlines of the work programme for each sector are given in
Annex VI.




Anrex VIa contains the wcrk plan for the leather sector which
was submitted by the leather expert to the Ministry of Industry through
the Director of IRCC on 24 May 1983 and subsequently approved without

change.

Annex VIb contains the original work plan for the textile sector,
which was submitted to the Minsitry of Industry in November 1982, as well
as an update of May 1983.

Annex VIc contains the programme of work for the food processing
sector, which was submitted by the food expert to the Ministry of Industry
on 31 August 1982, agreed to by the Director of IRCC, and subsequently

approved.

In all three cases the work programmes are very broad and over-
ambitious. Considering the counterpart sitaution described in Section
L.2., each work programme represents a very difficult requirement, the
fulfillment of which would be toc much to expect from a single sectoral
expert.. In view of this, in the analysis of results, the evaluation
team is reconstructing the outputs envisaged by the reoriented project

based on two considerations:

- the general outline of the work plans (Annex VI)
and also

~ the in-depth discussions which took place in the field
on the current activities situation and priorities in

each sector.

For each reconstructed output, a comment on its current status

is included. .




5.3.1. Leather Sector

The following outputs are envisaged by the project in the leather

sector.

1. Factory by factory analysis (report) on:
a) Khartoum Tannery
b) White Nile Tannery

c) Gezira Tannery

cortaining a detailed technical and financial analysis
(production characteristics, technology used, capacity
utilization, environmental conditions, management and
organization, financial situation), main problems and
proposals for their resolution, and a detailed proposal

for a step-by-step programme for rebabilitation.

Status: Data collected, technical analysis made, financial
analysis in progress, rehabilitation programme
presented in a global manner, but needs to be
divided into a gradual phase-by-phase programme.
Many items are included in the first 6-monthly
revort but the final product should be a
comprehensive report to be presented to the

government .

2. Pre-feasibility study for potential investments for the
rehabilitation of:
a) Khartoum Tannery
b) White Nile Tannery

¢} Gezira Tannery

Status: Relzoted to cutput 1. Technical data available,

financial data being collected and processed.

3. Policy proposals to the government on measures to be taken
regarding the supply of raw hides and skins and the liquidity

of the tanneries.
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Status: Proposals were made and discussed with the government.

Proposals for the organization of the New Public Sector
Tanning Co. .
Status: Organizational chart was presented and the Memorandum

of Association prepared. .

Detailed proposals for technical assistance projects for

resolution of problems identified.

tatus: Propusals were made for "Cold Storage for Leather"
and "Leather Training and Research Centre". Financing
ror these projects is being sought by UNIDO.

Proposals for the introduction of new technology and product
diversification.

Status: in progress (being prepared)

Proposal or the utilization of indigenous materials aimed at

reducing the hard currency requirements for import.
Status: in progress

Proposal for a development plan of the leather industry in Sudan.
Status: Proposal was made only in the form of a data sheet
suggesting possible short and long-term technical
assistance projects. It should be coupled with
Output 2 to give an overall development plan with

all the resources necessary.

Policy proposal for recorganization of the system of institutions
related to the development of the tanning industry.

Status: in progress.

A technical paper on the present situation, constraints and

prospects for the leather industry and leather products industry

in Sudan.

Status: A comprehensive paper was presented at the UNIDO Third
Consultation on the Leather and Leather Products Industry,
Innsbruck, Austria, 16-20 April 1984,




11. A general costing system introduced in the three tanneries.

Status: Example was worked out and introduced in the White
Nile Tannery; it will be generalized for the

other two tanneries.

5.3.2. Textile Sector

The following outputs by the project are envisaged in the textile

sector.
1. Factory-by-factory analysis (report) on:

a) Hag Abdalla Spinning Mill

b) Friendship Textile Mill (spinning, weaving and finishing)
¢) Port Sudan Spinning Mill

d) Kosti Weavirg Factory

e) E1l Dueim Weaving Factory

f) Kadugli Weaving Factory

g) Mangala Weaving Factoiy

h) Nyala Weaving Factory

i) Shendi Weaving Factory

containing a detailed technical and financial analysis
(following as mich as possible the procedure described in

the UNIDO Manual for Preparation of Industrial Feasibility
Studies - Annex V. The Status of an Existing Industrial
Enterprise), main problems and proposals for their resolution,
and a proposal of a step-by-step programme for raising the
utilization rates (including a pre-feasibility analysis for

any additional investments considered necessary).

Status: Data for the technical analysis are being collected.
Only technical analysis for Xosti is in organized,
written form although not yet complete. Data for
financial analysis are rather inadequate. Accounting
systems are inadequate but are being revised and
financial data can then be organized., Port Sudan Mill
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has not started operation yet. Progress in

producing this very extensive output has been

slow.
A system for monitoring factory performance designed
and introduced

a) spinning

b) weaving

¢) itnegrated mill -
Status: Only an initial study was undertaken

A study of management structure and proposals for its
restructuring
a) Friendship Textile Mill
b) Hag Abdalla Spinning Mill
¢) Port Sudan Spinning Mill
and a proposal for the organizational structure of the
weaving sector as a whole.
Status: a) completed; others remain to be done. Port
Sudan Mill is not yet operating.
Product demonstration for export (the establishment of quality
control standards)
Status: Completed for the Hag Abdalla Mill; Port Sudan not
operating.
Proposals for technical assistance and investment projects for

resolution of problems identified.

Status: Detailed Project proposals (data sheets) made for
the "Textile Training Centre", "Textile Quality
Control Centre" and "Workshop for Manufacturing
Spare Parts for the Textile Industry".

Outputs (or activities] not planned initially




6.1.

6.2.

6.3.

5.3.3.

Report on the North Khartoum Fine Spinning
Mill inspection of equipment

Status: completed
Export promotion of Hag Abdalla yarms

Status: the expert has acted as a liaison between

the mill and European buyers.

Issuance of quality assurance certificates on

product quality control
Status: U certificates issued for export products.

Food Processing Sector

The following outputs by the project are envisaged in the food

processing sector:

1.

Factory by Sactory analysis (report) containing a detailed

technical and financial analysis (focused on producticn,

maintenance and management), main oroblems and proposals

for

their resolution, and a proposal for a2 step-by-step

programme for rehabilitation (including a pre-feasibility

analysis for potential investment necessary for the

rehabilitation) of the following factories:

a)
b)
c)
d)
e)

r}

Karema Fruits Canning Company

Kassala Onion Dehydration Factory

Waun Fruits Canning Factory

Babanousa Milk Dehydration Factory
Krikab Sweets Factory - Khartoum North
Rea Sweets Factory - Khartoum North

Status: a) Data have been collected, processing yet

to be done, expected date of completion
is December 1984

B] Some data have been collected; they
need to be checked and completed




c) Data are being collected, processing is

yet to be done, expected date of completion
is August 198L
d) Data have.not yet been collected
e) Full report was completed in October 1983
f) No work done

Karema Fruits Canning Company
2.1. Results of tests of high yielding tomato varieties

Status: 13 varieties of seeds are being tested; results

are expected by April 1985,
2.2. Results of tests on bulk packaging of tomato concentrate

Status: Containers are to be obtained by March 1985, tests

are to follow.

2.3. A study on the diversification of packaging for tomato

paste and fruit Juices.
Status: Some work has been initiated.
Kassala Onion Dehydration Factory
3.1. Securement of stainless steel cutting knives
Status: Accomplished

3.2. Tests on the introduction of new products by dehydration

of other vegetables available in the Kassala region
Status: to be done.

3.3. Tests on the reduction of losses in the pre-preparation

stage (handling and peeling of onions)

Status: Some work started in 1983 and 1984, further tests

remain to be performed.
3.4. Opportunity study for an agro-industrial complex

Status: Initial data are heing obtained



3.5. Detailed instructions on quality control procedures
Status: Completed

Wau Fruits Canning Factory

k.1. Results of tests on nematode resistant tomatoes

Status: Tests were done and one variety chosen for subseguent
larger scale producticn; tests on twe more vsrieties

remain.

4.2, Establishment and installation of a line for sewmi-

mechanical processing of pineapple and mangd

Status: Portion of eguipment was obtained from India;
remaining portion is to be bought through

the Ministry of Finance.

L.3. Detailed instructions (manual) for quality comtrol

measures.

Status: Design has been prepared; it remains to be tested

in the near future.
Babanousa Milk Dehydration Factory
5.1. A study on the dehydration of karkadeh
Status: Remains to be done

Opportunity study for the establishment of a central temato

concentrating plant
Status: Remains to be done
Outputs not planned initially

T.L. Techno-eccnomic study on the establishment of a flour

milling plant in the Northern Region

Status: Work veing done Jointly with a 4 man team from

IRCC, data are currently being collected.

T.2. Proposals for marketing and organization of transport

and storage systems for the Kassala factory

Status: completed




5.3.4. Institution Building

The revised project document of December 1982 (reasd: proposal for
the revision of the ProLoc) envisaged the establishment witnin Industrial
Research and Consultancy Centre (IRZC) of a Unit for increasing the effect-
iveness of the public sector industries. Taking into account this project
objectiYe and the workplans in the three sectors, the institution building

outputs could be reconstructed as follows:

1. Leather Sector -- 2 counterparts with university degrees
and experience in the leather industry,
as part of the Urit in the IRCC, capable
of performing independent consulting work
for the leather industry at the end of the

project.

Status: Only one counterpart from the Chemical Industry
Department of IRCC, with very little experieace
in the leather industry has been made available
(Since Feb. 84) for work with the expert and only
on a one-dey~a-week basis. This output is una-

chievable under the present circumstances.

2. Textile Sector -- 2 counterparts with univarsity degrees and
experience in the textile industry, as
part of the Unit in the IRCC, capable of
performing independent consulting work for
the textile industry at the end of the project.

Status: One counterpart stayed only forvsix months with the

expert; two who are now in the Unit are from the
Textile Industry Department of IRCC, both are
PhD's with textile mill experience. One has been
with the project since May 1983, the other since
September 1983.

3. Food Sector -— 2 counterpearts with university degrees and
experience in the food processing industry,




capable of performing independent consulting
work for the food industry by the end of the

project.

Status: One counteprart worked with the expert during 1983
but then left the project and IRCC; two current
counterparts from the Food Industry Department of
IRCC are working with the expert only since February
198k (they will be engaged in factory by factory
analysis and quality control work).

6. SUDANESE INSTITUTIONS RELEVANT TO THE PROJECT

Previous evaluation and review missions (February 1979 and March 1932)
have stressed the importance of coordinating oroject activities with Sudanese
institutions capable of providing services to the industry. The motilization
of national resources and talens assembled in these crganizations has been
called for on numerous occasions. It is therefore very relevant to analyze
the current status, activities and capabilities of the following institu-
tions: Industrial Research and Consultancy Centire, Food Research Centre,

Management Development Centre and Leather Training Institute.

6.1. Industrial Research and Consultancy Centre (IRCC)

The Industrial Research and Consultancy Centre, formerly the
Industrial Research and Consultancy Institute, was established in 1965.
UNIDO participated in the building-up of this institution in the period
1965 ~ 1969. It is now located in Shambat (Xhartoum North) in a large
new building which is still being completed (estimated completion in 1985).
Up to March 1983, the Centre was scattered in six different rented
buildings in Khartoum. According to the Industrial Research and Consultancy
Act of 1980, the main functions of the Centre are: research (lab and
field experiments, production innovation, feasibility studies, transfer
of technology etc.), consultancy and technical services (industrial
planning, industrial engincering, production management, quality control,
costing and financial systems) and technical information services.
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However, as a result of the long-standing unsolved problems of
accomodation and laboratory space, current activities are focused
primarily toward pre-investment studies, technical surveys and testing- .

and-inspection services.

The IRCC is an organ of the Ministry of Industry. Its management
is supervised by the Board of Directors which is responsible to the Minister
of Industry. The Centre has a Director who is appointed by the President
of the Republic on the recommendation of the Minister of Industry. The
revenues of the Centre conmsist of funds allotted by the state and fees
collected from its clients. Indust=ial fees are costed at a rate of

approximately 10,000 Sudenese pounds per map-month.

The Centre provides services to both private and public sector
industries. The activities of the IKCC in 1983 are summarized in
Annex VII.

The organizational chart of IRCC is shown in Table 2. The Centre has
eleven departments covering a wide range of services to the industry. The
staff consists of 98 professionals (22 PhDs, 51 MSc's and 25 BSc's), 43
administrative personnel and 47 workers. There are four departments which
are of interest for the project -- textile industries, food industries,

chemical industries and economic studies. The staffing of these is as follows:

textile: 2 PhD's, 3 MSc's, 1 BSc
food : 3 PhD's, 5 MSc's, 2 BSe's
chemical: 3 PhD's, 5 MSc's, 2 BSc's
economic: S economists

In the majority of cases, the staff joined IRCC directly from the
unviersities although there are staff members who gained significant
experience working in industrial enterprises (this is particularly true for
the Textile Industries Department). It should be noted that, although the
Chemical Industries Department nominally covers the leather sector, the
Centre has done practically no work in this area and does not have spe-

cialized staff.
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The Centre has had major problems with staff turmover. A
significant number of people have left IR"C to work in oil-rich Arab
countries, while some have found better-paying jobs in the Sudanese
industry. However, the impression of the evaluators is that the
current staff is competent to do consultancy and trouble-shooting work
but is not sufficiently utilized. The wider mobilization of IRCC staff
to work on the improvement of the efficiency of public sector industries

is a must, both during the life of this project, as well as afterwards.

+t should be stressed that there are problems standing in the way
of full utilization of IRCC in the public sector industries. IRCC charges
fees (although the staff considers them nominal) from the private secctr,
while the work for the public sector is not additionally stimulated.
Its mandate in the public sector thus far has been to diagnose problems
and write reports on them, but not to actually help in implementing the
recommended solutions. In the current situation in Sudan, where the public
sector enterprises are still in tramsition between sectoral corporations
and iadependent, self-managing companies, it is not clear whom does IRCC

contact to offer its services ~- the Ministry or the future companies.

The IRCC staff consider the project an excellent vehicle for
involving IRCC in the public sector, although the involvement -~ for a
number of reasons -- has not been extensive thus far. The status of the
Unit where the project is currently located should be cleared up and
conditions created for further, more extensive involvement, particularly
of the Food Industries and the Textile Industries Departments. If at all
possible, means should be found to attract a aumber of experienced people

from the industry to these departments.

On the subject of the food processing sector, it should he noted
that IRCC is in somewhat of a conflicting situation with respect to the
Food Research Centre since both organizations consider themselves

competent in the field of industrial food processing. The latter




organization is an organ of the Ministry of Agriculture., and there is

no cooperation between the two centres.

6.2. Food Research Centre (FRC)

FRC was established in 1965 to provide research, educational,
training and advisory services in the field of food, science and techno-
logy. In the past several years, the Centre has been particularly active
in: a) studying traditional and rural food industries and handling
techniques and improving them, and b) selecting and implementing modern
techniques (picking, handling, grading, processing, packaging, storing and

marketing) suitable to local conditioms.

At the moment, the Centre has 35 scientists (20PhD's and 15 MSc's)
in its compound in Shambat, while 15 more are being trained abroad. The
professional staff has mostly an agricultural engineering background.

In addition, there are about 50 technicians, 15 administrative st.ff and
over 100 workers. The Centre has eight departments:

- post harvest physiology

- fruits and vegetables technology (canning and dehydration)
- grain technology

- animal products technology

- food microbiology

~ chemistry, oils, fats and oil seed products

- food engineering

- food economics and marketing

The Centre has a milling pilot plant and a pilot-scale hakery, a
library and a 100-feddans farm.

On the bais of a visit to the premises, interviews with staff and
documentation reviewed, the evaluation team 13 of the opinion that the
Centre is a very solid, well-organized and relatively welli-equipped
institution which is doing work of good quality. However, as in the case
of IRCC, this very good potential is significantly underutilized. The
Centre hag no official link with the public sector food processing units
since it is under the Ministry of Agriculture while the production units




are under the Ministry of Industry. The latter considers that FRC should
deal with rawv materials development only and not get involved with

industrial processing.

It is obvious, however, that there is a considerable overlap of
FRC expertise, on the one hand, and the operations of the food processing
units and the activities of IRCC, on the other. For example, the project
has been working on onion storage and dehydration at the Kassala plant
using techniques devaloped by FRC several years ago. In milling opera-
tions, FRC has developed or adopted a technology for whick IRCC is now
doing a feasibility study. There is unnecessary competition, bad feeling

and duplication of effort due to lack of coordination.

6.3. Management Develooment Centre (MDC]

MDC was establisked in 1965 and comes under the responsibility of
the Ministry of Labour and Social Insurance. Although it is active in
training, consultancy and research, it has excelled primarily as a
training institution. Its staff of 24 professionels in business adminis-
tration cooverates with organization from abroad o train three main
management categories in Sudan - top, middle and cupervisory. Courses
range in duration from 2 to 25 weeks and cover the various functional
areas of management (general management, production, management accounting,
financial management, marketing, personnel). Managers from hoth the
private and public sector are trained, and the training is not limited
to the industrial sector. The Centre's revenues come primarily from
fees charged for its services. Although MDC is planning the expansion
of its consultancy services, they are at the present time centered

primarily on the assessment of training needs,

6.4. Leather Training Institute

The Leather Training Institute, another institution established
through UNDP assistance in the 1960's, comes under the responsibility of
the Ministry of Agriculture, However, its present role has been greatly




reduced and its staff of seven professionals trains only 8 hides and

skins overseers and 18 students of technical schools per year (information
for 1983). Its premises and equipment are practically wnutilized., There
is practically no coordination betweeu its possitle activities and the needs

of the leather sector.

T. ASSESSMERT

The mission considers it useful to synthesize its assessment
of the different elements of the project as it bears its evaluation of
the effectiveness and impact of the project activities thus far carried

out and the likelihood of achieving the project's designed objectives.

7.1. Project Objectives

The revised project document of December 1982 articulates the
developmert objectives practically in the same way as the previous
project. It is meant to improve the performance of the public sector
enterprises by increasing capacity utilization, thus increasing production,
productivity and performance. Since the situation in the industrial sector
in Sudan is still very much the same in terms of performance as it has
been for the last 15-20 years and the Government's efforts thus far have
not had sufficient influence to improve significantly the situation, the
mission therefore considers the development objective still wvalid,

relevant and directly related to the national development plants.

The immediate project objectives are to establish a unit within

IRCI to strengthen the institutional capacity of the Ministry of Industry
as well as to improve economic performance of public sector enterprises in
textile, food and leather, through diagnostic and consultancy work. These
objectives were found by the mission to be not valid since the Govermment
is qunestioning the merits of having a unit, analysing the role Jor IRCC,
and re-evaluating the responsibilities of the Ministry ¢t Industry vis-a-
vis the public enterprises.




Furthermore, the institution butlding activities for establishing
a national institutional capacity to carry on the work of the project have
not thus far heen supported since counterpart staff of a permanenet
status for these activities have neither been made available nor developed.
Therefore, the mission considers that the project's immediate objectives,
as currently proposed through the December 1982 document, are unrealistic
for the current situation and are impossible to achieve in the present

life span of the project.

The improvement of economic performence of the textile, leather
and food factories achieved thus far is not noticeable and it is unlikely
that a capacity utilization greater than the currently achieved levels

will be achieved by project implementation.

While the project is meant to respond to policy changes of the
Government (decided in 1981) for a decentralized operation of public sector
enterprises, the design is ambivalent. The document recognizes the new
Goveroment's policy but in fact continues with a strategy of providing a
functional maangement approach to the project's activities even expanding
to a multifunctional approach without aporopriate means. The sectoral
approach of providing help at the factory level has not been fully stressed.
Therefore, the mission considers UNDP's reservations to be completely
valid in requesting a more accurate articulation of the project and its
obJectives since currently it would not be possible to assess the effective-

ness of its implementation based on the current design.

7.2+ Qutputs

The current project document contains commitments for outputs and
activities which are not specific and not quantified. Therefore, no
conclusive assessment can be made of the results achieved thus far since

there are no benchmarks and no performance indicators.




T.3. Work Programme

The preject document does not contain a detailed work plan but
it does specify that work plans prepared by the international experts will
be attached to the document. These work plans have been prepared,
principally based on the experts' job descriptions These workplans
proposed by the experts and approved by the Goverrment with little
apparent participatioa of either UNIDO or UNDP provide the only
standard against which the work done can be evaluated.

These work plans, however, have turned out to be very ambhitious
covering a wide range of activities. Their realistic implemertation has
been further eroded by the lack of sufficient and meaningful national
counterpart support. Their implementation has been further limited by
the fact that the experts have been requested to undertake tasks outside
the framework of their work plans to the point that they are largely
devoted to ad hoc assignments coming from too many persons and entities

both from the Ministry of .Industry as well as the UNDP office in Xhartoum.

The mission's assessment of the fulfilment of the work plans is

subject to the consideration of the above impediments.

The expert on leather has, in the opinion of the mission, accomplished
his work plan not only in quantity and time but also in terms of quality.
This expert, due to lack of counterparts from IRCC, did not locate himsel?
at the offices of the project but at the tanneries. He had the least
number of ad hoc assignments. Consequently, the completion of his work tasks
is likely to be finalized successfully by the end of 198k,

The implementation of work plans of the other two experts however,
has not, in the view of the mission, advanced to the same extent, The food
expert's programme cannot be completed, in part due to the many ad hoc
assignments he had. A reduced programme could be meaningfully completed by
nid-1985.




The textile experts programme is one of an immense magnitude
and is one in which less progress can be seen. This situation calls
for a prioritization for the work to be done, a selection of a lesser
number of textile mills to deal with and a strengthening of the capability
of the team by providing another complementary expert to deal with
weaving as distinct from spinning activities. The magnitude of the tasks
for this sector is also considerably larger. Therefore, completion of

work would not be possible before the end of 1985.

The above indicated targets for complietion of work provide an
indirect assessment of the progress achieved in completing the work plans.
However, it must be pointed out that these plans do not seem to be active
management tools since none of the tripartite system members seem to
use them in this marner and the plans may be now considerably out of date.
Succinetly, the project seems to have a built-in vagueness that makesan

exact assessment of it difficult.

7.4. Project Achievements

In spite of the drawbacks arising from the inadequate design and
somewhat loose monitoring, the experts with limited counterpart supvort
have been able to obtain some positive results. An analysis of the
outputs acheived will reflect the extent to which each expert has

carried out his commitments to the project.

T7.4.1. Leather Sector

The work programme for the leather sector (as well as the resulting
outputs described in Section 5.3.1.) was more specific than for tuc other
two sectors; as & resuit, the efforts of the leather experts were directed
to relatively clearly defined goals. An cutput-by-output analysis shows
significant achievments in this sector. Outputs 3, 4, 5, 10 and 11
have been fully completed (with output 9 being related to 3 and L), while
major outputs 1 and 8 are not far from completion, The work of the
leather expert has been of the highest professional quality. Main problem
in the tanneries have been clearly identified and actions necessary for




resolving them (measures related to raw material supply, investments
required etc.) have been proposed. A detailedrehabilitation programme is
in the final stages of preparation. What is now needed is a step-by-step
version of the rehabilitation programme since the financial requirements
needed for full rehabilitation are rather extensive. For example, the

first "injection” into the leather sector could be funds required for
importing the most necessary spare parts and consumables. Coupled with
several policy measures dealing with the supply of raw hides and skins,
proposed by the project and now being tested, this action could produce

an initial increase in capacity utilization (particularly in the Khartoum
Tannery). It should be noted that without encompassing measures of this kind,
capacity utilization cannot be expected to rise (for ex., during the visit
to the Xhartoum Tannery, it was established that the factory barely has
enough working capital to cover one day raw material supply for the current
reduced production capacity). It is estimated that eny effort in the
improvement of management methods in the tanneries, bx itself, can produce

only an incremental effect.

The project has already generated proposals for technical
assistance and iavestment cooperation projects required for increasing
the efficiency of the leather sector. Specialized expertise required
for these projects has been identified and UNIDO is involved in seeking
some of the necessary funds. When the current work is completed in
approximately seven months (estimate of the evaluation team in consultation
with the leather expert), the project will provide the Government will ail
information necessary for making decisions regarding the rehabilitation of

the leather tanning industry.

T7.4.2. Textile Sector

Of the three sectors dealt with, the textile sector is certairly
the most significant one for the country, both in terms of people
employed (21,000 now, 35,000 when all factories become operational, as
corpared to about 1,000 in the leather sector and aBout 2,000 in the
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factories covered in the food sector) and the export potential. The
work in this sector is, therefore, particularly important and complicated,
covering various aspects of new plant operation (Hag Abdalla, Port Sudan)

as well as renabilitation or optimization of older plants (weaving factories).

Having this in mind, it should be stated that the work programme
proposed was unrealistically optimistic, covering far too many activities.
The factory-by-factory analysis in this sector is a very broad task in
itself. The efforts of the textile expert have been more diffused than
in the case of the other two sectors, covering such activities as
inspection, marketing,liaison with foreign buyers, etc. As a result
of effort spread too wide and of too many ad hoc requests for assistance
received from various sources, the achievements of the textile expert are
not as obvious or defined as in the case of the leather expert. Of the
outputs listed in Section 5.3.2., outputs 4, 5, 6.1., 5.2. and 6.3. can
be considered as completed, but in major output 1 a great deal of work
remains to be done. Work also remains to be done related to outputs
2 and 3.

The impression gathered is that the task described above
significantly exceeds the capacity of cne international textile expert
and two national counterparts who have been involved only for a limited

period of time.

7.4.3. Food Processing Sector

The work programme in the food sector and the resulting planned
outputs (Section 5.3.3.) reveal a very broad front of activities,
covering to a significant extent a technical support function by the
international expert (in addition to the management comsulting function
of the type provided by the experts in the other two sectors). It should
be noted that the food  processing axpert has been with the project since
1979 and that some of the work was started in previous project phases,
in which he had a specialized supporting role with respect to the




functional experts. As in the case of the textile sector, the efforts
have been spread out *0o much, with the result that a significant amount
of work remains to be done regarding the production of major originally
planned outputs, which would be in line with the priorities described in
Section 7.5.. Only outputs 1(e), 3.1., 3.5. and 7.2. have been completed.
In major output 1, parts (&) and (c) could be completed by the end of
1984 if efforts become more directed towards them. Work is well under

way towards producing outputs 2.1., 3.3., 4 and T7.1l. Little progress has
been made in producing outputs 1(v), 1(d), 1(f), 3.2., 3.4., 5 and 6.

7.5. Effectiveness of Project's Sectoral Approach

The situation in the industrial sector in Sudan is stiil very
much the same as pointed out in previous evaluations and revisws of
this project. Industrial performance, especially of public sector
industries, is strongly affected by external factors (outside the control
of factory management) such as inadequate power and water supply, diffi-
culties in obtaining and securing timely delivery of raw materials (problems
in policy of raw material supply and pricing), problems in getting foreign
excnange for appropriate factory operation (equipment, spare parts), and
liquidity and working capital restrictions. At the current time (first
half of 198L4) problems related to power supply and liquidity and working
capital matters are particularly pronounced. Internal factors (ineffi-
cient management, disproportionaly large work force and lack of proper
maintenance) are also present, although overshadowedi by the two main problems

listed above.

As a result, the process of transformation initiated by the new
industrial policy in 1981 has been slow and complicated. In this interim
period, the oversight responsibility for factory performance in the public

sector has not been clearly defined.

Capacity utilization figures have not risen in recent years (some
of them are given in Appendix V). For the three sectors of interest to
the project, they are in the range of 15-30% for the leather and textile
industry, and even less (overall) for the food processing industry.
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Due to such a situation, the "fire-fighting" (or "rescue") type
of approach suggested by the UND? Country Porgramme Review Mission of
March 1982 can have only very limited results. Any technical improvements
which could be made in individual factories with currently awvailable
means aye bound to be marginal in terms of increased capacity or improved
economic performance. The more significant improvements will require
adding to the recurring operating budgets or major capital inputs, the
utilization of which would require significantly more time than the current
project (envisaged to be completed at the end of 1985), and a system to

oversee and monitor such expenditures.

The priority of the moment appears to this mission to be the
diagnostic work aimed at producing a thorough technical and financial
analysis for the priority factories, of the type described under Output
1 in each of the three sectors(see Sections 5.3.L, 5.3.2 and 5.3.3.).
This factory-by-“actory analysis should lay down the foundation for
rehabilitation programmes and for the actions necessary to make the
factories viable, self-managing units (regardless of what stage of
transformstion they are formally in at the moment). The resulting pro-
posals for rehabilitation plans aimed at stagewise improvement of
production, maintenance and management should enable the Government to
make decisions regarding the initiation and organization of a wider action
in each sector -~ covering policy measures, financial injections in the
form of the most necessary investments, organizational changes etc. Only
an encompasing action of this kind can give measurable results in terms
of the increase of capacity utilization and the improvement of the

financial situation of factories.

In light of the above, it should be mentioned that this mission
considers that the sectoral orientation of the project since 1982 has been
appropriate and relevant. Each of the three sectors is specific in mavny
ways. However, the problems has been that a sectoral expert can do only
a limited amount of work im a limited time, especially if the participation
of national counterparts is very limited, Priorities have to be selected




and a clear realistic work plsn agreed to by the three parties (Government,
UNIDO, UNDP). The efforts made by the experts thus far have been signi-
ficant, but these efforts have been too diffused, with toc many problems
being attacked at the same time. As a result, a large amount of the work

initially planned still remains to be done.

7.6. Co-ordination

The project's phase II was designed to establish an Efficiency
Improvement Unit which was meant to provide an institutional focus and
leadership role for the improvement of the public sector entervrises.

From Section 5.3.4. it is obvious that there has been very little ovrogress
in the institution building outputs foreseen. The reason has been the
status of the project with respect to IRCC, which has not been completely
clarified in the past two years, as well as the turnover of staff which was
eventually appointed to work with the experts. Even in the textile sector,
where the situation is somewhat better, the appointed courterparts have

not been used in an effective manner.

It should be stressed that pow instiution building should rank in
importance below the short~term priorities related to rehabilitation
programmes (apart from the fact that a pre-condition for imstitution
building should be a clearly defined imstitutional focus and organization).
In this sense this mission agrees with the recommendations of the UNDP
Country Programme Review Mission of March 1982 in that existing national
institutional resources and talemt should be mobilized and utilized better
(instead of creating new units). The Unit for Industrial Efficiency, as
envisaged in phase II of the project (with an accent on a central monitoring
function) certainly has no relevance in the current Sudanese public sector

indystry situation.

In Chapter 6 of this report, it has been indicated that institutional
service capabilitles related to the public sector industries (particularly
IRCC and FRC) represent & significant but almost unused potential. It would
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seem evident that rehabilitation programmes as vast as the Government

has in mind, even though restricted to textiles, leather and food, cannot
be carried out by any one single institution, due to the limited
capacity and competence it would have concerning the large number of
different types of problems that need to be tackled. The fact that many
of these problems do have significant interrelationships and thus cannot

be solved independently, requires and demands an appropriate co-ordination,

cc-operation and collaboration among the different institutions which may

have capacities, particularly human talent, that can contribute to such a
goal. Therefore, the Govermnment must find ways and means to integrate

better the available national capacities.

As an example, currently, the project has no linkages to the Food
Research Centre. The lack of co-operation seems to rest on the fact that
the FRC belongs to another ministry and there appear to be interministerial
impediments for an effective co-operation. Problems are even more acute between
the IRCC and FRC where the former considers itself Jurisdictionally responsible
for food industry service even though it currently lacks institutional
capacity and competence now available at FRC. It needs to be pointed out
that the current project itself has not made any detectable effort to bring
together these institutions to its work, even though much of the project
activity related to Kassala Onion Dehydration Factory is based on com-

prehensive work of FRC of more than ten years ago, covering the survey of

the factory, development laboratory work and consultancy with extensive

recommendations.

The project and the IRCC itself have linkages which caanot be
considered effective and basically seem to operate independently of each
other even though IRCC has considerable human talent available for economic
studies and textiles consultancy and somewhat less go for food industry
activity. In this case the problem seems to some extent to dependon the
source of funds required to pay the fees to IRCC to carry out work, The
fact that IRCC and the project office are approximately 10 km. away from
each other is quite indicative of their relationsaip.
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The mission does not suggest that the projJect and TRCC should be
physically united now since the buildings of IRCC require at least another
year for completion but rather that the current project office be consi-

dered temporary.

The Leather Training Institute, in existence for many years, is
essentially idle even though it has a pilot tannery. No effort seems
to have been made to use it and its staff in serving some of the need
of the sector. However, proposals have been made seeking financial
support to expand the institute, but no actions are apparent as to how
to use that which is available.

The mission considers that much greater efforts are reguireé by
the Government in sponmsoring better co-ordination, co-operation and colla-
boration among institutions concermed, including those Gealing with
financial aspects, if steps towards the improvement of the public sector

enterprises is to be achieved in the near term.

The work of the internatioral experts for the remainder of the proje~t
should be directed towards specific outputs which are recommended in the
Chapter 9 (Recommendations). The achievement of these remaining project
outputs will require a joint effort which can only be obtained if better

co-ordination is achieved.
8. CONCLUSIONS

Based on the mission's findings and report, the following con-

clusions have been reached.

8.1. The revised project document of December 1982 is inadequate.
The immediate objectives do not clearly indicate a change from a functional
to sectoral approach to be in accord with Government policiles established
in 1981. The main project design elements are unstecified and non-quantified,
Therefore, it becomes necessary to reformulate the main project design
elements to clearly establish the scope of the project,




8.2. The project as implemented lacks a clear institutional focus.
The relationships between the project and the Ministry of Industry and/or
the IRCC have not been clearly defined. The institution building aspect .
of the project has become negligible in part due to lack of counterparts

on a permanent basis.

8.3. The sectoral orientation recommended for the project since 1982
is considered appropriate and relevant. However, the sectoral targets for
the project are too large and widespread without identification of priorities.
These targets are based on the work plans proposed by tkhe experts and approved
by the Government, providing the only standard agains:t which the project
can be evaluated. Thus, the project's achievements became synonymous with
the results of the experts' work. This work was planned too ambitiously,
covering a wide range of activities. In addition, there were a multitude
of ad hoc assignments from various sources. m,. experts' efforts became very
diffused to the point that their activities went beyond technical sectoral
functions, attempting to cover multi-functional responsibilities without

having the appropriate means to do so.

8.4. The monitoring, oversight, review and management by the
members of the tripartite system has been insufficient creating problems
for the project in that there was no clear-cut decision-making on 2

tripartite basis, thus permitting the activities to become very widespread
and un-coordinated.

8.5. There is insufficient co-ordination, co-operation and colla-
boration between the project and other relevant institutions in the
country, particularly the IRCC in respect to comsultancy capabilities
in textiles and the FRC as a technical service for the food industry.

The lack of co-ordingion makes it unrealistic to hope for real improvement

of the performance of public sector enterprises in textiles, leather and

food in the near term.
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8.6. There is a number of external factors outside the
control of factory management which affect the parformance of public
enterprises to a significantly greater extent than rroduction and management
considerations. These external factor problems point to the need of better

co~ordination in Government policies and actions related to:

(a) provision of basic infrastructure services for power, water and
transport;
(o) oversight responsibility for factory performance;
(¢) foreign exchange requirements for factory operation, particularly
equipment and spare parts;
(d) raw material supply and pricing;
(e) working capital and cash liquidity requirements for factory operation;
(f) support to factory management in respect to:
(i) technical functions
(ii) mnanagement functions

(iii) marketing functions

8.7. Taere is a lack of entrepreneurial focus for factory operation
making the sectoral approach at factory level intervention recommended by
the Country Programme Review mission of 1982 of limited benefit. Therefore,
emphasising of technical assistance may be better placed in work of a
diagnostic nature on a factory-by-factory basis, leading to the definitior.
of rehabilitation programmes defined by stages in order to make factory

operations entirely viable and thus achieve improved performance,

8.8. The project's achievements to date have not increased
significantly the capacity utilization of the sectors and the extent of
improved economic performance is negligible. Nevertheless the results
achieved through the work of the experts have been positive.

8.8.1. The leather sector's project work is directed to clearly
defined objectives is very much on schedule and it will prepare
rehabilitation plans for the leather factories ty the end of 1984,

8.8.2. The textile sectc: is the most significant for the country.
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However, it will be impossible to achieve the work programme
envisaged. Progress is very limited due to too much spreading
of the activities, and s great deal of work remains- to be done to
achieve some results for a limited number of mills. The most
significant achievement is related to the production rates
achieved at Hag Abdalla Spinning Mill for export.

8.8.3. The food sector work is also too diffused and there is
little completed work. Work on Kassala Onion Dehydration Factory
and the testing of new tomato varieties has been the most sigpi-

ficant activity.

8.9. The achievements obtained thus far are sufficiently promising
to warrant the continuation of the current project which, while scheduled
for completion at the end of 1984, would need to be extended. The financial
resources available for such an extension were established to amount to

$300,000 obtained from savings achieved in the project's implementation.

9. RECCMMENDATIONS

Based on its assessment and conclusions, the mission has the

following recommendations.

9.1. Substaptive Matters

(1) The project should aim to carry out its activities
utilizing a sectoral orientation with the goal of achieving
concrete, specific resuits as the first steps leading toward
a programme oriented to the better performance of a few selected

enterprises in the textiles, leatber and food sector.

(2) The institutional focus for the project should be
established in the Industrial Research and Consultancy Center
(IRCC) as an integral part of that organization and drawing
upon all relevant staff required to undertake the specific

tasks.
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(3) Project activities should be concentrated in:

(a) preparation of surveys and proposals for stagewise
plant rehabilitation of priority factories;

(b) financial feasibility test (prefeasibility studies)
of the necessary plant rehabilitation schemes;

(¢) direct support at factory level, for priority
factories, covering improvement of production

and maintenance operations activities.

(4) The factories to be covered by the project should be reduced
in number to a priority list in each industrial sector of the
vroject without attempting to cover all factories in the sector.
Thus, it is suggested to restrict project opverations to the
following:

(a) Leather sector

Khartoum Tannery

White Nile Tannery

Gezira Tannery A
(b) Textile sector

Spinning Mills Hag Abdalla
Friendship Textile Mill

Weaving Factories Kosti
El Duein
Kadugli
Mangala
Nyala
Shendi

(e) Food sector

Karima Fruits Canning Company
Kassala Onion Dehydration Factory
Wau Fruits Canning Factory
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9.2. Operational Matters

(1) The mission recommends the following reformulated project

(immediate) objectives:

- To enable the Government to make decisions regarding the
rehabilitation or improvement of a number of priority
factories in the textile, leather and food sectors as part
of the impilenentation of its policy to decentralize
(privatize) the public sector enterprises. The project
will be aimed at proposing plans for stagewise improvement
of production, maintenance and management of these priority

factories in order to better their financial performance.

- To improve in the short-term the production and maintenance
of priority factories in the above sectors through better
technical, process and maintenance operation, within the
context of the operating plans before these factories

become viable independent companies.

(2) The following outputs are recommended:

Leather Sector

(a) for the Khartoum Tannery

White Nile Tannery

Gezira Tannery:
(i) Factory-by-factory analysis containing a
detailed technical and financial analysis of their
main problems, with proposals for their resolution,
including a detailed proposal for a step-by-step
programme for rehabilitation;

(1i) Prefeasihility study for potential investment
for the stagewise rehabilitation;

(b} proposals for the introduction of new technology and
product diversification;
(¢) proposal for the utilization of indigenous materials




- kg_

aimed at reducing foreign exchange requirements
for imports;

(d) proposal for a development plan of the leather
industry in Sudan;

Textile Sector

For Friendship Textile Mill
Hag Abdalla Mill
Weaving Factories at Xosti

E1l Dueim

Nyala
Shendi

(a) TFactory-by-factory analysis containing a detailed
“technical and financial gnalysis of their msin problems
with proposals for their resolution including a
detailed proposal for a step-by-step prcgramme for
raising the utilization rates (including prefeasibility
analysis for any additional investments considered

necessary);

(b) System for monitoring factory performance (excluding
Friendship Textile Mill);

(c) Study of management structure with proposals for its
restructuring (excluding Friendship Textile Mill);

Food Processing Sector

(a) for Karima Fruit Canning Company
Kassala Onion Dehydration Pactory
WAU Fruits Canning Factory

Factory-by-factory analysis containing a detailed technical

and financial analysis of their main problems, with proposals

for their resolution, including detailed proposals for a
step-by-step programme for rehabilitation;
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(b) for Karemwa Fruit Canring Comapny, results of tests

of high yielding tomato varieties;
(¢) for Kassala Onion Dehydration Factory

(i) Tests on the reduction of losses in the pre-

(ii)

preparation stage;
Opportunity study for an agro-industrial complex;

(d) for Wav Fruit Canning Factory

(i)

(ii)

(iii)

results of tests on nematode resistant tomatoes
establishment and installation of a line for
semi-mechanical processing of pineapple and
mango

detailed instructions (manual) for quality

contrcl measures;

(3) Project inputs are to include:

(i)

(ii)

from the Government
IRCC administrative support
IRCC technical support in
- economic studies
- textiles technology
- food technology supported by the FRC

From UNDP

- Leather sector - expert until end 1984

- Food processing - expert until July 1985
sector

- Textile sector

expert until December 1985

(spinning, management, quality
control)

- expert 12 months

(textile engineer, weaving,
maintenance, cost accounting).




9.3. Co-ordingtion Matters

The exsiting national isntitutional capacity relevant to the
tasks of the project should be appropriately co-ordinated in orcer to
maximize the possibility of achieving the project's objective and to
continue similar work in the future. In particular, the IRCC should
prepare icself to provide suppoit to factory management in respect to:

- Technical Functions
~ Management Functions

- Marketing Functions

9.3.1. 1In respect to technical functions, IRCT should structure
its services by proger co-ordination with other institutions in the

country so as to cover responsibilities in:

- textiles -~ the textile group of IRCC;

- food =~ co-ordination and collaboration wetween the
Food Research Centre and the engineering
support capacity of IRCC;

- leather . the chemical group of IRCC supported by
the Leather Training Institute.

9.3.2. In respect to management pmetions, IRCC should structure
its services by utilizing its economic studies giroup supported by the
Management Development Centre.

9.3.3. In respect to marketing functions, IRCC shod seek the
collaboraticn of the ITC Trade Promotion Project, SUD/50/96.

9.3.4., It may be useful to consider the establishment of a
Factory Rehabilitaticn Advisory Committee for each one of the sectors
covered by the project.

The Committee's memberships should irnclude:

Representative Ministry of Industry
Representative Ministry of Agriculture
Representative Ministry of Finance




Director IRCC covering a management function
1/

Sectoral Representative =
ITC Export Promotion Project Representative

9.4, Project Management and Follow-up Matters

9.4.1. After Government reviews this evalaution report, a -
Tripartite Review should be held as soon as possible. The TPR should
discuss and consider the reformulated project design elements (which are
to be valid until the end of the curre.t phase). Detailed work plans
with target dates can then be agreed on (as well as the composition of
teams for different tasks). Participation of the Resident Representative,
UNIDO's backstopping section and a high-ranking Ministry of Industry

official would ve desirable.

9.4.2. Monitoring of project activities and reporting should be
sirengthened. Agreement on six-monthly reports should be adhered to. The
detailed factory-by-factory reports should be commented on by UNIDC when

submitted to the Government.

10. CONCLUDING REMARKS

The intent behind the indicated recommendations of the mission
dealing with substantive, operational, cc-ordination and management and
monitoring matters is to focus the project's activities in the remaining
operational period into the completion of the analysis of problems in a
few selected factories in the three sectors covered by the project,

on the basis of which rehabilitation and improvement are to be prepared.

The mission hopes that the step-wise rehabilitation programmes,
with appropriate economic feasibility tests to establish their estimated
cost benefit, would in fact provide the Government with a kind of com- .
prehensive prospectus on the factories in question in order to seek

partners for the new companies envisuged under which the factories are i

1/

=" The sectoral representatives would include:
For textiles : managers of mills, representative of textile group IRCC
For food : managers of factories invclved, FR?
For leather : managers or tanneries, Leather Training Institute




to operate or alternatively to seek credit or investment
capital required. In view of the mission this is the principal

objective to be achieved and the work should be concentrated accordingly.

Improvements in factory process and maintenance, while important
in themselves, will not provide the order of magnitude benefit sought
in performance and are not likely to be long-lasting in character

without the accompanying rehabilitation or improvement progra.més which

are to be proposed.




Annex I

TERMS OF PEFERENCE

Joint UNDP/UNIDO Evaluation Mission on SUD/79/010

Improvement of the Efficiency of the Public Sector Industries (Phase II)

Scope and Purpose of the Mission

a) Examine project design of both the signed prodoc and the
proposed draft with a view to determine the appropriateness
for achievement of the project's objectives and outputs.

b) Identify the factors which may have facilitated or deterred
achievements of the project's immediate otJjectives and outputs
and the likelihood of achieving the immediate cbjectives during
its present lifespan.

c) Assess Government's participation and support, particularly the
edequacy of major imputs including national counterpart staff.

d) Determine the extent to which major recommendations made by
previous review missions (UNIDO in September 1981 and Joint
CP review in March 1982) were implemented by the Governmment,
UNDP and UNIDO.

e} Examine the relevance and effectiveness of the sectoral approach
of the project under the new industrial policy and assess the
direct support results obtained thus far through the work of
three sectoral experts currently in the field.

f) Assess the contribution of the project to building-up the
institutional capacity, in particular in the Unit for Industrial
Efficiency (UIE), primarily in the monitoring and advisory
functions for improvement of the performance in the public
sector industry. .

g) If necessary, in doing a) through f) above redefine major design
elements to clearly indicate the scope of the project until the
end of the current phase.




Composition of the Mission

The mission will be composed of one representative of UNDP and
one representative of the United Nations Industrial Development
Organization. The members are as Iollows:

Mr. A. Chavez - Principal Technical Adviser,
UNDP
Mr. N. Catipovic - Industrial Development Officer

Evaluation Unit, UNIDO

The Government of Sudan is invited to fully associate itseif with
the mission's work.

Consultation in the Field

The mission will maintain close liaison with the Resident
Representative in Sudan, the Govermment authorities concerned and the
rnational and international staff assigned to the project as well as
otker staff directly or indirectly involved in the project. Although
the mission should feel free to discuss with the authorities concerned
anything relevant to its assignment, it is not authorized to make any
commitments on behalf of the UNDP or UNIDO.

Timetable and Peport of the Mission

{a) The mission will start its work on 3 May 198L with

briefing by the Resident Representative and/or his
designated staff, who will also provide the
necessary substantive and administrative support.
The mission will endeavour to complete its work
by about 14 May 1984.

(b) The mission will complete its report even if in a
draft form in Sudan, and discuss its findings,
conclusions and recommendations first with the
Resident Representative and then with the Government.
If the report cannot be finalised in the field, the
mission will leave with the UNDP Recident Representative
a first draft of its report prior to departure from
Khartoun.

(c) The final version of the report should be simultaneously
submitted to UNDP, UNIDO Headquarters and the TNDP
Resident Representative in Sudan, who in agreement,
will transmit the report to the Government of Sudan.

27 April 1984




Msy 3

May L

May 5

May 6

May 7

May 9
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Annex IT

SCHEDULE OF MEETINGS HELD AND VISITS MADE

Briefing at UNDP - Khartoum

Meeting with sectoral experts, tentative plan
of forthcoming meetings and visits

Reading and review of additional material
(reports and correspondence) provided by
experts

Meeting with Deputy Resident Representative and
sectoral experts

Meeting with Under-Secretary, Ministry of Industry
Meeting with Assistant Under-Secretary for Planning,
Ministry of Finance and Economic Planning

In-depth meeting and review of work in the leather
sector with expert and counterpart

In-depth meeting and review of work in the textile
sector with expert and counterparts

Meeting with representatives of the Svipning and
Weaving Corporation .

Meeting with representative of Xassala Onion
Dehydration Factory

Visit to Industrial Research and Consultancy Centre
in Shambat and discussions with staff

Visit to Ford Research Centre in Shambat and
discussions with Director and staff

Visit to Khartoum Tannery and discussions with
management

Visit to Leather Training Institute

Visit to Xrikab Industries (Sweets Factory), Khartoum
In-depth meeting and review of work in the Feod
sector with expert

Continuation of the food sector meeting
Meeting with Minister of Industry

Meeting with Special Adviser to the Minister of
Industry




Meeting with ITC Representative
Visit to the Management Development Centre, Khartoum

May 10 - PResentation of missions preliminary findings and
recommendations to the Resident Representative and the
three sectoral experts

- Visit to Ministry of Industry, discussion with Deputy
Under-Secretary and Assistant Under-Secretary and
presentation (in written form) of the summary outline
of conclusions and recommendation. Full mission
report will be sent urgently.

May 11 - Departure of mission members.
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Annex III
PERSONS MET BY THE MISSION
UNDP/JNIDO
- Mr. G. Ap Rees ~ Resident Representative '
UNDP
- Mr. A. Holcombe ~ Resident Representative designate
UNDP
- Mr. P. Harju - Deputy Resident Representative
UNDP
- Mr. S. Bhattacharjya- - Food Processing Expert and
Acting Project Coordinator
- Mr. M.5.E. Saleh - Leather Expert
- Mr. R. Nield - Textile Expert
Ministry of Industry
- Mr. M.E.B. El Wagie - Minister of Industry
- Mr. A.G. Suleiman - Under-Secretary
- Mr. A.X. Idris - Special Adviser to the Minister
- Mr. Subai -~ Assistant Under-Secretary
Ministry of Finance and Economic Planning
- Mr. A.A. Nugud - Assistant Under-Secretary for
Planning
Industrial Research and Consultancy Centre (TRCC)
~ Mr. S.E. Elagib - Acting Director IRCC and
Head of Food Department
- Mr. A.I. Fadl - Director of Textile Demartment
- Dr. A. Elhag - Manager, Building Materials
Department
- Mr. Z.A. Nabi - Manager, Quality Control .
Department
- Dr. M. Osman - Manager, Engineering Department
- Dr. E.A. El1 Sheikh - Manager, Personnel and .

Finance uvepertment
E.A. Hammour - Management




- Dr. I.Abdel Magid

. - Dr. T.M. Suleiman
- Dr. M.S. Mahdi
- Mr. M. El Siddig
- Dr. A.R. Ali

Mr. K. Farah

Food Research Centre (FRC)

- Mr. B. Bashir

Management Development Centre (MDC)

- Mr. Mosambil
- Mr. 0. Ibrahim

Leather Training Institute

- Dr. A. Abbo

Industry Representatives

- Mr. M..A. Tambal
- Mr. A.R. Gouda
- Mr. I.S. Ahmed
- Mr. E.A. Mahdi
- Mr. I. Mabrouk

Mr. A.F. Ali

Senior Researcher,

Food Department

(Counterpart to Food Expert)

Regearch Scientist,

Food Department

Researcher, Food Department

(Counterpart to Food Expert)

Researcher,

Food Department

Textile Depertment

(Counterpart to Textile Expert)

Chemical Industry Department

(Temporary Counterpart to
Leather Expert)

Director

Deputy Director
Head of Training Department

Director

General Manager

Khartoum Tannery

Technical Manager

Khartoum Tannery

Acting General Manager,

White Hile Tannery

Deputy Factory Manager

Kassala Onion Dehydration Factory
Acting Director

Spinning and Weaving Corporation
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Annex IV

LIST OF DOCUMENTARY EVIDENCE EXAMINED BY THE MISSION

Project Background and History

1.

10.

Project Document SUD/TL/Obl - Improvement of the Efficiency of the
Public Sector Industries, April 1975.

Report on project evaluation mission SUD/T4/0L1, 16 February 1979.

Project document SUD/T9/010 - Improvement of the Efficiency of the
Public Sector Industries (Phase II),
March 1680.

Terminal report DP/SUD/T79/010 by Ives Biry, Chief Technical Adviser,
September 1981

Report of the Tripartite Review, 27 September 1981.

Report on the review mission of DP/SUD/79/010, by L.F. Birits, UNIDO,
28 September 1981.

Joint Country Programme Review by UNDP and the Ministry of Finance
and Economic Planning, 10 March 1982.

Mission report on formulation of revised project document for
DP/SUD/79/010, by M.F. Farah, UNIDO,
22 December 1982.

Project Document SUD/79/010 (revised) - Increasing the Effectiveness
of Public Sector Industries, 20
December 1982.

UNIDO Internal Evaluation System, Project Evaluation Report,
DP/SUD/T9/010, February 1983.

Leather Sector

Programme of work for the development of the leather tanning
industries sector, 24 May 1983.

Six month report to UNIDO, by M.S.E. Saleh, November 1983.

Policy proposal on raw material regulation and trade and working
capital of tanneries, 1 September 1983
(in Arabic).

Bi-monthly report to UNIDO, November-December 1983,

Analysis of financial effects of power cuts and shortage on Khartoum
and White Nile Tanneries, addressed to
Director of IRCI, L September 1983
(4 pages).




10.

12.
13.

Proposal for tbe organization of New Public Sector Tanning Co.
(2 pages).

Proposal for the Memorandum of Association of Khartoum Tanneries
Company Limited. .

Collection of facts on the leather sector in Sudan.

Project proposal for the integrated development of the leather
industry.

Note on working capital requirements for the rehabilitation of the
leather tanning industry (2 pages).

Project proposal for "Cold Storage for Leather in Process".
Project proposal for "Leather Training and Research Centre".

"Present situation, constraints and prospects for the Leather and
Teather Products Industry in Sudan", paper for the UNIDO Third
Consultation on the Leather Industry, Innsbruck, Austria, April 1984,

Textile Sector

1.
2.
3.

9.

Textile industry workplan - Phase I, November 1982.
Long term work plan for the textile industry sector, May 1983.

Bi-monthly progress reports to UNIDO (May-June, June-July, August-
November 1983, January-February, March 198L4).

Six month report to UNIDO, by Mr. R. Nield, 31 May 1983.
Progress report for the project evaluation, May 1984 (20 pages).

Report on Khartoum North Fine Spinning Mill - Inspection of equipment,
April 1983.

Kosti Weaving Factory - Technical Report, August 1983.

A study of the management structure and orsanization of Friendshio
Textile Mill at Hassa Heissa, August 1983 '

Quality Assurance Certificate No $1/84 - Heg Abdalla Spinning Mill,
1 May 1984.

Food Processing Sector

1.

2.

Progrsmme of work for processed food industry sector in the reoriented .
project SUD/79/010, 31 August 1982.

Bi-monthly progress reports to UNIDO (June-August, August-September 1983,
April-March 198L).
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Report on work carried out and tentative future programme in food
industries sector, prepared for the evaluation mission,
April 1984 (6 pages).

General papers on monitoring of performance of food processing
factories (7 February 1983 and 11 May 1983).

Kassala Onion Dehydration Factory: a) 12 correspondence letters
in period September 1982 - February 1984; b} 2 notes;
¢) 1 report on visit, 2 December 1983.

Wau Fruits and Vegetables Canning Factory: a) rehabilitation
programme, 1930; b) 6 letters (May 1982-December 1983);
¢) review of production programme 1983/8k.

Krikab Industries Corporation - Present Status and Future Prospects,
report by IRCC and project DP/SUD/T79/010, October 1983.

Sudan ~ General

Yearly report on industrial conditions in Sudan by the Senior
Industrial Development Field Adviser, UNIDO, February 1983.

"Prospects, Programmes and Policies for Economic Development - II,
1983/84 - 1985/86", Ministry of Finance and Economic Planning,
The Democratic Republic of Sudan, October 1983.

Sudan - Institutions

1.
2.

3.

The Industrial Research and Consultancy Centre Act, 1980.

A report on Wau Fruits and Vegetables Company Factory, IRCI,
January 1977.

Summary report of Karema Canning Factory, IRCI, 1977.

Feagibility study for an agro-industrial complex in Khartoum
province, IRCC - for Sudanese Animal and Agricultural
Production Company Ltd. (SAAPC).

Activities of the Industrial Research and Consultancy Centre during
1983 (reference list).

Food Research Centre - Shambat, Agricultural Information Division,
December 1981.

Sudan Journal of Food, Science and Technology, Volume 13, January 1981
- published by the Fcod Research Centre.

Management Development Centre - Training Programme - January-December 198L.

Management Development Centre - Programse for Graduate Diploma in
Management, December 1983 - May 198L.
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Annex V

INFORMATION ON PUBLIC SECTOR FACTORIES IN THE
LEATHER, TEXTILE AND FOOD PROCESSING INDUSTRIES

Leather sector

»
. . Installed capacity Actual production Cap.
Industrial unit (pieces/annum) (pieces/annum) utilization
Khartoum Tannery Hides: 90,000 40,000 66%
Skins: 450,000 100,000 22%
White Nile Tannery Hides: 180.000 45,000 25%
Skins: 600,000 53,0060 9%
£l Gezira Tannery Hides: 300,000 60-90,000 20-30%
Skins: 750,000 100-150,000 15-20%
Total above three Hides: 570,000 165-195,000 30%{approx) 1

Skins: 1,300,000 253-303,000 15%

*The figures for "actual productior" are rounded averages for the

years 1980-83. 1In the case of the El Gezira Tannery, the fluctuation
in production was too great to yield a meaningful average, hence ranges
of production are indicated.

Textile sector

Annual Design Cap. (100% Eff.) Utilization (1982)
Yarn Fabric

Name of the Factory

(tons) (mill.metres) Spinn.Weav.
Spinning Factories .
Port Sudan Spinning 5,300 - + -
Khartoum North Spinning 1,680 - - -~ under construction
Hag Abdalla Spinning 10,350 - + - -
Weaving Factories
Kosti Weaving - 6.9 N/A 28%
Shendi Weaving - 6.9 N/A 13% s
E1l Dueim Weaving - 6.9 N/A 10%
Kadugli Weaving - 6.9 N/A 6%
Nyala Weaving - 6.9 N/A L%
Mangala Weaving - 6.9 N/A 0
Spinning Weaving and Finishing Factories
Friendship Textile Mill 2,100 16.0 31% 30%
Gaddow Textile Mill 1,800 16.0 - - under construction.




(3)

(%)

Food processing sector
Annual Production Capacity

Name of the Fectory

Maximum Actual Production Figures
Kassala Onion De-hydrated onion - Maximm - €11 tons (1974-75)
Dehydration Factory 900 tons Minienm - 108 toms (1969-70)
1980-81 - 110 toas
Wau Fruits and a) Tomato Paste 900 tons Maximum (All products) -
Vegetables Canning b) Pineapple 144 tons 412 tons (197h-75)
Factory Products Minimm (All products) -

¢) Maugo Products 432 tons 18 tunms (1978-79)
d) Canned Veget- 1080 tons Since rehabilitaticn of

ables incl. this factory(since 1980-8D,
Beans the factory has made 435
tons of all products.
Kareima Fruits and a) Tomato Paste 32u0 tons Maximum 1124 tons (1973-7%)
Vegetables Canning Minimum 39 toms (1966-6T)
Factory 1980-81 219 tons
b) Dates 1700 tons 190 tons on average per year

Maximm 731 tons (1968-69)
Minimm 27 tons (1980-81)
1980-81 27-toms
¢) Canned Fruits 1080 tons Maximum 190 toms (1967-68)
and vegetables Minimum 1.5 toms (1975-76)
incl. SBeans 1980-81 9 toms
d) Fruit juices 720 tons Maximum 128 toms (1979-80)
60 tons Minimm 0.6 tons {1977-78)
1980-81 34 toms

Babanousa Milk
Products Factory.

The factory has been designed to manufacture some milk products with the
following capacities:

a) Spray dried 900 tons Maximem 7L tons (1973-7k)
whole milk Minimm 6 tons (1976-7T)
powder

b) Butter 216 tons Information not available

¢c) Ghee (?utter 72 tons Information not available

oil

However, as adequate quantity of milk is not available to the factory, it
has switched of to manufacture De-hydrated Karkadeh and Gum Arabic Powders
with the following capacities:

a) Karkadeh 280 tons Maximum 212 tons (1973-7h4)
Minimm 30 tons (1978-79)
1981-82 L0 tons
b) Gum Arabic 560 tons The factory only provides
Powder processing facilities to Gum
Arab Co. and therefore figures
are not available.

The factory can manufacture one of these two products at a time. However, in .
absence of milk, the factory can work year round for Gum Arabic ard four months
for Karkadeh. In that event, production capacity will go up for these two products.
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Annusl Production Capacity
;
Nume of the Factory Maximum Actusal Production Figures

(5) Krikab Sveets L200 tons - .

Factory, Khartoum

North

Hard and soft boiled .
sweets including some

chocolate products,

fruit juices and

powdered coffee.

(6) Rea Sweets Factory, 3600 tons -

Khartoum North




Appendix VI a

24tk ¥ay, 1983.

Programme of work for Develomment of the lesther taaning imdmatries
sector in the reoriented Project SUS/79/010. Improvemeat of Efficiescy of
the Public Sector Industries.

At present there are 3 public sectcr leather tamnimg factories i.e.

1= The Khartous Tannery '}
2- The White Nile Tannery located at Ehartous
3~ The Gezirs Tannery looated at Medani

Apother 4th tannery is s factory shared on equal basis between Public
Sector and Private Sector namely the Red Ses Taaning Co. looated at Port
Suden. All above 3 Public Sector Teansries work on the samze lines and
producs almost the same articles of tanned, semi tanned and pickled hides
and skins. They are all confronted with the same major difficulties which
preavent them to utilise their ospacities efficiently.

The Red Sea tannery is specialised in producing only péckled skins,
aainly sheep, for export. It also suflers from many cifferent problems
which need fdentification and solution.

The work prograame proposed in its general outlines is as follows:
1« Amlysis of each factory alone from the &iffereat points viz:

s~ Afims of the factory

b~ Production lines and Technology sdopted
o~ Capscity Utilisation

d~ Genswel envirommental conditions

o~ Management and Orgenisation

f« Financial analysis

&~ Sumnery and recosssndations.

2~ Analysis of the Sudanrese Leather Tanning Sector as a shole bdased
on the above studies.

3~ The Strategy of Development of the whole Sector to meet the local
nationa]l demands as well as export amd reise capacity utilisation
of each factory and the lssther industry as & wvhole.




4~ Diversification processes of differeant final Products suited to
: mach Tannery in particular taking in ocomsideration lay-out, machines,
labour force .. ete.

S~ Assiat in establishing &n effective mucleus of local personnel at .
both the Ministry of Industry “"Iadustrdal Research and Comsul tancy
Institute™ and factory level through which project support and
progreas could be implementad. .

6~ Study the main difficulties in the leather Tanning industries as a
shole e.g. flovw and acquiaition of rev materials, a&ssist in
technology transfer, improvesment of quality contrel, imveatory ocoatrvl,
costing of different products, majintenancs of equipment and mschines
by proposition of simple systems and supervising their implemeatation
in prectice.

7= Training of mational personnel concernsd with the develomwent of the
Sudanese lesiher Industry, and propositicn of vays and meens to up
grade the capacities of different levels of persomnel.

8= To study the posaidility of utiliazation of indisnnous saterisls in
the Sucanese leather Industry with the ais of reducing the herd
currency part required for Import of materials.

9= Study the interrelationships existing between the different
Institutions and bodies related to the leather tanning incustry with |
the ainm of maximising the role played by each in expansion and |
stimulation of the Sudanese Leather Industry.

10-= Based on the above facts, conscicderation to both shepteterm and long- {
terz planning of the leather industry could bde worked out. :

1l- The economic utilisation of the by products of the leather tanning !
industry e.g. splits, vhite and tanned shavings .. etc.
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Appendix VI b
INCRZASTIG PUE ZFFSCTIVENSSS CF PUBLIC SICTCR LiDUSTRIZS
(pp/3tD/79/010)

TEXRILS IIDULUTRY 33CTCR

PESSE I CF 723 JYOrE FLad ( TROUGT JIT 1683 )

M

1. I-rediate actions

1.1 {rzanisation of activities.

1.2 In corjunction with the Director of the IZCI, forz a Task Terce
of specialists in appropriate Jields. It ‘ght bhe best tc
annoint one nermarent counterpart and azsigz other specialists
to the groud as and when required.

1.3 Start work on Projact tesks as soon as possible.

1.4 Carry out enr snecial tasks set hy the iniszer.

2. Zstablishing the Databage; apnalvsis kv Factories.

2.1 Tisit selected textile facteries in the .ub Sectar to
anelyse the situation on-the-swot, starting with:=-

a8) Dosti ¥=evin: Jactorv

by L weevins
s located in various paris of ths ;ucan, razely,
Shendi, 21 Dueim, Kosti, Zadcugli, Nyala and angaia.
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b) EZaj abdells Svipnins Kill

This 2ill has Yeen designed and built to rroduce yarn
for the six weaving Zzctories aentioned zhaove, wnich wera
srevisusly suoplied with immerted yern, zainly fra= Iayot.

¢) Friendshi» Textile Tnctory {Tasgehaissa)

This is the anlr fully integretad teviils [{actery
(comorising sninninz, weaving and finishinw) in th
sector.

2.2 During the cill vizits study the followinz asaects:-

Location of the faciory

Pinancicl analysis

Capital invested

Costs of nroduction

Paw materials required
. Products

Prodnction plan

Machinery instelled

D'etails of nrocesses

2nlance of machinery

Operating efficiency

uality Control

v#intenance system

Spare parts consumption

Energy sunnly

Transport

Yenagament structure

3taffing levels

Parsonnel nattors ,




-7 -

Jorking conditions (noise and dust)
Training facilities and requirements
¥arketing

Constraints outside the contrel of the mill
Problens peculiar to th. mill

Social henefits for *ha comrunity,

2.3 Xeet all nersons in the Goverm:ient, UDP, I2CI, ZUC, educational
establispcents and the project who are involved with tha textile
industzr. Discuss the corstrainis a2nd othar probleas facing the
textile industry to et a proper grasp cof the presant situatica. .

2.4 Collact, study and sunmarise all avajlable reports ané othar
docuzentation relevant to the textile industry in the Sudan.
dhenever possible, discuss the findings with the euthors.

2.5 Sstablish working relationshizs with the orsanisations connected
with the textile industiry, such 33 the Gezire Universzity, (Thartouz
Polrteskhnie, [hartoun Centrel Toundry, etc., to latermine how

they can contribute *o the solution of th2 nroblems identified.

S»eating Davclonment Slang ani Proiectshv Factories 223 Follow-uc,

3.1 Write brief ranorts on the 2hove visits and discuss the fiadinss
with all n~cncernad in orcer to identify snecific and, -erticul
cczmon protlems,

3.2 Fornulate initisl recomnendaticns for practical staps to te
taken to icprove the nerformance of the nills ccncernsd.

3.3 Diccuss the recommendations with the anaronriata agthoritiss.

5.4 Premare nlans and srojecta for tha iznlamentatiosn oF thz 2:reed
reconmmendetions,

«2 ronitor dro-re thiroush follow-us visits to stuiy tha ackhi

5 Honitor prorress thirnush Follow-u: t5 ¢ Tt
levels of implementation and 2s35¢ss the effectivensss of zh
various recorczendations.

Tactory Interections

4,1 It is strongly recommendned that sach factorr should anroint 2t

least one countervar’ to work full-tipe with the taskz force .
whilst they are in tha mill 2nd $o form a futura channsl of
communication.

5. Rendering Assistance to lolated Projects

5.1 Assistance will be rendered, &8s required, to related projects .
and acivities, including:-
a) The Industrial Survey to be carried out {n 1983
b) Textile Quality Control Ceatre
¢) Textile Training Centre

d) ‘anufacture of spare parts for the toxtile industry




6. Postering Intsr-Sectoral] Co-goeration

€.1 Close co-operatior will Ye caintajined with the other
industrial sectors, esnecislly food processing and l-ather,

. with a view %0 :=-
. a) Bsteblishing & strong unit (UIS) within ¢z IRCT
%) Co-ordinating the work of the Secters
¢) Datermining the respective roles of tio national exnd
. iaternetional 3tadf
d) Poolinz rescurces and ideas
e) CTewisirg a systes for effactively zoniloring th2
rerformence o7 industirial uniila
T} Identifrin~ semsures which gre susceptive fo locel
initintivas fe,=. comssrvaticn of srarz- 2nd watar, ate)
=V rakinge = ocomcerted effort o fiad ad hae sclutisns for
zereral (multi-cactaral) oroblems imgeling industrial
areduction
h) assisting e Uinistry of Industry ¢o develo:r 2nd promote
siranger industrisl nolicies, co-ordinztiea 22d ~onitorinz
cepabilities
i) Fgprinz en edditional link Setweer tha lUlinintry of Inlusiry
anu the industrial anterprises
3} Providing *raining in industr-iel cansgament tachnigues at
the facteory level.
7. Priorities of Thase T
7.1 Rerorts will Lo issued a3 required hut orieTity will b2 civen
to -
e) Dliagnosing what i: wrong In sach factory and recomzendizs
remedial measures
%) SHelping to implement the rTecozmendations
c) lobilising lccal rasources
d) Devising com;lementary srajfacts *to he finanzed from jutside
sources (TCLC)
. - g 3 - .
e) Iéentifviaz fature -ecuirements in tveining and consultancy

£) Desimirgz future work plans and projacts indiceting dates
when specific avents will take nlace in the factories
concerned.

g) assisting the IRCI to introduce new management Systeas,
extend consultancy services and raview achievezments so as to
epsure that the available rssources are being droperly used i

8. Prenaration of ork Plan for Phase IT (Julr 1983 - Jure 1985)

1 Towards the ond of Phose I, critically asaess wial has haeen
achieved, ta:e note of any short—cocinss and extend the work-slen
for & further seriod of 3 jesrs (Phase II).

()]
[ ]
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8.2 During this secoand phase the above activities will be continued
end “expanded %5 cover 211 the public sector textile factories
and, in addition :-

a)

b)

ascistance will b2 rendered, to the extent nossible, %o
fectories in the private sector

closely as3ocimr*tad ave&s such a3 cotlon srowing end cipning
and textile =erkating will be studied.
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TEXRILE IMDUSTRY S3CTOR
YORE PLal ~ 3AR CHART

Qutout
EULDUL

Improved effactiveress cf the public sector textile factories.

fhase I - 1983 these II

we2| JiFlalal | J]1983 l 1984

5 L7

A. Planning of 2ctivities

[

batps

3, Zatablishinz 3aiahesa

(2]
At}

2. Training staff

r B _y

J. ZService %o industry ! 2

3imificant Zverts (Nilestoras)

asl iork Plan - Fhese I issued
3.2 Recomnendations for groiccts by factcries (Phase I) issued

A.3 Work Plan - Phase II issued

A.4-7 achievements revicwed

3.1 Phese I survey ronmpletad

3.2 Renort on survey issuad

2.1 3taff =2ppointad
C.,2 ?Phase I trainin:s cocplated

2.3 Zand over of Unit to liational staf?

J.1 Phasa [ survey comnletad

2.2 Hand over on-going projects to National staf?
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Sub ject

Sepacity Ltilization

Factory b; Factory Analysis

a08ti weaving
Snendi weaving
£l Dueim weaving
hadugli weeving
Kyala weaving

l angala weaving

kaj £bdlle spinning
FTM spinning/w/finishing

Fort Sudan spinning

Ponituring Factory Perfaormance

Dosign of the aystem (weaving)
Testing and approval
Inatellation of system

vesign of system (apinning)
T¢sting and approval
Initellation of system

Iesign of system (integrated mill)
Testing and approval
Jnstellation of aystem

Yollow-up in all factories

PR R
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Target Dates
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Continuous

August 83
February 8&4
March 84
hpril 84
May 84

June 84

November 83
September 83

July 8k

September 83
Oct/Decc 83
January 84

December 83
Jan/Mar 84
April B4
October 84

October 83
Nov/Jan 84
Fabruary 84

Continuous

P T T T

e M - B B G Ser .t PP S we @ e ¢
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kosti and Ll Ducim on 2 shifte
Haj Abdalla preparing for 2 shifts in Cctober 83
Port Sudan commissioning to stort in Gctober 83

The Kosti report is complete except for the financial
analysis. 7The mcthod deviloped and much of the data
collected for Kosti will apply also to the other 5
weaving sheds.

Combine with management study (see below)

During commissioning of mill,

Discuss with managers of weaving sheds
Trials at Kosti. Approval by Ministry of Industry
In six weaving factories

Dyvelop on FTM pattern
Trials at Haj Abdalla
At Haj Abdalla

At Port ludan

Develop on Kosti pattern
Trials at Friendahip Textile Mill
At FTM

Starting in October 1983

Update: may 1983

nl
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Subject Target Dates

rancgoment Studies

Friendehip Textile Mill December 83

& weaving sheds March &4
Faj Abdalla June 84
Port Sudan October 84

—xport Marleting of Yarns

June/July 83
vune/July 83
pril/July 83

Hij stdalla - Spinning trials
- Quality assurance
- Export organization

rort {.udan December 83

Certral VYorkshop for Textile lipare Parts

Date sheet
Up-date Project Document
follow-up

June 83
September 83

Textiloy Iraining Centre

Rate sheet June 83
nevision of Project Document September 83
Follow~-up

e tmT—e e m At e = ememeame Aeec ! e e b wwm 8 we
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Preliminary report required July 1983
Use data from factory analysis

Follow on after factory analysis

/

To demonstrate export quality attainable
Advise on steps required to maintain ocunlity
Co-operate with ITC

For use by SIDFA in discussioms on financing
In line with todays needs ard prices
As required

For use by SIDFA in search for financing
To take account of latest ideas and price increases
As required

Wi mem Wi & Bee st s am e P
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Text.le Guality Cantrol Centre

Data sheet June 83
Lp-date Project Document September 83
Follow-up

Krartoum North Fine Spinning Mill
Inspection of equipment Mar/Apr 83
Dacirion taking July 83
“reperation of new contract September 83
Completion of buildings March 85
Instellation of machinery Mar/Sep (%
Commissioning of factory Uct/Dec 5
Daesign of monitoring system December 85
fnstéllation of system January 86

Gauow Textile Mill (Spinniug, Weaving & Finishing)

Inspection of equipment
Teasibility study of new proposals
Necision taking

rreparation of new contract
Lompletion of factory

Design of monitoring system
Installation of system

Port Sud:n  Spinning Mill
Commissioning
Export marketing

Oct 83/Mar 84
1984

.- — -
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For use by SIDFA in search for financing
In conjunction with IRCI and SWC
As required

Over 2,000 cases vulued at US § 10,000,000 checked

and report issued April 83

Ministry of Industry/Romanian delegation

Following decision on financing

Estimated cost US ¢ 13,€00,000

Possibly later, depending on actual e¢ondition of
equipment and the facilities available for re-furbishing

" Based on Haj hbdalla

Awaiting instructions

The project costs (1975 priees) were approx.
UsS § 20,000,000 for civil work and

us ¢ 33,000,000 for equipment

Based on FTM

Assict as required
Co-operate with ITC

9L
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Subject

Re-structuring of Weavin; Sector

Faasibility study
Implementation

Cetton Ginning Factorics

Rehabilitation project

Kepaf Facteéries

Modernization project

Teaining cf Counterparts

Terget Dates

1983

Continuous

R e m a r k 8

ndvise on various proposals
Assist as required

On-going study by Sudan Gezira Board
tssist S.G.B. as required

Waiting Government's decision to proceed
Assist as required
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Appendix VIc¢

31/8/1982

SB/153/82
Re=coriented

Mr. Bukhari Mohamed Bukhari
Senior Official, Ministry of Industyy,
Khartoum.

Dear Sir,
Subse Programme of work for Processed
Food Industry Sector in the ree
Oriented Project SUD/79/C10 -
Iaprovement of Efficiency of
Pulilic Sector industries,

As discussed and decided in our meeting sometime back in your
office, I am sending herewith two copies of the Programme of work for
Processed Food Industry Sectcr in the re-oriented Project SUD/79/010 -
Improvement of Efficiency of Public Sector Industries. This prograsme
has been seen and agreed upon by Dr, Farouk El Tayeb E1l Hadi, Director
IRCI and Dr, P.Harju Senior Industrial Development Field Advisor(UNIDO/
UNDP) .

I nov request you to take appropriate action to obtain approval
of the programme by H.E, The Minister of Industry and arrange to send
us a copy for our record and its implementation, All concerrced will
be informed of the Frogramme after its approval by you and H.E, the
Minister of Industry.

Thanking you and assuring jou cf =y co-operation.

Yours faithfully,

S.C.Bhattacharjya
Food Processing Expert and
Acting Chief Technical Advisor




pyr Secta p the re-of &
t o cie of Public Sect 1ege

At pressat there are six food processiag factories in Public
Sectary they arei= (1) Kariema Fruits Camnisg Factory (2) Kassala Onioa
Dejydratioa Factory (3) Vau Fruits Camniag Factory (&) Babamusa Milk
Processiag Factory (5) Kkrikad Sweets Factory in Khastoum Nerth and (6)
Rea Sweets Factory im Khartous North. The first four factaries were set
wp ia early sixties with fimancial and tachaical assistamce fres USER.
Though they have sometimes performed fairly well, yet §ll of thea have
se far not bdeen alle to utilise fully their designed capagities and as a
result they have act been able to maks rofit oa a sustained dasic and
theredy play bemeficial roles in the economic develomient of the areas
vhere they are located. There are many reasons for such iaadequate
perfwruanss, If these factories are to meetl the raquirccents of the new
Industrial Policy of the Governmemt that is that they should le sconomi-
cally viable units om their owm within a reaszonable tise lizit them the
reasors for their inadequate perforssnce so far should be tharoughly and
eritically analysed and documented and practical solutions suggested and
izplemented to overcame them vherever possible. With a viev to implement
such aa approach, a compreheasive analysis progreamme for sach factory
will be taken and completed within Cecember 1982. This anaiysis vill
inter cover areas like iavestmeanta, rav matasrials, machinery aad
eguipment, processing operations, product, made, packaging, quality comtrel,
nxrketing, personsel,operational finance, energy, transpordatios,
saintensnce and social benefits. This will te folloved by a detailed
plan for threo years to overcome and improve upon deficiencies.

Alongvith the amalysis vork, regular vork that has already beeam
taken for these facteries will de continued., They are :-

1e 4 Fact o

(a) Selving of main raw saterial (tomato) problem by {mtroduciag
high yielding tomato varitiss iz Kaereima area, Airrangemeat
has already beea made tu procure seeds for experisentul
pu'pese for 15 verities of tomatces.

(b) Bulk packing of tomato concestrats om aa e¢xperisontal basis
to preloag manufacturinug sesson and for import sudstitutioa
ia futuree

(6) Diversification of productioa by setting up an independent

proceesing line for sangs and citrus fruits including a
small uait to meake pectinm from citrus peels.




(d)

(o)

()
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Diveraificatioa of packagiag through iatroduction of lithog-
raphed and trigger-top cazs fo~ temato paste and fruit juices

respectively ( a feasidility study ).

Improvement of date processing and

Setting up of am Agro-industrial complex with Kareisa factory
as a neucleus ( Study, planning and preparatioa of an gperatic-
pal repcet).

Kassala Onion De-~hydration Factory :-

(a)

(v)

(e)

(a)

Under TCDC prograame, arrang==ep® for securing Stainless
Steei cutting knives. 12 such knives have already been
arranged rfor the factury and order for three more has been
Placed. If this arrangement wvarks then the factory will be
able to reduce cost of purchase cf these knives (a recurring
expenditure) by 50% 4

Examining the possibility of diversificatiom of productioa
by introdusimg de-hydratiom of other vegetadles available ia
Kassals regica and of setting up & nev line ia the factory to
Jrocess maange, citrus fruits, guava and banana,

Iaprovizsg handling and peeling operations of omioms to
sininise loss is pre-paration stage and

Setting up of an Agro-Industrial Coaplex with Kassala Factory
as a neucleus (Preparatiom of the proposal for coasideratios
of fimsncing by the Islamic Developmesnt Bank as agreed upoa
during ‘Selidarity Meeting')

¥ax Fruite Capaing Factory ¢ -

(a)

Sustained assistance ia implementatios of 'Re-habilitation®
programme of the factory that Las beesm apprived by the
Gevernmeat particularly ia sugaenting rav saterial (tomatees)
supply to it through large seale Jultivatiom of 'mematode’ o
resistast tosato that has beem succesafully imterduced iz Waw
avea u: experimental basis by the effartn of the project.
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The Regiomal Miaistry of igricviture and Food and Agricule
twel Organisation of UN will be iavelved ia this effort.

(») Increasiag preductioz ef pineepple and samgo products through
setting up of a vami-eectanised processing line for these

products,.

* {e) Stasdardisatioa of processiag techaiques and improveseat of
quality comtrol acasures.

&, Sebepupe Milx De-hydratios Factory 1-

As sdequate quaatity of
Hilk {s 20t availsable in the ares, the factory is now sanu-
facturing de-hydrated karkadé and Uum Aradic. 4 study there-
fore will bde undertaken to findout wvhether the factory should
coapletely switch on to de-hydrate karksde and Gum Arabic and
if so vhat are the additiomal facilitiec required, In additioa,
study will be undertaken to improve processing techaiques
particularly extractiom and clairficatioca of karkade selutica
to reduce hygroscopic nature of the final product and alse te
sake different types of karkade products. Assistance will
alsc be givea to create a sustained export market for de-hydra-
ted karkade,

In addition te all the prograsmes seaticoed
sbove, coatimuous sssistance vwill be givea to these factories
to standardise productioa techaiques, improve upoa quality,
diversificatioca of productiom wherever feasible through intwes
ductien of new techuolcgies.

S5e ZIug Sweets pasujseturing factories is Khsrtoug North i

These two factories vere astiomalised ia 19570
Ia order to vorkout & developmeatal pias for them, amalysis of
their preseat status sad scope of duvelopmeat ia future will be
undertakes in additiocs. Intseduction of some new techsology
such as de=cuticuliag of sessame seeds that has already been
undertaken as am experisental basis vill be coatinued.




() At present temate conceatrate ia bulk packing is imperted smd re-
packed ia censwmer pecks after dilutiom and concesatratioa ia the
fors of tamate paste. The curremt asmaual requiressat of tamate
paste has bdeea estimated to bde 4000 toms that is likely te incre-
ase upte 6000 toms is coming decades. There is therefare scope
of settiag up a ceatralised tomato comceatratioa plaat that will
supply the comcemtrate as rew saterisl to re-packing plasts that
can be set up on sedium scale in mamy places of the country parti-
cularly ia headquarters of the regioms. A prelimissry feasidility
study will de carried ocut to set up such a cemtralised plant ia
association vith Sudam Developmeat Corporatiom which is isterested
in promoting such a Project.

(b) A prelininary feasibility study will be carried out to sst up
fruits and vegetablea processing plants ia Shendi and Rabad Develop-
seat Scheme,

(e) A fessidility study vill be carried ocut to set up a pineapple and
other tropécal fruits processimg plant in VWestera Equatoria Province
of the Southerm Region.

Ia arder to carryout the adbove frogramme, Institutional
suppert vill be necessary im some casses. It is therefore propeced to
invelve in additiom te IRCI other organisations such as Food Research
Centre, Horticultural Resesrch Unit of the Agricultural Research
Carperatioca etc. as and vhen necesagry.




The Activities of the Industrisl Besesrech

' and Consultancy Centre During the Year 1983

1 - FEASIBILITY STUDIES

Nature of the Jjob Reguested by

1, A Pre-investment study to éstablish Yousif Mohamed Yousif
4 Maintenance warkshop of Port Sudan

Industrizl Area

2. 4 Pre-investment study So esziablish Salah Eleetric and
A factory for the production and gommercial Enter
maintenance of air codlzrs, Iryig- prses

ation pumps, trznsformsrs, stabil-
izers and chargers

3, A Pre~inwestment study for setting Mohsmed Fl Amin
up an automebile service s*ation Ahmed
4, A Pre-investment study for Plastic the Union Trading

Ropes, fishing rets and twines
production plant

, 5¢ A Pre-investment study to establish Abdel Hafeez Ibrahim
4 factory for the Production of
Cement Bloks, tiles and Mosaic

6. 4 Pre-investment study for setting Malik Industrial
up & new line for the production Company
of Edible 0il pl:zstic contziners




7.

4 Pre~inve staegt ctudy to Abdel Rahiv Hag
Zgtablish & mzint~rence Azdalla
werkshop &t Kha:%oum

8. A Pre-investnent study to AvGel Rzhman Abdzslla
Establish & resdy-made 3] Sheikh
clothing fzctory

9e A Detailed feasibility study Sudan Agricultural
for Agro-irdustrial coapler and amimal production
in Xrartoum Frovince company

10. 4 Pre-investzent study zor Tbrehinm gbdalla ElMahi
Setting up a car washing

11, 4 Pre-investent study Tvrahin Tasa Abu Samre
establish a prinfting house

12. A Pre-investment study to ifalik Industrial 2
establish a soft drinlis fectory Compeny
at Thartoun North Incdustrisl
area

13. A Pre-investment ctuvdy for a ¥elilk Industrial
Yatch Production Fecvory at Company
Kanertounm North Industrisal szrea

14, 4 Pre--investment stuldy to tlohamed Ali Abdel Hai
establish a worlsiop produeiig
Bus end Lorry Skeleton

15. d Pre-investment study for Union Industrial and

an evpansion of delinting
pleat

Trzding Company




16. Uo-dzting of the fecsiltility A3Geen Awzd & Sons
study to establish a sawing
factory for tae production
of Militaxry uziforms

2 - IZICEENTCAL % PETCICAL TESTTNG RIPCRTS

Hature of the job Reguested by
1. Inspection &nl $o2sting for two tie departaent of
samples of Helzet stores ané equipment
2 Testing for differernt tymes of tie department of
cotton canvas stores and equipment
3 Testing fsr differcrt types of stores and equipment
cloth department
3, Inspection and testing o% the department of
woollen pullovers, wocclen stores and eguipment

vests and knitted vests
according to the spacificstion
resulrenen

Se Testing for two samples of the department of
cotton zrey fabrics stores snd zquipment




6. Testing for two saxples of the department of
woollen blanket stores and equipment
7. Inspection and testing for an electrical industries
electric wire locally Mods Company
8, Identification of Imrorted Ahmed Gasim & Sons
textile material
9, Inspection snd testing for two iinistry of Finance
samples of @ild steel electrode znd EBcono:ic
Planning
10, Insypection arnd testing for two the department of -
sazrles of schocl challs stores and equipment
1ll. Inspection znd testing of the department of
four samples of stolzs stores and equipment
12. Testing of & oollern 3lenket Central Bquipment
ssmple depct
13. Inspectisn and testing oI the dep rtuens of
four cotton g&nvas samgle stores and equipment
14, Inspection and testing for six the devartment of

samples of nmilitary waist-belts

stores and equipment
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15. Testing for two camples of Boulis welsi Bushra
Cotton Bed-Shcets
1€. Imspection and Testinz of Central Equipment
! dublicating paper weight depot

80 zms/¥2 (Raonio paper)

17. Iaspacticn e=d teztinzg of Thz department of
woollen pullovers stores and equipment
18. Testing znd anslysis of Yohamed Abdel Rahim

importod canned Tornato
paste
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3 — Svsluation Reports

Nature of the job Reguesved by

1. Technical evaluation report ‘Finistry of Industry
for T'm‘laf:.e:nenﬁl: of machinery Industrizl control

< Jediner % Plastic products general department

factory

2. Technicsl ewv:luztion o the the scretarial -
pre-feasi 1lity study for gererzl for
Oxyszen and acztylene investnent
rroducticn plant

3, Technigzl evsluction For the tiie secratarisl
pre-invastment study to establish gernersl for
a factory Zor the rrccéuctisn of investnent
olack hoxney, elcohel and bslery

Jeast froz rsw suzgar

4, Techno-eccnomic evaluation of Yinistry of Irndustry
the Zeasibility study for the

producticn of :2la%in in the
Suéan Ior 2xmert




4 - Gerersl Rccor*s

Fature of the Jjob

Regquested by

Iaspection of zoods Impoerted
froi United Kinxdom
( Epgine Youldings )

2.

General Survey for pro ductiv1ty
acd bechaicel zdvise
developaent

lue File Perfuxey
Copany

Fishering Derertment

4,

Hinistry of Industry
standard, specifica-
tion and quelity
Control Department

56

u

(.,

Estiuation of lznd egnir
for cotteon wostz procceEsing

the seeretarisl -
general for investment

tlant
6. Comment Cn the Possibilisy Zinistry of Industry
£ Toinsto Sneets Frcduction

7.

fMinistry of Industry




8, TUsez of sodiua bicerbonate
and sodium pyronhcrpucte

inisiry of Industry

9. Techniczl report about Naticnal

Blealrevs factory at Zhertoun
North Industrisl aras

i

Hc

nistry Irdustiy

5 = Jobs Praverad by dorksaop Staff

Requested by

Tabaldi Engineering
Company

1. Inspection and Repair of
Batteries Cherger

2e Repair znd Zzinbtzaczce of
Oven Moisture Tister ard

Vaccuunm Cven

Pood Industries
Corporation Eassala
Dehydiration Factory

3. Repeir and -iainterznce o
4 knife snd niston Zor flour
pastc maiing

Commercicl 3Bakeries
Associztion







