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Glossary 

CORSULTATIOM KEETIRG Meeting where all governments are invited to 
participate in the identification and consideration of 
selected development issues relevant to a particular 
industrial subsector or a co1mton topic. Meetings can 
be held at the global, regional, interregional and 
sectoral levels • 

DEVELOP!n:JllT OBJECTIVE Global development targets that the prograame should 
contribute to. 

EFFECTIVENESS Measure of the degree to which a project or programme 
achieves its i1mtediate objectives. It differs from 
"impact" in that the latter addresses the degree to 
which the higher level development objective is 
achieved. 

EVALUATION Process which attempts to determine as systematically 
and objectively as possible the relevance, 
effectiveness and iapact of progr ... e activities in 
light of their objectives. 

ixPERT GROUP KEr~IRG Meeting to which the UBIDO Secretariat selects and 
invites a limited number of experts in their personal 
and professional capacity to advise UBIDO on the 
preparation for or follow-up to consultation meetings. 

IMMEDIATE OBJECTIVE Changes that are expect~d as a direct result of the 
System of Consultations' activities and outputs (also 
known as prograame objective). 

IR-DEPTH EVALUATION An objective analysis of a progr8111111e undertaken by 
staff not related to the design or implementation of 
the prograame. The focus of the in-depth evaluation is 
on the achievement of the objective(s) of the 
progranne. In-depth evaluations are usually done for 
specific reasons on request ~f senior management or the 
governing bodies of the organization. 

ISSUES Different aspects of a topic which are discussed or 
addressed during a consultation meeting. 

OUTPUTS Tangible products or results produced by the programme 
in order to achieve its i11111ediate objectives (see 
primary and secondary outputs of the System of 
=onsultations). 

PANELS (expert panels) A group of independent experts drawn from outside UNIDO 
and selected on the basis of their professional 
experience to advise UNIDO and to monitor the various 
stages of the consultation process. 

PREPARATORY MEETING Pre-consultation meeting held to identify and select 
issues for consideration at a consultation meeting. A 
number oi selected developing and developed countries 
are invited to participate. Meetings can be held at 
the glc.bal, regional, interregional and sectoral levels. 
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PRIMARY OUTPUTS 

PROGRAflft: APPROACH 

PROGRAflft: OBJECTIVE 

SECONDARY OUTPUTS 

SECTOR 

SELF-EVALUATION 

STEERING COMMITTEE 
(Consultation) 

SUBS ECTOR 

TOPIC 
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System of Consultations• outputs produced during the 
preparatory phases or during consultation meetings 
(e.g., surveys, reports, problems identified, policy 
foraulations, etc.). 

Tera used in the UBIDO Medium-Term Plan 1990-1995, 
ref erring to an integrated approach to the development 
of a subsector selEcted on the basis of its importance 
for a group of countries. 

(see i1aediate objective) 

System of Consultations• outputs produced as follow-up 
to consultation meetings (e.g., prograanes, projects, 
follow-up surveys, 11a11uals, guidelines, etc.). 

Sector of econOllY corresponding to a major division of 
the International Standard Industrial Classification, 
ISIC (agriculture, industry, etc.). 

Regular periodic analysis of the results of a progranae 
by the staff responsible for it. It mainly focusses on 
the production of outputs. Self-evaluation uses the 
progra1me design and targets as a basis and analyzes in 
a predefined vay the progress being made. 

A UNIDO in-house multi-disciplinary group of staff 
members charged with guiding and monitoring of a 
particular subsectoral or connon-topic consultation 
process. 

Breakdown of a sector, corresponding to a division of 
the ISIC (textiles, chemicals, etc.). 

Subject area addressed by a parti~ular consultation 
process. Topics can be subsectoral (e.g., leather 
industry) or related to a co111111on topic relevant to 
several or all industry subsectors (e.g., training). 

.. 

, 
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SUIWURY OF COBCLUSIOR;) .AllD BCOllllDDATIOllS 

Since its inception. the System of Consultations has unrlergone an 
evolution from a forum of political negotiations dealing with the 
redistribution of manufacturing activities to a mechanism which provides 
developed and developing countries with the opportunity to study industrial 
development problems in selected subsectors or COlllllon topics and to initiate 
co-operative action to solve them. 

This evolution. already recognized and endorsed in 1985 by the IDB. is 
considered by the evaluation as a positive response to member country needs. 
In order to reflect the new orientation. a modified prograllllle definition and 
updated rules of procedure. as rec~ended in the report. should be prepared 
and adopted. 

SOile consultations analyzed in this evaluation study provide evidence 
that within the framework of the System of Consultations important 
contributions can be aade to the orientation and implementation of the 
different UBIDO progr ... es/activities. Therefore. the System of Consultations 
is a potentially important mechanism for the identification and integration of 
UBIDO's activities in industrial studies. technical co-operation. investment 
proaotion. transfer of technology and industrial information. However, this 
potential has not yet been appropriately realized. The fact that the System 
has operated somewhat in isolation froa other UBIDO's progrannes can. to a 
large extent. be explained by the perceived lack of benefits which the 
different organiz,tional units of URIDO would obtain from the System. 

In-house co-operation co11ld be substantially improved vith the 
formalization of a small in-house steering COlllllittee for each topic (maximum 
5-6 members) reporting at tvo different levels, i.e. to the Director of the 
System of Consultations Division (for operational questions) and to the 
Executive Management COlllllittee (EMC) (for policy matters). Such connittees 
would plan, guide and monitor the consultation process from the identification 
of the topic to, and including, the follow-up. 

Each steering connittee should be supported by a panel of outside experts 
(maximum 10-12 mem~ers) with recognized knowledge and experience in the 
subsector or coDDrn topic under review. 

Both bodies would together identify issues, prepare consultation meetings 
and plan and ensure follow-up. In addition to increasing in-house 
co-operation, this appro~ch should simplify and Rhorten the preparatory phase, 
which is considered too lengthy and insufficiently productive, with its usual 
three regional and one global preparatory meetings. Preparatory activities 
would be shouldered more by the steering coanlttee and the panel of experts 
rather than by formal preparatory meetings. 

The System of Consultations is perceived by outsiders (and confirmed by 
this evaluation) as a series of studies and preparatory meetings culminating 
in a consultation me~ting. The consultation meeting should not be seen as an 
end in itself but as part of a process, a tool for discussing and agreeing on 
a programme of action. 

The actual organization and conduct of ~eetings need improvement. At 
present, UNIDO use~ consultation meetings to obtain guidance from participant~ 
while t;1e latter, particularly from developing countries, expect to obtain 
guida~ct during the meetings, which often they do not. The UNIUO Secretari1t 



- 6 -

should have a aore active approach in inviting and selecting participants and 
in directing the meetings. Consultation meetings should also provide an 
opportunity for different organizational units of UNIDO such as those dealing 
with technical co-operation, investaent, technology, information and studies 
for informing the participants of and pr0110ting their services. 

The mix of participants (government/industry) at full consultation or 
preparatory meetings does not constitute an issue at present. However, care 
should continue to be e%ercised to have the correct mix of participants and to 
ensure that they COile frOll the targetted quarters. 

The System has aainly produced priaary outputs (studies, surveys, manuals 
and guidelines) rather than secondary ones (technical co-operation prograanes 
and projects, technology alternatives, investment opportunities and human 
resource development progr ... es) where the accent should be in the future. 

The consultation process has frequently ended vith the full consultation 
aeeting. Insufficient attention has been given to the implementation of the 
rec011aendations, either at U1'IDO or developing country levels- Notable 
follow-up has taken place o~ly in the consultations on leather and leather 
produc~s and, to a lesser extent, pharmaceuticals. The follow-up effort to 
the recent second consultation on industrial training (dealing with 
aaintenance) is also encouraging. In the fu~ure, a follow-up plan for each 
consultation should be drawn up and iapleaented. The proposed steering 
c0111Dittee and panel of experts should initiate, aonitor and guide the 
iapleaentation of such a follow-up plan. The drawing up of policies and 
strategies for (sub)sectoral development by the System of Consultations and 
its utilization by the different organizational units of UNIDO concerned would 
constitute in itself an important follow-up. 

Overall, the emphasis of the System of Consultations, as well as some of 
the resources, should shift from formal preparatory meetings to more effective 
follow-up activities, both at UNIDO and country levels. 

The selection of topics for consultations should be done by the 
Industrial Development Board i~ the context of the Programme and Budget 
docume·.t and medium-term plan and not by separate submissions. This procedure 
would facilitate a better integration of the consultation process into the 
different programmes of UNIDO. 

This in-depth evaluation provides a basis for the initiation of 
stru~tured self-evaluation reporting on UNIDO headquarters programmes, 
starting with the System of Consultations. 
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IllDODUCTIOR 

In line with interest expressed by aeaher States in the Industrial 
DeYelopaent Board and with efforts taking place in the UB system, UBIDO is now 
comaitted to establish a systea for evaluation of its headquarters 
progr .... es. The systea is to consist of two levels, similar to the approach 
used in technical co-operation: (a) self-~valuation, and (b) in-depth 
evaluation. The self-evaluation coaponent vill be oriented toward monitoring 
progr ... e illtpleaentation. In-depth evaluations vill b~ oriented toward 
increasing progr ... e effectiveness •nd iapact through an independent analysis 
and suggestions for aodifications or corrective aeasures (operational, 
organizational, policy or other). 

The Executive Management COlllllittee, at a meeting held on 16 December 
1987, decided that the first in-depth progr ... e evaluation in UBIDO should 
study the System of Consultations. The DIC suggested that the consultations 
on leather and leather products industry arad on training of industrial 
aanpover be analyzed thoroughly as representative of subsectoral and 
c011110n-topic consultations, but that the evaluation should •.7.tract, to the 
extent possible, lessons learned of a general nature, which are applicable to 
the System as a whole. 

The in-depth evaluation took place from October 1988 to May 1989. Its 
findings and recOlllllendations are presented in this report prepared by the 
Evaluation Staff. The evaluation teaa consisted of: 

- Mr. Oscar Gonzalez-Hernandez, Chief, Evaluation Staff 
- Mr. Rikola Catipovic, Industrial Development Officer, Evaluation Staff 
- Mr. Adrie de Groot, Industrial Development Officer, Evaluation Staff 
- Mr. Bans Beep, Industrial Development Officer, Evaluation Staff 

and 
- Mr. Roger Teszler, Consultant 
- Mr. Charles Manton, Consultant in industrial training 

The cost of the evaluation, in addition to considerable UftlDO staff time 
(about 9 II/a), amo1Dlted to US$80,000. Of this, US$51,282 (or DFl 100,000) was 
financed by a special purpose contribution of the Government of the 
Retherlands to IDF (project US/GL0/88/282 - "In-depth evaluation of the System 
of Consultations") while the remainder came from UNIDO's regular budget. 
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1. U.CGROUIU) OD BIS!OIY OF ?BE SYSTDI OF COBSULTATIOBS 
AllD PURPOSa!: OF EV.ALDATIOll 

1.1 BacJtgr.ound and IP.!l!date 

URIDO's System of Consultations received its initial definition at the 
S~cond General Conference of UKIDO, convened in Lima, Peru, 12-26 March 1975. 
This Conference adopted the 'Liaa Declaration and Plan of Action on Industrial 
Development and Co-operation' which provided a special focus and ind~strial 
diaension to resolutions 3201 (S-VI) and 3202 (S-VI) of 1 May 1974 adopted at 
the Sixth Special Session of the General Assembly on the Declaration and 
Progr ... e of Action on the Establishment of a Rev International Economic 
Order. Moreover, the Liaa Declaration adopted a number of policy guidelines 
and quantitative recommendations, including a target vhereby the share of 
developing countries of total vorld industrial production should be increased 
froa the 1974 figure of less than 7 per cent to at least 25 per cent by the 
year 2000. 

The Lima Declaration specifically rec011mended that a System of 
Consultations between developed and developing countries be established in the 
United Rations Industrial Development Organization and other appropriatP 
international bodies. The ai11S of the consultations vere to facilitate the 
redeployment of certain productiTe capacities in developed countries to 
developing countries, as well as to facilitate the creation of nev industrial 
production facilities in developing countries. It vas on the basis of this 
mandate that the URIDO Secretariat was requested to include among its 
activities a "system of continuing consultations at global, regional and 
sectoral levels". Moreover, URIDO vas to be prepared to serve as a forum for 
negotiation of agreements in the field of industry between developed and 
developing countries an~ among developing countries themselves at the request 
of the countries concem.~d. Consultations were to result in concrete 
proposals for inclusion in the development progra11111es of participating 
developing countries. 

Following the Lima Conference, the Industrial Development Board 
instituted the System of Consultations managed by a secretariat unit called 
'Negotiations Branch' on an experimental basis. In May 1980, the Industrial 
Development Board decided to establish the System of Consultations on a 
permanent basis. As far as a clear legislative mandate is concerned, it must 
be mentioned that up to 1982 consultation meetings were organized through ~ 
112'. ar~ange~ents and were characterized by "block positions" of var1vus groups 
of countries. In May 1982, after negotiations over a period of more than two 
years, the IDB finally adopted formal guidelines which govern the operation of 
the System of Consultation. These guidelinesll foTID the legislative basis 
on which the System of Consultations operates. They consist of Part I: 
Principles, objectives and characteristics, and Part II: Rules of Proced~re, 
and are discussed in detail in Chapter 2. 

In June 1986, as part of the restructuring of the Secretariat of UNIDO as 
a specialized agency, the Negotiations Branch - responsible for pla·.ming, 
preparing, organizing and convening consultation meetings - was renamed the 
System of Consultations Division in the then newly-created Department for 
Industrial Promotion, Consul tat f.on and Technology. 

l/ System of Consultations, PI/84, UNIDO, Vienna, 1982. 



- 9 -

1.2 S,.,•ry Of C9DS11ltatiops held 

Table la on page 14 gives a s'Ulmlary of 35 Consultations held in the 
period 1977-1988. Only the full global, interregional (6ne) and regional 
(tvo) consultations are indicated here; meetings held in preparation of or as 
follow-up to consultations are not listed. Table lb on page 15 su..arizes the 
number of participants for the consultations shown, as vell as their 
affiliation (industry, governaent or other). The System has ~rought together 
over 5800 participants, which is an indication of the extent to Yhich it has 
fulfilled its role of serving as a forum for facilicating contacts between 
developed and developing countries. Tabie le on page 16 gives the 
expenditures for the Systea of Consult~tions Division (and earlier the 
Begotiations Branch) for the period 1980-1989. These have decreased 
considerably in the period 1980-1987 vith the evolvement of the activity and 
the experience gained but also as a result of financial constraints faced by 
UlfIDO in recent years. For 1988-89 there is an upswing in resources for 
consultants and aeetings of approx. 30% with respect to the preYious 
bienni'Ull. However, the nU11ber of headquarters professional staff working 
months has decreased considerably over previous bie11Dia. 

1.3 lyolution of the consultation process and current orientation 

The consultation process on a specific topic can be eonsidered to pass 
through three stages. At the first stage of the process, a world-wide study 
is provided as a basis for discussion, so as to ensure that all parties have 
as clear an 1Dlderstanding as possible of the current situation in the 
subsector under review, of the problems and constraints which exist and of its 
possible future development. A second stage involves the determination of 
vays and means through which industrialization could be accelerated, including 
the formulation of solutions to problems and the identification ot ways to 
overcome constraints, in a context which takes due account of th~ experience 
in industrial development of countries with different social and economic 
systems. A third stage is the elaboration of reco11111endatiohs for action and 
iaplementation of follow-up measures at national, regional, interregional and 
world-wide levels. 

Up to 1982, consultations dealt mostly with the first two stages, but 
those with a longer history (see Table la) have gradually passed through all 
three stages. Both as a result of this continuity of the consultation process 
and the expressed wishes of member States, in recent years there has been a 
growing awareness of the need for the System of Consultations to shift its 
focus toward more practical and better defined issues, as well ~s more 
action-oriented measures. 

The current prograaae orientation and strategy can be summarized as 
follows:21 

(a) Increased attention to regional and interregional consultations in 
order to use the System of Consulta~ions as an instrument to promote 
industrial co-operation among developing countries; 

21 Sunvnarized from UNIDO Draft Medium-Term Plan 1990-1995 (PBC.4/3, 25 
May 1988). 
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(b) Focus on the UBIDO aprogr ... e approach" in ten·~ of priority issues 
to be tackled in specific regions (and countries) as well as 
subsectors of industry;J/ 

(c) Better use of the System of Consultations for the identification and 
development of technical co-operation progralllllles and projects in 
subsectors or coamon topics selected by the System; 

(d) Stiaulation of local technological capabilities in developing 
countries; 

(e) Strengthened co-operation and co-ordination with other parts of 
UBIDO in the activities of the System of Consultations. 

1.4 PreTious reviews and analyses 

Soon after the System of Consultations was established on a permanent 
basis following its experimental phase, the IDB requested the URIDO 
Secretariat to present an analysis of costs, results and achievements of the 
con.~ultations held up to 1981. In fulfilling this request for what amounted 
to an initiai combined analysis of effectiveness and cost-efficiency of the 
first five years of the System of Consultations, the Negotiations Branch went 
through its first self-evaluation exercise. In 'System of Consultations: an 
analysis - 1976-1981' (ID/B/284, 1 April 1982), the authors attempted to 
define the objectives of the System of Consultations and problems addressed 
through the consultation pro~ess as well as to analyze the results 
obtained. 

In preparation for the eighteenth session of the IDB (May 1984), the 
Begotiations Branch prepared a series of internal secretariat papers under the 
title 'Material for the appraisal of the System of Consultations' which 
analyzed the consultations held up to 1984. For each subsector or topic, the 
material included an overview of the subsector/topic, summary of preparatory 
activities to and issues dealt with at each consultation, listing of 
participants (by categories) and an analysis of recommendations made directly 
to URIDO for possible follow-up action or implementation. The papers also 
presented a survey of follow-up actions undertaken, organized or planned by 
UBIDO for the above recommendations. The 'Material for appraisal' represented 
the first detailed attempt at a systematfc analysis of follow-up actions to 
consultations meetings, considered and/or acted upon by URIDO. 

The IDB requested its President to organize informal open-ended meetings 
with representatives of member States in order to exchange views on 
suggestions made by member States on reviewing and appraising the System of 
Consultations. Consequently, a report by an Informal Working Group, composed 
of representatives of member States, was issued on 10 May 1985 entitled 

J/ The "programme approach" involves an integral analysis of a subsector 
- selected on the basis of its development potential for a group of countries 
- followed by the identif1ication, promotion and implementation of an 
integrated package of pol'icy measures, investments and technical assistance. 
The approach should enhance the capacity of UNIDO to diagnose problems in 
various developing countr,es, entering into a deeper analysis of the root 
causes, rather than merely responding to superficial symptoms. 
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•ou,come of informal cpe~-'!llded meetings to exchange views on reviewing and 
appraising the Systelll of Consultations' 'ID/B/349). This report is 
interesting because it attempt3 to give an assessment of the System of 
Consultations and comes forward vith suggestions for improvements in the 
operational aspects of the System. 

The various progress re~rts on the System of Con~ultations to lhe IDB or 
other bodies have usually outlined the details of completed and proposed 
activities, with an indication of specific outputs when possible, in each 
sector or topic. These progress reports (for example, 'The benefits of the 
System of Consultations', ID/B/34!, 2 April 1985; 'Progress report on the 
System of Consultations, July 1986 - A~ril 1987', IDB.3/11, 14 May 1987; 'The 
System of Consultations: basic premises and a review of two-year activities', 
GC.2/11, 1 September 1987; 'Progress report on the System of Consultations, 
May 1987 - June 1988', IDB.4/14, 27 July 1988) contain S('llle useful information 
on the operations of ~he System. 

These reviews and analyses of the System of Consultations have partially 
dealt with and listed outputs/results of consultation meetings and secretariat 
follow-up to various recoimtendations made by those meetings. H~Jever, there 
is hardly any information obtained from various participants and end-users or 
any assessment on how effective the System ~f Consultations has b~en as an 
instrument for UBIDO in-house strategy-making and co-ordination. The reviews 
were not oriented toward an in-depth analysi~ and assessment of the programme 
and did not provide suggestions to UBIDO programme management on how lessons 
learned could be utilized for operational improvements or changes. Mos~ of 
these tasks therefore remained for the current in-depth evaluation study. 

1.5 Context and methodology of evaluation 

This evaluation introduces a new, relatively rigorous methodological 
approach based on the general programme ev:iluation approac!: currently being 
tried out in the UN system, but adapted to the specific characteristics and 
complex~ties of UBIDO and in particular of the System of Consultations. It 
concentrates on assessing and increasing the effectiveness of the progranune. 
In order to do this, the study analyzes the actual outputs/results and their 
use by the beneficiaries of the programme, reactions of participants and other 
users of the System, implementation of the more significant proposals and 
recommendations of the consult3tion meetings, interaction and feedback between 
participants and UNIDO headquarters, as Wf!ll as the role and significance of 
the System of Consultations programme in the UBIDO headquarters structure and 
future plans. 

This programme evaluation is of an in-depth rather than a self-evaluation 
type, i.e. it was done by staff not directly involved in the programme and 
concentrates on effectiveness and impact. It is the first analysis of this 
nature applied to headqua1ters programmes. The evaluation findings are 
intended for UBIDO management and are oriented as much as possible toward 
operational and organizational "lessons l~arned" for further improvement of 
the relevance and effectiveness of the programme and its components. 

The evaluation comes at an appropriate time for several reasons: (a) the 
process of consultations has progressed significantly from the late 1970's and 
early 1980's, the period covered by most previous analyses; (b) UNIDO has 
undergone a change in ~tatus since 1986 which has had an influence on both the 
organizational locatiun and the operational orie~tation of the System of 
Consultations; (c) the System of Consultations could have a specific 
programming role to play vis-a-vis the major challenges facin 1~ UNIDO in the 
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1990's. The evaluation is therefore forvard looking, analyzing issues which 
connect the SystP..m of Consultations ~it~ major UBIDO activities planned for 
the ~ext five-year period. 

The ~vaiuation started with 3 prepa£atory survey of the System of 
Consultations and a proposal for the evaluation study design, which was 
cOllpleted by the Evaluation Staff ~n July 1'88 and endorsed by Ulfl[)(\ 
Management. An abstract of the proposal for the evaluation study design, in 
the form of the terms of reference for the evaluation, is included as Annex 
I. It gives the purpose and scope of the evaluation as well as major issues 
to be covered and the methodology involved. 

The focus of the evaluation was to be on two subprograames of the System 
of Consultations: (a) consultations on the leather and leather products 
industry; and (b) consultations on the training of industrial manpower. 
These tvo were selected as representativ~ of subsectoral (vertical) and 
common-topic (horizontal) consultatiot&s. A detailed analysis of these tvo 
subprogrannes is given in Annexes II and III. The case studies elaborated 
tnere also include reasons for the selection of the tvo subprogrammes. The 
evaluation also ~ooked (although with somewhat less depth) at activities and 
achievements in all other consultations which were held or are being prepared 
in order to ensure that findings, conclusions and recoD1Dendations apply to the 
System of Consultations as a whole. 

The evaluation methodolugy used for the leather and leather products 
industry consultations included: 

Files and document review at headquarters; 

Interviews with headquarters st.tff directly or indirectly involved 
in the consultations; 

Di=ect observation of and participation in the Ninth Session of the 
Leather and Leather Products Industry Panel (Pees, Hungary, 25-27 
Ot'tober 1988); 

In conjunction with the Leather Panel session, inteviews '-'ith 
participants of consultation meetings and beneficiaries: a total of 
15 participants (4 dating b!lc1' to the first consultation, but still 
involved in various activities) and over 20 beneficiaries of the 
results of ccnsultations (most of the beneficiaries also being 
former participants); 8 developing and 6 developed countries were 
rep£esented; 5 UN and non-governmental organizations were also 
present; 

A limited number of questiollllaires (15) sent to and received from 
beneficiaries in Africa (related to the current follow-up taking 
place in the region). 

The evaluation methodology used for the training of industrial manpower 
consultations included: 

File and document review at headquarters; 

Interviews with UNIDO and ILO headquarters staff; 
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Rissions to selected developed countries t~ interview participants 
and organizers. Countries visited: United Kingdom, France, 
Belgium, Democratic Republic of Germany, Federal Republic of 
Germany, and Switzerland; number of people interviewed: 53; 

Missions to selected developing countries to interview 
participants. Countries visited: The United Arab Republic of 
Egypt, Ethiopia, Kenya, Bangladesh, and Thailand; nUllber of pec;ple 
interviewed: 34 developing COlDltry participants or end-users and 15 
representatives of U1' organizations; 

Questionnaires sent to (32) and received from (14) UBIDO field 
representatives (SIDFAs and JPOs) in countries not visited by the 
evaluators where participants in the consultations on training of 
industrial manpower reside; 

Review of follow-up questionnaires (approx. 100), which were sent to 
all participants of the second ~onsultation by the System of 
Consultations Division. 

The evaluation methodology for other consultations covered the following: 

File and document review at headquarters; 

Interviews with headquarters staff involved in the consultations; 

Direct observation of the following meetings (and related interviews 
with participants): 

Global Preparatory Meeting for the First Consultation on the 
Electronics Industry, Grenoble (France), 28 Bovember - 2 
December 1988 (22 participants from 21 d~veloping countries, a 
number of participants from 3 developed countries, l 
representative of ITC); 

Regional Consultation on the Phosphatic Fertilizers and 
Pesticides Industries in Africa, Yamoussoukro (Cote d'Ivoire), 
12-16 December 1988 (34 participants from 20 developing 
countries, 8 participants from 4 developed countries and 6 
representatives of UN and non-governmental organizations); 

Global Preparatory Meeting on Small- and Medium-Scale 
Enterprises, including Co-operatives, Tallinn (USSR), 14-16 
March 1989 {19 participants from 15 developing countries, 13 
part :ipants from 7 developed countries, 3 representatives uf 
UN and non-governmental organizations); 

Global Preparatory Meeting in Preparation of the Consultation 
on the Food-Processing Industry with Emphasis on Fruit and 
Vegetable Processing, Vienna {Austria), 2-5 May 1989 {14 
participants from 14 developing countries, 11 participants from 
9 developed countries). 

·' 
All in all, the in-derth evaluation included intera¢tion with over 250 

individuals from 60 countries {45 developing and 15 developed), 8 UN 
organlzations {excluding UNIDO) and 6 non-governmental organizations. These 
individuals participated or were involved in various ways in the activities of 
the System of Consultations. In addition, 50 UN·~o staff members, directly or 
indirectly involved with the System {currently and in the past), were 
consulted. 



Table 11 

SYSTEM OF COftSULTATIORS - COftSULTATIOftS HELD 1977-1918 

SECTOR/TOPIC YEAR 
1977 1978 l-179 1980 1981 1982 1983 1984 

CHEMICAL IHDUSI~ 11 
• Fertilizers I (AUS) II (AUS) Ill(BRA) IV CINDl 
• Petrochemicals I CMEXl II CTUN) 
• Pharmaceuticals I (POR) II (HUN 

DASI~ l~USIBIES 12 
• Iron & steel I CAUS) II (IND) IIICYUG) 
• Agricultural 

machinery I CITA) REG<ETH) II (AUS 

• Non-ferrous metals 
• Capital goods I (BEL) 
• Building materials 

6GRO-DASEQ IHQYSIBISS 9 
• Food-processing I (NRT) II (nt'.N' 

• Vegetable oils & fats I <SPA'\ 
• Leather & leather 

products I <AUS) 11 (GFR'\ III(Atr!il' 

. Wood & wood products I lFilf'\ 
• Fisheries 
• Suga~-cane processina 

CQMMOH IQfiC 3 
• Industrial financing I (llDA) 

. Industrial training I (GFR) 

TOTAL 35 4 l 3 3 3 4 3 3 
·• 

Source: System of Consultations Division 

1985 1986 

llH AUS' 

IV (AUS 

IIICYUG' 

II CSWE' 
I (GRE) 

3 2 

1987 

III(SPA) 

T flnflll'\ 

I (POI) 

II (FR.A) 

4 

1988 

REGCIVC) 

INT(CUB) 

2 

... ,,. 



.. 
• • ... ... ... • Sector c • ::2 .!I 0 
u ... 

a. ... 
" ... 
c 
lllJ 

a..ical InclJstries 
Fertilbers I 65 49 
Fertilbers II 66 74 
Fertilbers Ill 51 (JO 

Fertilbers IV 51 61 
Fertilbers Regional Afr. 24 17 
ft!ttodaiicals I 52 50 
Petmc:heliicals 11 49 118 
ft!ttodwicals Ill 53 51 
R••MM enticals I 67 64 
PM•--:eo<icals II 66 68 
J.lba1•ce11ticals 111 61 139 

!Basic inclJstries 
hon and Steel I 65 it() 

hon and Steel 11 52 34 
hon and Steel Ill 45 48 
hon and Steel IV 52 48 
lgricult. ltlchinery I 56 51 
t.gricult. Mach. Regional 49 21 
lgricult. Milchinery II 58 25 
t.gricult. Milchinery Ill 45 15 
Capital Goods I 51 26 
Capital Goods II 43 37 
Bui.I~ Materials I n 38 
llm-FelTOUS Metals I 52 45 

. . ird.istries -
Food-process~ I 67 32 
Food-process~ II 51 41 
IA!ather I 52 25 
Leather II 53 28 
Leather Ill 45 32 
Wood I 54 27 
Vegetable Oils + Fat~ 1 50 30 
Fisheries I 38 26 
Sc.gar cane I 45 35 

O:nmorl topics 
Finan:i~ 1 65 5 
Traini~ 1 6B 34 

' Traini~ 11 S9 59 
' 

TOTAL llR:> 
' 
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Table lb 

SYSTFJI OF a>NSULTATIONS 

SU191ARY OF PARTICIPATION 1977-1988 

Participants 

Countries 

lndustrv Government Other 
1111 
c .... c 
c e • .... - • u 

s: • ... • ... ... .... .... • • foe . ... • c ., u 
Ill + ... ... E o ... u ... -• • ::2 • 0 ... ::2 c " ~ . .... ! .... ... . 0 IC ~ 'tJ ell c a.. .tl c f.c 
c ai: 0 ... ....... • - 0 0 .... M u :E Q E ..l (&. u f.c 

10 4 4 58 60 2 2 - 189 
9 4 5 47 29 1 2 4 175 
7 9 4 31 21 - 3 9 1"4 
3 l 1 39 24 2 - - Ill 
4 - 1 21 - - - - 4l 
4 6 - 41 27 3 - - Ill 
3 1 3 J6 14 5 - l 111 
2 - - 35 2D 2 - - 111 

l'J 22 2 '10 7 5 2 4 195 
21 21 - 64 12 4 1 4 195 
27 7 - 66 24 4 - - 267 

7 6 3 ltO 60 11 2 3 178 
5 11 8 58 28 5 - 2 151 

16 - 14 59 15 11 3 - 166 
13 7 l 38 27 3 - - 137 
13 ll 3 59 12 4 1 - 156 
2 9 3 D 28 - - - 96' 
5 7 2 31 .5C 2 - 2 1241 
8 11 l 41 2D 4 - 2 102 I 

11 4 - 51 38 5 4 9 148. 
5 2 2 13 9 1 1 - 110 
3 30 2 10 2D - . 2 - 1651 
5 47 - 38 8 8 - - 151 

14 ll 1 64 26 4 l 4 159 
18 1 5 it() 15 l 1 - 134i 
2D 10 l 35 26 9 l 9 :1 27 7 2 35 23 5 l 22 
25 11 - 21 11 6 - 1 101 1 

12 9 5 50 17 11 3 q 143 
28 3 - J6 27 6 4 f 142 
10 15 6 41 7 6 - - 111 1 

5 10 - 33 21 2 l - 107 

! 
4 - 1 56 36 3 S4 .!.. 165: 

'-
4 28 4 n 25 10 5 2 181•1! 

21 15 11 59 ll 7 3 - 2ltJ I 
11 • 

International 
Ontanizat ions . ... -c • • • ... 

c E c 
0 • ... ... E ... • c: > ... 
z 0 Ill 

Oii > 
'tJ I 0 
Cl ... Oii .. ti I ... ... c 
c c 0 
::i .... z 

10 11 24 
8 8 17 
1 2 2 

12 3 4 
2 2 2 

5 9 4 
ll 8 2 
4 6 12 
7 l 13 
7 3 8 
7 6 6 

7 7 21 
9 l ll 
3 7 9 
3 7 6 
8 5 3 
7 7 5 
3 3 3 
3 3 2 
9 I 6 ') 

3 10 5 
5 3 12 
6 3 1 

10 11 13 
3 4 3 
8 4 9 
9 5 6 
5 3 3 
6 5 12 
5 5 8 
2 4 3 
3 7 1 

I 
4 I 9 4 

11 
' 

7 9 
9 I 7 27 

I 

390 410 95 1627 798 152 97 101 5160: 22J I 192 ! 277 
.l I 

Source: Sysrcm of C0nsul r.at ions Division 

ell 
f.c 

~ a. .... 
u .... 
f.c 
ai: 
< a. 

...l ..l 
< < 
b b 
f.c f.c 

45 234 
D 2IB 
11 155 
19 150 
6 49 

18 149 
23 134 
22 ID 
21 216 
18 213 
19 286 

35 213 
23 174 
19 185 
16 153 
16 in 
19 115 
9 ID 
8 110 

20 168 
18 128 
20 185 
10 161 

,,_ 

34 193 
10 1"4 
21 157 
21 170 
11 118 
23 166 
18 160 
9 120 

11 118 

17 187 
27 211 
43 289 

692 5852 

--



table le; 

IXPERDITURES FOR Tiii SYSTEM OF CORSULTATIORS 1980-1989 
(Thousands of United States dollars) 

No.of actual workin1 Consultants Meetinas Staff Travel 
Year/ months for head- Regular 'Other Total Regular Other Total Regular Other 
biennium quarters prof. staff budget source budget source budget aource 

1980 336.4 41.1 377.4 163.6 300.4 464.0 72.5 90.0 
llli 456.5 208.2 664.7 216.9 177.6 394.5 54.4 16.2 
t980/Sl 480 792.8 249.3 1,042.l 380.5 478.0 858.5 126.9 106.2 

1982 290.l 254.1 544.2 152.3 288.3 440.6 66.5 17.7 
lill 249.l 84.7 333.8 233.6 57.1 290.7 38.l 21.l 
1982/83 450 539.2 338.8 878.0 385.9 345.4 731.3 104.6 38.9 

1984 215.1 65.9 281.0 124.7 49.2 173.9 56.9 15.3 
un 157.2 5.8 163.0 146.7 20.8 167.5 51.5 27.0 
1984/85 492 372.3 71.7 444.0 271.4 70.0 341.4 108.4 42.3 

I 
I 
I 

:1986 136.9 - 136.9 41.2 88.l 129.3 57.3 15.7 
lil.1 109.4 119.3 228.7 134.8 123.0 257.8 45.l 14.0 
1986/87 444 246.3 119.3 365.6 176.0 211.l 387.l 102.4 2?.7 

, 
I 
I 

.1~88 215.3 36.0 251.3 44.7 265,8 310.5 86.6 12.0 
!illi 229.4* 35.0*i 264.4 152.5* 45 .O*• 197.5 72.7* 4. 7*• 
:1988/89 360 444.7 71.0 515.7 197.2 310.8 508.0 159.3 16.7 
I 

i 
\TOTAL (1980-89) 3,245.4 2,826.3 

* Figures based on allotmenta for 1989. 
** Figures based on allotments approved as of April 1989. 

Source: System of Consultations Division 

Ng.!_~: This statement of expenditures ls not audited. 

Total 

J..62 .5 
70.6 

233.l 

84.2 
59.3 

143.5 

72.2 
78.5 

150.7 

73.0 
59.l 

132.l 

98.6 
77.4 

176.0 

835.4 

• 

Bif!Mlum 
grand total 

2,133.7 

1,752.8 

936.l 

884.8 

1,199.7 

6,907.1 

... 
0-

1 
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2. DBFlllITIOll AllD DBSIGll OF '1111 SYSTlll OF CORSULTATIOllS 

2.1 Introcluction 

This chapter seeks to analyze the structure of the Systea of 
Consultations in terms of aandate, objectives, outputs and activities. In 
doing so, it adapts the logical fraaevork structure, used in defining 
technical co-ope~ation projects, to the progr ... e concept. It must be stated, 
however, that this analytical fraaevork has in the past not been applied to 
UIUDO progr .... e-type activities although it appears fully applicable. 

For a comple:e specification of a progr ... e, the following elements (or 
aspects) have to be defined: 

Mandate; 

Development objective(s); 

I1mediate or prograllllle objective(s); 

Problem(s) addressed; 

Outputs; 

Activities; 

Target groups; and 

Inputs (budget). 

Sec•ion 2.2 reviews the various statements made in official documents 
related to the General Con(erences and the Industrial Development Board 
establishing the System of Consultations. Section 2.3 describes subsequent 
modifications as reflected in official reports and UNIDO documentation. 
Section 2.4 develops, on the basis of this, a reconstructed definition of the 
System of Consultations. Section 2.5 analyzes the various meetings, as used 
by the System of Consultations. The chapter is completed (Sections 2.6 and 
2.7) with some conclusions and reconaendations concerning the design and 
definition of the System. 

2.2 Official design 

Mandate (legislative authority under which URIDO has established the System) 

The Mandate of the Systetn of Consultations was defined by the Second 
General Conference of UNIDO in the 'Lima Declaration and Plan of Action on 
Industrial Development and Co-operation': 

Pan 26: "That in order to facilitate the establishment of a new 
international economic order and the achievement of the 
targets set forth in the Declaration on that subject, A 
System of Consultations be establisbed in the United Nation~ 
Industrial Development Organization and other appropriate 
international bodies between developed and developing 
countries." 

This is further specified in the Plan of Action: 

"Urgent consultations, taking into account appropriate 
information with respect to the development of demand and 
supply, availability of production factors and their costs, 

I 
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the possibilities and conditions of in·..estaent sud the 
aYailability of appropriate equip11ent and technologies, with a 
Yiew to facilitating, within a dynaaic context and in accord 
with authorities a•ailable to Governaents, the cedeployaent of 
certain productive capacities existing in de•eloped countries 
and the creation of new industrial facilities in developing 
countries. These consultations should in particular relate to 
ind~tries processing raw aaterials exported by deYeloping 
countries or which consuae vast quantities of energy, and 
should result in concrete proposals for inclusion in the 
developaent progr...es of participating developing countries.• 

Para. 66: •In order to attain the above objectives, UWIDO should not only 
intensify and expand its present operational activities and 
action-oriented studies and research progr ... es in the field of 
industrial develop11ent but should include among its activities 
a system of continuing consultations at global, regional and 
sectoral levels, for the purposes set forth in paragraph 6l(d) 
aboYe. U1'1DO should be prepared to serve as a fonm for 
negotiation of agreaaents in the field of industry between 
developed and developing countries and aaong developing 
countries the11&elves at the request of the countries concerned.• 

The System of Consultations vas established in 1977 on an experiaental 
basis vith!n the mandate as given above. After the first six subsectoral 
(global) Consultations in 1979, URIDO, in a doc1m1ent prep&red for the Third 
General Conference (ID/COBF.4/3, pp. 100-101) concluded that nconsultations 
are providing a global fonm for the assessment of vorld-vide changes in 
Yarious industrial sectors, for the identification of industrial sectors and 
programmes in which investaent can be proaoted, for the consideration of 
alternative technologies, and for providing a context in which technical 
assistanr.e can subsequently be requested/provided.n In its 13th session 
(1979), the IDB reviewed the experience and results and made various 
statements endorsing the vay in which the System bad operated during the 
experiaental period (1977-1979). The IDB at this occasion requested the 
Executive Director to prepare draft rules of procedures for the System. 

In May 1982, as part of the permanent establishment of the System of 
Consultations, guideliaes for the System were approved by the Industrial 
Development Board in its 16th session that continue to be valid (Pl/84). 
Part I of these guidelines was entitled 'Principles, objectives and 
characteristics'. 

An analysis of this docaaent reveals that the list of 24 statements given 
under this heading describes: 

What the System is: 

"- An instrment through which UJUDO is to serve as a forum for 
developed and developing countries in their contacts and 
consultations directed towards the industrialization of developing 
countries; 

A framework for identifying problems associated with the 
industrialization of developing eountries." 
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Some characteristics and prin:iples: 

•- Shall relate to cooperation between de•-loped ancl deYeloping 
coUDtries and among deYeloping coUDtries theaselves; 

Vould per11it negotiatioaus UIM)QI interested parties at their request, 
at the saae tiae or after consu~tations; 

the formulation of solutions to the problems addressed in the process 
of consultations shall take acco1Dlt of the ezperience in industrial 
deYelopaent of coUDtries vith different social and econoaic systeas; 

Shall operate at fogr levels: global, re~ional, interregional, 
sectoral; 

Shall .,. open to participants froa all countries; 

Shall make full use of the resources and ezperience available within 
the Secretariat and contribu:e effectiYely to UlllDO's other 
acthities; 

Shall be used to llOld~or trer.ds in world industry; 

UlllDO shall ensure ~t oth~r Oii erganizations participate in and 
contribute to the S:rstea of Comndtations; 

UllIDO .. Y co-sponsor a consultation with another Ull or 
intergovern11ental organization; 

Participants of each aer.ber country should include officials of 
governaent as well as representatives of industry, labour, conswaer 
groups and othrrs, as deemed appropriate by each governaent." 

Types of issues that the four levels of consultations aay cover: 

"- Consultations at the global level aay cover in particular: 

(a) Issues related to the prOllOtion and acceleration of the 
industrialization of developing countries as well as to the 
development of industrial co-operation of all countries; 

(b) Topics that are c01111on to a number of in~ustrial sectors. 

These Consultations shall, taking into account, inter alia, the 
positive aspects of current practices in international industrial 
co-operation, formulate proposals for closer collaboration in the 
field of industry between developed and developing countries and 
aaong developing coUDtries the11aelves, due attention being paid to 
all interests involved and the imperative need of developing 
countries for the acceleration of their industrialization; 

Consultations at the regional level should be held at the request of 
the States concerned and may cover in particular: 

(ft) Problems primarily related to the industrial developmr~t of the 
region; 

(b) Any industrial topic or industrial sector relevant to the region; 
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(~) Any lndustria! topic or industrial sector on vhidl vorld-vld~ 
consultstio113 hav~ been held, in order to facilitate the 
implementation at the regional leYel of any rele•4&1lt 
rec01111endations. 

Consultations at the interregional leYel should be held at the 
request of the States concerned, and aay coYer in particular, current 
and future industrial co-operation between any tvo or aore regions in 
relation to any industrial topic or sector; 

Consultations at the sectoral level aay cover in particular: 

(a) Changing patterns in the sector; 

(b) The vays and aeans through vhich a substantial ll!ld effect~ve 
contribution can be .. de to the industrialization of developing 
countries and to the achieveaent of the objectives and targets 
set out in the International Developaent Strategy for the Third 
United Rations Developaent Decade as vell as in the Liaa 
D~claration and Plan of Action; 

(c) Elaboration of rec01111endations for action at national, regional, 
interregional and vorld-vide levels." 

And other selected issues: 

Expenses of the Systea of Consultations; 

Choice of sectors and topics; 

Preparation and identification of issues to be considered; 

Date, place and duration of consultation aeetings; 

Invitations of other international and intergovernmental or 
non-governmental orianizations. 

Only soae of the statements could be seen as defining objectives of the 
Systea of Consultations, and these are very liaited and indirect. It is 
stated that the System of Consultations is a framework for 

"- Identifying problems associated with the industrialization of 
developing countries from a policy, econoaic, financial, social and 
technical point of view; 

Considering ways and aeans to acce~erate their industrialization; and 

Contributing to closer industrial co-operation aaong member 
countries." 

and that "the System of Consultations shall 

Seek action-oriented measures towards increasing the share of 
developing countries in world industrial production and creating new 
industrial facilities in, developing countries." 

These statements, while ind· 'eating in general terms some of the things 
the System of Consultations will 'do, are too unspecific to be acceptable as 
"immediate objectiv~s". Terms u:ke "being a framework for identifying 
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pro~teas•, •coo~iderinr ways and aeansa and •contributing to closer industrial 
co-o.,.ration• as veil as •seek action-oriented aeasures" cannct be considered 
satisfactory statements of what is expected to cban&e as • result of the 
activities of the Systea ~f Consultations (objectives). 

Foraally, the above c~~·•nucs to be the only approved definition of the 
Systea of Consultations. 

2.3 llodlflcailoas !!!I fgrt:lt.~r apeelflcatlons 

Implicitly the Systea of Consultations has vorked out its objectives 
beyond the stateaents discussed above. In 3 brochure •systea of Consultati~ns 
- a partnership for progress through international industrial co-operation•, 
issued when UlllDO becaae a specialized agency (Deceaber 1985), the secretariat 
gives the following objectives: 

•- To assess vorld-vide changes in industrial sectors; 

To identify industrial sectors and projects in which investaent can 
be promoted; 

To consider alternative technologies; 

To rec0111aend desirable policy changes at national and enterprise 
levels; 

To prOllOte direct negotiations aaong interested parties during, after 
and between Consultations; 

Tc foster a better understand!~ of present and future industrial 
trends in terms of production, raw materials, finance, training and 
energy requireaents; 

To create a context in which URID0°s technical assistance can 
subsequently be provided." 

In document URIDO/GC.2/11 °Tbe System of Consultations - basic premises 
and a ~view of two-year activities' prepared for the General Conference in 
BangkoK (September 1987), the secretariat gives the following set of 
objectives: 

"(a) To seek action-oriented aeasures towtrds increasing the share of 
developing countries in world industrial production and creating new 
industrial facilities in developing countries, thus contributing to 
a sound industrial base; 

(b) To serve as a forum, bringing together the parties concerned in 
developed and developing c~untries in order, firstly, to create a 
better underslanding on the part of the developed countries of the 
objectives and aspirations of developing countries and, secondly, to 
proaa~te awareness on the pert of the developing countries of the 
need for structural adjustment of their industrial sectors to cope 
with external pressures; 

(c) To formulate policies to overcome the constraints on the 
industrialization process as identified in particular developing 
countries and regions; 



- 22 -

(d) To identify opportlDlities fer t~cbn~lugy transfer ~ad technical 
assistance progr ... es. As such, the Systea is involved in looking 
at concrete problems facing specifie sectors or subsectors in 
specific regions or subre@ions and, in de~~ so, it is automatically 
involvf"f! in the tecbn~logical aspects of industrialization. Efforts 
arz directed towards deteraining possibilities for developing new 
tech.~o!ogical alternatives that are aore adequate for developing 
co1Dlt:i~s, !udicating the advantages and disad•antages of the 
technological options open for developing co1Dltries; 

(e) To identify progr ... es for hUll&ll resources development to increase 
the capabilities of developing colDltries in aasteri~ the 
tecbn~logical coaplexities related to their industrial structure in 
general and to their specif!c sectors in particular; 

(f) In close co-operation with Governaents of developing countries, to 
proaote dynaaic inter-industry linkages and strategies of transition 
towards sustained industrial develoP11ent through the effective 
planning of tt.e urket, forward and backward linkages and basic 
research and technologies; 

(g) To identify and proaote projects for iapleaentation in selected 
industrial sectors; 

(h) To aonitor trends in world industry so that problems anticipated by 
developing countries in relation to their industrialization process 
aay be prevented while those detected aay be dealt with as they 
emerge." 

And in docuaent PBC.4/3 (May 1988) dealing with the medium-term plan 
(1990-1995), the secretari~t provides the following statement for objectives: 

"Obiectives 

58. The objectives of the System of Consultations are to contribu~e to 
(a) defining major issues and areas that represent constraints on the 
industrial developaent process in developing countries; (b) formulating 
and co-ordinating policies to overcome these constraints; (c) identifying 
opportunities for investment promotion, technology transfer and 
development and technical assistance prograJ11Des through effective 
international industrial co-operation; anj (d) initiating and promoting 
action-oriented programmes and projects for implementation in selected 
industrial sectors; and (e) providing developing countries with 
guidelines on the development of specific sectors. The subprogramme thus 
c~nstitutes an important mechanism for evolving forward-looking policies 
for the operation of URIDO as well as for ensuring a convergence of 
interest among the major actors of industrialization - governments, 
industry, labour an~ consumers." 

A development similar to the one outlined above can be seen in the 
statements from the member states. The Infonnal Working Group in 1985 
(IDB/349) states that "the most important aims and objectives of the System of 
Consultations relate to the identification of opportunities for technical 
co-operation in the field of industry between member states, the promotion of 
policy decisions that would help to convert those opportunities into specifit 
measures of industrialization in the developing countries, the enhancement of 
acceptability as well as desirability of co-operation among potential 

I 
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partners, the iaproveaent of delivery and effectiveness cf URIDO's technical 
assistance and the creation of nev industrial enterprises and the amelioration 
of existing ones in developing countries." 

And the African Ministers of Industry in October 1987, in preparation for 
the Second General Conference of URIDO, in the African memorandum (GC.2/IP.F.4 
Annex) state that 

"URIDO's System of Consultations needs to be more action-oriented in 
order to increase its capability to contri~ute effectively to Africa's 
industrialization efforts. In this regard, the consultations should 
inter alia: 

(iii) 

(vi) 

Give greater emphasis to such aspects of consultation as 
investment promotion and technical assistance. 

Adopt concrete proposals during consultation meetings, as well as 
fellow-up actions at various levels, including concerned 
Governaents in developed and developing countries, entrepreneurs 
and development institutions, particularly URIDO." 

The Industrial Development Board has not really made any decisions 
affecting details of the prograame design other than the selection of topics 
and the approval of inputs (budgets). 

Summary of the evolu~ion 

The original mandate for the SystP.lll of Consultations as dP~ined in 1975 
by the Second General Conference of URIDO - the 'Lima Declaration' - had a 
clear political focus in that it was to facilitate negotiations of agreements 
between Governments or redeployment of productive capacities and establish!'lent 
of new ones. 

Already the statements made after the experimental period and certainly 
the official definition approve~ ~n 1982 show a more realistic view 
emphasizing a more cpecific technical role for the System in terms of 
analyzing problems of industrialization, considering ways and means to 
accelerate industrial development, seeking action-oriented measures ••• and 
contributing to closer industrial co-operation between member countries. The 
System ir. no longer seen as a forum to negotiate agreements between 
Governments. 

The lat~: statements, while largely in accordance with the 1982 
definition, show some further minor shifts. Increasingly, the term 
"Governments" is replaced by "interested parties", thereby increasing the role 
given to enterprise-level contacts and activities. Increasingly also, the 
coverage of the System of Consultations is widened and specified to 
specifically include issues like relevant country policies, technol~gy 
transfer, technical assistance, human resource develo~ment and investment 
opportunities. The System is also, in these statements, given a bigger role 
as a contributing mechanism to UNIDO subsectoral p~licy-making. 
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2.4 A reconstructed defipitiop 

It is essential that the •system of Consultations• is understood to be 
110re than only the actual consultation aeeting. It should be seen as an 
ongoing prucess including expert group aeetings and seminars, studies carried 
out, guidelines and option papers prepared, as vell as all the preparatory and 
follow-up work undertaken by the UKIDO System of Consultations Division (and 
predecessors) and other U1'1DO organizational units contributing to the 
System. Based on the various definitions given in Sections 2.2 and 2.3 and 
constructing the definitions for outputs and activities, the following logical 
structure can be defined: 
(Rote: this is not a new definition proposed, but a rearrangement of the 
various existing Board and secretariat definitions.) 

Malldete (legislative authority under which UKIDO has established the System) 

This remains 1Dlchanged: "That in order to facilitate the establishment 
of a new international econ011ic order and the achievement of the targets 
set forth in the DeclaratJon on that subject, a System of Consultations 
be established in the United Rations Industrial Development Organization 
and other appropriate international bodies between developed and 
developi~ countries.• 

Development obiective (global target that the System of Consultations should 
contribute to) 

Expansion of industrial production in developing countries. 

Progr•gpe igpediate obiectiveCsl (changes that are expected as a direct result 
of the System of Consultations' activities and outputs) 

(i) A better understanding on the part of deveioped countries of the 
objectives and aspirations of developing countries and the rolP. they can play 
in achieving these objectives; 

(ii) Increased awareness on the part of developing countries of the 
obstacles and critical issues encountered in and the need for structural 
adjustment of their industrial subsectors; 

(iii) Introduction of policies to overcome constraints on the 
industrializatlon process in dtveloping countries; 

(iv) Action-oriented aeasure~ (technological, managerial, marketing, 
financial) taken by developing countries to increase industrial production 
based on priorities, strategies - ...i needs, as outlined by consultation 
meetings; 

(v) Contacts established or negotiations initiated between relevant 
parties (Government, companies, financing institut~ons, consultants, 
international organizations, etc.) concerning technology trans~er and 
investment agreements or other co-operation ~rrangements; 

(vi) Technical co-operation requirements identified and activities 
started. 

This set of objectives can be broken down into three distinct groups~ 

Policy level objectives Ci, ii and iii); 

Techni~al/economic/social objectives (iv and v); 

Technical co-operation related objective (vi). 
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Problems addressed 

This issue is not specifically defined in any of the documents 
discussed. However, from the statements ~f objectives and outputs, one can 
conclude tha• ~he problems addressed by the System of Consultations are: 

Inadequate knowledge and understanding on the part of developing 
and developed countries of the industrialization problems, 
opportunities and o~jectives; 

Lack of structur~d and focussed opportunities for contacts between 
developed and dev~loping countries on specific topics related to 
the industrial development of the latter. 

Qutouts (tangible products er results produced by the progra111De) 

Preparatory to meetings 
Reports of studies and surveys thac analyse industrial subsectors (or 
topics), that monitor global trends in the subsector and assess 
world-wide changes in terms of production, markets, raw materials, 
finance, manpower and energy requirements; 

Problems and opportunities, obstacles and critical issues at the 
subsector level identified; 

Strategies and measures to accelerate industrial development in the 
subsector including policies and strategies identified; 

Policy changes/new policy options formulated and recoamended. 

At consultation meetings 
Contacts established/negotiations started between developing and 
developed countries, on investaent and technical co-operation 
opportunities, on government-to-government level, between governments 
and industry, as well as industry to industry directly. 

Decisions/statements/recoamendations on issues, policies. 

Programme of action (follow-up) for Governments, UNIDO and other 
international organizations. 

As follow-up 
Manuals, checklists, guidelines on technical and economic aspects of 
industrial development in the subsectors concerned; 

Technology alternatives (e.g. mini fertilizer plant) described and 
analyzed in technical and/or economic aspects; 

Guidelines on aubsector development; 

Model contracts or guidelines for contractual arrangements for use in 
technology transfer activities in the subsector; 

Seminars for dissemination of information, technology options, 
strategy options, etc.; 

Identified investment opportunities; 
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Identified h1m1an resources development progra1aes (needs); 

Tecb!lical co-operati~n requirements identified, projects and 
prograll8es formulated. 

Parallel to the above process 
(Sub)sectoral position/policy papers and statements for UlfIDO. 

Activities (all tasks to be 1Dldertaken to produce the outputs) 

Preparatcry to con&ultations 
Select subsectors or topics; 

Analyze existing information; 

Undertake subsector/topic surveys; 

"onitor vorld-vide trends in the st•bsector concerned; 

Organize expert gcoup aeetings to identify key problems in the 
subsector and generate issues for further study and/or discussion at 
consultation meetings; 

Prepare background papers on the subsector; 

Organize preparatory meetings to select issues; 

Formulate issues; 

Prepare issue papers. 

At consultation meetings 
Organize consultation meeting; 

Promote interaction between partie~ at meeting; 

Prepare report. 

As follow-up 
Organize expert group meetings; 

Carry out studies; 

Prepare and implement dissemination seminars; 

Develop guidelines/m~del contracts/technology information; 

Initiate training programmes/technical co-operation projects ,and 
programmes. 

Inputs (all resources required for the activities o,f the programme) 

As defined by budgets approved by IDB. Inputs, include: 

Regular UNIDO resour~es (staff, logistics,, etc.), als? those, 
resources provided by other urd ts of UNI DO; 

External expe~ts and related costs; 
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Cost of meetings including cost of trav~l and per diem of some 
participants; 

Host country funds for organizing ~eetings. 

Target groups ("end-users" for whose benefit the progr ... e is operating) 

Participants in the consultation meetings are given in PI/84: 
"Participants of each member colDltry should include officials of GoverDllents 
as well as representatives of industry, labour, consumer groups and others, as 
deemed appropriate by each Government". The brochure 'The System of 
Consultations - a rartnership for progress through international co-operation' 
(December 1985) specifies the beneficiaries as follows: 

Governments; 

Industrialists from private and public sector; 

Technical experts; 

Trade and labour unions; 

Investors; 

Consumer groups; 

International, regional, governmental and non-governmental 
organizations. 

The System, intended to contribute to industrialization in developing 
countries, obviously has all the actors (stakeholders) in industry as target 
groups. 

2.5 Meetin&s 

As the various meetings form an important part of the aetivities of the 
System of Consultations, a more detailed discussion is warranted here. This 
discussion is also important to clarify the ~arious •instruments' used b7 the 
System and to facilitate a discussion on findings, conclusions and 
recommendations. 

Official documentation 

The description of the System (PI/84) states that full consultation 
meetings can be held at four levels: 

Global 
Regional 
Interregional 
Sectoral 

and defines the typP.s of s~bjects that should be covered by each of these (see 
Section 2.2 above). Detailed rules of procedure are given for these 
consultation meetings. 

In addition, two other types of meetings are mentioned, but not defined 
in any detail as to tn~ir ~urpose, participation, etc.: 

Preparatory meetings; 

"Discussion among experts selected by the Executive Director". 
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These meetings are organized to prepare for each consultation and to help 
identify and select the issues to be considered. 

The official docUlllentation did not define hov aany and vhat types of 
~eetings are required, in what sequence they should be held, what type of 
preparation is required, etc. Bovever, in IDB/2, decision 13, the Board in 
1987 

"agreed that in the preparation of each of the global and inter-regional 
consultations up to three regional preparatory aeetings should be held as 
well as a global preparatory meeting to exaaine probleas and foraulate 
issues to be discussed at the consultation within the financial resources 
available". 

Actual use of meetings 

In the System of Consultations over the years a large number of different 
aeetings have been held under different names, in different phases of the 
consultation process and with different objectives. In these meetings 
normally three main separate groups participate: 

Developing countries (official delegations or interested 
persons/officials from developing countries) 

Developed countries (official delegations or interested 
persons/officials from developed countries) 

The UBIDO Secretariat. 

Meetings are essentially organized to exchange information and/or to have 
discussions between the various participants, as well as to vote or reAch 
agreement on discussion issues. 

Based on the aide-memoires prepared for these meetings and resulting 
reports, as veil as discussions in the course of this evaluation, a typology 
is proposed, using three dimensions: 

Purpose of the meeting 

Subject(s) of the meetin~ 

Type of meeting by participation 

pyrpose of the meeting 

In the context of the System of Consultations, meetings can be organized 
for the following purposes: 

Contac~s and negotiations between developing and developed countries, 
with the secretariat a rather passive organizer ("provide a forum"); 

Developing and/or developed countries providing information/their 
positions on issues to the secretariat; 

Developing and developed countries reacting to/discussing/approving/ 
choosing from secretariat proposals, plans, programmes, etc.; 

The secretariat p~esenting information/strategy and policy options to 
developing and developed countries. 
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Types of issues being discussed at the meeting 

At the same tiae, the subject of the exchange of information at a aeeting 
can be at different levels: 

International econ211ics/political issues (global supply-demand, trade 
and trade policies, co-operation with and between regional groups, 
etc.); 

Rational policies and infrastructure issues (aanpower, pricing 
policies, support services, financing issues, etc.); 

Technical/technological issues (different tecbnologi!s/scales, 
specific technical problems, repair and maintenance, polution 
control. etc.); 

Micro-economic/management/marketing/feasibility issues. 

Type of meeting ht participation 

It would seem that there are essentially three types of meetings in the 
System of Consultations: 

Consultation meetings (global, regional, interregional or sectoral) 

All Governments are invited to participate with official 
delegations. 

Preparatory meetings (global, regional, interregional or sectoral) 

A number (20-30) of selected developing and developed countries 
are invited to participate with participants selected "by 
Governments or proposed by UNIDO in their individual capacity". 

Expert group meeting 

The secretariat selects and invites a limited number of 
recognized experts in their private capacity. 

It is evident that there should be a close relation between the purpose 
of the meeting and the type of issues to be discussed, on the one hand, and 
the type of participants (and, therefore, type of meeting) needed in order to 
be able to discuss these issues, on the other hand. 

A few conclusions can easily be reached here: 

Full consultation meetings with their many official delegations 
cannot be used to develop plans and programmes, nor discuss detailed 
technical issues. They are best at the third purpose, i.e. reacting 
to/discussing/approving/choosing from proposals, plans, progranunes, 
etc. prepared in advance; 

Technical/technological iss11es as well as micro-economic, management/ 
marketing issues require related experts for discussions, formulation 
of issues, as well as options, strategies, guidelin_s, etc. in a 
relatively informal and small forum-type meeting; ' 
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When the System of Consultations was established it clearly was the 
intention that the consultation aeetings would largely serve the first 
purpose. Preparatory meetings as veil as expert group aeetings vould serve to 
prepare for the consultations. This would include collection of information 
and positions, selection of issues, etc. (the second purpose). In subsequent 
analysis - Chapters 3 and 4 - it will be argued that consultation meetings 
should be aiming at the third and fourth purposes. 

2.6 Conclusions for the deslcn 

The aandate for the System of Consultations was defined in 1975 by 
the 'Lilla Declaration and Plan of Action' and has since not been 
reviewed; 

The System of Consultations has been defined by the Board most 
completely in 1982. Separate reports and Board statements have added 
to this or clarified it. At this occasion, the Board also endorsed 
the way !n which the System of Consultations had operated froom 1977 
to 1980. However, the total of these "design" elements, even after 
careful analysis and reconstruction, does not satisfy today·~ 
standards for p~ograane definition. Major areas need clarification 
and redefinition; 

Overall, the "design" of the Systo of Consultations could also 
benefit from an update, to adapt it to changed priorities and 
policies. Section 2.4 provides a first proposal for such an updated 
and revised design; 

The System of Consultations in its work uses a number of tools, 
including full consultation meetings, preparatory meetings and expert 
group meetings. The purposes of these different meetings, subjects 
discussed and participation in the meetings need clarification and a 
more systematic application in the overall System. Relevant 
recommendations are made in Chapter 4; 

Different groups of "end-users" and "target audiences" for 
consultation results need to be identified and recognized as 
different and separate interests. This means that they need to te 
addressed in more tailor-made ways (e.g. policy/macro issues more to 
Governments and technology/market issues to industry); 

A number of issue1 identified by the evaluation as important are not 
adequately defined by the existing documentation and design. These 
issues, addressed in Chapter 3 and 4, include: 

Extent of UNirO "guidance" in the overall process; 

Methods/tools ~~ be used i~ the pr~paration phase (preparatory 
and expert group mee~!~g}; 

Type of issues to be discussed; 

Extent of and ways in which to follow up meetings and decisions. 

2.7 Rec9111endations for the design 

The IDB may wish to review the mandate for the System of 
Consultations to bring it up to date and in line with the UNIDO 
Constitution (Chapter 1, article 2f); 
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'Ibe overall de~ign and definition of the Systea of Consultations 
should be revised along the lines presented in this chapter. 'Ibis 
may also entail a revision of the doc~ent Pl/84; 

In the future. all aeetings should be clearly defined vith respect to 
the type of aeeting. its purpose. subjects and required type of 
participants. 
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3.1 General 

The Systea of Consultations is in a state of transition. Early 
consultatior.s vere planned and conducted to analyze deTeloping countries' 
industrialization problems vith a Tiev tovard increasing the deTel~ping 
countries' share in vorld industrial production through redeployaent and the 
creation of nev industrial facilities, thereby contributing to a •ev 
International Econoalc Order. 

Confrontations vere not unmnaal vhen the Systea vas trying to identify 
what obligations and responsibilities deTeloped countries haTe toward the 
deTeloping countries, especially vhen the transfer and/or creation of 
competing production capacities vere being considered. 

The present econoalc enTiro.-ent, char,cterized by external shocks (high 
interest rates, instability of exchange rates, large fluctuations in cOll90dity 
prices, trade restrictions and st&-ong campetitiOI? of nevly industrialized 
countries), and the effect of past internal policies haTe -de it aore 
difficult for the -jority of de•eloping countries to industrialize than in 
the aid-1970's. Such an enTironment has gradually brought about a change of 
perception and expectation of what the Systea of Consultations could and 
should achie•e. De•eloped and de.eloping countries alike DOV tend to vant the 
Systea to study and focus on industrial deTelopaent probleas ic specific 
aubsectors/topics and for UIUDO to pro•ide leadership and guidance on hov the 
de•eloped and de•eloping countries can vork together to solTe thea. 

Froa the current eTaluation study, i~ which a large nuaber of 
consultation aeeting participants and end-users vere contacted (see Section 
1.5 for details), there appears to be a consensus of opinion that this could 
be best accoaplished through aubsectoral and COllllOn-topic industrial 
development progr-es. UlllDO is seen as a potential "lead agency" uniquely 
in a position to identify, negotiate, co-ordinate, partially iaplement and 
generally act as an international focal point for such progr ... es. It should 
be noted that, according to the Li- Declaration and Plan of Action, a System 
of Consultations vas to be established "in URIDO and other appropriate 
international bodies" (see Section 2.2). Rovever, only URIDO has undertaken 
appropriate action. 

The lnforaal Working Group of representatives of aeaber States, foraed in 
1914 for reviewing and appraising the Systea of Consultations, concluded in 
1985 that the Systea - as a nev aodality to proaote international co-operation 
- needs to develop through a process of gradual evolution. The current study 
confirms a n111ber of findings of the Inforaal Working Group vith respect to 
the iaportance and relevance of the System of Consultations. The System is 
seen as a valuable tool for: 

"(a) Associaticn of the world of industry vith the aims and objectives of 
URIDO; 

(b) Contacts and consultations among potential partners concerning 
industrial co-operation; 

(c) Identification of problems and possibilities for industrialization; 
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(d) Better assessaent of the international context enabling developing 
countries to take aore inforaed decisions about industrialization in 
the sectors considered; 

(e) Creation, vben appropriate, of nev tools, concepts and policies 
related to industrialization; 

(f) Identification of opportlDlities for technical co-operation aaong 
meaber states; and 

(g) Generation, collection and disseaination of assessed information on 
problems of industrialization, as veil a~ on the options through 
which these problems aight be resolved.• 

The Systea of Consultations is also considered a potentially important 
aechanisa for facilitating the identification and integration of UBIDO's 
activities in industrial studies, technical co-operation, investaent 
pr0110tion, transfer of technology and industrial information. This pc,tential 
has not yet been appropriately utilized. 

The consultations on leather and leather products industry (which are 
examined in detail in Annex II) provide concrete eviden~e that significant 
progress can be aade in the fraaework of the Systea of Consultations, 
particularly in the area of technical co-operation, and that a number 01 

progr ... e objectives can be or are being achieved. A review of some other 
subsectoral consultations (pharmaceuticals, for example) also indicates that 
notable results can be produced (see Section 3.10). The System of 
Consultations Division has devoted considarable effort to follow-up the recent 
second consultation on industrial training with some encouraging results (see 
Annex III). However, observed from the outside, the Systea of Consult~tions 
generally appears to be too meeting-oriented, i.e. constituted by a series of 
aeetings (global or regional consultations) spaced by the preparation of 
background papers and the holding of preparatory meetings. For the System to 
be aore effective in terms of developing :laplementable programmes and measures 
- as fores~en in the mediun-t~rm orientation and strategy - considerable 
improvements in preparation and organization of consultation meetings, as well 
as in the follow-up phase, are required. 

This chapter highlights the weaknesses in programme implementation in 
order to set the stage for recoanendations aimed at enabling the System of 
Consultations to fully realize its potential. In the opinion of the 
evaluators, the shortcomings elaborated in the following sections are not 
insurmolDltable and could be overcome with measures suggested in Chapter 4 -
Rec0111endations. The first three sections deal with subjects which span the 
whole consultation process (UBIDO in-house co-operation, UR agency 
co-operation, technical panels of experts), while the other sections deal with 
phases of the consultation process in chronological order (selection of 
topics, preparations, attendance at meetings, conduct of meetings, follow-up, 
results produced). The last section discusses reporting and internal 
evaluation. 

3.2 UllPO in-house co-operation 

In-house co-operation in UNIDO has varied but, by and large, cannot be 
considered satisfactory and needs considerable improvements and new 
mechanisms. In a number of cases (leather, pharmaceuticals, wood, second 
consultation on training, iron and steel), involvement of organizational units 
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outside the Systea of Consultations Division - priaarily Departaent of 
Industrial Operations (DIO) - has been considerable; hovever, in aost cases, 
an effective aobilization of other parts of UIUDO vith potential contributions 
to in the consultation process has not taken place. 

Task forces in support of the Syste11 of Consultations, which vere set up 
in 1976 for early consultations and restructured in 1980 and 1983, are 
currently not operative or have withered avay. In aany cases, their 
aeabership was too numerous and their operation ineffective. Rot all of the 
participants had specialized Jcnovledge to offer on the relevant subject. In 
recent years, in-house co-operation has been organized on an ad hoc basis and 
is dependent on personal relationships rather than structur£d arrangeaents. 
The involve11ent of organizational units outside the Syste11 of Consultations 
Division has usually been liaited to attendance at a consultation aeeting or 
limited activities in the follow-up related to technical assistance. 

The far froa optiaal in-house co-operati~n in the consultation process 
cannot be attributed exclusively to the Systea of Consultations Division 
working on its ovn; there have been 11 nuaber of exaaples of lack of 
co-operation froa other organizational parts of UIIDO, even when such 
co-operation was requested and urged by the Systea of Consultations Division. 
In these cases, the lack of co-operation can be explained by the inability of 
other 1Dlits to identify direct short-tera benefits for themselves fr0111 the 
consultation process and the perception that other duties deserved priority. 
Overall, the influence of the Systea of Consultations activities on the 
foraulation of a UIUDO-wide strategy or approach in a given subsector or 
c01mOn topic has been low. In some consultations in the past tvo years, the 
willingness of the Systea of Consultations Division to aobilize more 
co-operation from other parts of URIDO is noticeable. 

The Systea of Consultations as a vhole has also not been able to make 
full use of existing in-house knowledge, expertise and experience, in 
particular where the preparation of the various meetings is concerned. Most 
of the contrib~tions from outside the System of Consultations Division came 
from the Depa· .. !\ent of Industrial Operations (and partly from the former 
Division of In~ustrial Studies - Sectoral Studies Branch). A necessary 
condition for success in in-house co-operation is the capacity of the relevant 
officer in the System of Consultations Division to conceptualize subsectoral 
issues and his ability to mobilize teamvork and co-operation. In those cases 
vhere organizational units from DIO were mobilized to take an active role in 
the preparatory phases for a consultation, i.e. when DIO activities related to 
the consultation were integrated with their other activities, consultation 
aeetings were better prepared and could result in more action-oriented 
rec01Dendations and follow-up (consultations on le~ther being an example). 

3.3 Co-operation vith otber QI orgaaizttions 

In subjects where co-operation of other UR agencies was called for, URIDO 
has made efforts to invite and involve such agencies to the extent possible. 
In some cases (leather, training II, pharmaceuticals), the co-operation was 
satisfactory and sometimes included co-sponsorship of meetings and joint 
follow-up action. Significant joint achievements have been made with FAO in 
leather consultations; a list of essential drugs to be produced in developing 
countries was dravn up jointly with WHO (First Consultation on 
Pharmaceuticals). However, in most cases (even vhen co-sponsorship took 
place), the attitude of the co-operating agency tended to be rather passive, 
with limited participation at the consultation meeting and no contribution in 
the preparation of follow-up. This may partly be caused by other organizatio~s 
seeing few potential benefits from co-operation. ' 
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For effecti•e co-operation vith other agencies, agreaent on .. in issues 
to be discussed at aeetings is essential. In one case, there vas a 
contro•ersy and di•ergence between UlllDO and the other agency (VRO in the 
third consultation on pharaaceuticals), which took up an excessi•• aaount of 
tiae at the consultation aeeting. 

The potential for greater co-operation vith other agencies, for exaaple 
vith UllCBS (Habitat) in the consultation on building aaterials or ILO in the 
follov-up to training consvltations, is significant. Contacts and discussions 
vith Ull organizations ha•e recently been intensified. 

3.4 Pgels of QMrts 

Use has been aade of outside experts for the purpose of adYising or 
providing guidance to the Secretariat in iaple.enting the consultation process 
in a nUllber of sectoral consult&tions in different ways, e.g. a standing or 
pemnent panel in leather, ad hoc or one-tiae panels in phamceuticals. The 
positive experieitce vith the Leather &?Id Leather Products Industry Panel (see 
Annex II), which has operated as an adTisory or steering body, aeeting at 
regular intervals o•er a long period, gradually changing its aeabership over 
tiae, indicates that such bodies can haYe an iaportant role in selecting the 
aost releYant issues for consideration at aeetings, invol•ing different 
regions in a balancef Jay, aobilizing industry participation, increasing 
inter-agency co-operation, positiTely influencing the conduct of aeetings and 
organizing effecti•e follov-up. The panel has over tiae developed into an 
advisory body for all UlllDO activities in the leather sector. 

In 110st consultations, however, there has been no such systematic or 
~xtensive use of outside expertise. In aost cases, outside experts were used 
only for the preparation of issue papers and the conduct of studies. 

3.5 Selection of topics 

The criteria originally adopted by the IDB for the selection of subjec:s 
or topics for consultations were very broad (for example, "keep to sectors 
that were likely to provide the greatest benefit to the greatest number of 
developing countries and to the greatest number of people in those countries" 
or "very broad topics could hardly achieve the necessary results, for the 
subsectors were too diversified" (ID/B/329, 15 March 1984)). Up to 1988, the 
practice was that the IDB would approve a bienniua prograane based on a 
proposal submitted by the System of Consultations Division (or its 
predecessor, the Begotiations Branch). In 1983, the 17th Session of the IDB 
limited the number of consultations in any biennium to six. 

In line with recoanendations of the Information Working Group in 1985, 
the biennilml progr .... e for the System of Consultations is submitte~ to and 
approved by the IDB more than two years in advance (e.g., in 1989 :or the 
biennillD 1992-93). However, a degree of flexibility exists, as demonstrated 
by the recent substitution of the consultation on human resources development 
with the more urgent regional consultation on rehabilitation/restructuring in 
Africa only one year ahead of the 1990-91 biennium. In 1989, the System of 
Consultations Division for the first time held advance discussions with 
representatives of member States on possible topics for the 1992-1993 biennium 
before prepa~ing the proposal to the TDR. 

The current selection of topics seems to be more closely tied to the 
UNIDO medium-term plan and the recent orientation of the System of 
Consultations toward more regional meetings and consultations. However, in 
the selection process as well there is insufficient in-house co-operation. 
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The experience vith past consultations, as vell as reactions of aost 
participants contacted in this study, tends to favour v~rtical (subsectoral) 
consultations over horizontal (cOlllaOn-topic) ones. While the iaportance of 
considering COlllaOn topics such as industrial training or rehabilitation is 
recognized, it appears that subsectoral consultations lend the11Selves to aore 
specific and action-oriented discussions and follow-up. 

3.6 Preparations 

The consultation process has generally followed the sequence of 
activities described below (although not all steps have been carried out to 
the saae extent in all consultations): 

(1) A series of general, survey-type studies is undertaken, including 

A general description of the subsector/topic; 
Global data collection and analysis on ~upply and demand, trade 
patterns, rav aaterial situation, aarkets, etc.; 
A survey of technologies used and related problems, as vell as 
any other relevant subjects in the subsector; 
A study of typical country situations in various regions. 

(2) An inventory of global, regional and country-level opportunities, 
problems, industry needs, bottlenecks, etc. is aade, based both on 
the above studies, as vell as on inputs froa experts on the subject 
froa various regions concerned; 

(3) A fev "issues" are selected based on their relative importance and 
relevance to industrial development. A group of experts has 
normally assisted URIDO in this selection; 

(4) Several regional and a global preparatory meeting with selected 
participants (Government-nominated and/or URIDO-invited) are used to 
identify and refine the issues to be discussed at a consultation 
meeting and/or endorse the selected issues; 

(5) The selected issues are studied in detail, papers are prepared 
describing each issue and its background, as well as, where 
applicable, alternative choices on solutions of problems, 
strategies, etc. For finaliziLg the issue papers, again the group 
o~ experts may be used; 

(6) The issues are discussed in a full consultation meeting and 
conclusions and reco .. endations are formulated and approved by the 
meeting; 

(7) Rec011111endations aimed at URIDO are ac~ed upon. These may include 
reco .. endations dealing with a continuation of the consultation 
process, studies required, progrannes and projects to be developed 
and implemented, etc.; 

(8) Rec011111endations aimed at Governments, other international 
organizat!ons and industry are recorded and distributed through the 
report of the Consultation with no further UNIDO action undertaken; 

(9) Where the reconunendations to UNIDO included the organization of a 
subsequent Consultation, an indication of issues to be discussed 
there may have been included. The above process will then restart. 

• 
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Activities 1-5 coaprise the preparation phase and are discussed in this 
section. Activities 6-9 are treated in sections 5.8 and 5.9. 

Within the preparatory phase, attention 1111st be drawn to certain elements 
which appear to reduce the efficiency and effectiveness of the consultation 
process. These have been identified by a significant nuaber of participants 
contacted during the evaluation study, and include: 

(a) The length of the preparation process 

In aost cases several regional and one global preparatory meeting 
have preceded the global or interregional consultation, although 
there are cases in which the first consultation was prepared (iss~es 
selected) based on regional studies and surveys and one global 
preparatory meeting (food I, electronics) or even without a global 
preparatory meeting (sug~r cane). The IDB sanctioned this extensive 
preparation approach in 1987 (IDB/2, decision 13) when it "agreed 
that in the preparation of each of the global and interregional 
consultations up to three regional preparatory meetings shoul~ be 
held as well as a global preparatory aeeting to examine problems and 
formulate issues ••• " In general, the process of developi:ig issues 
appears too lengthy and elaborate without being correspondingly 
productive. 

Ver; often the aenu of issues proposed to and discussed at the first 
preparatory meeting does not really get narrowed down but is carried 
over from one meeting to another, right through the consultation 
itself. In such a sequence, each preparatory meeting is likely to 
be a repeat of the previous one, with the issues becoming 
over-genPralized and all-encompassing in the process. This is a 
natural result of asking different groups of people to review a set 
of issues, which may be affecting a subsector or connon topic. 

In many cases, the secre~ariat could have arrived at an equally or 
even more valid set of issues for a Consultation without one or more 
of the preparatory me~tings, relying on expert group meetings or 
technical panel sessions (see Section 3.4) and on secretariat 
staff. 

(a) Thr nature of the issues discussed at consultat1~n meetings 

Issues are usually too broad, and, as a consequence, most issue 
papers tend to be far too general and attempt to include everything 
that might be considered relevant. The papers are short on 
action-oriented analysis and often fail to meet the more urgent 
needs of the participants. On the other hand, focussed, 
well-prepared and well-presented issue papers are essential for 
guiding the discussion of issues at meetings and the formulation of 
reco111endations (see Annex II for example of third consultation on 
leather and leather products and subsequent regional meeting in 
Africa which illustrate that specific issues can lead to specific 
follow-up action). 

(c) The amount of documentation made available 

The amount of documentation made available to meetings is often 
excessive and much of it can be of low relevance because of its 
generality (this is related t~ the very general issues). More often 
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than not, the issue papers the11&elves are baclted up by a series of 
global studies and other documents, which, while of undoubted 
significance in their own right, are of no direct use to the 
discussions in the aeetings. The tendency is toward comprehensive 
and descriptive material rather than analytical. Much of the 
material remains unread by participants. 

3.7 Attrpduace at weetlpg1 

What constitutes •proper participation" or ,-, right aix of 
participants" at any aeeting in the consultation .·~cess (full, preparatory, 
expert group) depends on the purpose and subject of the meeting. At a meeting 
with aore policy-level issues, more participants from government agencies are 
desired. At a meeting dealing with more technical questions, more direct 
industry (enterprise level) participation would be appropriate. 

In consultations with a longer history, going baclt to the late 1970's, 
participation tended to be dominated by government representatives (both 
ainistry/diplomatic missions) at the first consultation, with industry 
participation increasing in subsequent meetings. UBIDO has taken sufficient 
measures in recent years to increase industry end-user participation. 
Complaints voiced by some developo.d countries that industry is not 
sufficiently represented in consultations is not an issue now (refer to Table 
lb in Chapter 1). However, the problem is not in how many people have come 
from industry or government, but whether they come from the right quarters. 

It should be stated here that UBIOO has very little influence on the 
selection of participants at full consultation meetings as, in accordance with 
PI/84, it relies on the governments of member States to compose their 
delegations. UBIDO can only indirectly influence the selection by careful 
formulation ~f the aide-memoires and invitations. It is the member States 
that select participants. For formal preparatory meetings the situation is 
similar, except that UBIDO selects a number of countries for participation. 
These may then designate their participants, or UBIDO may propose selected 
participants based on their qualifications. For expert group meetings UNIDO 
has full control over choosing participants and exercises this influence. 

Adequate developing country participation in consultation meetings 
remains a problem. This may be a question of availability of foreign exchange 
in these countries or a perceived lack of benefits resulting from the 
meetings. As far as representation from LDCs is concerned, UNIDO has made 
considerable effort to promote and finance it within the existing financial 
constraints. Such finance is, however, limited to one participant per 
country. Many developing country delegations consist of single participants 
who do not have the knowledge and experience required to contribute actively 
during such a global gathering. Many of the issues, conclusions and 
reconnendations have such a scope that an individual participant may not wish 
to co1111ent without a sanction or instruction from his or her government. 

The main problem, however, seems to be the mixed nature of the 
participation, where every participant will have his own expectation. As only 
some of these expectations are being met by the consultation meetings 
themselves, this is frequently a cause of some dissatisfaction among those 
attending a meeting. In a number of cases, particularly in meetings prior to 
1987, this could be attributed to the vague way in which the purpose of the 
meeting was defined. Once again, the question of more sp~cific issues and 
more specific aide-memoires with clearly defined meeting purpose and subject, 
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as well as a description of desirable participants' profiles, becomes 
iaportant. Offering a range of activities at the occasion of the meeting 
could also raise the interest of SOile participants (see Section 4.7). 

3.1 Conduct of meetings 

The UBIDO Secretariat takes the approach to let the participants give 
advice to UBIDO, as explicitly stated during opening remarks at aany 
aeetings. This appears to originate frOll the early years of the System of 
Consultations. However, the expectations froa participants contacted in this 
study are in aost cases the opposite. Participants, especially from 
developing countries, look to URIDO for guidance and expect the secretariat to 
take a stand on issues discussed and to offer alternatives. 

The chairmen and discussion leaders at many meetings have not been 
involved in the preparatory ~hase, vhi~ means that they are not fully 
familiar with the issues to be discussed. With the exception of some expert 
group meetings, the practice appears ~o be that the UBIDO Secretariat largel) 
leaves the guidance of the meeting to the chairman. This, combined with too 
llUch time often spent on protocol and/or procedural m~tters, tends to take the 
meeting away from focussing on specifics. 

The Bureau of the meeting then has the difficult and ungrateful task of 
analyzing the wide-ranging statements and attempting to establish the right 
balance in synthezing conclusions and reco111Dendations. It is in this work 
that UBIDO does exercise leadership, but frequently it is too late, as 
specific issues that were not discussed in depth cannot, at this stage, be 
introduced. T'"&e overall result is conclusions and reco1111endations that are 
too general. 

For the presentation of issues and background information, with which 
most consultation meetings start, various approaches have been tried but lhere 
has often been a lack of a uniform professional approach by various speakers 
(be it secretariat or consultants), which would utilize more visual aids and 
adopt standard techniques by various staff involved in presenting or 
discussing the separate issues. The style of presentation, usually lengthy 
exposes, has often failed to focus the attention of participants. 

Participants are not directed to consider possibilities for subsequent 
action; most would welcome a plan of action as the principal outcome of a full 
consultation meeting (second and third consultations on leather can be 
co~sidered positive examples - see Annex II). A more active role of the 
secretariat, supported by the technical panel, in guiding the discussions can 
be instrwnental in arriving at more specific recommendations at the end of the 
meeting, particularly those directed to UNIDO (i.e. enabling more effective 
follow-up). 

In drawing up the meeting report, including the recommendations, there is 
often too much pressure for consensus, which may take considerable time away 
from the substantive exchange of views. This also causes reconunendations to 
be too broad and general. Most participants would welcome more practical, 
action-oriented conclusions, even if they do not represent consensus. In 
certain cases, it is useful to record diverging points of view which often 
r~present different option• of resolving a partic~lar problem. The Rules of 
Procedure for the System of Consultations (PI/84) indicate under para.46 that 
"each consultation meeting shall formulate a report, which shall include 
conclusions and recommendations agreed upon by consensus and also other 
significant views expressed during the discussions". The existing pressu,·e 
for a consensus therefore appears unnecessary. 
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A limited role has been given to consultation aeetings as opportunities 
for presentation or proaotion of other UBIDO progr&1Des (technical 
co-operation, transfer of technology, investaent pr011otion, information 
services). This is partly a result of insufficient in-house co-operation in 
the preparation process for the cons~ltations and partly related to the 
original concept of the System of Consultations. 

A lot of prai3e COiling froa consultation participants is for the 
interesting and useful contacts which develop during the aeetings. This in 
itself is an iaportant result of the aeetings. In recent consultations (llOst 
nota~ly the second consultation OP the training of industrial manpower), the 
Systea of Consultations Division bas attempted to stimulate these contacts by 
advance circulation of questionnaires on demand and offer of technical 
co-operation and investment opportunities. 

3.9 Follow-up 

Although there is considerable evidence that the System of Consultations 
has been instrumental in initiating follow-up activity, including ~ctions 
which have led to the development of technical co-operation projects, 
co-operation agreements, llOdel contracts, studies and other useful outputs, 
there is a general view, shared by UBIDO staff and past consultation 
participants from developed and developing countries alike, that a lot of the 
potential of the System of Consultations, in terms of producing a 
(substantial) body of results leading to a significant development impact, has 
not yet been realized. 

The types of recoamendations resulting from consultation meetings are: 
(a) to UNIDO, (b) to Governments and industry, and {c) to other UR 
organizations. The reco111nendations to UNIDO have sometimes been specific and 
could be followed up; however, in a significant number of consultations, 
reconnendations addressed to UNIDO have been too general and all-embracing 
(sometimes even unrealistic) to be considered implementable. Characteristic 
follow-up problems within URIDO are: 

In general, consultations do not produce a comprehensive follow-up 
action plan nor is such a plan of action for follow-up by UNIDO 
subsequently developed. At any rate, recoaaendations are frequently 
not sufficiently realistic or specific in defining what follow-up 
would be required. 

"Promotion" of follow-up in UNIDO has in many cases been limited to 
requests from the System of Consultations Division to other parts of 
UNIDO to take action in accordance with recoanendations of meerings. 

The Syste~ of Consultations Division has increasingly tried to 
generate follow-up activity yet co-operation with other parts of 
URIDO is frequently constrained by the unwillingness of others to 
become fully involved. Too much is left to personal initiatives and 
willingness. It has been claimed that follow-up in terms of 
projects and programmes is constrained by lack of financial 
resources. However, better URIDO in-house co-operation and 
co-ordination could have overcome this problem in many cases. 
Existing sources of funds, such as UNDP IPF, UNIDF or regular 
budget, could have been addressed to a much greater extent. The 
positive example of the follow-up to the leather and leather 
products industry consultations (see Annex II) provides important 
lessons to be learned in this respect. 
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The overall conclusion is that URIDO does not have adequate aechanisms through 
vhich the recommendations of consultations, that aerit iapleaentatio~, are 
translated into a progranne of action vhich is sanctioned and monitored by top 
URIDO management and vhose implementation is managed by an interdepartmental 
steering cOllllittee with clear teras of reference. 

The recoaaendations to Governments and industry and to other UR 
organizations have not been systematically followed up by UNIOO, and it is 
difficult to establish what has been iapleaented in individual cases. 
Follow-up problems faced by participants in their home countries are: 

Follow-up rests at present totally upon the initiative and ability 
of the participant(s) vho attended a consultation meeting to 
influence such action. This is the major reason why some countries 
may have accomplished discernible follow-up and others none at all. 
Whether non-participating countries pursue consultation 
reconaendations is unknown and appears to be unlikely. 

When participants are queried about the lack of substantial 
follow-up, they mention difficulties in translating reconaendations 
into specific action progrannes which could be adopted by individual 
countries, on the one hand, and the need for aore promotional 
activity by UNIDO to interest enough people (including UBDP field 
offices and SIDFAs) to initiate co-ordinated progrannes or change 
policies, on the other hand. Most follow-up consists, therefore, of 
individual requests to URIDO for various kinds of technical 
co-operation assistance. Most of these, however, do not lead to 
actual projects or progrannes. 

The conclusion is that there is a need for URIDO to actively promote 
consultation follow-up to be undertaken by other parties, including a more 
active and integrated response to requests for assistance. 

3.10 Primary and secondary outputs produced 

In the System of Consultations there has been a strong emphasis on 
meetings. As a result, primary outputs - which include outputs preparatory to 
meet1.\gs and outputs produced at meetings (e.g. surveys, reports, problems 
identified) - have dominated over results produced in the follow-up to 
meetings (secondary outputs). 

The outputs actually produced can be grouped by the following categories 
(refer also to Section 2.4). In each category, more significant outputs 
produced in a number of consultations are listed for illustrative purposes: 

Studies and surveys, policy and issue papers 
(these are the most numerous outputs of the System of 
Consultations; world-wide or global studies and subsectoral 
development analyses were made and up-dated in practically every 
consultation topic); 

Manuals, guidelines on technical and economic aspects of industrial 
development in specific subsectors 
(leather - several practically oriented technical manuals, see Annex 
II; petrochemicals - industrial uses of associated gases; 
fertilizers - ass~ssment of reducing capital and operating costs of 
fertilizer plants; iron and steel - integration of iron and steel 
and capital goods, manual on training for mastering mini-plant 
technology; agro-machinery - guidelines for multi-product 
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aanufacturing; capital goods - electric power equipment production 
in developing countries; pharaaceuticals - technical profiles for 
establishment of pharaaceutical formulation units); 

Statistical coapP~dia, lists of rav materials and products 
(leather - rav hid~~ ~nd skins, leather and leather footwear 
coapendia; pharaaceutlcals - directory of essential drugs for 
developing countries); 

Technology alternatives 
(fertilizer - aini fertilizer plant concepts and proposals, 
comparative analysis with production cost structure of world scale 
units; pharmaceuticals - design/lay-out of aulti-purpose plants); 

Guidelines on subsectoral development 
(leather, building materials, pharmaceuticals, food-processing); 

Guidelines for contractual arrangements, aodel contracts 
(leather - checklists for contractual arrangements in footwear and 
tanning; petrochemicals - model forms of agreement for licensing of 
patents and know-how; fertilizers - four model contracts with 
technical guidelines; agro-machinery - guideline$/1aodel contracts 
for import, assembly and manufacture of agro-machintry; 
pharmaceuticals - three model contractual arrangements for transfer 
of technology in the pharmaceutical industry); 

Seminars for dissemination of information, presentation of 
technology options, use of contractual arrangements, etc. 
(leather, petrochemicals, fertilizers, iron and steel); 

Technical co-operation programmes 
(the integrated technical assistance programme for the African 
leather industry under the title 'Regional Hides and Skins, Leather 
and Leather Products Improvement Scheme', described in detail in 
Annex II, is undoubtedly the most significant secondary output 
produced by the System of Consultations; nothing comparable exists 
in other topics); 

Technical co-operation projects 
(individual UNIDO-executed technical co-operation projects have 
resulted from the System, for example: leather - four projects 
dealing with regional technological centres and technical training 
institutions; training - ten projects dealing with industrial 
training in maintenance; pharmaceuticals - two major pilot-plant 
projects for the production of biologicals (vaccines, antibiotics), 
a pharmaceutical centre project; food-processing - three integrated 
agro-industry/food-processing projects); 

Identification of investment opportunities 
(investment opportunities have been identified in a number of 
subsectors; however, only in leather is there a considerable 
investment/rehabilitation action under way under the regional Africa 
progranune in the form of tannery rehabilitation); 

Human resource development programme 
(training - human resource development plan of action in industrial 
maintenance, with focus on African countries). 
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From the above survey, the following can be concluded: 

More results are produced in a less controversial sector where 
co-operation between groups of co1Dltries (developed vs. developing} 
is more likely - example of leather; 

Barrower topics and more specific issues (focus on regional problems 
when applicable} increase the chances for significant follow-up 
results; 

In the light of the above, topics chosen 1Dlder the System of 
Consultations progranne for 1990-91 appear promising. 

3.11 Reporting and internal evaluation 

In line with recoamendations of the Informal Working Group in 1985, the 
secretariat has periodically reported to the IDB on completed and proposed 
activities in the different subsectors or topics being covered by the System 
of Consultations. These reports have contained self-evaluative elements but 
have not been structured in accordance with the prograame design elements, as 
discussed in Chapter 2. 

This in-depth evaluation study provides the opportunity for the 
initiation of a structured internal (self-}evaluation reporting on UBIDO 
headquarters prograames, starting with the System of Consultations. 
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4. BCOll IUATIOllS 

4.1 OYerall copcept 

The Systea of Consultations should becoae better integrated in mo:oo•s 
.. in activities thereby facilitating co-operation with other departaents and 
divisions. This chapt~r suggests how to establish direct connections between 
the Systea of Consultations and other mo:oo activities as well as aechanisas 
for co-operation to ensure the effectiveness of these connections. It is 
expected that the changes proposed will, over ti.lie, lead to a aore positive 
attitude in mo:oo toward the Systea of Consultations, when the contributions 
of the Systea to the organization becoae clearer. 

The Systea of Consultations is extreaely suitable to provide a major 
contribution to the developaent and fonnalation of UBIDO's policies in 
specific subsectors and c011aOn topics. For this contribution to materialize 
changes should take place starting with the selection of topics for 
consultations on a Ulo:DO-vide basis, possibly at the EllC level. Preparatory 
work on a topic should be possible before the full consultation is authorized 
by the IDB. This will enable the preparation of a better justified and aore 
specific and aeaningful proposal for the topic to the IDB as well as 
facilitate a faster iapleaentation after approval. After the selection of 
topics, the EMC should appoint aaall in-house operational steering cOlllllittees 
(aax. 5-6 aeaber teams) which will be responsible for overall management and 
llOllitoring of the consultation process in the respective topics. 

Each steering connittee will establish an expert panel composed of up to 
10-12 internationally recognized experts on the subject from different 
regions. In addition to serving the System of Consultations, this panel may -
together with the in-house cOllllittee - advise UlfIDO on subsectoral policy as 
well as on all other matters related to the subsector. 

Consultation meetings should be transformed from general discussions into 
a more specifically directed activity in which URIDO is consulting 
representatives of its constituent member countries. The consultation meeting 
should discuss more specific issues, preferably formulated to facilitate 
choice between alternative solutions, progrannes or sets of recommendations 
which should be outlined in the issue papers. The meeting should include well 
prepared and presented issue introductions and a strong chair capable of 
ensuring a focussed discussion on the issues. 

The full consultations should in the future consist not only of the 
meeting but incorporate other activities on the same topic, such as: 

Presentations of other URIDO activities with relevance to the topic 
(technical co-operation, technology, etc.); 

A number of experts being available to participants to discuss 
problems, options, etc. and assist in discussions with other 
participants; 

An opportunity for potential partners in investment (technology 
suppliers/international producers/potential developing country 
producers) to meet and discuss possible co-operation. 
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This would ensure that the various types of participants obtain aore benefits 
frOll attending the c~nsultations, increase participation by the various targec 
groups, lead to aore results in terms of follow-up, as vell as enable better 
integration of UlllDO activities. 

In order to ensure use of infonaation/aaterials produced and facilitate 
and support iapleaentation of rec01111endations at UlllDO headquarters and at 
govern11ent level, the System of Consultations should extend its activities to 
include follow-up to Consultation aeetings. This follow-up vould include 
regional/subregional seminars/workshops to disseminate inforaation and 
recomaendations, studies and docuaents required for this, aore inteno;ive and 
active, targetted dissemination of reports and studies, etc. 

Follow-up ac~ivities to be carried out by UBIDO should be identified, 
initiated and aonitored by the steering cOlllllittee but be fully integrated in 
the regular operations of the organization. The technical panel should also 
play an important role in follow-up activities as an advisory body, as vell as 
in disseaination vorlcshops, etc. 

The eaphasis of the System of Consultations, as vell as some of the 
resources, should shift from foraal preparatory aeetings to follow-up 
activities. 

A detailed progr ... e design for the System of Consultations should be 
prepared along the lines of Section 2.4, incorporating the rec01mendations 
made in this chapter, and submitted to the IDB for approval. 

4.2 mn:oo in-house co-ooeration 

ways: 
The issue of in-house co-operation has to be addressed in two different 

Firstly, there has to be a better general understanding and 
acceptance within UBIDO of the System of Consultations as an 
integrated part of the organization, as vell as the ways in which 
other organizational 1Dlits can and should contribute to the System 
of Consultations and what they can get out of the System as a result 
of co-operation. Only if organizational units and individual staff 
can see that the benefits obtained from the consultation process 
exceed the cost in terms of time and efforts con~ributed, will 
co-operation become effective. An important contribution to such 
mutually supportive co-operation can be made by ensuring that other 
units can have some influence on decisions made in the consultation 
process; 

Secondly, organizational mechanisms should be established to 
formally structure and organize the co-operation. The following are 
proposed: 

The EMC pre-selects the topics based on the UBIDO Medium-Term 
Plan and their potential contribution to UNIDO's overall 
activities (see also Section 4.4), or as an integral part of 
the progranune approach. 

Steering conunittees for each topic, consisting of a maximum of 
5-6 staff members from different divisions of UNIDO are 
selected by the EMC on the basis of their background and 
experience. 
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These cC111aittees vill be responsible for planning, guiding and 
llOllitoring the complete consultation process, including the 
selection of technical panel aellbers, the definition of 
preparatory studies needed, a first selection of issues, 
preparatlor.. of issue papers, planning the types of aeetlngs 
necessary, organizing the consult&tlon aeeting itself, as vell 
as other acti•lties taking place around the consultation and 
follov-up acti•ities. 

lloraally, the steering c01111ittee should include as a ainiaua 
the responsible Systea of Consultations staff aeaber, the aost 
interested. and rele•ant DIO officer and the in•ol•ed staff 
aeaber froa the Industrial Policies and Perspecti•es Di•ision. 
Frequently it vill ha•e one or tvo additional aeabers from Area 
Progr..aes, the industrial technology di•isions or Industrial 
ln•estaent Dhision. The COllllittee should be chaired by the 
staff aeaber who has the aost professional e'lCperience in the 
topic, not necessarily a staff aeaber of the Systea of 
Consultations Dl•lsion. In case the chairman ls not a staff 
aniber of the Systea of Consultations Dhision, a staff aeaber 
o• ~he Division should serTe as secretary of the c01111ittee. 

Steering c01111ittees vill report to the Director of the System 
of Consultations Division on operational aatters and to the EMC 
for aajor policy decisions. 

The technical panels set up by the steering COllmittees should 
not only serve the Systea of Consultations, but also advise 
UIUDO on subsectoral and COllaOD topic policy-maJting, technical 
assistance and other subsectoral activities, thereby 
facilitating co-ordination between these (see further Section 
4.3); 

The recommendations of the consultation meetings should 
include, when relevant, specific suggestions for technical 
assistance activities required, particularly at the prograane 
level, as well as recoaaendations for other URIDO activities. 

4.3 Panels of experts 

A panel of outside experts should be instituted for each consultation and 
should develop into an advisory body for all UBIDO activities in the 
subsector. The approach should follow the experience of the successful 
Leather and Leather Products Industry Panel. The panel should be composed of 
no more than 10-12 independent experts from both developed and developing 
countries, adequately representing the different regions. The exact size of 
the panel would depend on the situation in the subseetor, but would also be 
flexible, with a possibility to bring in extra specialists when required, as 
vell as to reduce the total nwaber when subjects no longer need so much 
attention. Members should be nominated on the basis of their professional 
experience and would not represent their countries. Both state-of-the-art and 
developing country experience should be considered. In areas where UNIDO has 
demonstrated technical capabilities, the panel would consist of fewer experts. 

The potential benefit to different activities of UUIDO from such panels 
should remove any grounds for reluctance to organize and service them. 
Funding for the panels should be provided from the normal System of 
Consultations subprogramme financing. It should include travel and related 
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costs of participation of llellbers at panel aeetings but exclude any fees. The 
noaination and participation at aeetings should be considered as being in the 
aeaber•s own professional interest. Reaber States aay consider contributing 
to the operation of the panels. which vould enable an increase in the scope 
and intensity of their vork. 

The incorporation of panels of experts into the Systea of Consultations 
could result in a number of benefits: 

Reduction in the n1m1ber of foraal preparatory aeetings and the 
duration of the preparatory phase; 

Kore specific issues identified. defined and prepared; 

A better foc~s of aeetings on the issues through involvement - as 
chairaen or discussion leaders - of panel aembers vho are familiar 
vith issues. developing countries• conditions and URIDO; 

Kore effective follov-up discussed. prepared. organized and some of 
it carried out by the panel or its aeabers. 

The panel of experts vould report to the steering coamaittee. and their 
joint aeetings should be envisaged. The panel would aeet at the request of 
the steering c0111Bittee to consider problems at hand. 

4.4 Selection of topics 

A judicious selection of topics for the System of Consultations vill 
facilitate its integration in a URIDO-wide effort to develop and implement 
progr ... es of action in the particular topic. Topics should be pre-selected 
by the EMC to allov preparatory vork that will enable the Board to make a more 
considered final selection out of a somewhat larger number of topics. The 
following criteria should be applied in selecting topics: 

Is the topic seen as a major priority by (a group of) developing 
countries in their development efforts? Is the topic within UNIDO's 
medium-term priorities? 

Will UNIDO have or does it already have a major programme of 
activities in the topic? DoP.s the topic lend itself for major 
technical assistance activi:ies based on the "programme approach" or 
otherwise and/or are there major potential interests for other UNIDO 
activities? 

Does URIDO have a good professional capability in the topic or. if 
not, does URIDO intend to build up such a capability before the 
consultation takes place? 

Can considerable potential donor interest be ascertained so that 
foll~v-up activities and programmes can be financed? 

Are there issues or questions in the topic that need discussion with 
Governments and clarification of development priorities that can be 
solved through the consultation process? 

Care should be taken to focus the topics. Broad and heterogeneous topics 
(capital goods, agro-industries) are not likely to produce specific results. 
If such a topic is considered to merit a consultation, narrower sub-topics 
should be chosen (this i~ already practiced in the last few years). 
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It seems that aubsectoral topics are easier to deal vith and are aore 
likely to lead to specific discussions in the aeetings as vell as to specific 
progr ... es of developaent activities. Bovever, there are aerits in 
considering under consultations topics comaon to the industry sector vhen such 
topics aeet the selection criteria indicated above, for instance, topics such 
as industrial training, aaall- and aedilmt-scale industries and in~ustrial 
rehabilitation. It appears that the IDB has not provided guidance on the 
selection of subsectoral versus common topics. The IDB, in its 17th session 
(May 1983)!/, •suggested that a global approach should be replaced vith an 
integrated sectoral approach ••• • Thia vas interpreted by the secretariat as 
a preference for aubsectoral over COlllOn topics for consultations. In fact, 
the aajority of consultations held so far, as vell as those proposed for the 
future, are on aubsectors (or specific parts of subsectors), a trend that this 
report endorses. 

4.5 Preparations 

Consultations should be seen as a systea of analyzing trends, gaps and, 
opportunities of particular subsectors of industry or coaaon topics. This 
analysis should be aade by aeans of desk studies, foraal or infoI'llBl outside 
advice, preparation of background papers and, only vhen necessary, the holding 
of formal aeetings. There should be a shift frOll the present focus on 
aeetings to a continuous process vhere aeetings are only a tool, a part of 
this process. 

Such analysis should provide: 

(a) To developing countries, at policy and subsector level, an analysis 
of trends and guidance for industrialization; 

(b) To URIDO, the necessary guidance for the definition of progr81mes 
and projects of technical assistance, as vell as directions for 
activities in technology, information, investment promotion and 
industrial studies. In short, consultations should provide a major 
input to the definition and orientation of areas of work in 
different parts of the house; 

(c) To donors, a clear analysis of the situation in developing countries 
in the subsector as well as the main requirements for external 
co-operation. 

The preparatory work for the consultation meeting should be decided on 
and monitored by the steering co1111ittee (see also Section 4.2). A panel of 
experts should be established (see Section 4.3) to advise URIDO on the 
technical aspects of th-. consultation process. 

In the corresponding section on conclusions, attention was drawn to the 
lack of progress achieved in the various preparatory meetings as far as the 
establishment and deepening of issues is concerned. More specific and 
relevant preparations could be carried out by switching the emphasis from 
formal regional or global preparatory meetings to desk work and meetings of 
the steering committee and the panel of experts. The results obtained th~ough 
the standing leather panel and the ad hoc panel on preventive medicines for 
pharmaceuticals are illustrative for this potential and should be seen as 
examples for other consultations. The steering committee should have a 

~I General Assembly official records - 38th sesaion 1 Supplement No., 16 
(A/318/16). 
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flexible approaC:. to the use of panel of experts meetings and foraal 
preparatory aeetings and decide case-by-case on the best alx of preparatory 
activities using panels, expert groups, seminars or other aechanisas. The 
nmaber of foraal preparatory aeetings should be reduced; the guideline that 
up to three regional and one global preparatory aeeting should be held should 
be abandoned. In aost cases one preparatory meeting should suffice. 

The total nuaber and voluae of papers issued to participants at 
consultation meetings should be reduced: not aore than one substantial 
background paper should be added to the issue papers to be sent out in 
advance. Papers should be sent out earlier than is the present practice 
(provided, of course, that UllIDO has the naaes of participants to vhoa to send 
thea). At present it appears participants do not read the bulky docU111entatlon 
in advance of the aeeting. Other papers that aay be of interest to 
participants should be aade available in the conference roOll as is the present 
practice. 

4.6 Attrpd!ftce at meetings 

Aide--e.oires are useful doc1111ents for preparing participants for a 
consultation aeeting. They are also useful tools for describing the desired 
participant's profile and thereby influencing and optiaizlng the selection of 
participants. Attendance should be tailored to specific issues being 
considered at the aeeting. The aide-taeaoire should: 

Provide aore specific definitions of the purpose, subjects being 
considered and expected outputs of the aeeting; 

Provide a narrower definition of the profile of desired participants; 

Clearly spell out how participants may benefit from attending; 

Be distributed in a aore attractive format and well in advance. 

In this way, UBIDO will be in a better position to attract the attendance of 
people most likely to benefit frOll and/or most likely to pass on the results 
to others in their country who could not attend. 

Govenunents should follow aore closely the requirements defined in the 
aide-aemoires and send participants with the required profile in order to 
increase the impact of the consultation meeting in their countries. 

4. 7 IH.. consultation meetfnc 

This section concerns only the full consultation meetings. Other types 
of meetings in the consultation process are discussed in Sections 4.5 and 4.8. 

The consultation aeeting should not be seen as the end of the 
consultation process or as an end in itself. The consultation meeting should 
be seen as one of a sequence of activities in the consultation process, albeit 
an important and intensive one. The System of Consultations should be seen as 
the process of defining, approving and launching ft subsequent progranune of 
activities (plan of action) to be undertaken by governments and industry in 
developing countries, with technical support from UNIDO and other 
organizations and financial support from donors and lenders. The programme 
objeclive nf the System of Consultations is achieved only when recommendations 
have been considered and evPntually adopted by governments or vhen follov-up 
activities/projects/programmes have been defined, considered and,pventually 
started. 



- 50 -

To i111>r0Ye the results of the aeetings. the following recC11111endations are 
offered: 

The aeeting should be chaired in an acthe vay. guiding the 
proceedings to en.sure that the issues are fully discussed and 
deepened and stateaents are focussed on (and liaited to) the 
issues. Before the aeeting the secretariat should aeet vith the 
chainun-candidate and aalte joint preparations for the proceedings. 
Preferably a llellber of the panel of experts could becoae chairaan. 
In any case. the chairaan should haYe been in•ol•ed closely in the 
preparatory vorlt9 understand the purpose of the aeeting and be an 
expert on the subject. 

Consultation aeetings should begin substantive vorlt vith carefully 
prepared professional presentations of the issues using standardized 
techniques including visual aids. graphs. UAU1ples. etc. 

UlUDO should adopt a higher profile presenting its ovn position on 
the issues. This could be done either by secretariat staff or 
through aembers of the panel of experts faailiar vith the UlUDO 
position. 

Conclusions and recCJ•mdations should take the fona of a specific 
set of actions to be undertaken by Govemaents. UlUDO or other 
organizations, as veil as industry, rather than general stateaents. 
This should be achieved by presenting issues in the fona of an 
analytical descriptio· 'f the subject and the probleas that need to 
be addr~ssed together vith various alternative courses of action 
between which the aeeting aay choose. The majority of such actions 
should involve direct activities by UlllDO (projects, progra..es, 
guidelines) or indirect catalytic action (disseaination seminars, 
targetted distribution of studies and reports, etc.). 

leaching a consensus should not be seen as paraaount. As 
discussions do not concern strictly binding agreeaents, no consensus 
is required. Reporting on different opinions and options where 
these are shared by a n1J11ber of participants would, in fact, be 
constructive rather than probleaatic. 

Consultations should attract a vide variety of participants vho 
obviously have different objectives and interests. In the future 
they should consist of the meetings as vell as other activities 
addressing the saae t~pic to respond to these different interests. 
Depending on the subject, issues and expected participants, these 
could include: 

Presentation of other UlflDO activities such as technical 
assistance, investment promotion. advisory services, etc., vith 
special reference to the consultation topic; 

Direct advice on problems, options, etc. available to 
participants from a number of experts (UfflDO staff, expert 
panel members) ; 

Opportunities for potential partners in investment (technology 
suppliers, international producing enterprises, potential 
developing country producers) to meet and discuss possible 
co-operation. This may include a "notice board" for exchange 
of demand/offers, technical stands, presentations, discussions 
etc. 
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Such activities 10uld stiaulate the inforaal contacts between 
participants that are very auch appreciated, and vould facilitate 
concrete results frOll these contacts. The overall approach is 
likely to attract aore interesting and interested participants, as 
vell as provide UBIDO vith positive publicity. 

4.1 Follov-up 

1 .. ediate follow-up to consultation meetings - such as expert panel 
aeetings to translate conclusions and recOllllelldations into follov-up 
progr ... es for specific regions, additional studies required for this, and 
dissemination aeetings at the (sub)regional level to ensure rec01111endatlons 
are vell lcnovn and 1Dlderstood - should be seen io the future as an integral 
part of tbP- Systea of Consultations. This illplies that resources should be 
aade available for these activities, reallocated frOll the preparatory phase 
that vould bec011e less costly. 

Overall responsibility for initiating, co-ordinating and aonitoring the 
follov-up should lie vith the steering ce11111ittee. Extensive •dovnstreaa• 
follov-up in the fora o! progr ... es and projects should be organized and 
fillllJlced in the •-e vay as other UlllDO activities, using UBDP IPF, UBIDF, 
UlllDO regular budget and other sources of financing. 

To facilitate follov-up, issues should be selected and issue papers 
formulated to enable rec01111endations to be in the fora of clear decisions on 
required follov-up progr ... es and projects, as vell as follov-up activities 
required for disseminating decisions, recoanendations, etc. 

For rec01111endations addressed to Governments, it should be recognized 
that it does not suffice to distribute the report. To ensure adequate 
consideration by the Governments concerned, UBIDO should organize 
(sub)regional seminars and workshops (or seminars for groups of developing 
contries vith similar characteristics) or colDltry-level specific dissemination 
of reports, studies, etc. to ensure that the findings and reco1111endations are 
known and understood by the decision-makers. This may require specific 
studies or surveys and vould often involve members of the panel of experts. 

Recommendations addressed to UBIDO should be translated by the Lteering 
COllllittee into a plan of activities, including responsibilities and target 
dates. This could be done with assistance from the panel of experts vhich 
would play a key advisory role as well as be involved in part of the follow-up 
activities. Follow-up by UBIDO should not be addressed exclusively to 
technical co-operation activities but should include other operational 
activites of the house such as studies, investment promotion, technology and 
information services. Where possible, rec0111Dendations of consultation 
~eetings should be taken into account when drawing up the UBIDO priorities in 
the Medi\lll-Term Plan. 

Follov-up in terms of technical co-operation should be organized within 
the progr ... e approach. In addition, meetings to design programmes or 
projects of te,hnical assistance, to disseminate conclusions and 
reco1111endatio~s, or to prepare detailed guidelines for specific regions or 
groups of countries with similar levels of development may be organized as 
part of the follow-up. 

On a routine level - such as guidance on the programme of activities 
emerging from a consultation or advice on a programme of work for a specific 
subsector/co11111on-topic consultation - matters should be dealt with by the 
steering committee under the overall management of the Director of the System 
of Con~ultations Division and the EMC. 
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4.9 Oatl!lta 

Prfaary outputs (re~?rts, studirs, guidelines, etc.) 

Reports and studies that analyze industrial subsectors, policy and 
strategy papers, guidelines, etc. on particular topics, which are 
seen as iaportant in their ovn right (aost of these pri .. ry outputs 
should be in the future), should be considered for foraal 
publication. Certain background papers cOllbined with issue papers 
and follow-up studies .. Y also be published if considered to have a 
sizeable .. rket; 

In a umber of cases, UlllDO should ensure that decision-aakers in 
key d~veloping co1Dltries are fualliar with the reports of the 
~~~~~ltation aeetlngs, through targetted active distribution, as 
well as presentation and possibly disseaination aeetings, to be 
included as lmaediate follov-up to consultations. 

Secondary outputs (projects, progr...es) 

lluch aore attention should in the future be paid to these secondary 
outputs to the extent that a considerable portion of tiae and 
resources available should be channelled to produce thea. This l:UIY 
include analysis and recolll"ftl'ations leading to the prograaae 
approach, investaent proaotion activities, technical co-operation 
projects and progr ... es developed, etc. More on this is written in 
Section 4.8, dealing vith follow-up. 

4.10 Reporting pd internal eyaluatlon 

Based on the rec0111endations and proposals presented in this report, a 
nev detailed definition of the progr ... e should be prepared along the lines of 
Chapter 2 of t.his report (Sections 2.4 and 2.5). In the future, this 
structure should be used to prepare the biennial progr ... e and related 
budgets. The approved plans vill then fora the basis for annual or 
semi-annual "self-evaluation" reports. 

Questionnaire surveys of opinions of participants in consultation 
aeetings and any follow-up realized by them should be carried out for each 
consultation. Results of such surveys should be integrated into the 
self-evaluation reports. 

The Industrial Development Board may vish to reconsider its 
responsibilities, as at present expressed in paragraph 49 of the Rules of 
Procedure. This paragraph states that "the report of the consultation meetinJ 
and the conclusions and recoamaendations contained therein shall be submitted 
to the Bocrd for decision and guidance on appropriate follow-up action." In 
this connection the Board has thus far not provided such guidance to the 
System. Reports of consultations submitted by the secretariat to the Board 
are only taken note of. 

The IDB should give directions to the System of Consultations through the 
existing mechanisms: 

Selection ~f topics to be made by the Prograane and Budget document; 
and 

- Longer term orientations to be reviewed through the Medium-Term Plan. 
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Appg I 

BYALDATIOll STUDY DESIGll (TDllS-OF-UPDDCB) 
(.July 1981) 

1. Purpose of die naluation 

The purpose of the in-depth evaluation study of consultations on the 
leadier and leather products industry and consultations on the training of 
industrial aanpower is: 

(a) To assess the overall achieveaents of the two subprograJ11Des of 
the Systea of Consultations against set objectives and expected results; 

(b) To identify and assess factors which have facilitated actions 
taken thus far toward achieving prograJlllle objectives in these two 
subprogr ... es, as well as diose factors that have iapeded planned action; 

(c) To assess die relevance and potential effectiveness of the two 
subprogra1111es in providing support aud new approaches with respect to 
major challenges facing the System of Consultations and UBIDO in the 
medim term; 

(d) To provide UBIDO unageaent with policy, operational and 
organizational lessons learned for increasing the relevance and 
effectiveness of the two subprogr811Des analysed; 

(e) To the extent posgible, to draw lessons learned of a general 
nature, applicable to other vertical (subsectoral) and horizontal 
(coamon-topic) consultations, i.e. to the System of Cons11ltations as a 
whole. 

2. Scope of the evaluation 

The evaluation will be rather comprehensive - as can be seen from the 
detailed issues or questions listed below (Section 2.1 of this annex)); 
however, it will particularly focus on the following subjects: 

(a) Effectiveness of the System of Consult~tions as an instrument 
for the identification of industrial development problems and actions 
needed to solve them (this will include an analysis of follow-up with and 
feedback from various end-users); 

(b) Usefulness of the System of Consultations as an instrument for 
UBIDO in-house strategy development and co-ordination; 

(c) Production and application of outputs/results related to: 
policy level recoaaendations and measures 
technical co-operation progr&llllles and projects 
investment or rehabilitation projects; 

(d) Enhancement of the participation of the industrial and business 
co111111unity representatives in the consultation process; 

I 
------------~ 
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(e) Role of the System of Consultations in relation to the URIDO 
"progr ... e approach" for the 1990s. 

{f) Meas~res needed for strengthening progr ... e self-evaluation 
for planning, monitoring and progress reporting purposes; 

These topics should receive special e1aphasis in the final report to be 
written by the evaluation teaa. 

2.1 Issues to be considered 

The issues listed below - in the fora of questions to be answered by the 
evaluation study - are grouped into general and specific. The general issues 
are to be considered for the two subprogra1mes selected (leather and leather 
products and training of industrial manpower), but every effort should be made 
to IUlte coaparisons with other relevant consultations where possible. In this 
aanner, lessons more applicable to the System of Consultations as a whole 
could be learned. The specific issues are characteristic only for each of the 
subprograJ11Des under study and are intended as aids in addressing the more 
general questions. 

2.1.1 General issues 

Programme design 

How clearly are the mandates, objectives, problems addressed, outputs, 
activities and target groups (end-users) of the System of Consultations 
specified? Are the objectives still as valid as when the programne 
started? 

What are the problems addressed by the progranme? Has the importance 
and priority attached to these problems changed over time? 

What are the planned or expected progranne outputs? How clearly are 
they and related activities formulated in two-year programnes following 
the IDB's decision on consultations to be held? 

To what extent are the principles, objectives and characteristics of the 
System of Consultations relevant, applicable and followed in different 
consultations? 

Ind-users 

Who is currently benefiting from the activities of the System of 
Consultations; how does this compare with specified target groups? 

What portion of potential end-users is being reached; is the programme 
using the ri~t intermediaries to reach the target groups? 

Bow has the participation of the industrial and business coaununity 
progress~d with various stages in the consultation process; 

What measures have been undertaken to increase industry end-user 
participatio~ from both the developed and developing countries in recent 
years? What constraints exist in this respect and how could they be 
overcome? 
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What trends can be observed in participation froa various groups of 
countries? What efforts are being aade to increase the nunber of 
participants from least developed countries? 

What have been the reactions of participants at aeetings and other 
potential end-users of consultation results with respect to the relevance 
and success of consultation aeetings and subsequent follow-up action or 
measures? What is the perception and expectation of the System of 
Consultation on the part of various participants in aeetings and related 
follow-up activities? What, if any, instruaents have been used by UBIDO 
in obtaining feedback from end-users? 

How useful do the end-users consider the System of Cons~ltations as an 
instrument for the identification of industrial development problems and 
actions needed to solve them? 

Continuity in the consultation Process 

Have issues and problems brought into focus in the first stage of 
consultations been consequently elaborated and followed-up in subsequent 
stages? Which factors have helped or hindered continuity in the 
consultation process? 

Operational aspects related to consultation meetings 

What have been the developments over time, particularly changes - if 
any - in recent years, in the various phases related to consultation 
meetings and the influence of these developments on the effectiveness of 
the consultation process? The analysis should include the following 
phases: 

Selection of topics and issues for consultation; 
Securing the necessary financing; 
Selection and use of external consultants; 
Preparation of contents and formats of aide-memoires, issue and 
background papers; 
Nomination of participants; 
Conduct of meetings; 
Formulation of recommendations; 
Decision-making and guidance on implementation and follow-up (incl. 
the role of the Indust1ial Development Board). 

To what e.JCtent are Rules of Procedure suitable and being followed? 

To what extent has the negotiations aspect been represented in (or 
following) recent meetings and has its role changed over time? 

What lessons learned from previous analyses and experience (see Section 
1.4 of the report) bave been taken into account in organizing and 
conducting meetings in the past three years? 

What experience has been gained from the increased orientation toward 
regional meetings? 

Use of outputs/results of the consultation process 

What are the maj~r categories of outputs expected from the consultation 
process? 
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What can be concluded regarding the quantity and quality of the 
outputs/results thus far produced (or "benefits gained")? 

What factors particularly i•pede or facilitate the production of outputs 
in each category? 

Bow are the various outputs used by different participants or end-users? 

What has been the interaction and feedback between participants and UNIDO 
headquarters and between the participants theaselves in iapleaenting the 
aore significant proposals and rec011aendations of consultation •eetings, 
i.e. producing follow-up results? 

What specific conclusions can be drawn regarding the production and 
application of both direct (primary) and indirect (secondary) outputs 
related to the following: 

Policy level recomaendations and aeasures (what type of policy level 
action is more likely to be followed up and implemented); 
Technical co-operation progr ... es and projects; 
Investment or rehabilitation projects. 

IJNIDO internal organizational matters 

What has been the influence of the System of Consultations activities on 
the formulation of a UBIDO-vide strategy or approach in a given subsector 
(topic)? 

Under the above broad issue, what positive as well as negative lessons 
can be learned from in-house co-operation (between System of 
Consultations Division and other organizational units) in the preparation 
and conduct of, as veil as follow-up action to, consultation meetings? 

To what extent have direct results of consultation meetings and 
subsequent secondary outputs been used by various UNIDO organizational 
1Dlits? What can be said about the effectiveness of headquarters task 
forces or co-ordination groups, set up to undertake follow-up action to 
consultation meetings? 

To what extent do the existing monitoring and progress reporting tools 
and practices related to the System of Consultations provide UNIDO 
decision-makers with relevant and timely information? What steps and 
mechanisms need to be introdu~ed or strengthened to install an efficient 
self-evaluation system which would cover biennium planning, monitoring 
and progress reporting? 

To what extent, if any, has the reduction in the availability of funds 
affected the quality of the programme and UNIDO's capability to deliver 
the "product" and monitor the results? 

Relevance to Ul!IDO medium-term priorities 

What lessons can be learned from the System of Consultations relat!ve to 
the proposed UNIDO "programme approach" for the 1990s? Which aspects of 
the "programme approach" - regional, subsectoral, thematic - have thus 
far been best represented in the consultation process? 
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Is th~ stronger focus on regional consultations resulting in more 
action-oriented and implementable follow-up measures? 

What is the desirability or likelihood of using the System of 
Consultations as a framework for involving various UBIDO organizational 
coaponents in the technical co-operation progr ... ing process? What 
would be the organizational implications of such an approach? Does 
experience to date show that the above approach could lead to an 
increase in the resources available for technical co-operation? 

Co-operation with other organizations of the UB system 

What lessons - rarticularly from recent experience - can be learned from 
the co-operation with other UB agencies in the preparation and conduct 
of, as well as follow-up to, consultation meetings? Under which 
circumstances has this co-operation been fruitful? In which situations 
have there been problems? 

future prospects 

Based on consideration of all issues listed above, what suggestions can 
be made for the future prospects and orientation of the subprograanes 
analysed as well as the System of Consultations in general? Among the 
various agreed objectives of the System of Consultations, which ones are 
likely to be of most interest or to receive the most attention in the 
aediUll term? 

2.1.2 Specific issues 

Consultations on leather and leather products industry 

Bas there been sufficient continuity in the consultation process in 
treating such subjects as (inter alia): survey of raw materials and 
actions to increase their availability, statistics related to the 
sector, setting-up of regional development (technological and training) 
centres, start-up of production or design units in developing countries, 
hides and skins development scheme, contractual agreements in talllling 
and footwear subsectors (the negotiations aspects), and integrated 
sectoral approach at national and regional levels? What have been the 
notable achievements in these areas? 

How successful has the Leather and Leather Products Industry Panel been 
in its role as a steering conmittee for these consultations? What 
comparisons can be made with similar bodies used in other consultations 
(e.g., ad hoc panel in consultations on pharmaceuticals)? 

What has been the role of the Leather and Leather Products Industry 
ranel in mobilizing the participation of representatives from industry 
and industrial associations? 

What is the perception of representatives of the leather and leather 
products industry in the developing as well as developed countries of 
UNIDO's ten-year efforts in this consultation process? Has there been 
an improvement in the understanding between them and an increase in ' 
industrial co-operation as a result of these efforts? Has there bePn ' 
sufficient exposure of UNIDO consultation activities in technical and' 
other publication dealing with the subsector? ' 
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To what extent does the current UBIDO technical co-operation project 
portfolio in the leather and leather products industry reflect the 
rec01maendations of the consultation aeetings and subsequent follow-up 
aeasures? 

What lessons can be learned froa the efforts of this consultation process 
in developing technical co-operation prograJBes (or schemes) and 
mobilizing the necessary funding? What results have been produced as a 
result of the regional focus on Africa? Bow relevant is the experience 
in initiating the "Regional Bides and Skins, Leather and Leather Products 
Development Scheme" to the development of the UNIDO "prograane approach" 
in other subsectors? 

To what extent does work on developing the above regional prograane 
provide valuable experience in approaching topics such as: (a) economic 
and technical co-operation among developing countries in the context of 
regional and subregional co-operation, and (b} industrial rehabilitation? 

What experience can be drawn from the co-operation with ITC and FAD in 
the preparation and follow-up to consultation meetings? 

Consultations on the training of industrial manpower 

In what way have the rec0111Dendations of the first consultation - dealing, 
inter alia, with building up of training systems, development of 
methodologies to establish training needs, development of programmes in 
the training of trainers, strengthening information collection and 
dissemination mechanisms, assistance in formulating national industrial 
manpower progrannes, and strengthening of training institutions - been 
followed up by URIDO? To what extent does the current URIDO portfolio of 
technical co-operation projects dealing primarily with training reflect 
the conclusions and recoamendations of the first consultation? 

To what extent were the recoamendations of the first consultation used 
for defining a URIDO policy and strategy in the industrial training? 
What activities were undertaken by the URIDO task force set up in 1983 to 
consider follow-up to this consultation? 

In which sense does the second consultation represent a continuity of 
action started by the first consultation? How did the topic of 
matetenanCM! evolve as focus for the Second Consultation on the Training 
of Industrial Manpower? 

To what degree were operational novelties introduced in various phases of 
the second consultation, for example in: selection of issues, increased 
use of consultants from developing countries, increased participation of 
industry representatives (by specifying their required experience or 
specialization in preparatory materials), financing of participants from 
least developed countries, use of consultation meeting as a mechanism for 
generating and negotiating technical co-operation projects, and obtaining 
feedback from participants on a structured basis? 

What comparisons can be made between the First and Second Consultations 
on Training of Industri~l Manpower, on the one hand, and sectoral 
consultations which have dealt with specialized training of manpower as 
major issues (e.g. Third Consultation on Iron and Steel or Second 
Consultation on Agricultural Machinery)? What lessons can be learned 
regarding the dilemma of whether to treat trai&ing as a specialized 
subject by sectors or as a general topic spread over various sectors? 
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What actions are currently planned as follov-up to the second 
consultation? Hov are they co-ordinated vith vider UllIDO actions and 
plans (or possible overall strategy) vith respect to theme (or challenge) 
no.l in the medi\lll-term plan - human resource development? 

What lessons learned froa consultations on industrial aanpover training 
can be arplied to other horizontal (or cOllllOn-topic ) consultations 
planned in the future, such as the consultation on small- and 
medium-scale enterprises? 

Has the co-operation and co-ordination vith ILO, particularly with 
respect to the second consultation vhich vas jointly organized, been 
fruitful? What are the views of ILO representatives on some of the 
issues listed above? What are the related plans of ILO in the medium 
term? 

3. Rethod of evaluation 

3.1 Obtaining information 

The end-users of the System of Consultations are dispersed world-wide and 
include Government ministries, departments and agencies; representatives of 
public and private industrial enterprises and industry associations; 
industrial research and service institutions; investors; and various 
international organizations. As indicated in the scope of evaluation (Section 
2 of this annex), it is essential that th~ evaluation study concentrates on 
analyzing the utilization of prograane outputs by end-users and the effect of 
this utilization. Collecting information from these dispersed end-users will 
therefore constitute a significant part of this evaluation. 

A good deal of relevant information will have to be obtained from those 
involved in the implementation of programme activities. In addition to UNIDO 
headquarters staff (with whom the evaluators have to be in close contact), 
this may include Resident Representatives, SIDFAs/JPOs, staff on technical 
co-operation projects and staff of other UN organizations. 

3.2 Types and sources of information 

The information to be collected is directly related to the issues listed 
in Section 2.1 of this annex. One of the first tasks of the evaluation team 
will be to draw up a list of information required starting from these issues. 

Information concerning programme design (particularly mandate and 
objectives) and background has, to a large extent, been collected in the 
preparatory survey. Some of the sources of !nformation on activities and 
outputs have also been consulted. Further information on activities and 
outputs can be found in various UNIDO headquarters files. Information on 
usefulness, actual use and impact of this use will have to come as feedback 
from end-users or beneficiaries, as well as intermediaries. Most of the 
information in this category will have to be collected by the evaluation team. 

3.3 'tecbnigues of information collection 
' 

',The evaluation will use a combination of the following techniques: 

Review of files and documents at headquarters; 
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- Direct observation by in•olYe11ent of the eYaluators in soae of the 
aajor activities of the subprogrammes; 

Interviews with headquarters staff directly or indirectly involved, as 
well as saall saaples of end-users and beneficiaries (This is 
potentially the aost powerful data collection technique allowing 
eYaluators to probe for detailed data and to adapt to different 
circU11Stances. The second part, however, is very costly in aanpower, 
ti.lie and consequently in financial terms, and allows only a small 
saaple to be covered.); 

- Questionnaires (A good portion of inforaation will have to be 
collected using questionnaires; as validity of findings depends to a 
large extent on the info?11Ation collected by these questionnaires, it 
is Yery important that these are prepared carefully and tested before 
being used.). 

3.4 Ph&ses of !he evaluation study 

The evaluation will consist of the following phases: 

Headquarters study 
(The study will include an extensive review of docUlllentation, interviews 
at headquarters, design of questionnaires, selection of end-users to be 
contacted, sending of questionnaires, etc.) 

Observation of subprograane activities and related interviews 
(At the present time, participation of one or more members of the 
evaluation team is foreseen at the Binth Session of the Leather and 
Leather Products Industry Panel in Pees, Hungary, scheduled for 25-27 
October 1988. Participation in other consultation activities will be 
decided upon in the course of the study.) 

Field visits to a sample of consultations participants and end-users in 
both developed and developing countries 
(The exact choice of countries and individuals or organizations will be 
determined in the course of the study; interviews with some relevant 
end-users may be conducted in other ways, e.g. at URIDO headquarters 
during various visics, by telephone and/or correspondence, etc.) 

Synthesis of findings and preparation of the evaluation report 
(The format and coverage of the report will be decided upon in the course 
of the study; however, the coverage will be in line with the scope and 
issues elaborated in Section 2 of this annex. During the synthesis, 
exchange of views with the staff and management of the System of 
Consultations Division will take place.) 

The fin•l evaluation report will be submitted to the Director-General who 
will decide on any further distribution. 

4. GowpoSitiOD Of the eYaJuatfon teaa 

The core team will consist of four members, as follows: 

For the analysis of consultations on leather and leather products 
industries 

1 Evaluation Staff o!!icer 
1 Consultant (with experience in international co-operation with 

developing countries) ~ this consultant will also participate in 
the synthesis of overall findings for both subprogranunes 
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- For the analysis of consultations on training on industrial aanpover 
1 Evaluation Staff officer 
1 Consultant (specialized in industrial training, vith experience 

in international co-operation vith developing countries) 

The teaa •embers should not have been directly involved in the planning, 
preparation and illpleaentation of the subprogr ... e activities. Upon prior 
consultation vith the authorities of the Government of the Wetherlands 
(donor), the cODSUltants vill be selected and supervised by the Evaluation 
Staff. The coaplete Evaluation Staff vill be involved in the synthesis of 
findings and the preparation of the final evaluation report. 

5. Prellaln•a vorblan 

A detailed work.plan and distribution of duties vill be .. de vhen the team 
assembles and starts vork on the headquarters study phase. The following 
general fraaework is propoa~d: 

- Duration of the evaluation study: 6.0 months 
(1 Roveaber 1988 - l May 1989) 

Duration of the headquarters study phase: 2.0 aonths 
(1 December 1988 - l February 1989) 

Duration of the synthesis phase: 1.5 months 
(15 March - 1 May 1989) 

Participation in subprograllllle activities may 
overlap with the headquarters phase vhile field 
visits would not take place before 1 February 1989. 

- Staff time of Evaluation Staff devoted to the study: 
3 aim for each officer; total of 6 aim 

- Engagement of consultants: 
1.5 m/m for general consultant (covering leather and synthesis) 
2.5 m/m for training consultant 
3.5 m/m total 

6. Budget 

The folloving preliminary estimate is made for the budget needed to 
finance the consultants in the in-depth evaluation as proposed above: 

Consultants 
Travel (consultants) 

TOTAL 

3.5 US$33,750 
" 11,632 

US$45,382 
========= 

(with 13% sup• ·osts, US$51,282, i.e. 100,000 Dutch Fl.) 
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As can be seen froa the '"Preparator.1 Survey and Proposed Evaluation Study 
Design'", the cost of the coaplete study .aounts to approxiaately US$80,000. 
The difference between this sua and the .aount provided froa project 
US/GL0/88/282 will be covered froa U1'1DO's regular budget. The financing of 
the coaplete study is then broken up as follows: 

Consultants 
Training consultant 
Ev•luation Staff officers 
Travel (consultants) 
Travel (Evaluation Staff) 
Miscellaneous (sundries, 

reporting costs) 

~ 

3.5 
(' .5 
6.0 

Project 
US/GL0/88/282 

US$33,750 

.. 11,632 

US$45,382 
or US$51,282 
with support 

GIA1'D TOTAL: 

Regular 
budget 

US$ 6,400 

.. 17,318 

.. 5,000 

US$28,718 

costs 

US$80,000 
-=== 
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lmezll 

1. Introclaction.. short ldstoa, en.l•tiOR methodology 

The consultations on the leather and leather products industry are aaong 
consultations vith the longest history. the first one haying been held in 
1977. The significance of the leath~r and leather products subsector for the 
de•eloping countries is illustrated by their share in the total vorld output 
of around 35%, higher than in any other aubsector co•ered by the System of 
Consultations. The subsector is an exaaple of an industry processing rav 
aaterials and interaediates e%p0rted by the de•eloping world. The 
consultations ha•e co•ered all three stages and aany of the delicate problems 
encountered in the consultation process (refer to Section 1.3 of the report) 
and appear to ha-ve had considerable continuity in dealing vith chosen issues. 
The consultation. negotiation and illple1te11tation aspects ha•e been dealt vith 
to a considerable degree, vith significant follow-up actiTities already 
undertaken or currently taking place. The past consultations on leather and 
leather products industry and the current actiTities resulting fr011 thea 
(focussed -inly on the African region) illustrate issues and trends which the 
System of Consultations as a whole should address in the near future. Lessons 
learned froa these consultations could therefore be applied to on-going or 
future subsectoral (or •-vertical•) consultations. 

The e-valuation methodology used for the leather and leather products 
industry consultations included: 

Files and documents re-viev at headquarters; 

Inter-views vith headquarters staff directly or indirectly invol~ed 
in the consultations; 

Direct obser-vation of and participation in the Kinth Session of the 
Leather and Leather Products Industry Panel (Pees. Hungary, 25-27 
October 1988); 

In conjunction vith the Leather Panel session, inteviews with 
participants of consultation meetings and beneficiaries: a total of 
15 participants (4 dating back to the first consultation, but still 
involved in various activities) and over 20 beneficiaries of the 
results of consultations (most of the beneficiaries also being 
former participants); 8 developing and 6 developed countries were 
represented, as vell as 5 U1' and non-govemmental organizations; 

A limited number of questionnaires (l~) aent to and received from 
beneficiariea in Africa (related to the current follow-up taking 
place in the region). 

2. Subprogn•e desf..&n 

The aubprogranune design cannot be analyzed separately from the programme 
deaign for the System of Consultations, which is done in Chapter 2 of the 
report. It can be said that issues for the consultation meetings were 
carefully studied, selected and prepared. The primary outputs of 
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consultations - reports vith conclusions and recommendations - vere of high 
quality. Recommendations vere in aost cases specific, vith aany addressed to 
UllIDO for 1111dertalting follow-up action. The follow-up action, closely 
aonitored by the Leather and Leather Products Industry Panel, identified areas 
of focus for subsequent consultations. this continuity led to aeetings 
becoaing aore and aore focussed. For exaaple, the Regional Meeting in Africa, 
held in 1987, had •ery specific objectiYes identified in the aide-ailaoire, 
i.e. to assess the potential in African countries and outline a strategy for 
the accelerated developaent ~f the sector. The desired participants' profile 
vas also clearly defined. 

3. Iwplemegtatlon of actlyitles 

three global consultation aeetings have been held thus far (Innsbruck, 
Austria, RoYember 1977; Cologne, Federal Republic of Genuny, J1Dle 1980; 
Innsbruclt, Austria, April 1984). there has been a considerable continuity in 
the consultation process in teras of issues dealt vith, solutions proposed and 
follov-up action iapleaented. the three global consultations have, inter 
Ali.I, consit'~red such aatters as scenarios for the aedi~ and long-tera 
deYelopaent of the sector, surYeys and statistics dealing vith rav aaterials 
and products, progr-es to increase rav aaterial availability, development of 
regional technological centres, close involveaent of industry representatives 
through a co-ordinating body lcnovn as the Leather and Leather Products 
Industry Panel, consideration of an international bides and skins development 
scheae, and developaent of checklists for contractual agreements. 

the third consultation strongly rec01Bended that the consultation process 
focus on Africa considering the objectives of the Industrial Development 
Decade for Africa. A regional follov-up meeting, held in Alexandria, Egypt, 
in January 1987, analyzed the constraints and shortcomings exp?rienced in the 
African leather industry as a Yhole. It considered the necessary policy level 
action, a hides and skins improvement prograane, measures to increase capacity 
utilization in tanning and shoe manufacturing, regional and interregional 
co-operation, measures for promoting trade and other matters. As a first 
priority measure, an integrated sectoral improvement prograane or scheme was 
proposed and UBIDO entrusted, in agreement with FAO, to seek the funds 
necessary for its implementation. Recent developments have included intensive 
negotiations between African countries, major donors and UBIDO resulting in 
the launching of a comprehensive regicnal technical co-operation programme 
dealing with collection and improvement of raw materials as well as 
optimization and rehabilitation of selected existing processing facilities. 
The so-called "Regional Hides and Skins, Leather and Leather Products 
Improvement Scheme" was initiated in 1988 for two African subre~ions. 

3.1 UBIDQ in-house co-operation. co-operation with UN agencies 

The leather and leather products industry consultations represent a model 
aa far aa efficient preparation, conduct of and follow-up to consultation 
meetings are concerned. UBIDO in-house co-operatior. in preparatory and 
follow-up activities between the organizational unit with the System of 
Consultations Division and the Agro-based Industries Lranch of DIO has been 
close and productive (the former Sectoral Studies Branch was also involved at 
times). Their joint role in servicing the Leather Panel (see belov) has been 
very constructive. The intensive involvement of the Leather Unit, Agro-based 
Industries Branch, DIO, in all phases of the consultation process has been one 
of the key factors in producing tangible results from the consultations. 
Co-operation betveen UNIDO and other UN agencies (particularly FAO, UNCTAD, 
ITC, UNEP) in the consultation process has also been satisfactory. FAO and 
ITC are closely involved with UNIDO in the Africa regional technical 
co-operation programme. 

I 
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3.2 Leather and Leatller Proclucts lndustty Panel 

A clear picture about the illpleaentation of this sub-progr ... e of the 
System of Consultations cannot be obtained without a review of the role of the 
Leather and Leather Products Industry Panel, which has positively influenced 
the preparation of consultation meetings, selection of issues for 
consideration, attendance at meetings, conduct of meetings and, particularly, 
follow-up action. 

The Panel vas created as a steering e01111ittee or advisory body of experts 
in accordance vith a reca .. endation froa the First Consultation on the Leather 
and Leather Products Industry in Innsbruck (Kovember 1977). The first session 
of the Panel vas held in Vienna, June 1978, and the aost recent one, the 
ninth, in Pees (Hungary), October 1988. Th~ teras of reference for the panel 
stipulated that the aabers of the Panel, a aaltilllm of 20, are to be appointed 
by the Executive Director and confiraed by the IDB, whereby due consideration 
should be given to the geographical distribution and technical coapetence of 
the 11e11bers. The Panel has a strong representation of experts froa the 
leather industry of both developed and developing countries. UBIDO pays fo~ 
the travel of experts to the place of the meeting, as vell as related daily 
subsistence allowance (DSA), but not a salary or fee. 

Early Panel aeetings concentrated on follow-up steps to the first 
consultation and gave UllIDO and FAO Secretariats specific tasks to achieve 
prior to each ensuing Panel aeeting. 

The Panel prepared progrannes and issues for the second and third 
consultations, and for the regional aeeting in Africa, thus eliainating the 
need for any additional expert group or preparatory aeetings (only the first 
consultation vas preceded by three regional preparatory meetings). A total of 
nine panel sessions vere held in ten years: three between first and second 
consultations, three between second and third, one between third and the 
regional meeting, and one as follow-up to the regional meeting. 

The Panel has been refreshed with new members over time so that it does 
not become an exclusive gathering. The nomination and acceptance procedures 
for new members are flexible (not excessively formal). Proposals are made by 
the URIDO Secretariat. The Panel has been an excellent tool for mobilizing 
participation of industry and industrial associations in consultations, as 
well as for improving co-operation between UR agencies. 

During its ten years of existence the Panel has been recognized both 
inside and outside UBIDO a~ a very useful body which has contributed 
consid~rably to the UBIDO consultations and technical assistance activities in 
the subsector. Through sound advice it has influenced the industry in both 
developing and developed countries to accept the work of UBIDO in the 
subsector as beneficial to both parties in a balanced way. It should also be 
noted that the Panel is enjoying such prestige within the industry that many 
top professionals in the leather and leather products field consider it 
important to retain their membership in the Panel. The role of the Panel is 
now much wider than just a steering COlllDittee for consultations; it bas 
become an advisory body (and a filtering mechanism) for all UNIDO efforts in 
the leather subsector. 

The UBIDO Secretariat has used the Leather Panel intelligently and 
efficiently. By preparing follow-up proposals to be di~cussed at Panel 
meetings, actively seeking financing for diagnostic work and specific studies 
or other activities, engaging consultants reconunended by the Panel and 
carefully preparing materials for Panel meetings, the Secretariat took an 
active role in the consultation process (much more su than in 'ther 
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consultations). This resulted in vell prepared and docuat?:lted issues for 
subsequent consultation aeetings, background aaterials of good quality, 
aeetings vhich vere focussed and professionally conducted, reports 
(conclusions and recomaendations) vhich vere specific and foraulated in a vay 
susceptible to follov-up (giving directions or a plan of action for URIDO to 
iapleaent) and relatively effective follov-up (it vas not alvays possible or 
even justified to iapleaent all of the rec01mendations of consultation 
aeetings). 

3.3 Selection of issues for consideration 

As far as the selection of issues for consultations is concerned, 
beginning vith the second consultation, the leather and leather industry 
sector vas continuously analyzed in an integrated aanner, starting vith rav 
hides and skins iaprovement considerations and going all the vay to marketing 
and trade in leather products. The third consultation (1984) vent as far as 
suggesting that only an integrated progr ... e approach at the national level 
could provide a relevant fraaevork for international co-operation. Specific 
recCJmlllendations were given for an integrated progr ... e approach vhich vas 
later elaborated for Africa at the regional meeting (1987) and followed-up in 
the fora of a c011prehensive technical co-operation progranne including both 
regional and individual country aspects (started in 1988). 

3.4 Participation at meetings 

The integrated approach to the leather sector and the more specific 
issues attracted more industrial and business coamunity representatives to the 
consultation process. These consultations are considered a model in 
attracting and increasing industry representation. The percentage of industry 
representatives rose from 36% in the first consultation to 58% in the third, 
and reached 64% in the regional meeting for Africa vhen very specific issues 
became dominant. Representation from government organizations dropped from 
39% in the first to 27% in the third consultation (14% at the Africa meeting), 
with diplomatic mission representation diminishing significantly in the 
process. 

One strong impression from this evaluation is that through the 
consultation process UNIDO has developed a good reputation in the leather 
subsector and its efforts are taken seriously by industry in both developed 
and developing countries. The close involvement of international associations 
in the consultation activities (International Council of Tanners, with 
representation by 36 countries, and International Council of Hides, Skins and 
Leather Traders Associations, with members from 20 countries) has contributed 
to this. As an illustration, at its a1U1ual conference in 1988, the 
International Council of Tanners adopted a resolution supporting the UNIDO 
African hides and skins programme and urging its extension and expansion 
beyond the three-year demonstration or starter phase. While UNIDO activities 
in tt.e leather subsector have been strong in general, it cannot be denied that 
the System of Consultations has provided an excellent mechanism to promote 
their development. 

3.5 Conduct of meetings 

The consultation meetings on leather were efficiently conducted. The 
Chairmen and Vice-Chairmen elected were always distinguished figures in the 
leather industry, often experienced in conductin~ discussions. Many of them 
were members of the Leather Panel, therefore alr~ady familiarized with the 
issues and expectations from the consultation me~tings. The UNIDO Secretariat 
took a strong, active role in presentations and ~iscussions at the meetings. 
This is clearly illustrated by the third consult~tion, where the secretariat, 
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at the end of introductory presentations on issues, suggested which specific 
questions should be answered by the aeeting (including modalities i~ vhich 
URIDO could be instruaental in proaoting international co-operation in 
integrated leather and leather industry development progr ... ing). All these 
well executed steps resulted in productive discussions and clearly for11Ulated 
rec01mendations, aost of thea to URIDO (and other UR agencies, primarily FAO) 
for specific follow-up action. 

Most of the participants in the leather consultations interviewed were of 
the opinion that, in subsectoral consultations such as this one, regional 
aeetings are aore effective than global in teras of possible follow-up. The 
region&l aeeting in Alexandria was an example of a well-prepared and focussed 
aeeting, in which the detailed analysis of the country-by-country and 
subregional situation led to a well for11Ulated follow-up in tenns of a large 
technical co-operation progr ... e. 

3.6 follow-up 

Since most reco .. endations of consultation meetings were addressed to 
URIDO and were specific enough, the secretariat could take an active role in 
implementing them. The Panel was used as an advisory, filtering and 
monitoring aechanisa. It is worth noting that on certain recoanendations, 
after studies were carried out and discussed at Panel meetings, the Panel came 
to the conclusion that further action vas not justified or warranted for the 
time being and should be dropped, delayed or modified. T\ro examples are: 
formulation of ground rules for the rationalization of world production, 
marketing and trade in the leather and leather products industry (where 
consensus could not be reached), and development of manufacturing and 
acquisition of tanning chemicals in developing countries (further follow-up on 
the subject - after a series of diagnostic studies - was postponed because 
timing was not considered ripe). 

4. Significant results produced 
(refer to categories or types of outputs in Section 2.4 of the report) 

4.1 Preparatory to meetings and at consultation meetings 

A series of studies and surveys analyzing the leather subsector, for 
example: 

etc. 

World-wide study on the leather and leather products industry, 
1975-2000 (first consultation) 
Leather and leather products industry up to 1985 (second 
consultation); 
The leather and leather products industry - trends, prospects 
and strategies for development (third consultation). 

A series of papers (issue papers) and documents of good quality 
identifying subsectoral problems or measures to accelerate 
development in the subsector, for example: 

Rav hides and skins - measures to improve their world-wide 
availability, quality and statistical intelligence (sP~~nd 
consulation); 
Problems and prospects of production and marketing of leather 
products in developing countries, and co-operation measures 
which could be envisaged between developing and developed 
countries (second consultation); 
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Strategies for increasing production of tanning chemicals id 
developing countries (third consultation); 
Int~rated developaent progr ... e of the leather and leather 
products industry in Africa (regional aeeting); 
Some financial aspects of the development of the leather and 
leather products industry in Africa (regional meeting). 

Consultation aeeting reports containing important decisions and 
statements on issues, including specific rec0111endations, most 
addressed directly to 01'100 (and associated U1' agencies, primarily 
FAO); 

International hides and skins development scheme (set out at the 
second consultation). 

4.2 Follow-up results/outputs 

This is a category in which the consultation process has produced 
significant results. These include: 

Practically oriented manuals, for example: 

Component and auxiliaries manufacture for shoe and leather 
produ~ts industry in the developing countries; 
Tecbno-economic study on measures to mitigate the environmental 
impact on the leather industry, particularly in developing 
countries; 
Computer software for simple leather and shoe costing and 
gra~ing. 

Statistical compendia, used by planners in governments and UN 
organizations: 

Up-dated FAO world statistical compendium on raw hides, skins 
and leather footwear, 19~1-1982; 
World-wide statistics on raw hides, skins, leather and leather 
footwear, 1970-1982; 
Information sources on leather and leather products industry. 

Guidelines for contractual arrangements, praised by end-users in 
developing countries as a good basis for preparing contract 
negotiations: 

Checklist for contractual agreements in the footwear sector 
between enterprises from developed and developing countries; 
Checklist for contractual agreements in the tanning sector 
between enterprises from developed and developing countries. 

Technical co-operation projects dealing with regional technological 
laboratories and technical training cantres (recoanended at the 
first consultation, followed-up and monitored at all subsequent 
consultations and Leather Panel meetings). The following techical 
co-operation projects, all financed by special purpose contributions 
to UNIDO, were developed as part of the follow-up to the 
consultations: 

Footwear and Leather Goods Training and Demonstration Centre, 
Philippines (started in 1980); 
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Pilot and Demonstration Centre for Tannery Effluent Treatment, 
Brazil (started in 1980); 
Leather Development Centre, Kenya (started in 1979); 
Leather Technology Centre, China (started in 1983). 

A portf~!io of technical co-operation projects which reflects 
recolllllendations of consultation meetings and subsequent follow-up 
measures (regi~nal projects as given above, national projects 
setting up production, testing and design units, etc.); 

Diagnostic studies on prospects of leather and leather products 
development for numerous developing countries, as follow-up to 
reconcendations of second and third consultations (related to hides 
and skins development scheme and the integrated progr ... e at the 
national level); 

A regional technical co-operation programme (of a demonstration or 
pilot nature), dealing with collection and improvement of raw 
materials as well as optimization and rehabilitation of selected 
existing processing facilities (tanneries), under the title of 
"Regional Hides and Skins, Leather and Leather Products Improvement 
Scheme". The programme has been designed for two sub-regions: East 
and West Africa. The East Africa programme, with a budget of $13 
million (in the form of special purpose contributions by six 
European donor countries to UBIDO), has started at the end of !988, 
and is planned for a 3.5 year duration. The West Africa programme, 
planned with a budget of $9 million, is still in its preparatory 
phase. The Africa technical co-operation programme, supported by 
the international co1111unity, represents a culmination of efforts in 
the consultation process to solve the problems in the subsector by 
an integrated approach. The programme incorporates government 
sensitization aspects at the policy level as well as lll6llpower 
jevelopment (training) programmes. The East Africa programme 
consists of a regional umbrella project (located at the Leather 
Development Centre in Rairobi, Kenya), which covers problems 
characteristic for the sub-region, and eight smaller country 
projects which cover topics specific to these countries. 

5. Conclusions 

The consultations on the leather and leather products industry represent 
a model in terms of efficient preparation, conduct of meetings and follow-up 
leading to significant results. The outputs of the consultations (described 
in Section 4 of this annex), many of them impressive, are a result of years of 
efforts in a subsector where the developed and developing countries found a 
coD1Don interest. It should be noted that this consultation process has had a 
twelve-year history. In this subsector, the System of Consultations has 
provided a good opportunity and mechanism for development of international 
co-ope~ation and understanding between developed and developing countries. 
During the evaluation it became clear from the reaction of participants at 
meetings, as well as end-users, that the consultation process was in fact the 
key factor in developing this international co-operation. In the process, 
UNIDO has earned a strong reputation in the leather and leather products 
industry and has been able to attract wide interest and participation by 
industry and industrial associations in support of its efforts. The most 
impressive achievement of the consultation process has been the developmrnt of 
an integrated programme approach in the subsector, which is now being 
implPmented in Africa. 
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The following progr ... e objectives of the System of Consultations (given 
in Section 2.4 of the report) have been or are being achieved in a 
satisfactory manner in the leather and leather products industry subsector: 

A better understanding on the part of developed countries of the 
objectives and aspirations of developing co1Dltries and the role they 
can play in achieving these objectives; 

Increased awareness on the part of developing countries of the 
obstacles and critical issues encountered in and the need for 
structural adjustment of their leather and leather products 
subsector; 

Action-oriented measures taken by developing countries to increase 
industrial production based on priorities, strategies and needs, as 
outlined by consultation meetings; 

Established contacts and initiated - as well as implemented - action 
between relevant parties (Government, companies, financial 
institutions, international organizations, etc.) concerning 
technical co-operation progr&llllles (with a rehabilitation/investment 
component). 

6. Recommendations 

Considering the current advanced status of the consultation process, 
another global consultation in the leather and leather products industry does 
not appear necessary at this time. The Africa integrated programme can be 
monitored and adjusted through existing URIDO project management mechanisms 
and through the Leather Panel, which should meet more freq~ently (not 
necessarily with full membership) than has been the case in the past three 
years. The positive exper{ence with the regional effort in Africa fully 
justifies a regional focus on Asia and the Pacific, as proposed by the 
Secretariat for the biennium 1992-1993, in the form of a regional 
consultation. The Leather Panel has already considered the possible topics 
a,plicable to the Asian region, which differ cons!derably from those for 
Africa. 

The positive e~perience with the leather and leather ind11stry 
ccnsultations provides a number of lessons learned which could in the future 
be applied to oth~r subsectoral (or vertical) consultations. These include: 

Clear subprogramme design in the form of specific objectives for 
every meeting and definition of desired participants' profile; 

Close URIDO in-house co-operation in the preparaticn, conduct of and 
follow-up to meetings, including an active role of the relevant DIO 
organizational unit (which ~hould integrate activities related to 
consultatior.s with its other activities); 

Use of a permanent steering/advisory ~anel of outside experts -
primarily from industry - for preparing, conducting and following-up 
consultations meetings. The advisory body of experts should be used 
for all UNIDO activities in the subsector; 

Active role of UNIDO Secretariat in preparing and conducting 
consultation meetings, resulting in very specific guidance to UNIDO 
for further action; 



An integrated progr ... e approach for the subsector which considers 
region (and country-by-country) specific needs; 

Effective mobilization of industrial and business comm~'llity 
participation in the consultation process; 

Selection and use of consultants already experienced in 
international co-operation and faa!liar with (integrated in) the 
functioning of the UB/UIUDO system; 

Focus on regional and subregional aeetings and activities. 
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Appex III 

CASI S11JDY 2 

COllSOLTil'IOllS OR DI TIAIRIS OF llUJUSDIAL llOPOWEI 

1. Introduction. short history, evaluation methodology 

This evaluation of consultations on the tcaining of industrial manpower 
covers the preparatory work, conduct and follow-up of two global 
consultations. The First Consultation on the Training of Industrial Manpower 
took ,1ace in Stuttgart, Federal Republic of Germany, in Bovember 1982. The 
Second Consultation on Training of Industrial Manpower was held in Paris, 
France, in Septeaber 1987. 

The importance of training was stressed in most subsectoral consultations 
since 1977. However, it was felt that the subject deserved to be discussed in 
greater detail. A decision by the Industrial Development Board to convene a 
global consultation on the training of industrial manpower was endorsed by the 
Third General Conference of UlflDO held in Rev Delhi in 1980. 

The first consultation intended to approach in a coherent manner a 
variety of industrial training issues. These included the fundamental role of 
h\mlan resource development in the industrialization process, the analysis of 
training needs in relation to national industrial priorities, the linkages 
between different kinds and levels of training and education subsystems, the 
requirements of industry, and the need to consider training from the outset of 
every industrial development project. 

The Fourth General Conference of UBIDO, August 1984, considered human 
resources development as a matter of priority consideration. It recommended 
to UBIDO to "accord special attention to the problems of maintenance of 
industrial plants and develop progra111Des for that purpose". During its 19th 
session in May 1985, the IDB gave UBIDO the mandate for the "Second 
Consultation on the Training of Industrial Manpower". 

The Second Consul~ation on the Training of Industrial Manpower focussed 
on maintenance training issues. ~o major issues were considered: (i) human 
resource development for industrial maintenance at the enterprises level; and 
(ii) national support policies and action for human resources development in 
industrial maintenance. 

The industrial training consultations represent the only coamon-topic or 
"horizontal" consultation process which has had some continuit7. Coamon topic 
consultations deal with subjects which have releva~ce for many or all 
industrial subsectors. 

Both consultations had two formal preparatory meetings: 

First Consultation: Expert Group Meeting, Vienna (Austria), May 1981; 
and Global Preparatory Meeting, Innsbruck (Austria), January 1982; 

Second Consultation: Global Preparatory Meeting, Paris {France), January 
1986; Regional Preparatory Meeting, Nairobi (Kenya), June 1986; and a 
small expert group meeting, Vienna, February 1937. 

Reither global consultation was followed-up with inter-regional or regional 
consultations or other types of consultation follow-up meetings. 
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The first consultation stressed the importance of the training of 
industrial manpower and focussed, inter alia, on the consequences of the 
emerging of a world market for industrial training. It was also felt that 
accelerated technological changes made a qualified labour force an even more 
critical factor of production. Regrettably, the first consultation had 
little, if any, co-ordinated follow-up or continuity. 

The second consultation attempted to tackle issues connected with 
industrial training once again. Raving learned from the short-comings of the 
first consultation, it was decided to limit the training topic to maintenance 
issues only and to systematically follow-up the rec011Dendations of the 
consultation. 

Successes and problems experienced in the preparation for, conduct of and 
follow-up actions to the first and second training consultations provide 
useful conclusions, recolllllendations and lessons learned for coaBDon-topic 
consultations and the System of Consultations in general. 

The evaluation methodology used for the training of industrial manpower 
consultations included: 

File and document review at headquarters; 

Interviews with UBIDO and ILO headqu&rters staff; 

Missions to selected developed countries to interview participants 
and organizers. Countries visited were: United Kingdom, France, 
BelgilDll, Democratic Republic of Germany, Federal Republic of 
Germany, and Switzerland. Humber of people interviewed was 53; 

Missions to selected developing countries to interview 
participants. Countries visited were: The United Arab Republic of 
Egypt, Ethiopia, Kenya, Bangladesh, and Thailand. People 
interviewed included 34 developing country participants or end-users 
and 15 representatives of UB organizations; 

Questionnaires sent to 32 URIDO field representatives (SIDFAs and 
JPOs) in countries not visited by the evaluators where training 
consultation participants reside. Fourteen responses were received; 

Review of over 100 follow-up questionnaires, which were sent to all 
participants of the second consultation by the System of 
Consultations Division. 

2. Subprogr•ppe design 

The design of the First Consultation on the Training of Industrial 
Manpower commenced with the IDB setting up a working group in 1978 " ••• to 
enhance ways of maximizing the use of industrial manpower training facilities 
in developed and developing countries and exploring their potential for 
expansion in relation to the needs of developing countries". 

These issues were then studied at the first preparatory meeting, an 
expert group meeting, held in May 1981, which provided substantive comment.s, 
but no guidance as to the design of the consultation itself. 
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At the global preparatory aeeting in January 1982 participants were to 
give guidance on the iaportance of issues for the first consultation. At this 
stage, however, recOllllendations were vastly expanded to cover a multitude of 
training issues which could not possibly be aeaningfully discussed in a 
five-day consultation aeeting with a very large and mixed group of 
participants. 

The issue papers subllitted to the first consultation aeeting started by 
quoting the IDB objective in setting up the original working group mentioned 
above. However, the issues foraulated go far beyond original intentions by 
phrasing questions like "to what extent ••• can international co-oper¥tion in 
the field of industrial training supplement national efforts to create and 
develop a national technological and training capacity to master the 
industrialization process?", and by relating these with problems of matching 
training supply and demand and possible co-operation arrangements for training 
for the acquisition of technology. The meeting had also to consider three 
dimensions: national training systems, organization of counterpart mechanisms 
in developed and developing countries, and the role of international 
organizations. Given the already coaplex nature of training, the questions to 
be considered gave the meeting an even greater complexity. 

Nevertheless, amongst the approxiaately thirty-eight docUl!lents prepared 
for the first consultation many were considered to have been veil prepared and 
potentially useful to industrial training managers and planners even today. 
However, many participants have not read all of them and hardly any have been 
used for follow-up or were sunnarized into usable documents for busy 
decision-makers. 

There was a lesson to be learned from the above. The next consultation 
on the training of industrial manpower would focus on a limited number of 
priority issues/subjects and provide specific action-oriented guidelines r~r 
multilateral co-operation, in particular by involving UlllDO. 

The objective of the global preparatory meeting held in Paris in January 
1986 was to se~ect issues for the second consultation on training. Originally 
the second consultation was to consider two subjects: (i) the development of 
human resources for industrial maintenance; and (ii) the development of human 
resources for the mastery of technological change. To avoid repeating the 
excessively broad first consultation, and in recognition of the complexity of 
topic (ii) above, as well as in view of the lack of a sponsor for an expert 
group meeting on this subject, it was dropped at the meeting. As it turned 
out, the issue of maintenance contained more than enough material. 

Preparatory discussions then centred on human resource development for 
industrial maintenance, however, already at the global preparatory meeting the 
priority areas selected included all facets of the maintenance function. This 
is understandable and only underscores the difficulty of focussing on a few 
specific issues when dealing with a co11111on topic. 

Beyond the development of issues for discussion, subprogramme design 
should specify clearly why consultation meetings are held. Many participants 
interviewed expressed an uncertainty as tu the objective of the consultations. 
This was exemplified by the absence of any expression of objectives for the 
first training consultation. As regards the second consultation, the 
aide-memoire goes some way to expressing objectives(" ••• drawing up of 
action-oriented programmes and ••• identification and promotion of projects 
emanating from the recommendations adopted"). This is, however, hidden in 
paragraph 22 on page 8. In any event, the aide-memoires did not make it clear 
enough to potential ,articipants what the consultations were for and why they 
should attend. 
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In the context of the present Systea of Consultations, issues and 
suppleaentary docuaentation prepared for the second consultation can be 
considered to have been very good. 

3. l11Qle11eQtation of actfTitles 

The First Consultation on the Training of Industrial Manpower recoanended 
inter alia that UllIDO, in collaboration with other United Rations agencies 
(especially ILO and UIESCO), should strengthen its capacity and progr .... es to 
assist developing co1Dltries in building up coherent and c011prebensive training 
systems; continue to develop aethodologies to contribute to the deteraination 
of industrial aanpover and training needs; develop active progr ... es to 
assist developing countries in the training of trainers, specialists, 
aanagers, supervisors and other cadres on a permanent basis; and assist 
developing cotDltries in the establishaent or strengthening of aecbanisas to 
co-ordinate the collection and disseaination of information relevant to 
industrial training. It also recomaended that UlfIDO should assist developing 
countries in the foraulation of national industrial aanpover progr ... es, in 
strengthening training institutions and in co-ordinating action and aobilizing 
resources for industrial aanpower development in the context of national 
developaent plans; and that UlfIDO should drav attention to the need to 
include an industrial training cOllponent in all capital projects. 

The Second Consultation on the Training of Industrial ltanpover considered 
tvo major issues: (i) hUllall resource development for effective industrial 
maintenance at the enterprise level, and (ii) national support policies and 
action for hlllUlll resources development in industrial maintenance. UBIDO and 
ILO vere co-organizers of the consultation. lecOllllendations dealt with 
maintenance training at the enterprise level (with priority sectors 
suggested); negotiation and acquisition of capital goods; spare parts 
management and aanufacture; special needs of saall- and medium-scale 
enterprises; national maintenance policy and strategy, and training policy 
for maintenance. The meeting also included sessions devoted to negotiation of 
technical co-operation projects in an attempt to use this opportunity to 
gene.-ate projects dealing with training in maintenance. 

The conclusions and r~conaendations of the Second Consultation reflected 
the following findings: 

The maintenance problem is a serious factcr hampering the social, 
economic and industrial development process of developing countries; 

There is a lack of comprehension of the maintenance function in all its 
aspects and complexities; 

Policy-makers in Government and national institutions including training 
institutions and in enterprises are not sufficiently aware of the 
benefits derived from systematic maintenance and how to organize it; 

Developing countries need to formulate national policies and programmes 
to stimulate attention for maintenance at national and enterprise levels, 
and to generate a COllllllitment for maintenance through the allocation of 
the necessary financial, physical and human resources; 

There is a~ urgency for the formulation and impleme~tation of plan5 of 
action to t~ckle the main,enance problems expediently and diligently; 
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The .. intenance probl~ can only be contained and overcoae through the 
development of adequate hUllall capabilities at all levels and in all 
subsectors. 

At best the first consultation allowed participants to discuss the 
training of industrial aanpower as a whole and review analyses of key 
inter-related aspects of training. The rece>1mendations which merged 
represented a global approach which UllIDO could have used as a basis for the 
development of a global training strategy in the field of hUllall resource 
development for industry. · 

The second consultation provided participants an opportunity to discuss 
all facets of industrial aaintenance at the policy and enterprise level. The 
conclusions and recomaendations represented a very good checklist of what one 
should consider when dealing with the subject of aaintenance. 

3.1 Ul!IPO in-house co-operation. co-operation with Ull agencies 

For the first consultation a joint UllIDO/ILO/U1'ESCO working group was 
established in Deceaber 1978 to co-ordinate the preparation of eventually two 
aain discussion docuaents and 28 inforaation papers, This arrangement worked 
reasonably well. However, during the consultation, differing views cropped up 
aaong the Ull agencies which were n~t reconciled during the aeeting nor for a 
long tiae afterwards. It appears that there was a difference of perception 
how to deal with soae of the issues which were discussed during the 
consultation. 

On 7 March 1983 a UllIDO Task Force on the Training of Industrial Manpower 
was set up which was to bring together different parts of UllIDO to play a 
co-ordinating role for all URIDO activities relevant to training. The terms 
of reference specifically empowered the task force to co-ordinate, advise and 
recoaaend actions required for the preparation and follow-up of training 
consultations. The task force convened in mid-1983 and decided that there was 
a need for a progressive formulation of a co-ordinated UllIDO training policy. 
It was agreed that the first step towards this objective should be the 
completion of a survey on URIDO's on-going activities in training. This would 
allow the identification of key problems and issues for further discussion and 
investigation by the task force. Integrated follow-up to the first 
consultation could then be identified. The survey report was never formally 
issued. Moreover, the Chail'llan of the Task Force died and the task force 
never met again. This effectively stopped systematic URIDO in-house 
co-operation in following-up the first consultation. 

The draft training survey dated 1 February 19-4 prepared by the Secretary 
of the Task Force highlighted the need for an integrated URIDO training 
approach by country and subsector. This need is present today as much as it 
was then and is a prerequisite for an effective follow-up of any future 
consultation on training. 

For the second consultation and in the absence of a formally 
reconstituted training task force, the System of Consultations Division 
decided to work with an informal in-house co-ordinating committee to review 
and prepare the work for the second consultation. The committee's 
deliberations were co-ordinated by the Consultation Division officer who was 
in charge of the preparation for the second consultation. Membership included 
the Heads of th~ Industrial Training Braneh and Eniineering Industries 
Branch. The committee met six times prior t~ and three times after the 
consultation. It reviewed all documents until they were fin~lized, drew up 
lists of invitees and: prepared offers of technical co-operation. The 
co-ordinating committee worked well together and no problems were reported. 
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The evaluators, however, are of the opinion that an officer frOll the 
Industrial Policy and Perspectives Division should have been appointed to the 
co-ordinating c01111ittee. Moreover, since the second consultation dealt with 
aaintenance, vhich is a aanageaent topic, the Bead of the Industrial 
flanageaent and Rehabilitation Branch should also have agreed to appoint a 
staff aeaber to this group. 

The Industrial Management and Rehabilitation Branch is part of the 
Industrial Institutions and SerTices Division. This Division has not actively 
participated in the second consultation although it was aware that the results 
of the consultation dealing with aaintenance training could to a great extent 
fall within their area of responsibility i.e. aaintenance is a subject within 
the field of aanageaent and aaintenance system developaent. The lack of this 
Division•s participation during the preparation for, iapleaentation of and nov 
follow-up to the second consultation will aalte effective follov-up even aore 
difficult than it already is. 

Beside attending the second consultation, th• Area Progr ... e Division 
responsible for UllIDO-vide progr ... e and project developaent participated in 
the training consultation process and progr ... ing follow-up. Project ideas 
developed by the Area Progr ... e Officer during the consultation were sent to 
seek Government requests for these projects. 

The negative experience of inter-UR-agency co-operation during the first 
consultation discussed above vas more than aade up for during the second. ILO 
co-operation included the preparation of a backgro1Dld document; taking charge 
of one working group at the global consultation; sharing in the work of the 
"bureau• during the cons~ltation; participating in a UBIDO expert group 
aeeting; and assisting in financing least developed country participation. 
The evaluation teaa•s visit to ILO and corr~spondence between ILO and UBIDO 
suggest a great villingnees to co-operate ia the follow-up to the second 
consultation and full desire to be involveu in relevant future consultations 
such as the one on small- and medi\ID-scale enterprises. 

The second training consultation provided a good exr•ple of how the 
System of Consultations can.serve as a vehicle for promoting greater 
inter-agency co-operation. 

3.2 Selection of issues for consideration 

The eventual design of a consultation meeting will depend on the 
identification and selection of issues which will be discussed during the 
global consultation. Since the development of issueE for the coanon topic 
consultations dealing with training have affected the design of the training 
consultations they have been discussed under Section 2 - Subprogramme d~sign. 

As already stated, the issues presented at both consultations were, 
despite an elaborate process to refine them, still too broad to allow for an 
adequate exchange of views on opportunities, constraints, needs and actions 
required to address them. In effect, the consultations generated a consensus 
of what aspects are important enough to be given further consideration, and 
what should be done in very broad terms in the field of industrial training 
and maintenance. Since the first and second training consultations were in 
effect covering two subject areas for the first time, perhaps that is all that 
can be expected given the present approach to consultations. As a follow-up 
to the second training consultation, recommendations have been consolidated by 
the System of Consultation Division. Efforts are also being made to develop 
plans of action. 
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Alaost all participants interviewed had an aabivalent attitude about the 
benefits of discussing issues as is presently practiced during a 
consultation. Each participant benefited frOll the exchange of vievs yet the 
results of this exchange had, vith a fev exceptions, little impact beyond vhat 
participants personally gained vhen they returned h011e. 

Several participants felt that the conclusions and rec01mendations 
generated during the global consultations could have been readily developed 
beforehand by UlllDO and ILO, assisted by experts. A global consultation could 
then have built on these by considering specific proposals developed by UlllDO 
to tackle identified probleas and deciding ~n hov developed and developing 
countries could co-operate in a progr ... e of action to solve such problems. 

3.3 Participation at meetings 

The total nuaber of participants and observers in the first training 
consultation vas 211 and in the second 289. The nuaber of participants was 
generally considered to be too high to allov in-depth discussions. 

On the other hand, if one has an eventual in-co1Dltry impact in mind, a 
topic such as training would require the participation of far more than the 
target of two frOll each country. One reason for this is that r.OlmlOn topics 
such as training are dealt with by a large nuaber of ainistries, 
organizations, institutions, associ•tions and enterprises. Often they are not 
working closely together in their home co1Dltry. If for ClCallple a participant 
from one enterprise attends a training consultation little if any change can 
be effected by this individual upon his return. In theory a critical mass 
frOll each ~ountry in terms of c011position (Government, associations, 
institutions, etc.) should attend the consultation, if action-oriented 
follow-up measures are to be taken in the countries represented. This would 
however mean that hundreds of participants would need to attend, making vhat 
is already an 1DlWie1dy meeting unmanageable. 

Although host co1Dltry participants from Germany and France were 
represented in large numbers i.e. 43 German participants in Stuttgart and 99 
French participants in Paris, they were not considered to have dominated the 
meetings. The number of host country participants taking an act1#e part in 
the meetings diminished during the week in any case. 

There was an insufficient number of participants at either consultation 
from developing countries. The mixed nature of participants - practitioners, 
deveiopment experts, consultants, diplomats, government officials, etc. -
caused some dissatisfaction among them. With regard to the general perception 
that tb.e System of Consultations does not attract sufficient industrial 
enterprise representatives, it was found that participants from industry 
associations and institutfons are more desired for common-topic subjects. 

An important finding vith respect to participation revolved around the 
problem of inexperienced d~veloping country participants feeling dominated by 
experienced consultation "professi~nals" and developed country representatives 
by virtue of their experience and ability to articulate their well prepared 
standpoints. Several developing country participants therefore felt that the 
needs of developing countries were not addressed as fully as they should have 
been. 

URIDO itself should be more adequately represented at the Consultation, 
especially by SIDFAs who are potentially in a position to initiate and promote 
follow-up action •- the national level. A larger substantive delegation from 
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Headquarters would have also allowed for the better provision of advice, aore 
intensive discussions in progrmime/project identification and more 
enthusiastic UBIDO follow-up afterwards. 

Many participants who were interviewed expressed some disappointment in 
the tra1ning consultations in terms of unfulfilled expectations. Their 
reasons varied widely accordingly to their perception of the purpose of the 
aeetings. All, however, considered to have benefitted to a certain degree. 
Clearly expressed meeting objectives could do a great deal to reduce 
disappointment. 

3.4 Conduct of aeetings 

The evaluators of this subprogra11me did not have the benefit of attending 
any of the preparatory nor the two global consultation meetings. The conduct 
of the aeetJytgs was however discussed with all persons interviewed by the 
evaluation team. In general, everyone benefited and was impressed with the 
organization and hard work put in by all concerned to prepare for and conduct 
the aeetings. 

When asked about the deliberations during the meetings, a wide variety of 
views was expressed. They should not be taken as a criticism against the 
organizer5. They are aore syaptomatic of the aixed composition, different 
expectation~ and multiple objectives of the participants and the System of 
Consultations itself. 

The following views apply to both consultations. Generally, all 
participants were not completely satisfied with the level and content of 
discussions. Many felt that the meeting should have had more discussions on 
actual developing country needs, constraints and possible solutions to 
industry training problems. 

In the field of maintenance, several participants would have liked to 
have had more discussions on the ways and means to solve problems concerning 
financial and economic benefit measurement of maintenance; how to design and 
install maintenance systems including training requirements; what spares 
should be produced locally; and the requirements of simplified maintenance 
manuals and maintenance documentation. 

Those who wanted ~o discuss technical and managerial issues were not able 
to get other participants to focus on the subject at hand. Many felt that 
those who knew little about the subject were too vocal. 

Several developing country participants had an interest in learning what 
training capabilities are required and how to develop them. At the same time, 
those who could offer support in this effort felt that they were not given 
adequate opportunity to present their capability to assist developing 
countries in this area. 

The UBIDO and ILO papers prepared for the meeting were, according to 
some, only introduced and never really discussed. All participants 
interviewed felt that a subject like 'training of industrial manpower', even 
if limited to the field of maintenance, cannot adequately address the 
individual needs of participants. At best, discussions on such broad topics 
can only produce generalized appeals with little chance of follow-up. 

Several felt that this problem could be solved if discussions on 'common 
topics' were held within the context of a particular subsector or branch of 
industry. 
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Another suggestion on how to focus discussions was to have separate 
consultation meetings on government maintenance strategy and maintenance at 
the industry level. 

Many participants were of the opinion that UBIDO should adopt a higher 
profile, both in malting technical proposals and in directing the meetings. 
Participants look to UBIDO for guidance and expect UBIDO to have ' standpoint 
on the issues discussed. More professional presentations were also desired. 

4. Significant resglts produced and follow-up 

4.1 First Consultation on the Training of Industrial Manpower 

An attempt to systematically follow-up the first consultation within 
UBIDO was left primarily to the UBIDO Training Task Force which decided that, 
before it could proceed with a systematic consideration of the consultation's 
recoaaendations, a survey of UBIDO's training activities would be required. A 
survey was conducted, however the draft report was never published, and the 
task force, for various reasons, ceased to exist. This terminated formal 
follow-up to the first consultation. 

The evaluators, during their extensive interviews with UBIDO staff and 
with participants outside UBIDO, could not elicit from anyone a significant or 
noteworthy result from the first consultation, i.e. something which could be 
considered to represent a new thrust for UllIDO in the field of training. The 
same situation also applies to ILO where none of the staff interviewed could 
cite any change brought about by the first consultation. 

The System of Consultations staff reported in 1985 that since 1982 five 
national seminars were condu~ted to identify appropriate methodologies for 
programmes intended for the training of trainers. A regional programme for 
the identification of •~eeds of selected LDCs for up-grading managerial skills 
in selected countries was also carried out. This type of project activity is 
in the mainstream of previous URIDO training activity and cannot be considered 
as a major new follow-up programme to the recoamendations of the first 
consultation. 

Response to questionnaires from twelve developing countries, interviews 
conducted in five developed and five developing countries confirmed the 
finding that the first training consultation had no multiplier effect or 
significant impact on governments, organizations and enterprises which 
participated. 

It should be mentioned that issue and background papers and a series of 
other documents, many of excellent quality, were prepared. These were 
certainly used for reference by several participants. Beyond the issue and 
background papers, documentation included information papers, such as: 

The acquisition and development of industrial skills by developing 
countries. Report of the Secretariat of URIDO in consultation with 
UNESCO and !LO; 

Technical Education and Training Operations ar1 Consultancies 
(TETOC): training of industrial manpower. The potential for more 
effective use of existing training facilities in developing 
countries, 1981; 

Maneck, A., Training of specialist and executive personnel from 
developing countries in conjunction with the export of plant and 
industrial equipment, (FRG), 1982; 

I 
-----
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Stevenson, W.W., Establishing a training information delivery system 
for developing countries: the feasibility of focal points for 
co-ordinating information on training available in developing 
countries, 1981; 

Pearce, J., Policies of export credit agencies in financing of 
training component of industrial projects (URIDO/PC.54), 1982. 

Several other papers were distributed which analyzed industrial training 
experience needs and practices of selected countries. 

Perhaps the .. jor result of the first consultation was the decision that 
the second training consultation would cover only one field of industrial 
training, maintenance, and that every effort would be made to produce concrete 
action and follow-up. 

4.2 Second Consultation on the Training of Industrial Manpower 

At the request of the evaluators the consultation officer responsible for 
the second consultation prepared an excellent sunaary of the preparations for 
and follow-up to the second consultation. 

For the global preparatory meeting, held in Paris, 13-16 January 1986, 
six documents were prepared, four by consultants and two by the secretariat. 
Five papers discussed human resource development for industrial maintenance in 
developing countries. One paper discussed technological changes, transfer of 
technology and human resources in developing countries. 

For the regional expert group meeting for Africa, ~ ~ld in Kairobi, 23-27 
June 1984, two documents were prepared by consultants. One was a guide for 
action in the field of human resource development for industrial maintenance, 
the other a paper on investment in maintenance, economic stakes and possible 
strategies. Twelve countt'Y case studies on human resource development in 
industrial maintenance were also prepared. 

For the second global consultation meeting four consultants prepared 
papers on in-service training in four African countries. Another consultant 
prepared a paper on the training of manpower in maintenance from the 
standpoints of equipment design, manufacture and operation. The System of 
Cor.sultations Division, in co-operation with ILO, prepared two issue paper~ on 
human resource development for effective maintenance at the industrial 
enterprise level and on national support policies a~d action for human 
resource development in industrial maintenance. A sU111Dary of the twelve 
country studies and a list of indicative clauses for training contracts were 
also presented. ILO provided a background docUtDent on its approach to 
improving maintenance in developing countries. Finally the European 
Federation of Rational Maintenance Societies gave a paper on condition 
monitoring techniques in maintenance. 

Final reports containing conclusions and recommendations were issued 
after the global preparatory meeting, the regional expert group meeting for 
Africa and the global consultation. 

The total sum of the above documentation represents a solid base for 
UNIDO to eventually develop a progra1nme of action with respect to human 
resources development in the field of maintenance. 
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The observation made during th~ evaluation was that the voluminous 
documentation has been hardly used by the consultation participants, and 
practically not at all by the aany others who could benefit from it. This 
confi=ms the necessity of the actions being undertaken by the System of 
Consultations Division to synthesize documents into user-friendly reference 
manuals and/or handbooks for government and industry decision-makers which can 
then be widely introduced and disseminated. 

Planned t~aining consultation follow-up foreseen in the URIDO Programme 
and Budget include three outputs which merit support: 

(i) Organization of a regional meeting for Afri~a on national plans for 
action to implement the recoanendations; 

(ii} Preparat!on of a technical document on the methodology for the 
formulation of plans of action in human resource development in 
industrial maintenance; 

(iii) Preparation of a technical document on str~ngthening international 
co-operat\on for human resource development in industrial 
maintenance. 

Overall the System of Consultations Division's follow-up has been 
severely constrained by the lack of funds. The Government of France initially 
made two proposals on maintenance working group meetings in lieu of output 
(i). However, no financing was •&reed upon. The "national plans of action" 
programme has been informally submitted to potential donor countries. 

Recently a contract was issued to a consultant to prepare a technical 
document on the plan of action for human resource development in industrial 
maintenance. This 6oc1Dlent will deal with the macro and micro levels and 
provide case studies on five African countries. 

Funds for the technical document on strengthening international 
co-operation for human resource development in industrial maintenance are now 
available, and a consultant is being recruited. 

URIDO and ILO have agreed in principle to prepare a sales publication 
dealing with the organization and management of maintenance for the use of 
enterprise management. 01'100 is seeking a donor. Agreement has also been 
reached with ILO that a draft of an ILO manual on the cost benefit of 
maintenance will be reviewed by URIDO prior to publication. 

Efforts made to generate technical assistance projects parallel to the 
preparation and implementation of and follow-up to the second consultation are 
noteworthy. For example, during the expert grou~ meeting thirteen potential 
projects were identified. 

In preparation for the second consultation a form for "Offers/requests 
for technical co-operation" was developed to facilitate the identification and 
initial negotiation of projects by participants at the consultation. The 
forms were distributed with the aide-memoires. UNIDO drew up 15 offers for 
technical co-operation, ILO 3 offers, other organizations 6 offers, while 7 
requests were received from developing countries. A further 16 
offer3/requests were made at the consultation. These offers/requests were 
compiled in a document ~nd distributed at the beginning of the consultation. 
This resulted in the identification of fifty projects. 
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Within URIDO ten projects have been implemented as a direct result of 
contacts made during the second consultation. Eight were in the category of 
group training programmes/seminars/workshops. One was a preparatory 
assistance project for the orcaniztion of a national maintenance project and 
the remaining project was a CAD/CAM expert group meeting. 

A project proposal has been prepared to organize a consultation follow-up 
meeting for the Afric1 egion on training in the maintenan~e of water 
networks and equipment ;upport from African sub-regional organizations is 
being sought. 

289 questionnaires on the follow-up of the gecond consultation were sent 
by the System of Consultations Division to all participants six months after 
the consultation. Over 100 questionnaires were returned and analyzed. The 
analysis prepared by the System of Consultations Division indicated that 56% 
of the respondents had already initiated some kind cf follow-up activities on 
the recoanendations. Fifteen potential project proposals were included in the 
questionnaire returns. Seven projects were being implemented between the 
participants to the consultation without URIDO involvement. 

Questionnaire returns received from 14 URIDO field representatives 
indicate that four projects were implemented. They may, however, have been 
reported in the questionnaires sent out by the System of Consultations 
Division. 

The System of Consultations Division has held three URIDO co-ordination 
conmittee follow-up meetings to identify spe~ific activities for implementing 
consultation recommendations. To make the original reconmendations more 
manageable, a "consolidated" list was prepared. 

Other efforts for follow-up included the sending of copies of the full 
consultation report with the consolidated reconmendations to all Deputy 
Directors-General and Heads of approoriate branches. Copies of the 
"Offers/Requests for Technical Co-l · ration" were also distributed to the 
programme officers. A list of on-g ~ •• g projects was reviewed to select those 
which might have a potential for inclusion of maintenance training. Letters 
were sent to all Resident Representatives, URIDO Senior Industrial Development 
Field Advisers and Junior Professional Officers to bring the consolidated 
recommendations to their attention. 

Just recently the Ea~tern and Southern African Institute (E5AMI), 
Tanzania, has informed UNIDO that DANIDA is financing a workshop on 
maintenance for 25 participants as a result of the second training 
consultation. Moreover, the recommendations of the consultations have been 
incorporated into their management course. 

Four in-depth case studies on in-service training prepared for the second 
consultation have b~en sent to different UNIDO sections, the French 
Governmentl the OECD Development Centre and the World Bank. Agreement has 
been reached with the World Bank to produce a synthesis for joint 
publication. Re~ently a meeting was called to set an agenda for a round-table 
conference for ftancophone countries. UNIDO as well as OECD and the World 
Bank will participate. 

5. Conclustons 

The subjects of t~e two consultations under discu~sion, training for 
industry and maintenance training, are of global interest and importanca 
and highly suitable subjects for discussion at global meetings. Global 
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consultations on these subjects have considerable potential for initiating 
change. Both c~ be usefully discussed frOll the points of view of individual 
enterprises, industrial subsect~rs, or governments, and both can be treated as 
subjects of study which offer practical applications to industries of all 
kinds. They should thus be good subjects fur discussion on a global 
'c0111mon-topic' basis and there would still be plenty of scope for further 
discussion at subsectoral consultations. Indeed the output of connon-topic 
consultations could, or should, stiaulate coapleaentary consideration on 
subsectoral bases. 

It was coanonly held even aaongst participants that the objectives of 
consultations must be clarified. Many participants expressed s~me 
disappointaent in the consultations. Their reasons varied widely accordingly 
to their perception of the purpose of the meetings. In the absence of clearly 
expressed objectives, expectations were too diverse to have a chance of 
fulfilment. However, the disappointment also impli~s recognition of the 
importance of the subjects under discussion. 

Preparations for these consultations were lengthy and elaborate. The 
preparatory aeetings produced far more proposals than could be included in the 
agenda of the consultations. Selection vas finally made by UBIDO and it is 
likely that the secretariat could have arrived at an equally valid agenda 
without at least one of the meetings preceding each consultation. Studies, 
and the preparatory meetings, resulted in far more documents than were 
required. 

During the preparatory phase of both training consultations and during 
the global consultations themselves, participants are not askeu to consider or 
generate a progra:mne of work or action. Without action planning as an 
integral part of the consultation preparatory proce~s, the problem of the same 
issues being repeatedly discussed in broad terms will remain. 

Common topics such as training present a special problem when attempting 
to determine the optimal number and composition of participants required to 
ensure a successful consultation meeting. In aay country a large number of 
institutions, organizations, associations and several ministries will have an 
interest in the topic. If all the key national sectors were to attend a 
global meeting there would be far too many participants. Yet, the limited 
participation experienced so far will severely limit the possibility of 
follow-up in individual countries. 

UBIDO must be more supportive in guiding inexperienced participants 
during the consultation meetings. UBIDO should have adopted a higher profile, 
both in making technical proposals and in directing the meetings. 
Participants, especially from developing countries, looked to UNIDO for 
guidance ana expected UNIDO to have standpoint on the issues discussed. At 
the meetings themselves UNIDO should have made more professional 
presentations, supported oy visual aids, in order to focus the attention of 
participants, and should ha?e ensured that other initial speakers adopted 
similar techniques . 

Although the second consultation has gener8ted sizeable follow-up in 
terms of projects and planned publication of varioud manuals, and although 
individual partici~ants duri~g the consultations have acquired new information 
and awareness, the two consultations have not yet realized their potential to 
bring about discernible change or impact at the international level through a 
coherent programme of action. 
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UBIDO in-house co-operation after the second consultation has been 
strongly pursued by the System of Consultations Division. These efforts, 
however, are the result of an individual initiative and do not constitute an 
organization-wide systematic aanagement response to the second consultation's 
recOlllllendations. 

6. lecOllllelldations 

6.1 General 

Global consultations on coanon topics should continue to be held provid.J 
~t the following recoanendations •~~ accepted: 

1. The subject of a coanon-topic consultation should be: 

(i) Of recognised importance in global terms; 

(ii) Related to one of the eleven "major challenges" in the UNIDO 
Medium-Term Plan 1990-95; 

(iii) Related to the requirements of industrial enterprises in developing 
countrie$; 

(iv) One in which the UBIDO Secretariat has a sound and coherent 
professional capability, or in which such a capab!lity will be 
built up during preparations for the consultation. 

2. The subject should be considered from industry's viewpoint and separately 
from governments' viewroint, following the model of the second train:ng 
consultation. 

3. A consultation should not be regarded as an end in itself but as the 
process of defining, approving and launching a subsequent programme of 
activities, to be undertaken by industry and governments in developing 
countries, with technical support from URIDO and financial sup~~rt from donors 
and lenders. 

4. It is irportant that UNIDO should promote and encourage execution of the 
programme agreed at a consultation as well as respond to specific requests for 
technical cooperation. Resources should thus be devoted by URIDO to 
post-consultation activities (in addition to the technical cooperation funding 
which a sbccessful consultation is lik~ly ~o attract). These activities should 
take the form of regional meetings or meetings of representatives from 
co~ntries at similar lPvels of industrial development, or publications or 
advisory services. 

5. If a consultation is to be convincingly global, to carry professional 
weight and to attract political support, UNIDO should ensure the participation 
of appropriately qualified delegations from a comprehensive range of 
countries. In the first place a narrow~r and more exact definition of the 
objectives of a consultation may ~ake it inherently more attractive to • 
decision-makers and practitioners in the subject. When policy issues are 
being discussed, the technical representative, especially from a developing 
country, should not necessarily be from a particular enterprise; it is more 
important that he or she should have wide influence for insl~nce through a 
professional association or a training institution (A technical 
representative may also be a government official.) 

, 
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6.2 Concerning YKIDO's future activities in connection vith the two 
Consultations on the Training of Industrial Manpower held in 1982 and 1987 

As a policy decision URIDO should adopt the subjects of the two 
consultations held in 1982 and 1987, training for industry in developing 
countries and industrial maintenance in developing countries, as fields in 
which the organisation should be the centre of knowledge and expartise within 
the United R2ticns system. It should be recoinised that training and 
maintenance are discrete subjects with c011Don aspects applicable in all 
branches of industry. URIDO should establish a technical committee within the 
secretariat with responsibility for the assembly and development of knowledge 
and expertise in these subjects. Much knowledge and expertise already exist 
within URIDO, dispersed in a n'llllber of branches, and the contribution of the 
individual officers concerned will be indispensable to the quick and effective 
development of URIDO's capability. 

Expertise in training or maintenance should not be duplicated within th~ 
Systems of Consultations Division. 

In regar~ to training for industry, URlDO should concentrate on the 
manpower requirements of industrial enterprises and the mechanism for linking 
these requirements with the output of the educational and institutional 
training systems. The score of URIDO's activities should thus be narrower than 
that indicated in the recoD1Dendations of the 1982 consultation but will still 
allow a great deal of innovative and pra~tically applicable work. 

In regard to industrial maint~nance URIDO's activities should initially 
be based on the comparatively recent recommendations of the 1987 consultation, 
especially those on page 18 of the consultation report under the heading 
'Co-operation of UBIDO, ILO and other international agencies with developing 
countries' • 




