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1. INTRODUCTION

The Government of Sudan presented in December 1982 a request to the 
United Nations Development Programme (UNDP) for continued assistance to 
a project for Increasing the Effectiveness of Public Sector Industries, 
following up UNDP assistance granted to a similar project CSUD/79/010 Phase 
H )  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 Organization 
(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 fora 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 UNIDO 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 of the Government for early 
May 198U.

The purpose of the evaluation mission 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.

The 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.
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The mission took place starting in Khartoum on 2 May I98U until 
11 May 198U. 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 vishes 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 Government's aim concerning the 
implementation of the proposed project. It also vishes to acknowledge the 
excellent co-operation of the three sectoral experts assigned to the project 
by UNIDO, 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 
and appreciates the advice provided by Mr. G. Ap Rees, Resident Representative 
who 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 (I96l - 1970) already included investment actions for the establishment 
of nine industrial plants in the public sector. The Industrial Development 
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 U.5Î in 1966/67 with employment of approximately 
3^,000. By 1969 the Government increased its direct responsibility for manu
facturing by nationalizing 36 companies which were also placed under the 
responsibility of the IDC.

Hie rapid increaee of the Government's responsibility in public 
enterprises during this period created serious problems which were reflected
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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 recetll 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 FAO 
participation.

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

(c) Pood Reseatrch Center in 1965 with the participation 
of FAO.

(d) Industrial Research and Consultancy Institute in 1965 
with the participation of UNIDO.

In 1971. the IDC was re-oriented by the Government into the Industrial 
Production Corporation vhich was given primary responsibility for the 
management and operation of the public enterprises. Responsibility for the 
development of new enterprises was given to the Ministry of Industry. In
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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 197b with the UNDP and UNIDO for a project which started in 1976 
tc 1979 for the "Improvement of the Efficiency of the Public Sector 
Indsutries" (SUD/7b/0bl). 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 responsibilities 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 a multi-functional 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. 
Improvement of Efficiency of the Fublic Sector Enterprises (SUD/79/OIO), 
calling for a UNDP contribution of US$1,Ul7,000. 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 i* mpr-nyp the economic performance of specified selected public 
sector corporations and factories. This project design vas meant to have 
a greater multiplier effect. A Government/World Bank study in 1978
appears to have had considerable influence in bringing about significant 
changes in Government policies towards the industrial sector and the public 
enterprises.

In 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 companies). New companies are to be formed to 
operate the factories. In view of this policy change, the phase II project 
became redundant as originally designed focussing on centralized management 
'jystems and controls. Based on a mission carried out by Mr. Biritz of 
UNIDO in September 198l a tripartite review reshaped the phase II project, 
phasing out the central monitoring functions and rather centering the 
project 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 had 
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 processing. Phase II project vas thu3 closed as 
a functional project and continued with a sectoral support orientation.
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A phase H I  project was intended to start from July 1982 with a 
duration of 2 1/2 years until end of 198U. 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 in textiles, leather and food. UNIDO continues to implement the 
assignments of these sectoral experts, which in effect represent a de 
facto phase III project even though the operations are being carried out 
as an extension of a revised phase II project (SUD/79/010).

This evaluation mission was to focus its analysis on the sectoral 
activities carried out by the sectoral experts since mid 1982 to the present.

3. PPOJECT FORMULATION

3.1. Objectives of the Project

The development objective given in the revised project document 
(entitled "Increasing the Efficiency of Public Sector Industries",
December 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.



7

The "immediate objectives" of the project were divided into 
"overall" and "specific", which did not contribute to clarifying project 
expectations. The objectives contained in the proposal 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 within IRCI (Industrial 
Research and Consultancy Institute) a Unit for 
increasing the effectiveness of Public Sector 
Industries (UIE) which will inter alia provide 
management consultancy services to the industrial 
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.

ii) 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.
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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 this report, is not clearly indicated. The recommended short-term 
direct sectoral intervention is not reflected in the revised ProDoc. The 
situation is further complicated by ambiguities in the proposed project 
outputs., as illustrated in the next section (3.2.).

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 (i960) contains 
Quantified outputs with target dates (including staff and resources of the 
Unit and the number of factories to which direct support 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 individual enterprises and factories, 
specific technl. j! reports and the like". There is no indication of the 
number of factories to be covered, priorities etc. 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 is 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 formulation 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, is inadequate from a project design standpoint. It has



an "open ended" design, so that it is not possible to conclude what the 
status 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 project staff in the field —  is rather deficient, and that 
this has not been a help in the implementation, management and monitoring 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 were proposed by the experts and approved by the 
Government are therefore the only standard against which the work done thus 
far in the current phase can be evaluated.

!*. PROJECT IMPLEMENTATION

U.l. Project inputs

U.1.1. UNDP/UNIDO inputs

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



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

Project Humber : DP/SUD/79/010/F/01/37
Project Title : Improvement of Efficiency of Public Sector Industries (Phase II)

PROJECT PERSONNEL 
11. EXPERTS

Total
m/9 $

1980 - 1981 1982
Q/m $ m/ra $

1985
m/m $

11.01 Chief Technical Adviser 12 93,181 12 93,101 - -

02 Manufacturing Expert 6.6 1*7,186 6.6 1*7,186 - -

03 Financial Management 16.6 110,29** 11.6 77,113 5.0 33,181
04 Industrial Engineering 3.8 31,521 3.8 25,1*1*6 0 6,075
05 Maintenance Expert 12 90,755 9.3 70,31*3 2.7 20,1*12
06 Project Implementation lU.U 97,91*3 9.1* 65,958 5.0 31,985
07 Food Industry Expert 52.0 5*00,7**8 16.8 115,1*36 12.0 81*, 312 12 9l*,800 12 106,200
08 Textile Industry 25.5 211,599 - - 1.5 10,599 12 9l*,8oo 12 106,200
09 Leather Industry Expert 20 l69,U00 - - - ~ 8 63,200 12 106,200
12 Short Term Consultants 20 178,626 - - - - 12 106,715 8 71,911

Sub Total 183,.7 1,555,1*63 69.5 1*9**,663 27 186,561* 1*1* 359,515 1*1* 390,511 121*. 210*»

13 Support Personnel 11*1,072 69,313 35,759 18,000 18,000
15 Experts Travel 22,21*5 11,218 2,027 6,000 3,000
16 Other Personnel Costs 53,872 17,1*72 0,1*00 ll*,000 lit,000

217,189 98,003 1*6,186 38,000 35,000

19 Total Personnel Component 1,772,652 592,666 232,750 397,515 1*25,511 121*,210

30 TRAINING
31 Fellowships 50,752 1*1*,1*1*2 6,283 - - -

32 Study Tours 9,000 — - — 9,000

39 Total Training Component 59,725 1*1*, 1*1*2 6,283 - 9,000 -

•Savings from 19Ô2



PROJECT BUDOBT/REVISION

(in US Dollars)

Total 
m/m $

1980
m/m

- 1981 
$

1982
m/m $

1983
m/m $

198U
m/m $

1985 1986 
m/m $ m/m $

1*9 Total Equipment Component 61,9^5 51,038 3,907 1,000 6,000 -

51 Operations - Maintenance 63,138 19,331 13,807 15,000 15,000 -

53 Sundries 16,826 15,826 - 500 500 -

59 Total Miscellaneous 
Component 79,961* 35,157 13,807 15,500 15,500 -

GRAND TOTAL 1,971*, 286 723,303 256,71*7 1* 11*, 015 1*56,011 12>*,210*

# SavingB from 1982

i
The purpose of this revision is to amend the UNDP/UNIDO Budget to reflect anticipated actual 

delivery in 1982, 1983 and 1901*. The revision is within the overall financial provision of the project for 
1983 and 1981*. 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.
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of SUD/79/010 (one-and-a-half years of the original project - functional 
orientation - plus the reoriented project - sectoral orientation) is 
$1,97^,286. The three sectoral experts have been on the project as follovs:

leather - since May 1933 
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 198U) 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$12U,210
1983 - TJS$lU8,177

With some expected saving in 198U, the amount remaining at the end of the 
current year will be around $300,000.

U.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 follovs:

1/ Premises occupy office space ®  the second floor of a Government building 
a few blocks from the Ministry of Industry and approximately 10 km. from 
the I3CC .
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- the leather expert has only one counterpart working 
with him only one day per week (since February 198U).
The counterpart comes from the Industrial Research and 
Consultancy Centre - IRCC (formerly IRCI) but has little 
experience in the leather industry.

- The textile expert has two full-time IRCC counterparts, 
with significant experience in the textile 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 counterparts, 
but only since February 198U. 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 
other jobs. An additional problem is the relationship between IRCC 
and the project, which is not yet fully defined. The project (or the 
Unit) 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.

l».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 wore 
approved officially (in the case of leather and food processing industries) 
or unofficially (in the case of textile industry) by the Ministry of Industry.
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In the former case, the work progrannies were communicated through the 
Director of IRCC.

As will be seen in the next chapter, the workplans were very- 
ambitious and covered 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 IECC (described in section U.I.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.

U.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.
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At the beginning of the reoriented project, it was envisaged.that 
the Director of IRCC would be the national co-ordinator foz 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 from the 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, although. UNDP regulations 
clearly state that one is required at least once a year for projects 
as large as this one (see UNDP PPM, Chapter 3^66, and UNDP/PRCG/FIELD/
150). It should be added that the responsible UNIDO backstopping officer 
was able to visit the project only in December 1982, which must be 
considered insufficient.

The reporting by the experts to UNIDO, although agreed upon to take 
place through six-monthly reports (as well as through direct correspondence) 
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.

No significant evidence was found that would indicate a serious 
owasight or follow-up by the Government, Resident Representative's office 
or UNIDO on the planned and approved expert's programme of work. These 
programmes seem to merely be used to Justify the need for the expert post 
but are not being used as an active management tool to oversee project



16

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 answers 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 decentralized, 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 
industry. In the leather secotr, proposals are now under consideration 
for the establishment of the New Public Sector Tranning Co. In 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 nov 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.
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According to the recommendations of the UKDP Country Programme 
Review Mission of March 1982, the reoriented project was to assist the 
three sectors in the transition period. In that respect, it is clear 
that the three sectors of inUferest are still very nuch in the transition 
period. Hie time when the individual production units will be viable 
independent organizations is still several years in the future.

5.2. Results in the Period 1980-81

Although this evaluation is focused on the reoriented project since 
mid-1982 (i.e. on the activities of the sectoral experts), the team 
attempted 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 by the CTA, Mr. Ives Biry, of September 1981. 
The work was done by a six-member international team 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 remain with die 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.
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Annex Via contains the work plan for the leather sector which 
was submitted by the leather expert to the Ministry of Industry through 
the Director of IRCC on 2b May 1983 and subsequently approved without 
change.

Annex Tib 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 
b . 2 . , each work programme represents a very difficult requirement, the 
fulfillment of which would be too 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.
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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

containing 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 rehabilitation.

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 
report 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
c) Gezira Tannery

Status: Relcted to output 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.

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

of Association prepared.

5. Detailed proposals for technical assistance projects for 
resolution of problems identified.
Status : Proposals were made for "Cold Storage for Leather"

and "Leather Training and Research Centre". Financing 
for these projects is being sought by UNIDO.

6. Proposals for the introduction of new technology and product 
diversification.
Status: in progress (being prepared)

7. Proposal 'or the utilization of indigenous materials aimed at 
reducing the hard currency requirements for import.

Status : in progress

8. 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.

9- Policy proposal for reorganization of the system of institutions 
related to the development of the tanning industry.

Status : in progress.

10. 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 198U.
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U .  A general costing system introduced in the three tanneries.

Status; Exanq>le was worked out and introduced in the White 
Mile 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)
c) Port Sudan Spinning Mill
d) Kosti Weaving Factory
e) El Dueim Weaving Factory
f) Kadugli Weaving Factory
g) Mangala Weaving Factory
h) Nyala Weaving Factory
i) Shendi Weaving Factory

containing a detailed technical and financial analysis 
(following as much 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 Kosti 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 
slov.

2. A system for monitoring factory performance designed 
and introduced

a) spinning
b ) weaving
c) itnegrated mill

Status: Only an initial study was undertaken

3. A study of management structure and proposals for its 
restructuring

a) Friendship Textile Mill
b) Hag Abdalla Spinning Mill
c) 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.

l+. Product demonstration for export (the establishment of quality 
control standards)

Status: Completed for the Hag Abdalla Mill; Port Sudan not
operating.

5. 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".

6. Outputs (or activities! not planned initially
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6.1. Report on the North Khartoum Fine Spinning 
Mill inspection of equipment

Status: completed

6.2. Export promotion of Hag Abdalla yarns

Status : the expert has acted as a liaison between
the mill and European buyers.

6.3. Issuance of quality assurance certificates on 
product quality control

Status : k certificates issued for export products.

5.3.3. Food Processing Sector

The following outputs by the project are envisaged in the food 
processing sector:

1. Factory by factory analysis (report) containing a detailed 
technical and financial analysis (focused on production, 
maintenance and management), main problems and proposals 
for their resolution, and a proposal for a step-by-step 
programme for rehabilitation (including a pre-feasibility 
analysis for potential investment necessary for the 
rehabilitation) of the following factories:

a) ECarema Fruits Canning Company
b) Kassala Onion Dehydration Factory
c) Wau Fruits Canning Factory
d) Babanousa Milk Dehydration Factory
e) Krdkab Sweets Factory - Khartoum North
f) Rea Sweets Factory - Khartoum North.

Status : a) Data have been collected, processing yet
to be done, expected date of completion 
is December 198U

h) Some data have been collected; they 
need to be checked and completed
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c) Data are being collected, processing is 
yet to be done, expected date of completion 
is August 1984

d) Data have.not yet been collected
e) Pull report was completed in October 1983
f) No work done

2. 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.

3. 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
rem.ain to be performed.

3.4. Opportunity study for an agro-industrial complex 

Status: Initial data are being obtained
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3.5* Detailed instructions on quality control procedures 

Status : Completed

4. Wau Fruits Canning Factory

4.1. Results of tests on nematode resistant tomatoes

Status : Tests were done and one variety chosen for subsequent
larger scale production; tests on two more varieties 
remain.

4.2. Establishment and installation of a line for semi- 
mechanical processing of pineapple and mango

Status : Portion of equipment was obtained from India;
remaining portion is to be bought through 
the Ministry of Finance.

4.3. Detailed instructions (manual) for quality control 
measures.

Status : Design has been prepared; it remains to be tested
in the near future.

5* Babanousa Milk Dehydration Factory

5.1. A study on the dehydration of karkadeh

Status : Remains to be done

6. Opportunity study for the establishment of a central tomato 
concentrating plant

Status: Remains to be done

7. Outputs not planned initially

7.1. Techno-economic study on the establishment of a flour 
milling plant in the Northern Region

Status : Work being done Jointly with a 4 man team from
IP.CC, data are currently being collected.

7.2. Proposals for marketing and organization of transport 
and storage systems for the Kassala factory

Status : completed
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5o.^. Institution Building

The revised project document of December 1982 (read: proposal for 
the revision of the ProDoc) envisaged the establishment within Industrial 
Research and Consultancy Centre (IRCC) of a Unit for increasing the effect
iveness of the public sector industries. Taking into account this project 
objective 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 Unit 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 experience 
in the leather industry has been made available 
(Since Feb. 8U) 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 university 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 for six 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 counterparts with university degrees and
experience in the food processing industry,
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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 1982) 
have stressed the importance of coordinating project activities with Sudanese 
institutions capable of providing services to the industry. The mobilization 
of national resources and talens assembled in these organizations has been 
called for on numerous occasions. It is therefore very relevant to analyze 
the current status, activities and capabilities of thé following institu
tions: Industrial Research and Consultancy Centre, 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 (Khartoum 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 engineering, 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 consist of funds allotted by the state and fees 
collected from its clients. Industrial, fees are costed at a rate of 
approximately 10,000 Sudanese pounds per man-month.

The Centre provides services to both private and public sector 
industries. The activities of the IRCC 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), k3 

administrative personnel and U7 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

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.

textile: 2 PhD's, 3 MSc's, 1 BSc
3 PhD’s, 5 MSc's, 2 BSc’s 
3 PhD’s, 5 MSc’s, 2 BSc’s 
5 economists

food
chemical:
economic:



Table 2 INDUSTRIAL RESEARCH AND CONSULTANCY CENTRE ORGANIZATION CHART

I
Financial

and
Adminis
trative 
Affairs 
Dept.

BOARD OF DIRECTORS

Deputy Director for Finance + Administration

PLANNING, COOR
DINATION AND 

ADMINSITRATION 
COUNCIL

Deputy Director for Technology
I----1----1----1----1----1----1---- 1----1 I

Central Indus-
Inform- trial
at ion Services
Dept. Dept.

Economic Central Quality
Studies Work- Control

Dept. Shops 
Dept.

Dept.

cn X ra
ct b o
(D H o
r+ K p
H - (T> o
(A f t ftct H«
H* p oo »
CA cn

+ ct
+ p

w ft
p p r»1go

(A

f t H*
H
H - ft
ft cn

ctcn P6ft
(0
(A

ro
vo

i



30

The Centre has had major problems with staff turnover. A 
significant number of people have left IRCC 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.

It 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 transition between sectoral corporations 
and independent, 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 number 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
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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 conditions.

At the moment, the Centre has 35 scientists C20FhD's and 15 MSc'sl 
in its conpound in Shambat, while 15 more are being trained abroad. The 
professional staff has mostly an agricultural engineering background.
In addition, there sure about 50 technicians, 15 administrative stj,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 bakery, a 
library and a 100-feddans farm.

On the bu s  of a visit to the premises, interviews with staff smd 
documentation reviewed, the evaluation team is of the opinion that the 
Centre is a very solid, well-organized and relatively well-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 has no official link with the public sector food processing units 
since it is under the Ministry of Agriculture while the production units
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are under the Ministry of Industry. The latter considers that FRC should 
deal with raw 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 dehydratiop. at the Kassala plant 
using techniques developed by FRC several years ago. In milling opera
tions, FRC has developed or adopted a technology for which 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 Development Centre (MDC)

MDC was established 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 2k professione.1* in business adminis
tration cooperates with organization from abroad ;o train three main 
management categories in Sudan - top, middle and supervisory. 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 both 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 it3 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 . k. 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
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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 unutilized. There 
is practically no coordination between its possible activities and the needs 
of the leather sector.

7. ASSESSMENT

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 
development 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 valid, 
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 Government 
is questioning the merits of having a unit, analysing the role for IRCC, 
and re-evaluating the responsibilities of the Ministry of Industry vis-a- 
vis the public enterprises.



Furthermore, the institution building activities for establishing 
a national institutional capacity to carry on the work of the project have 
not thus far been 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 impediate 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 performance 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 
Government'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 appropriate 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.- Outputs

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.
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7-3. Work Programme

The project 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 Government with little 
apparent participation 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 ambitious 
covering a wide range of activities. Their realistic implementation 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 Khartoum.

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 himself 
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 198U,

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 
raid-1985•
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The textile experth progrannne 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 completion 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 manner and the plans may be now considerably out of date. 
Succinctly, the project seems to have a built-in vagueness that makesan 
exact assessment of it difficult.

7-1*. Project Achievements

In spite of the drawbacks arising from the inadequate design and 
somewhat loose monitoring, the experts with limited counterpart support 
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.

7-**.l. Leather Sector

The work programme for the leather sector Cas well as the resulting 
outputs described in Section 5.3.1.) was more specific than for the other 
two sectors; as a result, the efforts of the leather experts were directed 
to relatively clearly defined goals. An output-by-output analysis shows 
significant achievments in this sector. Outputs 3, 5, 10 and 11
have been fully completed (with output 9 being related to 3 and h), while 
major outputs 1 and 8 are not fax 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
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resolving them (measures related to rav 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 Khartoum 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 any effort in the 
improvement of management methods in the tanneries, by itself, can produce 
only an incremental effect.

The project has already generated proposals for technical 
assistance and investment 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 w i n  provide the Government will all 
information necessary for making decisions regarding the rehabilitation of 
the leather tanning industry.

J . k . 2 . Textile Sector

Of the three sectors dealt with, the textile sector is certainly 
the most significant one for the country, both in terms of people 
employed (21,000 now, 35,000 when all factories become operational, as 
compared 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 Ahdalla, Port Sudan) 
as well as rehabilitation 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 U, 5, 6.1., 6.2. 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 one international textile expert 
and two national counterparts who have been involved only for a limited 
period of time.

7.^.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 consulting function 
of the type provided by the experts in the other two sectors). It should 
be noted that the food.', processing expert 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
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functional experts. As in the case of the textile sector, the efforts 
have been spread out too much, with the result that a significant amount 
of work remains to he done regarding the production of major originally 
planned outputs, which would he 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 (a) and (c) could be completed by the end of 
198U if efforts become more directed towards them. Work is well under 
way towards producing outputs 2.1., 3.3., and 7.1. Little progress has 
been made in producing outputs l(b), 1(d), l(f), 3.2., 3.^., 5 and 6.

7.5. Effectiveness of Project's Sectoral Approach

The situation in the industrial sector in Sudan is still very 
much the same as pointed out in previous evaluations and reviews 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 
exchange for appropriate factory operation (equipment, spare parts), and 
liquidity and working capital restrictions. At the current time (first 
half of 198U) 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 overshadowed by the tvo 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/t 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 UNDP 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 available 
means axe 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-i, 5.3-2. and 5-3.3.1.
This factory-by-factory 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 
transformation 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 ••etoral orientation of the project since 1982 has been 
appropriate and relevant. Each of the three sectors i3 specific in many 
ways. However, the problems has been that a sectoral expert can do only 
a limited amount of work ift a limited time, especially if the participation 
of national counterparts is very limited. Priorities have to be selected



and a clear realistic work plan agreed to by the three parties CGovernment, 
UNIDO, UNDP). The efforts made by the experts thus far have been signi
ficant, but these efforts have been too diffused, with too 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 enterprises.
From Section 5 - 3 . it is obvious that there has been very little progress 
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 counterparts have 
not been used in an effective manner.

It should be stressed that dow instiution building should rank in 
importance below the short-term priorities related to rehabilitation 
programmes (apart from the fact that a pre-condition for institution 
building should be a clearly defined institutional 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 talert 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 
industry situation.

In Chapter 6 of this report, it has been indicated that instituteional 
service capabilities related to the public sector industries (particularly 
IRCC and FRC) represent a 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, 
co-operation and collaboration among the different institutions which may 
have capacities, particularly human talent, that can contribute to such a 
goal. Therefore, the Government 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 IRCCand 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.

Ibfi. project and the IRCC itself have linkages which cannot 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 so for food industry 
activity. In this case the problem seeing 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 relationsnip.

X



The mission does not suggest that the project and IRCC should be 
physically united nov 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 required by 
the Government in sponsoring better co-ordination, co-operation and colla
boration among institutions concerned, including those dealing 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 international experts for the remainder of the project 
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 policies established 
in 1981. The main project design elements are unspecified 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 IBCC 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 the experts and approved 
by the Government, providing the only standard against 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 adhoc assignments from various sources. ^  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.U. 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 a
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 consultancy capabilities 
in textiles and the FRC as a technical service for the food industry.
The lack of co-ordinrf;ion makes it unrealistic to hope for real improvement 
of the performance of public sector enterprises in textiles, leather and 
food in the near term.

f



8.6. There is a number of external factors outside the 
control of factory management which affect the performance of public 
enterprises to a significantly greater extent than production 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;

(b) oversight responsibility for factory performance;
(c) 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) management functions

(iii) marketing functions

8.7. There 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 definition, 
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 by the end of 198U.

8.8.2. Hie textile sector- is the most significant for the country.



k6

However, it will be impossible to achieve the work programme 
envisaged. Progress is very limited due to too much spreading 
of the activities, and a 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 signi
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 198^, 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. RECOMMENDATIONS

Based on its assessment and conclusions, the mission has the 
following recommendations.

9.1. Substantive Matters

(1) The project should aim to carry out its activities 
utilizing a sectoral orientation with the goal of achieving 
concrete, specific results as the first steps leading toward
a programme oriented to the better performance of a few selected 
enterprises in the textiles, leather and food sector.

(2) The institutional focus for the project 3hould 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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C3) Project activities should be concentrated in:
(a) preparation of surreys and proposals for stage vise 

plant rehabilitation of priority factories ;
(b) financial feasibility test (prefeasibility studies) 

of the necessary plant rehabilitation schemes;
(c) direct support at factory level, for priority 

factories, covering improvement of production 
and maintenance operations activities.

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

(a) Leather sector

Khartoum Tannery 
White Nile Tannery 
Gezira Tannery

(b) Textile sector 
Spinning Mills

Weaving Factories

Sag Ahdalla
Friendship Textile Mill
Kosti
El Dueia
Kadugli
Mangala
Nyala
Shendi

(c) 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 ànplœentation 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;

(iil Prefeasihility study for potential investment 
for the stagewise rehabilitation;

(b) proposals for the introduction of new technology and 
product diversification;

(c) proposal for the utilization of indigenous materials



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 Kosti

SI Dueim 
Kadugli 
Man gala 
Nyala 
Shendi

(a) 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 
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 Factory 
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 Karema Fruit Canning Comapny, results of tests 
of high yielding tomato varieties;

(c) lor Kassala Onion Dehydration Factory

(i) Tests on the reduction of losses in the pre
preparation stage;

(ii) Opportuni,ty study for an agro-industrial complex;

(d) for Vfau Fruit Canning Factory

(i) results of tests on nematode resistant tomatoes 
(ii) establishment and installation of a line for 

semi-mechanical processing of pineapple and 
mango

(iii) detailed instructions (manual) for quality 
control measures;

(3) Project inputs are to include:

(i) From the Government
IRCC administrative support 
IRCC technical support in

- economic studies
- textiles technology
- food technology supported by the FRC 

(ii) From Ш Ш Р

- Leather sector
- Food processing

sector
- Textile sector

expert until end 198U 
expert until July 1985

expert until December 19Ô5
(spinning, management, quality 
control)

expert 12 months
(textile engineer, weaving, 
maintenance, cost accounting).

à
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9.3. Co-ordination Matters

The exsiting national isntitutional capacity relevant to the 
tasks of the project should he appropriately co-ordinated in order to 
maximize the possibility of achieving the project’s objective and to 
continue similar work in the future. In particular, the IRCC should 
prepare ioself to provide support to factory management in respect to:

- Technical Functions
- Management Functions
- Marketing Functions

9.3.1. In respect to technical functions, IRCC should structure 
its services by proper co-ordination with other institutions in the 
country so as to cover responsibilities in:

- textiles - the textile group of IRCC;
- ^ood - co-ordination and collaboration betveen 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 functions, IRCC should structure 
its services by utilizing its economic studies group supported by the 
Management Development Centre.

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

9.3. U. It may be useful to consider the establishment of a 
Factory Rehabilitation Advisory Committee for each one of the sectors 
covered by the project.

The Committee's memberships should include:

Representative Ministry of Industry 
Representative Ministry of Agriculture 
Representative Ministry of Finance
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Director IRCC covering a management function 
Sectoral Representative —

ITC Export Promotion Project Representative

9-^. Project Management and Follow-up Matters

9.^.1. After Government reviews this evalaution report, a 
Tripartite Review should be held as soon as possible. The TFR 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 be desirable.

9-^.2. Monitoring of project activities and reporting should be 
strengthened. Agreement on six-monthly reports should be adhered to. The 
detailed factory-by-factory reports should be commented on by UNIDO when 
submitted to the Government.

10. CONCLUDING REMARKS

The intent behind the indicated recommendations of the mission 
dealing with substantive, operational, co-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 envisaged under which the factories are

—  ̂The sectoral representatives would include:
For textiles : managers of mills, representative of textile group IRCC
For food : managers of factories involved, FRC
For leather : managers of tanneries, Leather Training Institute
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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.

Improvement? in factory process and maintenance, while important 
in themselves, will not provide the order of magnitude benefit sought 
in nerformance and are not likely to be long-lasting in character 
without the accompanying rehabilitation or improvement programmes which 
are to be proposed.



Annex I

TEME OF REFERENCE

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 objectives and outputs 
and the likelihood of achieving the immediate objectives during 
its present lifespan.

c) Assess Government's participation and support, particularly the 
adequacy of major inputs 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 Government,
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 follows:

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 itself with 
the mission's work.

Consultation in the Field

The mission will maintain close liaison with the Resident 
Representative in Sudan, the Government authorities concerned and the 
national and international staff assigned to the project as veil as 
other 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 Report of the Mission

(a) The mission will start its work on 3 May 198U 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 ll* May 1981+.

(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 Resident Representative 
a first draft of its report prior to departure from 
Khartoum.

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

27 April 198U
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Annex II

SCHEDULE OF MEETINGS HELD AND VISITS MADE

May 5

May 6

- Briefing at UNDP - Khartoum

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

- Reading and reviev 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 Spinning and 
Weaving Corporation

- Meeting with representative of Kassala Onion 
Dehydration Factory

May 7 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

May 8

May 9

Visit to Khartoum Tannery and discussions with 
management
Visit to Leather Training Institute 
Visit to Krikab Industries (Sweets Factory), Khartoum 
In-depth meeting and review of work in the Feed 
sector with expert

Continuation of the food sector meeting
Meeting with Minister of Industry
Meeting with Special Adviser to the Minister of
Industry
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- Meeting with ITC Representative
- Visit to the Management Development Centre, Khartoum

May 10 - B*esentation 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.



Annex III

PERSONS MET BY THE MISSION

UHDP/UNIDO

- Mr. G. Ap Rees

- Mr. A. Holcombe

- Mr. P. Harju

- Mr. S. Bhattacharjya'

- Mr. M.3.E. Saleh
- Mr. R. Nield

Ministry of Industry

- Mr. M.E.B. El Wagie
- Mr. A.G. Suleiman
- Mr. A.X. Idris
- Mr. Subai

Resident Representative 
UNDP

Resident Representative designate 
UNDP

Deputy Resident Representative 
UNDP

Food Processing Expert and 
Acting Project Coordinator 
Leather Expert 
Textile Expert

Minister of Industry 
Under-Secretary
Special Adviser to the Minister 
Assistant Under-Secretary

Ministry of Finance and Economic Planning

- Mr. A.A. Nugud - Assistant Under-Secretary for
Planning

Industrial Research and Consultancy Centre (IRCC)

- Mr. S.E. Elagib

- Mr. A.I. Fadl
- Dr. A. Elhag

- Mr. Z.A. Nabi

- Dr. M. Osman
- Dr. E.A. El Sheikh

- E.A. Hammour

Acting Director IRCC and 
Head of Food Department 
Director of Textile Department 
Manager, Building Materials 

Department
Manager, Quality Control 

Department
Manager, Engineering Department 
Manager, Personnel and 

Finance uepertment 
Management
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- Dr. I.Abdel Magid Senior Researcher,
Food Department 
(Counterpart to Food Expert)

- Dr. T.M. Suleiman • Research Scientist, 
Food Department

- Dr. M.S. Mahdi Researcher, Food Department 
(Counterpart to Food Expert)

- Mr. M. El Siddig Researcher,
Food Department

- Dr. A.R. Ali Textile Department 
(Counterpart to Textile Expert)

- Mr. K. Farah Chemical Industry Department 
(Temporary- Counterpart to 

Leather Expert)

Food Research Centre (FRC)

- Mr. B. Bashir - Director

Management Development Centre (MDC)

- Mr. Mosambil Deputy Director
- Mr. 0. Ibrahim — Head of Training Department

Leather Training Institute

- Dr. A. Abbo - Director

Industry Representatives

- Mr. M..A. Tambal - General Manager 
Khartoum Tannery

- Mr. A.R. Gouda Technical Manager 
Khartoum Tannery

- Mr. I.S. Ahmed • Acting General Manager,
White Nile Tannery

- Mr. E.A. Mahdi Deputy Factory Manager
Kassala Onion Dehydration Factory

- Mr. I. Mabrouk - Acting Director
Spinning and Weaving Corporation 

- Technical Office,
Spinning and Weaving Corporation

Mr. A.F. Ali
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International Trade Centre

Dr. F. H. Navas - Senior Trade Promotion Officer
Project Co-ordinator



Annex IV

LIST OF DOCUMENTARY EVIDENCE EXAMINED BY THE MISSION

Project Background and History

1. Project Document SUD/7^/0Ul - Improvement of the Efficiency of the
Public Sector Industries, April 1975-

2. Report on project evaluation mission SUD/7U/0U1, 16 February 1979-
3. Project document SUD/79/010 - Improvement of the Efficiency of the

Public Sector Industries (Phase II), 
March 1980.

k. Terminal report DP/SUD/79/010 by Ives Biry, Chief Technical Adviser,
September 1981

5. Report of the Tripartite Review, 27 September 1981.
6. Report on the review mission of DP/SUD/79/010, by L.F. Birits, UNIDO,

28 September 1981.
7. Joint Country Programme Review by UNDP and the Ministry of Finance

and Economic Planning, 10 March 1982.
3. Mission report on formulation of revised project document for

DP/SUD/79/010, by M.F. Farah, UNIDO,
22 December 1982.

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

10. UNIDO Internal Evaluation System, Project Evaluation Report,
DP/SUD/79/010, February 1983.

Leather Sector

1. Programme of work for the development of the leather tanning
industries sector, 2U May 1983.

2. Six month report to UNIDO, by M.S.E. Saleh, November 1983.
3. Policy proposal on raw material regulation and trade and working

capital of tanneries, 1 September 1983 
(in Arabic).

U. Bi-monthly report to UNIDO, November-December 1983,
5. Analysis of financial effects of power cuts and shortage on Khartoum

and White Nile Tanneries, addressed to 
Director of IRCI, U September 1983 
(U pages).
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6. Proposal for the organization of New Public Sector Tanning Co.
(2 pages).

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

8. Collection of facts on the leather sector in Sudan.
9. Project proposal for the integrated development of the leather

industry.
10. Note on working capital requirements for the rehabilitation of the

leather tanning industry (2 pages).
11. Project proposal for "Cold Storage for Leather in Process".
12. Project proposal for "Leather Training and Research Centre".
13- "Present situation, constraints and prospects for the Leather and 

Leather Products Industry in Sudan", paper for the UNIDO Third 
Consultation on the Leather Industry, Innsbruck, Austria, April 19 SH.

Textile Sector

1. Textile industry workplan - Phase I, November 1982.
2. Long term work plan for the textile industry sector, May 1983.
3. Bi-monthly progress reports to UNIDO (May-June, June-July, August-

November 1983, January-February, March 198U).
!+. Six month report to UNIDO, by Mr. R. Nield, 31 May 1983.
5. Progress report for the project evaluation, May 198U (20 pages).
6. Report on Khartoum North Fine Spinning Mill - Inspection of equipment,

April 1983.
7- Kosti Weaving Factory - Technical Report, August 1983.
8. A study of the management structure and organization of Friendship

Textile Mill at Hassa Heissa, August 1983

9. Quality Assurance Certificate No S1/8U - Seg Abdalla Spinning Mill,
1 May 1981*.

Food Processing Sector

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

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

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

5. Kassala Onion Dehydration Factory: a) 12 correspondence letters
in period September 1982 - February 198k; b) 3 notes; 
c) 1 report on visit, 2 December 1983.

6. Wau Fruits and Vegetables Canning Factory: a) rehabilitation
programme, I960; b) 6 letters (May 1982-December 1983); 
c) review of production programme 1983/8U.

7. Krikab Industries Corporation - Present Status and Future Prospects,
report by IRCC and project DP/SUD/79/010, October 1983•

Sudan - General

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

2. "Prospects, Programmes and Policies for Economic Development - II, 
1983/8U - 1985/86", Ministry of Finance and Economic Planning,
The Democratic Republic of Sudan, October 1983-

Sudan - Institutions

1. The Industrial Research and Consultancy Centre Act, 1980.
2. A report on Wau Fruits and Vegetables Company Factory, IRCI,

January 1977.
3. Summary report of Karema Canning Factory, IPCI, 1977-
k. Feasibility study for an agro-industrial complex in Khartoum 

province, IRCC - for Sudanese Animal and Agricultural 
Production Company Ltd. (SAAPC).

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

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

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

Management Development Centre - Training Programme - January-December 198k.
Management Development Centre - Programme for Graduate Diploma in 

Management, December 1983 - May 198k.

8 .

9-



Annex V

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

Leather sector

Industrial unit Installed capacity 
(pieces/annum)

Actual production* 
(pieces/annum)

Cap.
utilization

Khartoum Tannery Hides: 90,000 60,000 66*
Skins: 1*50,000 100,000 22%

White Nile Tannery Hides: 180.000 1*5,000 25%
Skins: 600,000 53,000 9%

El Gezira Tannery Hides: 300,000 60-90,000 20-30%
Skins: 750,000 100-150,000 15-205?

Total above three Hides: 570,000 165-195,000 305» (approx)
Skins: 1,300,000 253-303,000 15*

*The figures for "actual production" are rounded averages for the 
years I98O-83. In the case of the SI Gezira Tannery, the fluctuation 
in production was too great to yield a meaningful average, hence ranges 
of production are indicated.

Textile sector

Name of the Factory Annual Design Cap. (100% Eff.) Utilization (1982)
Yarn Fabric
(tons) (mill.metres) Spinn.Weav.

Spinning Factories
Port Sudan Spinning 5,300 + —

Khartoum North Spinning 1,680 - - »

Hag Abdalla Spinning 10,350 - + -
Weaving Factories
Kosti Weaving - 6.9 N/A 28*
Shendi Weaving - 6.9 N/A 13*
El Dueim Weaving - 6.9 N/A 10*
Kadugli Weaving - 6.9 N/A 6*
Nyala Weaving - 6.9 N/A 1**
Mangala Weaving
Spinning Weaving and Finishing

6.9
Factories

N/A 0

Friendship Textile Mill 2,100 16.0 31* 30*
Gaddov Textile Mill 1,800 16.0 - -

under construction

under construction.



Food processing sector
„ „ Annual Production Capacity_________________

Sane of the Factory Maximum Actual Production Figures
(1) gassala Onion

Dehydration Factory

(2) Wau Fruits and
Vegetables C a n n in g  

Factory

(3) Kareima Fruits and 
Vegetables Canning 
Factory

(**) Babanousa Milk 
Products Factory

De-hydr&ted onion - 
900 tons

Maximum - 6ll tons (l97**-75) 
Minisum - 108 tons (I9o9-70) 
1980-81 - 110 tons

a) Tomato Paste 900 tons Maximum (All products) -
b) Pineapple lUU tons **12 tons (197**-75)

Products Minimum (All products) -
c) Mango Products **32 tons 18 tuns (1978-79)
d) Canned Veget- 1080 tons Since rehabilitation of

ables incl. this factory(since 1980-8$,
Beans the factory has made U35

tons of all products.
a)

b)

c)

d)

Tomato Paste 32**0 

Dates 1700

Canned Fruits 1080 
and vegetables 
incl. 3eans 
Fruit Juices 720 

60

tons Maximum 1 1 2 tons (1973-7*0 
Minimum 39 tons (I966-67) 
1980-81 219 tons

tons 190 tons on 
Maximum 731 
Minimum 27 
1980-81 27 

tons Maximum 190 
Minimum 1.5 
1980-81 9 

tons Maximum 128 
tons Minimum 0.6 

1980-81 3^

average per year 
tons (1968-69) 
tons (1980-81) 
tons
tons (1967-68) 
tons (1975-76) 
tons
tons (1979-80) 
tons (1977-78) 
tons

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

a) Spray dried 
whole milk 
powder

b) Butter
c) Ghee (Butter

oil)

900 tons Maximum 7** tons (1973-7*0 
Minimum 6 tons (1976-77)

216 tons Information not available 
72 tons Information not available

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

a) Karkadeh 280 tons Maximum 212 ton3 ( 1973-7**)
Minimum 30 tons (1978-79) 
1981-82 1*0 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 and four months 
for garkadeh. In that event, production capacity will go up for these two products.
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Наше of the Factory Annual Production Capacity_______________
Maximum Actual Production Figures

(5) Krikab Sveets U200 tons
Factory, Khartoum 
Horth
Hard and soft boiled 
sveets including some 
chocolate products, 
fruit juices and 
powdered coffee.

(6) Rea Sveets Factory,
Khartoum North

36CO tons



Appendix VI a

24th Hey, 1983.

Под.i»—  of work for Development of tho leather tannin* iadss tries 
•ector In the reoriented Project SUS/79/010. laprovsaent of Rffidsacy of
the Public hector Indue trlee.

At present there ere 3 public eectcr leather tanning fhetoriee i.e.

1-
2-

V

The Khartoue Tannery ~1 
The Vhite Mile Tannery J 
The Cealra Tannery

located at Ehartoue 
loaated at Hedanl

Another 4th tannery is a factory ahared on equal basis between Public 
Sector and Private Sector naaely the Red Sea Tanning Co. looated at Port 
Sudan. All above 3 Public Sector Teanerlee work on the ease lines and 
produce alaost the sees articles of tanned, seal tanned and pickled hides 
and skins. They are all confronted with the saae aajor difficulties which 
prevent thee to utilise their capacities efficiently.

The Red Sea tannery is specialised in producing only pdcklsd skins, 
aainly shsep, for export. It also suffers froa aany different probleas 
which need identification end solution.

Tbs work programme proposed in Its general outlinas is as follows:

1* Analysis of each factory alona froa the different points viz:

a- Alas of tha factory
b- Production lines and Technology adopted
o- Capacity Utilisation
d- Cenaval environaental conditions
e- Ms as g— ant and Organisation
f- Financial analysis
g- Susoery and recoaaenda tlona.

2- Analysis of the Sudanese Leather Tanning Sector as a «hole baaed 
on tha above studies.

3- Tha Strategy of Development of the whole Sector to aeet the local 
national demands as wall aa export sad raise oapaclty utilisation 
of each factory and the leather Industry aa a whole.
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4* DinniflottioB p o M M M  of different final Products m i  tod to
each Tannery in particular taking la ooaaidaratlon lay-out, nachinas, 
labour forca .. ate.

5- Assist in establishing 4a effective nucleus of local personnel at 
both the Hlaletry of Industry "Industrial Research and Consultancy 
Institute” and factory- level through which project eupport sad 
yrecreas could ba iapleaeatad.

A- Study the nain difficulties in tha leather fanning industries as a 
■bale •.(. flow aad acquisition of raw aateriala, Assist in 
technology transfer, iaprowoaeat of quality oontrol, iaveatory control, 
costing of different products, aalnteneaoe of equipueat aad aaohiaea 
by proposition of staple systems aad supervising their iaplaaeatatioa 
in practice.

7- Training of aational personnel concerned with the development of tha 
Sudanese leather Industry, aad proposition of ways aad aeans to up 
grade tha eapaeltiee of different levels of personnel.

^  To study the possibility of utilisation of indlgonou* aateriala in 
the Sudnnoao leather Industry with tha sis of reducing tha hard 
currency part required for Iaport of aateriala.

9- Study tha interrelationships ariating between tha different
Institutions sad bodies related to tha leather tanning incustry with 
the aia of eaziaiaing tha rule played by each in expansion and 
stimulation of the Sudanese Leather Industry.

10- Baaed on the shows facts, consideration to both shsttatera mad long
term planning of the leather industry could be worked out.

11» The economic utillastion of the by products of the leather tanning 
industry e.g. splits, whits and tanned shavings .. etc.
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Appendix VI b

I1TCR2ASIHG TUB 2FF3C?I7SrnSS 0? PUBLIC GSCTCR IIJEGTRIjS 
(DP/30D/79/010)

TEXTILZ ISDUGTRT 5ZCTCR 
PEaSE I CP CHS -..f03E PLa.3 ( THR5UGS JT.~ 193? )

1. Immediate actions

1.1 Organisation of activities.
1.2 In conjunction with the Director of the EICI, form a Task Force 

of specialists in appropriate fields. It eight be best tc 
appoint ore pemar.ent counterpart and assign other specialists 
to the group as and when required.

1.3 Start work on Project tasks as 3oon as possible.
1.4 Carry out any soecial tasks 3st by the Minister.

2. Establishing the Database: Analysis bv Factories.

2.1 7isit selected textile factories in the Public Sector to 
analyse the situation on-the-spot, starting with:-

a) Ilosti Veevin.T Factory
Hcsti is representative of the six newly built weaving 

factories located in various part3 of the Sudan, nssely, 
Shesdi, 21 Dueim, ilosti, Zadcugli, Myela and Macgala.

b) Hai Abdalla Suinnin.m Kill
This cill has been designed and built to produce yarn 

for the six weaving factories ner.tior.ed above, which were 
previously supplied with imported yarn, mainly from Egypt.

c) Friendship Textile "actor? v!Tassshai3sa)
This is the only fully integrated textile factory 

(comprising spinning, weaving and finishing) in the -ublic 
sector.

2.2 During the cill visits study the following aspects
Location of the factory 
Financial analysis 
Capital invested 
Costs of production 
Raw materials required 
Products 
Production plan 
Machinery installed 
Details of processes 
balance of machinery 
Operating efficiency 
Quality Control 
Maintenance system 
Spare parts consumption 
Energy supply 
Transport
Management structure 
Staffing levels 
Personnel natters
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'■forking conditions (noise and dust)
Training facilities and requirements 
Marketing
Constraints outside the control of the nill 
Problems peculiar to the mill 
Social benefits for the community.

2.3 Meet ell persona in the Government, UKDP, IP.CI, Ü7C. educational 
establishments and the project who are involved with the textile 
industry. Si3cuss the constraints and other problems facing the 
textile industry to get a proper grasp of the present situation.

2.4- Collect, study and summarise all available reports ar.d other 
documentation relevant to the textile industry in the Sudan. 
Whenever possible, discuss the findings with the authors.

2.5 Establish working relationships with the organisations connected 
with the textile industry, such a3 the Gésir? University, Hhartou 
Polytechnic, Uhartouc Central Foundry, etc., to determine how 
they can contribute to the solution of the problems identified.

. Creating Development Plans and Projectsbv Factories and Fnllow-uc.

3.1 'Write brief reports on the above visits and discuss the findings 
with all concerned in order to identify snecific and, particular! 
common profclens.

3.2 Formulate initial reconnendaticns for practical steps to he 
taken to improve the performance of the nills concerned.

3-3 Discuss the recommendations with the appropriate authorities.
3.4 Prepare plans and projects for the implementation of the a creed 

recommendations.

3 .5 Monitor progress through follow-up visits co scuiy the achieved 
levels of implementation and assess the effectiveness of the 
various recommendations.

4. Encouraging Pro irtct/?actorr Interactions
4.1 It is strongly recommended t^at each factory should appoint at 

least one counterpart to work full-time with the task force 
whilst they are in the mill and to fora a future channel of 
communication.

5. Rendering Assistance to Related Projects

5.1 Assistance will be rendered, as required, to related projects 
and adlvltlea, Including:»

a) The Industrial Survey to be carried out in 1983
b) Textile Quality Control Centra
c) Textile Training Centre
d) Manufacture of spare parts for the textile industry
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6 . Postering Inter-Sectoral Do-oneration
6.1 Close co-operation will be maintained with the other

industrial sectors, especially food processing and leather, 
with a view to
a) Establishing a strong unit (CIS) within the I?--1
b) Co-ordinating the work of the sectors
c) Determining the respective roles of the national ar.d 

international staff
d}
c)

f)

h)

Pooling resources and ideas
Devising a system fer effectively monitoring the 
performance of industrial units
Identifying measures which are susceptive to local 
initiatives fe.g. conservation of energy and water, etc)
cah.iny a concerted effort to find ?.d hoc solutions for 
general (nulti-senteral) problens impeding industrial 
production
assisting the Ministry of Industry to develop and promote 
stronger industrial policies, co-ordination and monitoring 
capabilities

i) Forming an additional link between the Ministry of Industry 
and the industrial enterprises

;■) Providing training in industrial management techniques at 
the factory level.

7. Priorities of Phase I
7.1 Reports will bo issued a3 required but priority -./ill be -iven

to
a) Diagnosing what in wrong in each factory and reconnending 

remedial measures
b) Helping to ir.pler.ont the recommendations
c) Mobilising local resources
d) Devising cocrlenentary projects to Ke financed from outside 

sources (TDDC)
e) Identifying future requirements in training and consultancy
f) Designing future work plans and projects indicating dates 

when specific events will take place in the factories 
concerned.

g) «sedating the IRCI to introduce new management 373tens, 
extend consultancy services and review achievenenta so as to 
ensure that the available resources are being properly used

3. Preparation of 'fork Plan for Phase II (July 1033 - June 1085)
?,.l Towards the oed of Phase I, critically assess what has been

achieved, ta>.e note of any short-comings and extend the work-pl?n 
for ft further period of 3 years (Phsso II).



- T2

3.2 During this second phase the above activities will be continued 
and expandsd to cover all the public sector textile factories 
and, in addition

a) assistance will be rendered, to the extent possible, to 
factories in the private sector

b) closely associated areas such &3 cotton growing and riming 
and textile marketing will be studied.
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TSTTILS INDCSTHT SECTOR 
TO3K PIwiN - 2aR CHART

Output
Improved effectiveness cf the public sector textile factories.

Activities

A. Planning of activities 

a. Istablishir.g database

C. Training staff

D. Service to industry

Phase I - 1983 Phase II

1932 J n
a *a iA A j 1933 19S4

i r1 '

’V 1
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ir ’1T~

— ==
rl s== :== — ~--

--
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n—
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!! 
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I! 
1

II 
j

iirr.ifleant Sver.ts (filestores)

.1 .1 '.icrk Plan - Phase I issued
A.2 Recosinendetions for projects by factories (Phase l) issued 

Ai.3 Vork Plan - Phase II issued 
A.4-7 Achievements reviewed

3.1 Phase I survey completed
3.2 Report on survey issued

C.l Staff appointed
Z.Z Phase I training completed

C. 3 Hand over of Unit to National staff

D. l Phase I survey cor.nleted
Hand over on-going projects to National staff



Update: nay 1983
Increasing the. Lffoctivon-tifi of the_ public ^ucU,jr_ Industries PJ-il

Lf-NG TliiM l.'OftK rjL_iN FCf; Till. TINTILI. INDUSTRY SBCTICH
Annr-v l « hnire 21

S u b j e c t Target Dates R e m a r k s

Jamcity U_tjLIJlzation Continuous Kosti and U1 Dueim on 2 shifts
Hnj Abdalla preparing for 2 shifts in October 83 
Port Sudan commissioning to start in October 13

Factory b: Factory Analysis
.vosti weaving 
Snendi weaving 
¿1 Dueim weaving 
Kadugli weeving 
Kyula weaving 
1 angala weaving

August 83 
February 84 
March 84 
April 8**
May 8**
June 84

The Kosti report is complete except for the financial 
analysis. The method developed and much of the data 
collected for Kosti will apply also to the other 3 
weaving sheds.

Paj Abdllr. S( inning November 83

FTM spinning/w/finiahing September 83 Combine with management study (see below)
Tort Sudan spinning July 84 During commissioning of mill.

Koniturin* Factory Performance
Design of the system (weaving) 
Testing and approval 
Inntcllation of system

September 83 
Oct/Dec 83 
January 84

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

Design of system (spinning) 
Testing and approval 
Initillation of system

December 83 
Jan/Mar 8** 
April 84 
October 8*i

Develop on FTM pattern 
Trials at liaj Abdalla 
At Haj Abdalla 
At Port SudAn

lesifn of system (integrated mill) 
lasting and approval 
Instillation of ayatem

October 83 
Nov/Jan 84 
Fabruary 84

Develop on Kosti pattern 
Triala at Friendship Toxtile Mill 
At FTM

Iollow-up in all factories Continuous Starting in October 19&3

0



Inor, winr_t»!e '.: ffect i vunt'«e_ of,_tho J ubl i c_ Sec t or Industr i c.£i DP/SUD/y(.)/OK 
loco t u m  •■•oRi: i‘i.j i-j î(. V);-. T:'iiui;TiiY ^ çtjon

..rtri. >: 1 - Pa^o 22

S u b j e c t Target Dates

tlanr.fioment Studies
Friendship Textile Mill December 83

weaving sheds March 8*t

Paj Abdalla June
P a r t Sudan October 8**

-xport Harleting of Yarns
Hij Aldalla - Spinning trials

- Quality assurance
- Export organization

June/July 83 
i'une/July 83
.pril/July 83

l-ort i udan December 83
Central Workshop for Textile Spare Parts 

Date sheet
Up-date Project Document

June 83 
September 83

/oilow-up

ft e m a r k

Preliminary report roquired July 1983 
Use dot» from factory analysis 
Follow on after factory analysis

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

For use by SIDFA in discussion on financing 
In line with todays needs and prices 
As required

Textile Training Centre 
Pate sheet
Mevision of Project Document 
Fallow-up

June 63 For use by SIDFA in searoh for financing
September 83 To take account of latest ideas and price increases 

As required
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S ec t or I n d u r t r  iou_ J* i;/S b D /7 ‘l /p .ip  
T.T.J.h INlHl£)f.<Y_ ¿1.CVKI!

Annex 1 - lJap«. 23

S u b j e c t Target Dutes R e m n r k s

Textile Quality Control Centre
Data sheet
Ip-date Project Document 
Follow-up

June 83  
September 83

Ktxrtoum North Fine Spinning Mill 
Inspection of equipment Mar/Apr 8 3

Decision taking 
;¥epcration of new contract 
Completion of buildings 
Instillation of machinery 
Commissioning of factory 
Design of monitoring system 
rnst<llation of system

July 83 
September 83  
March 85  
Mar/Sep ( 5 
Cct/Dec ^3 
December 83  
January 86

Gauow Textile Mill (Spinning, Weaving & Finishing)
Inspection of equipment 
feasibility study of new proposals 
Decision taking 
«^reparation of new contract 
Completion of factory 
Design of monitoring system 
Installation of system

For use by SIUFA in search for financing 
In conjunction with IRCI and SWC 
As required

Over 2,000 cases valued at US 9 10,000,000 checked
and report issued April 83
Ministry of Xndustry/Romanian delegation
Following decision on financing
Estimated cost US Z 13,COO,000
Possibly later, depending on actual condition of
equipment and the facilities available for re-furbishing
Based on Haj Abdalla

Awaiting instructions
The project costs (1975 prives) were approx. 
US 9 20,000,000 for civil work and 
US tf 33,000,000 for equipment
Based on FTM

Port Sudon Spinning Mill
Commissioning 
Export marketing

Oct 83/Mar 81* Assict as required 
1984 Co-operate with ITC



I_n creasing the^Jl'fectiveness of the_ Public Sector_ Indnstr i«a p?/j,'.V' 1/9P9. 

LONG TtRK WORK P U N FuR Till. TW.«U:_.
Annex 1 -  Pago 2h

S u b j e c t Target Dates R e m a r k s

Se-structuring of Weaving Sector 
Feasibility study 19? 3 advise on various proposals
Implementation Assist as required

Cotton Ginning Factories
Rehabilitation project On-going study by Sudan Gezira Board

Kenaf Factmries
Modernization project

Assist S.G.B. as required

Waiting Government's decision to proceed
Assist as required

Training_cf Counterparts Cont inuous



Appendix VIc

3V8/19B2
SB/153/82

Re-oriented
Mr. Bukhari Mohamed Bukhari

Senior Official, Ministry of Industry,
Khartoum*

Dear Sir,
Sub:- Programme of work for Processed 

Food Industry Sector in the re
oriented Project SUD/79/C10 - 
Improvement of Efficiency of 

Public 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 Sector in the re-oriented Project SUD/79/010 - 
Improvement of Efficiency of Public Sector Industries* This programme 
has been seen and agreed upon by Dr* Farouk £1 Tayeb El Hadi, Director 
IRCI and Dr* P*Harju Senior Industrial Development Field Advisor(UNIDO/ 
UNDP) .

I now 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 concerned will 
be informed of the Programme after its approval by you and H*E* the 
Minister of Industry.

Thanking you and assuring you of my co-operation.

Tours faithfully.

S.C.Bhattacharjya 
Food Processing Expert and 
Acting Chief Technical Advisor
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д и а м ч <  Toad Iad— t w  Sfatar la the г*-orient*
оf KfleiaBo ef Patelle S«ct«r Iadartrlta»

At jfimt there aro all tood processing factor!** in Public

T>*tjili *t !<>■ factory (3) V u  Ftaita Factory (A) Babanuaa Milk
froessaiag Factory (3) Krikab Sweets Factory la Khahtoua North and (6)
Boa Sweets Factory la Khartoua North* The first fear factories vara a*t 
яр ia *arly sixties «1th flaaacial and technical asolstaae* Area 0S£H. 
Though th«y k m  comet inns p*rforaod fairly well, yet ill оt th«a h m  
am far amt Ъ*«а able to utllia* folly their designed oapacltl** aad ao a 
r*eolt they havs act kata ablt to oak* profit oa a soatallied baeia aad 
thereby play beaeficial roles ia the ecooooic detalepext of tho areaa 
«her* they are located* There arm aaay reaaoaa for each inadequate 
perforaaaee* If these factorlea are to aeet the reqoireceato of the mam 
ladoatrlal Policy of the Governaeat that la that they should t>n ecoaoai- 
eally viable uaite oa their o«m wlthia a reasonable tiae limit then tho 
reaaoaa far their iaadeqaat* performance so far should be thoroughly aad 
critically analysed sad docuaeated aad practical eolations suggested aad 
iapleaented to overcaae thee wherever possible. With a view to iasleaent 
such am approach* a eoapreheaaive analysis prograaae for each factory 
will be taken aad coapleted within December 1982. This analysis will 
iaterAlia cover areas like iavestaeata, raw aaterlals, aachlaery aad 
equipoeat* processing operations* product» aade* packaging, quality control, 
aarketing* personnel^operational finance, energy, transportation, 
aaiateauice and social benefits* This will be followed by s detailed 
plan for three years to overcome and isprove upon deficiencies*

Aloagwith the analysis work* regular work that haa already beea 
takea for theaa faeterlee will be continued. They are i-
1* Kerieae Fp ^ f  i-

(a) Salving of —  raw eaterlal (toaato) prublea by introducing 
high yielding toaato verities in Kareiaa area. Arrangeaeat 
has alrssdy bees sade to proours seeds for experimental

(b) Bulk f  of tonato concentrate oa ea experimental basin 
to prsloag aannfantnring eaaaon aad for import substitution 
in future*
Diversification of production by sotting up an independent 
processing lina for usage aad citrus fruit* including a 
snail unit to sake pectin tram citrus peels*

Sector; they era«- (1) Karlens fruita Cerniing Factory (2) Kaeeala Oaioa

parpens for 13 verities of teaatooo*

(o)
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ld) Diversification of packaging through introduction of lithog- 
raphod and trigger-top cans for tomato pasto and fruit juices 
respectively l a feasibility study )• *

(o) Isprcveaent of data processing and

(f) Sotting up of an Agro-industrial couples with Karolaa factory
as a aoueleus ( Study, planning and proparatien of an Aperatio- 
nal report).

2. » « fl» Onion Pe-hTdration Factory j-

(a) Under TCDC progress», arrangs^ant for securing Stainless 
Steel cutting knives. 12 such knives have already been 
arranged far the factory and order far three sere has been 
placed*. If this arrangesent works then the factory will be 
able to reduce cost of purchase cf these knives (a recurring 
expenditure) by 30% *

(b) Exasinlng the possibility of diversification of production 
by introdneing de-hydration of other vegetables available in

region and of setting up a new line in the factory to 
process sang», citrus fruits, guava and banana.

(o) laproving handling and paallng operations of onioas to 
nlnlalso loss in pro-psrntlon stage and

(d) Setting up of an Agro-Industrial Couples with faaoala Factory 
aa a naueleua (Preparation of the proposal for consideration 
of fine Being by the Ialanio Developneat Bank an agraed upon 
daring 'Solidarity Mooting')

• CaMdM, < -
(a) Seetalnad asaietanea in inplenentstion of 'Ke-hahllitatlon* 

prograuaa of the factory that has bean approved by the 
Oevcrnawnt partlenlerly in eigieutiag row uatorial (tomatoes) 
supply to it through large seals oultlvatian of 'nonetsdo' r 
resistant tenets that has basn successfully interdueed in Wen 
area en exparinental basis by the efforto of the project.

3.
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tko BifloMl DiiUtr^ ttf ipienltvt «ad Food «ad Apieil- 
tv-al Ovcndflttioa of OH «ili bo inrolred ti thlo effort.

(k) Zneroaaiae prodaetioo of piaoopplo «ad aaago prodaeto throogh 
oottlac «p of a iwai -aochaal ood proceoaiac liso for tbooo

(o) Staadardiaatioa of rroooooinc toehaiqaoe oad laproroaoat of 
taality ceetrol aonaureo,

к. Babaauaa *>—■hydratioa Factory *-
Aa adequato qaaatity of

Milk la w t  availoaUo la tbo vaa, tho faetory io лот ano» 
factoring do-hydrated karkadd oad don Arabie. A study there» 
foro will bo uadartakaB to fiadoot vhother tbo factory ahould 
eooplotoly siriteh aa to de-hydrate karkado and Gua Arabie aad 
if so uhat aro tho addltloaal faeilitioc roqoired. Za additino* 
otudy vili bo uadartakaa to laprere procenaiag tochaiquee 
parti calarly ostractioo aad elalrfieatioa of karkado aolotioa 
to rodooo hygroaoopie naturo of tho final prodaot aad aloo to 
oako difforoat typoo of karkado produeta. Aaaiataaeo vili 
alao bo glvea to croato a anataiaod export aarkot for de-hydra» 
tod karkado.

la additioa to all tho pregramee aoatioaod 
aboro* ccatlauooa aaaiataaeo vili bo giroa to thoao faetorioo 
to otaadardiao prodaotioa tochaiquoo* laproro upoa quality, 
divoraifieatiaa of prodaotioa whoroTor foaaiblo through latrai- 
daotloa of aow toebnol&gleo.

5» Tuo Sapete aaaufaoturlnr faetorioo la Kbortoaa Horth »-
Thooo tuo faetorioo «oro aatioaaliaed la 1970 

Za ordor to workoat a dorolopaoatal plaa far thoa« — of 
tho li? proooat atatua aad scopo of dvrelopaoat la futuro vili bo 
uadortakoa la additioa. introduciloa of sono neo techaology 
oaoh aa do-cutieuliag of eoo o m o  oooda that haa alroady booa 
uadortakoa aa aa exporlaeatal bealo vili bo eoatiaaed.
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Pau l— —t aatlrltlaa for Tcaotlca of l»ooaa—4 Tomé hW rtrr i -

(a) Al h m m I li— ‘‘T «oMMtnt* la bdk paotiag la laportaá aaá ra»
p-'Tfrr* la eaaaaoaar paoka altar dilotloa aaá eooeaatratloa la tha 
fara af toaata paste* Tha curraat aaaaal raqniraaaat of teaata 
paata haa basa aatlaataá to ba bOOO toaa that la likalf ta lacra» 
aaa qpta 6000 toaa la coalas decodea* Tharo la tharofora acopa 
of settlag V  * coatrallaad toaata eaaeaatratloa plaat that «111 
sopply tha eoaeoatrata aa roa aatarlal to ra-packia* plaata that 
oaa ba aat op ea aadloa aealo la aaay placea of tha eouatry partí» 
colarly la haadqaartara of tha ragioaa* A prelialaary faaolblllty 
stady «111 ba carrlad ont ta aat op aach a eaatrallaaá plaat la 
aaaaolatloa with Sodaa Daaalopaoat Corporal loa which la lataraatoá 
la proaotlag aach a Projact*

(b) A prollnlaary foaalblllty stody «111 ba carrlad ont to aat op 
fraila aad ragatablos procaasiag plaata la Shaadi aad Bahad Paralo^ 
aaat Schaaa*

(o) A faaalblllty atody «111 ba carrlad oat to aat op a plaaapplo aaá
othar tropical Analta procaasiag plaat la Vastara Squatarla PTorlaca 
of tha Soothara Bagloa*

Xa ardor ta earryoat tha abora prograaae, Xaotitotioaal 
aopport «111 bo aocoaaary la «oaa caaaa* Xt la tharofora propasad to 
larolra la addltloa ta XBCX othar orgaaiaatloaa aach aa Food Raaaareh 
Castra, Bortleoltoral Baaaarch Volt of tha Agricultural Baaaorch 
Corporatloa ate* aa aaá «haa aecaaagry*
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*
The Activities of the Industrial ¿©search 
and Consultancy Centre 3Xirin« the Year 198^

1 ■- FEASIBILITY STUDIES

Nature of the *Job Requested by

1* A Pre-investment study to establish Yousif Mohamed Yousif
A Maintenance workshop of Fort Sudan 
Industrial Area

2. A Pre-investment study to establish Salah ^leetric and
A factory for the production and 6ommercial Enter 
maintenance of air coôlèrs, Îrpig- prises 
ation pumps, transformers, stabil
izers and chargers

3* ^ Pre-investment study for setting Mohamed El Amin
up an automobile service station Ahmed

4. A Pre-investment study for Plastic the Union Trading 
Hopes, fishinç nets and twines 
production plant

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

6. A Pre-investment study for setting Malik Industrial 
up a new line for the production Company 
of Edible Oil plastic containers
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7. A Pre-investment study to 
Establish a mairt .'vance workshop at Khartoum.

Abdel Bahia. Hag 
Awdalla

8. A Pre-investment study to Abdel Bah man Abdalla
Establish a ready-pa'de 
clothing factory

3i Sheikh

9. A Detailed feasibility study Sudan Agricultural
for Agro-industrial coupler and animal production
in Khartoum Province company

10. A Pre-investnent study for 
Setting up a car washing

Ibrahim abdalla ¿IMshi

11. A Pre-investment study to 
establish a printing house

Ibrahim Taka Abu Samra

12. A Pre-investment study to Malik Industrial Z

establish a soft drinks factory 
at Khartoum North Industrial 
area

Company

13. A Pre-investment study for a Malik Industrial
Natch Production factory at 
Khartoum North Industrial area

Company

14. A Pre-investment study to 
establish a workshop produciacr 
Bus and Lorry Skeleton

Mohamed Ali Abdel Hai

15. A Pre-investment study for Union Industrial and
an expansion of delinting 
plant

Trading Company



16 AocLeen Awad ¿. SonsUp-dating of the fe
study to establish a sewing 
factory for the production 
of Liilitary uniforms

vests and knitted vests 
according to the specification 
reauirenert

Testing for two samples of 
cotton grey fabrics

Nature of the job Requested by

1• Inspection ani testing for two 
samples of Helmet

the department of 
stores and equipment

2. Testing for different types of 
cotton canvas

the department of 
stores and equipment

3* Testing for different types of 
cloth

stores and equipment 
department

Inspection and testing of 
woollen pullovers, woolen

the department of 
stores and equipment

5. the department of 
stores and equipment
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6 . Testing for two samples of 
woollen blanket

the department of 
stores and equipment

7. Inspection and testing for an 
electric wire locally Mode

electrical industries 
Company

8 . Identification of Imported 
textile ¡material

Ahmed §asim & Sons

9. Inspection and testing for two 
samples of mild steel electrode

Ministry of Finance 
and Economic 
Planning

1 0 . Inspection and testing for two 
samples of school chalks

the department of 
stores and equipment

1 1 . Inspection and testing of 
four samples of stoke

the department of 
stores and equipment

1 2 . Testing of ^ woollen 31anket 
sample

Central Equipment 
depot

13. Inspection and testing of 
four cotton canvas sample

the department of 
stores and equipment

14. Inspection and testing for six 
samples of military waist-belts

the department of 
stores and equipment

f
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1 5. Testing for tr/o samples of 
Cotton Bed-Sheets

Boulis welsi Bushra

16. Inspection and Testing of Central Equipment
dublicating paper weight 
80 gms/M2 (Rhonio paper)

depot

17. Inspection and testing of The départaient of
woollen pullovers stores and equipment

18. Testing and analysis of 
imported canned Tomato 
paste

Mohamed Abdel Rahim



5 - -¿valuation Reports

Nature of the job Heouesred by

1. Technical evaluation report Ministry of Industry
for replacement of machinery Industrial control
of leach of 3: Plastic products general department
factory

2. Technical eveluation of the 
pre-feasibility study for 
Oxyogen and acetylene 
production plant

3. Technical evaluation for the the secretarial
pre-investment study to establish general for
a factory for the production of investment
black honey, alcohol 
yeast iron rsv, sugar

and bakery

Techno-economic evaluation of 
the feasibility study for the 
production of gelatin in the

the scretarial - 
general for 
investment

4- Ministry of Industry



4 - General Reports

ïïature of the job Bequested by

1. Inspection of goods imported Bhairti Trading
from United Kingdom Enterprises
( Engine Mouldings )

2. General Survey for productivity 
and technical advice for 
development

Blue Kile Perfuney 
Company

3. Connissticruing ox cold 
storage and Ice - Mating 
plants at Kcsti and Shegara

Fishering Department

Membership of committee for 
standard specification cf 
cener.t an.1 line

Ministry of Industry 
standard, specifica
tion and quality 
Control Department

5. Estimation of land required 
for cotton naste processing

the secretarial - 
general for investment

plant

6. Conaent On the Possibility Ministry of Industry
of Toronto Sheets Production

7. General uses of Propylene- 
Glycol

Ministry of Industry



Ministry of Industry8. Uses of sodium bicarbonate 
and sodium pyrophcrpkate

Ministry of Industry

9* Technical report about National 
Blankets factory at Shartoun 
North Industrial area

Ministry Industry

5 - Jobs Pret/areo 'z .r '¿forks lion Staff

Nature of the job Requested by

1. Inspection and Repair of 
Batteries Charger

Tabaldi Engineering 
Company

2. Repair and maintenance of 
Oven Moisture Tester ard 
Vaccuuia Oven

Pood Industries 
Corporation Eassala 
Dehydration Factory

3. Repair and I-Iainter.ance of
A knife and riston dor flour

Conmercial 3akeries 
Association




