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Introduction

1. Before discussing svecific problems and issuss Faced by developing

Pl

countries in expanding thelr capacity for developmer t, and the role of

Y,

C
UH technical assistance in helping to overcome these difficuliies. I
. A & 3

1
would like to make some broad ohservations.

2. There are continuing opportunities to assist the sovernments of
D [
developing countries to improve their overall economic planning and pro-

gramming, Such improvements should then the countries'

development efforts, but nrovide a sounder basis for i dentifying priority

B technical assistance. This report, however., is restricted
E: g 9

i

areas for
to considering ways and means ssistance

stablished

activities after the priority

by the government, primarily becouse matters such as "ocomprehensive
country or joint programming," "country s rategy," etc., will undoubtedly
be explored in depth in the report of tue Cavacity Study CGroup. This
report is also restricted to country projecis (;s prozed to regional cor
inter-regional projeots), It is based on case studies in the field sup~

plemented by extensive discussions at all of the variocus agency heéad—

3 The design and preparation of 2 Uil ftechnical project and
its subsequent implementation involves both = TN agency and the

country's technical ministry +that has been 28 1ts executing

~

agency Ior that project. The attitude of the UNDP Resident Representative

Office and the zovernment's plamning miaistry toward a given project

proposal may h: :d some inf n its design, but in the final anal-

veis

oped and implemented depends almost wholly on how well squipped these two

executing agencies are to carry out such activities.

!

S
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4. It is my observation that the various UN cxecuting azcucics have

net been very eoffective in helping techniczl ministrics of deveéloping ‘,
countries to strengthen their copabilitiss to wlan and carry out technical
aspistance activities., IHuch more can be done to help these istries to .
moblilze thelr intsrnal rescurcoes 1w order to share

planning end implementing technical reby to

cxpand their capabilitiecs to eventuzlly rur w without outside
agslditance., The UN oxmpe: dr: project proposals

and operating plans by of working with local osxperts ag a

team, and in many, perhaps most, coses to implemont the projects with a

minimun of oounterpart training. This is not the way to help a develop-

ing country to become truly indspendent and zelf-~reliant. It is my vios

that this situation will continue until real 53 1e made in strengthen-

ing the technical ministry as an iunstitution to plan and control its own

programmes and ites Foreign assiztance projects. This is the key bottleneck

in really coming to the problems discussed later in this report.

5. - In the field I have noted a strong propensity for many UN experts

to try to maximizge the number 8y the amount of rescarch completed,

ctc., by their cwm efforts during the 1ife of a project, rathor than to

focus primarily on 3t o to carry on after they

leavs, they go nome, they nay bhave left little or nothing

behind to carry on what they have aztarted,

6. Later in this repcrt T attempt to ~nnlyme in detall some of the

principal ingredients of inztitution building with respect to UN projects.

If the UN agencies are going to make further important progress in helping

on thess matters; 1% will of course have to be oa a co-oporative basis with .

<

the exccuting ministries. However, as pointed out above, the UN should be
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more helpful 4o technical ministriss in training their stalff and develop-

ing better organizational arrangements to plan and co~ordinate their
activities including technical assistance projects. What is needed is
additional institution building within the technical ministries themselves,
which will eventually opsn the deor to such improvements as Jjoint prepara-
tion of project requests and work programmes, a decrease in the time
required to clecar names cr to get a fellowship programme under way, the
timely appointment of sultable counterparts, joint evaluation of projects,
better mobilization of internal resocurces to support a given project, and

S0 On.
T, In order to bring these observations into focus with specific things
the UN family might do, I am presenting below a picture of the typical

situation I have found in the ficeld regarding planning and programming.

Planning and Control

8. Senior officialg of the ministry with responsibility for development
planning tend to take little interest in technical assistance oxcept thosec

92
—
@
el

ial Fund projects ithat may lead to large capital investments. Theixr
mini otr] usually has a focal point for general co-ordination of technical
assistance activities and approval of priorities. In cther words, it is

a place to react to and approve technical assistance prejects prepared by
others at the technical ministry level, primarily in terms of insuring
that the local funds involved do not exceed amounts included in the budget,
or that the foreign currencies requested are within totals probably avail-
able from external sources. It is normally not a place to initiate improve-

ments in planning and control of individual projects.

9. lMore specifically, national planz and the planning agencies in devel=~

oping countrics are not oriented towards technical assistance, but towards

5

capital investment. Development planners live in the world of GNP, balance

of payments, capital output ratios, price levels, tax collections, external
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iz inter-

debt burden, input-output studies

nally consistent, politically-Getermined, and so on. Their 1ong tern

plan is designed primarily to roflect the desired over-all growth rate

of the country and priorities by major sectors, and the necessary capital
inputs and rate cf intsynal 35111 keep

the balance-of=-payments situstion ond interral prics levels under control,

It is not o

nical ass

i SoTe

gtudents

list of

nl—developed

but I do

10. Last yvear T svent about three months each in

countries that were reported to Liave

net recall a single instance when a

o N E oy  Tmr A J P S e Tad e -
long-range nlan, or had ons in =zight on his desk,

erence to the

,.
,‘_‘;‘
fi
¢}
jev)
i

It did not geem to be "relevant’! to persons concerned with

assistance activities.

asglstance planner™ lives

aducation,

titutes, menpower stodies, surveys of

in
transfsrs of technical knowhow,

b
¥

He underatends the kinds o problems and lssuss digcussesd latzr in

revort and can hely solve them. Unfortuaztely, there mparatively

countries.

few trained techniexzl assistance

they exist, however, 1in & Stional uni

technical

to major improvements in the nlanning

and control of Uk pro] ag the overall wiristry programme.

12, Tt ig my firnm conviction that wnless the technical minigiries can

Tl

make some real for Drogramaing
<O
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and control of thoir activities, there are a numbor of key weaknesses in
UN supported technical ossistance prejects that we are just going to have to

A

A% the same time, I rcc

live with.

oznize some major obstacles

in moving in

this direction, particularly in certain cconomic seétors.

13. The arcas where it should be easiost to make headway are those sector

off the economy that are traditionally organized and run in all countrics on

a highly centralized basis by the centrzl government. I have in mind

parti ly such activitics as transnortation and communicotions. There are
ually meopls in the es concerncd with such activities who

are informed about pla T projeets. It has besn my observa-

tion that TN projccts for such activitices are subject to better programming

and control than the avoraze UN techni

cal assistance project.

14. Certain other activitics, notably agriculture, education and health, arc
ofton the basic responsibility of the separate states or provinces and it
becomes unusually difficult to plan and opcrate projects under such oircum—
stances. A good example is Tndia. Some of the "old—timers! there anong the
foreign officials told me that their greatest single handicap in developing
and carrying out technical essistance activities wnz the fact that basic
responsibility for such activities resided in cach individual State. I found
a similar gituation on a provicus U¥ assignment in Higeria. For example, until
a few years ago MNigeria did not evern have a Federal Hinistry of Agriculture,
and this ministry's role even today is compar ively small,

15, Another major obstacle is the lack of know~how regarding techniceal
essistance plonning and oro 7. Iany volumes have been writton on
developnent planning, but the samc is not truc for technical assistan
planning., I wes told 2t when UHBSCO csgtablished an institute for educa-
tional planning a few years ago, there was not a ginzgle book in cxistencs

on the subject worthy of the name. Thore in great concern these days

about un«omploymcnt in doveloping countries, but whoere in the literoture
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19, More specifically, cach UN agency should assign responsibility in
its headguarters for helping technical assis tance ministries to strengthen

their capacity to plan and control their activities. Pregumally, t

would normally be given by orgonizational units in h 1eadquarters established
on a geographic basis. Coutinued close rela tionships with planning min-

istries is essential for achieving certaln objsctives, bubt is not an

Pt

alternative to promotion of technical assistancs planning and control of
individual projects in technical ministries.

20. Although it may help in the long run, the above app cach does not

come to grips directly with the problems faced in implementing multi~

Jo}

disciplinary projects involving more than one sncy. Lt is not only

05

difficult to sort out welations belwsen two or more Ul agencles, but the
problems involved in working with two or more ministries of the reciplent
country can become extremely frustrating. '"Horizontal co=ordination™

between minigtries is difficult enough to achisve in very advanced count-

ries, and is almost impossible to attain in some deve leping countries,

The gquestion can be raised as to whether the percsntage of rmulti-disciplinary

projects that have turned out well so far is high enough to be worth.the-
effort; or whother it is better to break up such propossd nrojects Into

pieces, eackh involving only one agency and one minigtry with the necesssary
informal co-ordination from the outside; or establish semi-autonomous

corporations or ianstitutions for such activities.

21, Outlined below ars a number of very stubborn problems observed in
the ficld and disecussed at the various agency headguarters, nearly all of
which would becomo more manageable and more subject to positive solutions
if the executing ministry involved in the recipient country had an effect-
ive planning and control unit, with stirong support from the ninister's

office.

Buildings

22, Tt is a common experience in the field to observe United Nations
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long term proposition, and they cxpcct the basic projects to

be continued for the foresecable future. They see nothing

(0]
)
©

wrong with the c 0
of the basic Regular arnd TA projscts (not Special Fund projects)
even in seni-devel

vears ago and are still almost automatically extendsd a2t cach

1
crts work as individuals

termination date. Host of
and do not report on the status of training of couterpars (if

any). & senior official that

thers wags not a single status rer n the vining of countsr-~

parts in the wholec building. In o her agency headg ars
an official said they had such status reports, butbt when asked

or gamples he was unable to find any after a gquick look at

[

ig files,

Agency headguarters officials take strong exception te
conclusion that Regular and T4 projects ave almost automatically

extended a2t termination

P T R S
season to determine

point ocut that often the extonzi

n ig in fact a different

0
project, but the description of the projsect was not formally

changed. An aticmpt wes mnde to check this mattor statistically
through a review of the history of Regular and TA projects of

several large agencies in selected countries, which disc

that a substantial number of projects were regularly sxtendod
at thelr termination detes, O
developed countries did suggest, however, that during the past

year or two the decision as to whether leg

should bo extended was boing given o cloger loock, particularly
after the introduction of the new budgetary procedures on TA

projects. It is also noted that initial »nroject termination

dates often prove to be w realistic because of recrultment
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faced today

carcer

1 PN N
NG 4re oW

differcut forms of tecimical assistance 2z o way to zet well
trained peoplc to £ill jobs in thoelr government ot the lowest

T have noted a avarenesg

i

do cost the

considerabls

1o gscreening of

available,

}__1

avel are

Ui projects asm nore

training resources in the form of ad and bringing
in outside experts, rather than concentrating on nelping local
officials ncbilize rsgources and

regources

only =8 ncaded,

For example, there is that tr

much ecvidence niung of counterparts
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is usually met by sending thoenm road cven thou

is seni-doveloned and has its own advanced sducational coentres
t

and other training

und project manag

[}

ligted in plans of operationsz usua

could

I e 3 - T R T S & e T
detsrmine 1L &t leaat wart ol the

h
o)
’_,
=
|~
"
v
O
o
<
i._J
H

be met lecally: d, thers usually is no provision

for financing such L In agency headguarters it

c
ries to mobilize the uge of their cxvanding tr:ining

(C) Training abroad

é

Officials in several agoncy headquarters stressed the importancs

of the foct n developing countries who

are trained abroad are to mako much usce of thelr ftrain
ing whon they return home becuusc thelr supcriors have not
countries and

aturn homs

trainling, nor do you

the periocd of towards seniority

e -
rights.

nes roturng to ta pos Liion ir

accoepbe 2 nosition in a private cox

¢ zupnort the abovsy

widely botween UM szgencics.




31.

(d) Training at the site

A nunber of Spocial Fund projects

which had effective

at the project site

the necesss

T (v
HKITOWIL W L

rnoint countor-

o

ning "profesgsionst

1310

agrcad provi

little to do with

counterpart is

unrsalistic to is a good teacher and

well gualified te train countorparts., Pinally, nonctrating

e A P
questions ¢

7 3 Y. L
pcing ralgsd in

projects

where training should be gtarted a yeor

T the rest of the jokuel

e
o [

TA vroject.

all agency




] 3

i
(ii) Corefully covaluate technical wroposals,

4

dovelopsd

in boerms

c
with regular technlcal

=

often

think we

tive on—gite training

‘*T”"l projoct when a mors
X

spprevel would have indicated

of anything beyond an

country's prosont sbage of

(iii) Spoed up thoe timetable in moving from regular cxperts

to only consultents or tormincaticn in scmi~devoloped

countries. During this past yeor I visitod nony examples

fcllowships, but not advico.
Pss
zite training is almost inv

particularly

to take ~dvantago
N AY

(iv) Give

the locel

hes attomoeted

in overcoming certain

di{ficultics roiging its standards. The most difficultices

appear to

B B ~ I~ e LA
and sbarts o projcect

=0

=T [T | N SN o~ PP A ATl -~ RN A
from scrateh’ boforo the local officials haove sitruzgled

¢, thoe projoct hocomes

“iciale do

roport to improve the timing of on-site -
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to roeruit UF expoer

s wno would

©
(¢
o
.

to Till this nce

programme has been difficult 4o
positions. For exomple, UNESCO

of an engineering school in z2n African country

local person was availablc., Tho

in difficultics. He bocamo involve

for foreign

situation for o

concernad

technically only an advisor to avoid diroet

kindg of situstions
in cerbain parts of
Tull opecrotional or
probably will not be

given froe nccoesz

duties. In other parie of the world, many govornment

-

e

Nal - 1 o e o al O R DU e ~
Cavour the usc of 1 opcrational posts,




34.

35.

36.

explain why two thirds of all :nt countric

'Q.A_lla "‘[J)D °

At leasgt onc larse U agoncey has

nersonsg directly

[ Boai 1
2> P V_L

mportant "fri

[N

loczl salary ©
cxpert usually involves less

I am told that

ﬂ,, T

rm COon--

further

clugsions on

the lacat doveloped countries

posts? Or

Should a scholarghip programmo bs tilised to oll
ghould fths UH provide sxperts
to run them?

progranme and a sooparato
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L

it he bottbter

auce that dogre

and adminigtrotive
tzo peint of eliminati
ageney 1f considored ap
halp to open the door to tho usc of wxnorss in opcrational and
cxoccoutive—type nositions in

ricg who have not roguosted

projects, or recruit pors v operations

positions high priority activitics of

ninistricy undoer ways et has boen our recruitment expericnco?

And =0 on?
Key Problens
37. After discussing the above matiors with headguarters stoff of soveral
of the agonciuve, it was concludnd that +the nost urgent mroblom is to figure

t what sl 1d be the futurc role

38,

trend towards

lsgus to

nl-developed countric

1ng people, but arce confronted with 2 scricus

N

employment and capid incrcases in povulation. Since a very substantial part

of UIDP and Rc

29. It may bo,

on helping theso




17~

4

training and other internal rosources instead of focusing UN projects on

mobilizing external resources as has boosn the tondency in the past. (Tbis
would involve a much more flexible Plan of Opcrations). Hore of the
training could be soncontrated on progrommes designed to explolt tech-

nological breakthroughs and oprortunitiss fer Ilobour-intensive capital

T iy i e A sy (1 Y
investment. And S0 on.

40, Anoth urgent problem involves bri training aspicts of UN
projccts under betiter control through som Tstatus”" reports. Discus-
giong in tho fie : goncy headguarbers have highlighted the difficultics
involved., At st mos aveloping countrica arce not accustomed to prepar-

yoees. If reports on

ot
e
©
ot
e}

0
aining 1 were transmitted through usual channecls

s

to an agency headguarters, such ormation might zet into the wrong hands

and lead to embarrassing situations. For an official of one cgency

headguarters told me that sons status
reports on countervparts from t individual
in onc country ard that a re been sent
in, and hec made a special s to complain out
gsuch treatment. It is undorst: ¢ part in

ficulties, however, an

yal TTT

whether o local co~projocet managoer of = Ul
the projcct

(%}

il in their

for which they wore tralned; what ere

4

wich have not been mrovidsd o8 agreed upon;

the prospects for countervarts w

¥ 4+

if the counterpart is sponding only part-time on the nroject what will happen
) o ) proceed in,
swhen the UN expert sventually leaves; and so on. LIf the United Hations is LO/



an efficient way to hels doveloping countrics

show, and not scrve primerily as o recrulting agency for foreign oxveris

;i rLasonablo

at low cost,

information to b ovailcoble in convenient form and on

a routine basis, not Just whon ther

rrojocts

42, It has besn observed in the ficld

whers training activities are "country

identified”, In other words, theso zvo ~0 34 a 1ich usually were started
g o
before a UN agoency cams into ths picture 4o help, ond are strongly identi-
o J €2 O e
fied with the government, not a Ui erncy The senlor local astaff is

usually above averags in quality and strongly in Favour of changce, so that
when a followship holdoer returns from

with

T
government and hence good prosnccts for a stabls futurcs it is eagicr for

the project to attract and hold gzood countorparts.

43, A geniocr official of one of
ago that aftor sosventoon vears in
inportant son he learncd was that tr’ T sd pr )1vo,s that
really turned out well wers strongly country identisicd He wonv on to

describe o number of projects which fied with his agency
Tt

or particularly with individual which in the ond warc
failures.
44, ”h@ viry frustrating situation

Job or abroad and then accopts a posi

or othcr reasons i1g of grect concern
a specilal study of this problen would be accessary bators any rellable con-—

clusions could be reachcd. Also, I have nothing to add at this +

<
=
@
pe

s
0
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nts ig "to bs flexible'.

In ey -~
NavE

supplies. Soms o the

aken an incroasing h oequipment

coms under cloger scrutiny are

follows:

46.

47

(a)'?hysioal handling of imports

Tn the pest thore have boen reports of mishendling of imports

on the docks

st fall T

of equipment 2nd suppliesg such as boing left

T
roviewing files, talking to the »nrojoct manange

Special Fund projects about thelr cxpedence in importing

v,

equipnent, and visiting Bombay where most of the imports arc
received for Torwarding to projsct sites. It became clear
that these imports of eguipmoent and supplics have been brought

4

under good control, =z2nd the reporting

que % L ey Puineg necesint of coulnmon
a.r Srs Lo Vil Loy 1"“@ ool e b 'VO“ SIS R

Later discusgion about cquipment at ago
indicated that in genceral the vhysicel handling =2spocts of

the problom were undor recsonable control, but I can only

roport postively chout Indiz whoers I had the benefit of first-~
hand obsorvations.

(v) Rationale Ffor eguipmont

The usual rationzle for equig in the past has been for

In oractice, however, the criterion has

Torsign exchange costs of equipment roequired
jcct, whether or not the cquipnment was
pogcs. Observations particularly in

i
ics indicate that as the nsed for UH



o

cxnerts staorts to declinoe there is mouating pro

(/2
0

gure for nro-.
jects almost wholly orientcd towards tne 1mporcavion or

nachincry. '"If we must take an expert or two 1o maka it logal,

dvie

{3
[
b3
<
=
&,

0.K., but we want your cguipmont and not your a

amples ware noted in

cursment whnose price
tion and domonstration of its e GQulpe

much

ment supplicr,
cheaper than to hire =
train locals in the use
arrival of the factory

ustonary long delay in

the factory employec of

lar cquipment involved.

Both in the ficld and at

heard a lot about the nropons

through manufacturers' catalogucs, plck cutb

brojectt, to a sciontific
instrument with which o certoin country officinl insisted on
re were probably not more than

wnolse world cf usin

it properly'. IFf the objocted to

advarnced equipncnt, 1t wos citen nccugscd of

the developing ccuntry to cgulipmont alrsady considersd cbsolete

in advencod countries. Congidorable cvidoencs
countrics visited taat tho
this highly sophistica

on the use of the local

Nal

of major importance in laying the groundwork for

import-saving industries,
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ent renresented of th

sressod the view o

ZOVSITi-

guipnent

©

c

projects and only inport cguipment «ftcr it
was not available,
of sovphistication
to the levsel of
ohisticati of cguipmen irrently boeing manufactured in

gsemi-doveloned countrics,

developing countri o

and Tepalr

nginsoring—type projccets) wrovision was made in

rations for maintenan

nNTTY
Several officials folt that surveys,

particularly in s would revoal

surprisingly largs

4]
o
=
©
i}
%)
.
3
]
)
@)
=
]
[N
=
[N
©
0

in both government and private activities which, 1f properly

organized, could lsad to much »rogress in meceting maintonancs
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(d) Status reperts
in the

Checks ficld indiczteo

precedurces for check
project sites.

headgu

againsgt

for reporting on fc uti

the 1life of the projcct.

Isolzted sxzanples wers noted
determine whether cquipment w
was not found of widesprcad u
agsney hoecdquarters informed
sidered necosgsary 18 a periodd

equipment purchased for the »

why not. For cxamplc, it nay

utilized. This involves a hi

what is nc

be

scom to

(e¢) Spart vparis

to whether

S‘ﬂ

The guestion as

"dircet" in the

—

both in the field and severa
genernl agreement that 1T the

the rccipient country, it was

the

- j- s

in
as

-~
[

OT
icC

hloly

deliverics o

t UN agoncics have cfficient

=

soulpment to
3 purcinascd by

or project nanager in the

S A al T pevost e
tems actunlly rocoived.

¢ be an off

icient fellow-up

zation of the squipment during

tho

5

usaa

ficld of cfforts to

or not, but cvidence

of periodic reports to keep

this mattcer. at is con-—

report indicating whether
eact 18 being usced, and if not

that knows how to

the

noe onc

vrong lten

cted attampt was noted 1n the
to which the equipnernt was
ghiy subjeotive Judgement as to

ant by "Ffully utilized.

more apvropriate to find

re

agency headquarters.

5P

mo

A% this stage it would

out only whcther the

parts should be ordered

ficld, or through headquarters, was cxplored

There was

ars parts avallable in

were

re ¢fficient to authorize

agency experts and projsct managers in the ficld te purchase

the items dircet up to a ceiling anocunt per itonm.

However,
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if the sparc parts had to be purchoscd from the factory out-

asauncd large

¢ not realizsd. At leoast most
to got guick deliverics were

Ty oy ~ =] e - N SERPN ~
o orxder was plocoed in the

. s R

procurernicny orac

purchasers ii

with a stror specific cgulp-

5

ment back in use,

more folleow-up enqulries
at the factory.
Although hard £

to conclude ot

»urchasce outasids

(f) Coentralizcd procurcmont

verters were cnthusiaaitic about

Ltcns as typowritors. Some interest

agtancardization and the headachoes

[

resulting from trying to usc nazinmum cmount of non-—-convertibl

[€
i

@

)

2
0n
}_l
]

Lstance. Except in a

the cgenciza gcenad to be in the



5T7.

580

It is this Inspector's view that the
t

rizht to expect

procurement of the

resulted, for example, in the IHni
N

vigited having 43 different kinds

centralized nrocurement is not
someons took broad lock at this
with a worieble proposz! based sau

developing countries.

() Labour--intensive technologies

Since the end of Yorld Yar II, suc
reported Trom time to time

bilateral programmes who have made

ments in traditional ways of pumpil

cultivating land, and the likse.

tinued the labour-intensive anproa

and involved very small capital ou
imported under the UN and other pro

more advanced countries and 1is base

" In other words, it is

\

tion where labour is 1w comparativ
way to expand production was to us
of production. The guestion was r

headquarters to whether a couce

as
would not be

with largs

aporonriate
labour surpluses, makin

4

ingtead of continuing to ilmport eq
radically different environment.

It is pointed out that there is no
approvriate for whatever snvironne
be developed If a country has la

than the pres

bilateral

about experts

These imnrovements

for the ms

developing countries have a

ant unco-ordinated

programmes whien

sty of Health in one country

of vehicles, Perhaps more
but it is time
le and came up
arely on the situation exist-
cess stories have been

of the UN family ow
simple but dramatic improve-
ng water, building houses,
have con-
ch of the traditional methods,
tlays. The

has

equipment, however,

granmes come from the

ed on caplital—intensive

designed 1o

meet the giltus-—
vely shert supply snd the

e more capital-irnitensive means

@
[
e}
©
Qu
ol
-
i
o

vigits tc agency
on technology
veloping countries

g full uge of :

ipment designed for a
reagson why technologies
it exists in a country cannot

of labour and a
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gerious f~payments problem, development of "capital

&

gaving'

an "labour—-saving' sguipment would apnear to

k
)

be of the century.

5o such manufa

of manufacturii

running as

Eal

ox

producesd locally. Iu

which about 25 vper cent

other words, the

induce cturers in

zdvanced countriex to really focus on

0f particul

asmall scale

rieg,.

voint mighh be established 1o labour~intensgive sguip~

ment now on the market, and to publicize resulits of studies




India. The ILO is becoming incrzasingly active in exploring

various aspects ol lobour—intensive technology, holding
regional meetings, and taking such constructive steps as

lagt year on

cping countries®,

rest in and use of

| N A a N € EU
encoi “-“_Lu:\:) O -1IOTEe T

s in the various agency headguarters. Although the
wan the increased usze of computers, the interest
experts

focus

N
N

A3 ons

ication of the broadening scope of interest, the following

o
o
o
(=
s
O
ot
O

S
l,.J
Q
[os]
o
<
<
[0}
H
[0]
’(l
I_J
)

the training course for courtry representatives of

cne of the larger UN

; . 3 . L~
1, ! ment analysis and planning;
> R N I S PRV I
Z. Principles of managsment;
Vo o + - s St A o e o [N,
3. Intrc 5o electronic data proceasing;

I~

(R Comouuor spplication,

5.
-
O
i analysie,
o]
Co

O

10.

63, From the standpoint of »roblams noted in the field, it was pariticular—

enciea to

o

1y interessting tc learn 2bout the plans of thres of the larger TH

apply systems analysis and networi technicues te the planning and implemsnta-

tion of Special Fund projects, and perhans later to the more complex Rsgular
E s (s, M 5 O

and TA nrojects. These three agencieg azannearad to have carried out their



studies and plans independently, but the general avproach had a

s

points in common.

Network Plaaning

<
]

-
)

It is my impression that these

imately the Tollowl

to pla:

a country indicates an in

the prospective executing

country to study thsz reg

D headguarters.

(v UDL““ the networlk anproach, the hasic ovjectives of the
N Pl [

project proposed would be broken down into discrete sub-

would help local officials draft a p:

obijectives, not exceeding mnerhaps ten or twelve, which in turn
9 ] e 9

(c) These majer

§ then be listed on a sheet of papery
the sstimzted time reguired to complete each taslk and the order

in which they n ted would bz noted

would he made to sovernment officials
[&]

to just whe would Db 1t each task

Thege are the bagic and can be

o
o]
s}
4
9
o
..J
o
et
H
(D
'\

Critical P Lﬁ) can be readily determined, and provides a mason-

a

and an attempt

=
b=

able guess as to tha total time reguired to complete the nroject

after it iz dsclared operational. Bxpserts in this technique
h

a4

point out that at this stage it is very important to study the
b

thig diagram, visuaelizing the different

stens in sequence, in order to ensure that no major task




necessary to achieve the objectives has been omitted. A4Also,
1f the Critical Path is much longer than the other paths, there
may be importent opportunitics to s

from other tasks to the tasks included in the longest path in

order to reduce the total time (,nu

the prcject.

(e) The UibDP and local contribubions necessory to carey out

5

a
the major tasks Ldeatificd ehove would be estinated,
(f) The project proposal would be completed and Forwarded
through the local UNDP Resident Representative to ULDD head-—

guarters.

~

Jotes An alternative apprcach would be o Torward +he vroject

request to FNew York prior to making the summary network
analysis described in (d) above, and then have New York head-—
quarters forward the proposal to the agency headguarters for

comment and aprplication of the network teckniqus. T prefer

L._:

eribad above because the government will

7

the first approach

be committed in its request to the more refinsd data and the

tasks, length of project, etc., later in mpreparing the Plan

(g) After the Spocial Fund »roject has been apnroved by the
Governing Council and forwarded to the executing agency head-

quarters, the project manager would be recruited and sent to
the country (i) to get a first-hand orientation in the local
situation, and (ii) to make a careful check of tne reasonable-—

ness of the estimated times required for carrying out thosc

tasks assigned to the lccal government (as debtermined in step
( ) e.) Experience indicates that a major wealkness of
SE projects in the past has been the ove cr—optimizm about the

ime required for the governmelt to carry out those project

1
tasks it performs.
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headcquartors by the government, (or

al

he egulvalent if

ot
=
¢

Advantages are thought to be as follc

preparing the projsct proposal are forced to think

to the end, and thus the likelihood of over-loocking

(b) & far bebter hasis is provided for estimating the durati
ner than assuming for oxample that all SF

d be for five years as wag the tendency in the

2

he project proposal inte a2 FPlan of
it J i i
Operations will be groestly sinplified: in fact much of the

proposal could be treasforred without change to the Plan 1iF

+
U

=
D

two documents were properly co-ordinated;

/ - . . Cq e . o
(d) The foundations weuld be laid for better control of
b

ti
and coats after the project has been declarcd ovnerat al;

minimum of spececial traiming would be required by

-+

carrying out this pro-oncrational phas

’

)

(f) No svecial equipment such as computers is roequired.

o

Plan of Operations, and

aration of the

5

If a detailed rnetwork with many sub-

this should be attempted only by

ncay and even then bo resiricted to

the first part of project implements

5

ion until the agency has had & consider—

aid environment. Murthermore

the projsct supernvi find that they are rather swanmped

witlh comnuteriged

tion woguired is not clear

68, Vore

ogtablished

ched the stage where 1t has

profegsionals who run a

computer nrogramme and have a considerable fund of kuowledge about the use
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ment was rcachod that it was desirable to have the exrert or project manager

disouss hiz findings with government officials and attempt to get agreement

on action to be taken before he left the country. This was gardsd as
ongor=term projscts, but for those ranging up to six months 1%

ifficult to clear

t

efore the sxper

cndations arters and then

left

with headgu

TL. There wes less support for the proposal that sach project should have

2% leost an Abbreviated Plan of Operations with s time-phosed work plan.agrced

to by tho sxecuting minlst: his attitude seemed to be agsociated with the

gensral abtiftude towards tionala ar and TA projects. The main

idea scoms to be simply to sond an cxyert for an indeterminate period, rather
a proper co—ordination of expert, ocguipment, followships and

training of counterparts, and ostsblish 2 meaningful termination date

However, there wag agrecment lthat the new programming procedures for TA

o

o correct this s

projects sh

halp

SHN

iftuaticn.
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3. Modern management methods
The sorvice ot hoadyuarters which has central reaponsibility for
improving management practices should be ssnioned responsibility for action
oS & [t

on the following 1ltems:

Strengthening the usefulness of ficld reperts to hcadguarters

for Regular, TA and SF projects through inclusion of:

o

fellowship training,

<\ o o .
(i) Status of counsel
oricnted to implications for timo-phased replacement

ney experts.

page 22);

deviations from work schedule of projects,

ation and

of Oneratiocns to facilitate a choice

now bhuildil

Tt

A4 . e
ITrucTures;

(ii) training counterparts at the sito, oxr elsewhere

or

Dneouraging tochnical ministries - d »n a nlan for
mobilizing the country's internal resources Tor malntaining

cquipment in their ficld and offoring to help



rts on the utiligation o

(d) Procurcncnt gtacdards

Bncouraging the toechnical ministries to

c—i‘
4]
<t
W
3
f

J

(i) setablish »nrocurcmsn
control the number of differcnt modols of cquipment
imported; and

(ii) develep a broad list of items for which it is

feasible to restrict imporis ovphistica~-
tion of items currently being wmanufactured in semi-

groundwork

developed countries, and thus help to lag
for an orderly expansicn of import-saving industrics.

The ligt would of course include certain items such as

vory advancod cep wells which are

economically o of the comparative

opting the use of the nobwork

CD

A
Fund proposals For syproval by tho

to go beyond the use of "macro! notwork

implementation of SF projocts

able fund of knowledge about notwork

(Sce discussion pagos 2631/,

Tvery project, whether financed with Rogular, TA, SF, or other
funds, shovld hove in writing a apocific objective, a time- v
phased work plon tying together the sxpert and any related
rts, and sub-contracts, and

equipment, fellowships, countorpa
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a meaningful terminaticn datc. ‘herever feasible, these work
plans should be dovoloped jointly with the executing ministry
for the prciect. of experts, with relationships ?
to traini of locals znd uzs cf eguipment so vague that no
;
time—-phasced work plan is nossgible, and for which there is no A
meaningful termination dote terminated 28 socn as
feasgible or converted to an assignment if 11t mcets
the lattor's criteria., An ezc:ﬂtjoq would be =n oxport who is
recrulted specifically to gather data for a 3F project, but he
should have a time-phased work plan.
(Se. discussion pages 31-32),
4. Country—identified projects
Where alterna tlvbulexist, atrong preferénoe should be given to the
selcotion of country-identified vprojects, that is to say, projects which
usually were strted bofors o UN agoncy came into the picture to help, and
which are stronzly identified witlh the government, not a UN agency or \
individual expert.
(See discussion page 15),
5. Spare parts
Procurecmzint by ficld «ffices of spare parte :Qgil ble in the rec ipicent
country should be ‘Utﬂmfléu¢ up to a ed zmount per item:; but procurc-
ment by Tield officsz dircet fron nanufacturers cutside the country should
be authorizcd only aftor carsful field tests justifying such sction,
(Sac
6.
Before any project is terminated, the major rocommondatiéns should be
discusscd by the sonior projcct cxpert with government off¥cialg, and an ¢

attempt should be made to

t commitnonts if possible for favourable action.,
wome exceptions to this procedurc may be nccessary for projects lasting no
longer than a few woeks,

(Sce discussion pages 31-32).



