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EXECUTIVE SUTAARY

I. Introduction

1. A jeint tecs orgonized by ECA/UNIDC was charzed with the miscion responsibility
to undertake prcllminary activities leading to the ootablishaont of African Reglonal
Centre for Consultancy and Industrial Management Servicec.

Ze The erﬂoual for the cotablishment “of the African Repicnal Centre for Consultancy
and Industrial Manarcﬁcrt Services was given high priority by the-Second

Conference of African Ministers of Inductry held at Cairo in 1973 and by the third

ECA Conference of Minioters Held ot MNaoirchi in 1¢/5. The fifth Cenfcrence of African

Miniscters of Industry re—affirming thc importance and pricrity of the projeet, urged

ECA in. cpllaboration with OAU and UNIDO to ceek ways and means of implementing the

project.. This report embodies the findings of the micsion to various African countries

and gives details regarding the cstablishment and activities of the Contre. The

conclquonu and recommendationg of the various acpects of the Centre are containeld

herein. |

3 Over the last twe decades foreign consultaney organizations have seen Africa as
a wvirgin ground for. Conuultanuy Services. - '

II.  Economic Impact of Consulting Ingineering Services on the Implementation of
Industrial Projects ' ‘ ' 3 '

Le It iz noticed that forcirn investments Dlay o vital role in the public sector of
the countries visited, excent the countries like Algeria, Egynt, Nigeria, Tanzania.
Indeed the major prejects in those countries are financed by multi-laterzl and biiateral
aida. With repard to pre—feasibility and feasinility studies, the deonor countrics use
the services of the consulting enpginecrs of their choice. The services of the
consulting engineer are includel in the cost of the nrojeet, his salary, honorarium,
transport and medieal Liils are bornc by the company which cmploys him. Such services
which cost not less than US$ 10,209 and crerepe US$ 14,000 -er ﬂan/nonth weipgh heavily
on the country’'s foreign oAqungc.

Se 3ig foreirn compenies whien nepgoticte and gét funding cither from international
financial institutions or from their respective countries to operate in Africa are
pretected and assisted? Dy the institutions that finance them.

6. Before grarting the funiing the financial institutions ascertain from the conputer
which hag the data bank of 21l the consulting engineering services capable of carrying
out pre—feasibility ani feacibility studies on a given project. On the basis of the
coaputer's feed back the beneficiary of the Tunding decides in vhich country to operate
and begins ite pre-feasibility and feaszibility studies lealing to the implementation of
the projeet. There is no doubt that the comsulting enpgineering services that will be
proposed by the conputer will be a foreipgn onee This is because African consulting
engineering services do not have the means to maikte themselves known on the international
scenes Consulting engincering services »f the industrialized countries form an integral
part of the companies that operate in Africa, This exXplains why the African project
narket is the preserve of some conpanies.

7 He see thercfore that it is not by aceilent that specific projects to be implemented
in Africar countries arc not conceived by African governmments. UHevertheless, it is true
that African govermments carry cut sectoral surveys with a view to identifying the

varicus prceblems facing cach industrys, In other words the surveys cover such areas as
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the total number of existing industries, the difficulties these industries face and how
they can be overcome, how to improve productivity and ensure a steady functioning of
the marketing circuit, -

8. At the African Ministrles of Planning,there ic 2z departzment responsible for study
funds for industrial develomment. This constitutes a funding source of many African
congulting engineering services. It is honed that these services will in future

handle industrial dévelopment projects in Africa. Meantiae, we know that investors

of industrialize! countries concéive-their projects, oovtain funding from the sources of
their choice, carry ocut their pre—feasibility and feasibility studics, get authorization
to operate in the African countries of their cholce and later hare the right to free
transfer of industrial profits.

Ce African consulting engineering services are never congulted by foreign promoters
who zlways use the problen of lack of skilled manpower as an excusc. This 1s a lanc
excuse since they do not want African consulting engineering services to take part in
project preparation. As we have said ecariier on foreign consulting engineering services
vhich consider industrial develoment projects in Africa as their right, prevent
African consulting engineering services from Deing awarded projects. What is more they
are less interestoed in training Africans in project premaration which ineludes pree .
feasibility and feasibility studies and negotistions leading to the signing of gontract.

10, Thus, we sec that African engineering companies have yet to have any significant
impact on the inmplementation of important industrizi vrojects in Africa, Today there
is no deubt that foreirr investors in Africa have = great influence on non-Afyican
engineering companics.

11. Industrial Consultancy Activities in Africa are cctimated to correspond to 6000
nan years in 1081 roughly subdivided as follow

Investment relatced activities 3,590
which pre~feasibility and feasibility studies 1,780
of which construction engineering ctc. (finance
procurcnent anc others) 1,750
Auditing, accounting and financial management - 1,500
Management consultancy proper £00
Other Infustry reiated consultancy
activitiss {real estate brokerage ctc. ) 500

12, Incluling company internal and independernt organizations, expatriate, mized and
national organizations, private and goverament organ1zat10n¢, there are approxinately
1090 Cﬁnuultancy organizations, in Africa. It is cstimated that approximately 200 of
these are governmentzl units or parastatal bodics, of the remeining 830, approximately
450 may be national subsidiaries of expatriats firms or nixed companies with apn
expatriate majority. :

13. The implenentation of the Lagos Plean of Action o tails massive investment
programaes in the priority sector and it is felt that the lack of indigenous consultancy
services may be one of the major constreints for achieving the Jdesired vbjectives of
industrial development in Africa. :
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ITI. Raticnale and Obisctives for Bstablishment of the African Regional Centre
for Consultancy(fngincering) and Industrial Manazement

it The rurpose of the Africen Regicnal Centre for Consultancy (Engincering) and
Industrial Hana ﬁ@ﬂCﬂt i genar a1 terms, will be the development and promotion of
professionalisn and creadibility amongp local Africans.

15. The Cut(—-ﬂl ishiient of a Jdata base detailing names of professional organizations
and indivicuals, s pniications, expericrnice, otcesse; rovide technical and
training support as reil as proprictary scervices to existing individuals and organiza-
tions; develop consortiums of loca: professionals to effcctively‘conmete with
expatriate firms; prepere and/or disseminate professional data; act as a clearing
house of informaticn; and lobby for legis lation in support of local professionals,.

16s The effective utilization of the Africar Regional Centre {or Consultancy
(Engineering)vand Industrial Nanapement will reduce the outflow of foreign exchange,
promote intermal and external national growth, attract investments, develop a sound

and cohesive consultancy base, and help achicve the true potential of the African nations,

IV, “Interlinkares wlth Subresional Centreg, HNational Conuultqncv and Other o
Orpanizations anc Organlza%lonu Gutside > Alrica

(a) Interlinkapes with subregional centre

17. The fcllowing four countries are seem as'suitable location for subregional Ceﬁtres:
Egynt for Horth Africa, Kenya for Fast and Bouth-East Africa, Senegal for iest Africa
d Zaire for Central and uouth Uegt Afr1cu.

18+ - The role for Béconing the uubrcglanal focal points of the regional centre will be
assipned to existing national or subregional orgapizations within the respective
countries in consultation with the ministers of ind lustry of the member countries Wlthln
the cubregion. The subregional centres will carry out 9fe01flc uurvey, co—ordination
or project assimmente orn  the baulo of subcontracts to be conclurled on a case by case
basis.

(b) Interlinkapes with nationa. centres

19. Within each country, the minister of 1n‘uatry will assign a national institute or
organization the role of acting as a focal point to the subregional and regional centres,

20, he national centres will usc and properly disseminate the information and
services obtaine’! from the subrepgional and regional centres and they will keep then
informed on all relevant consultancy and managenent services development within their
countrics.

(¢) Interlinkases with other rcpional centres s Y

21. BEstablishment of close contectss o

- as closc a linkapc as rossible with the data base;

"1/ Centre cf Technology in Dakar; Engincering and Wanufacturlng Design Centre in
Ibadan, Higher Technical Training Centre in llaiz robi.
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- mutually uo1ﬂlenent data bace ana,co—OUcrate on muitidiseiplinary
subregional or regional assignments on a case to case basis;

- mutual complenentation and support in the fieid of training.

’

(d} Interiinkases with institutions cutside of the African resion

22. Bstablishment of contacts for exchange of:

—~ informetion, training, research and consultancy activities

Ve OQutput and Activities of the Centre including Scheduling

23, In the 1ight of the existing scenario of industrial consultancy services

in Africa, the Centre will in fulfilment of its objectives, ascume the necessary
stipportive ant catalytic role, The accomplishment of this task will involve the
organization of a user—cricnted systen enconpassing multiple exchanges of technical
expertise and technological services. This will in turn require a regional network

of information exchenge among existing national and subregional institutions and -the
Centre itself and a sound information, collcetion and. dissemination mechanisn
responsive to the needs of African countrics.

24« The wide speetrun of industrial and economic activity in the African countries
.and the attendant neseds of techniecal xnow-hom, management sérvices and other
technological inputs nose a challenging task to the Centre and call for careful plannlng
and efficjient organization of its operations. The Centre will have a dynamic role to
play in the African inlustrialization procesz in particular with regard to the new
industrial facilities to be created throughout Africa and making optimal usc of cxisting
investments, Thc priority areas for such industries have been clearly spelled out in
the Lagos Plan of Action as well as the -arious measures to be adopted at the national,
subregional, regicnal ancd intermational levels to achieve the targets envisaged. The
Centre will basically concentrate or these identified priority areas in the beginning.
The demands of African countries in the field of industrial consultancy and for
fulfilment of their cconomic develomment nrogrammes arise esgentially out of their
socio—~economic goals to raise the living standardc of their people making available to
them their basic necds at acceptable costs an? fuller utiiization of their natural,
physical and huuan resources by establishing rew projects and making effective use of
the existing investments.. The Centre will thus have to provide industrial consultancy
‘services both for the small-scale and rural industries aimed at maximising employment
potential as to the large national and rultinational basic and other industries taking
into account rescurce endowments of the different countries ard potential subregional
markets thus stimulating multinational co—operation among African countries consistent
vith one of the main industrial objectives of the Laros Plan of Action.

25 The scope of services to which the Centre will address itself and which will be
mobilized by it are: S

(i) Bcononic Consultancy Services

Surveying and prospecting of ratural resources, techno—economic surveys
for eccnomic development, determination of industrial potentials,

evolution of regional and sectoral development plans, reviews and appraisal
of entrepreneurship and investment climates, study and appraisal of
industrial and economic institutions and evaluation of feasibility of
cconosiic and industrial development programmes at macro and micro levels;



(i)

(i1i)

(iv)

(v)

(vi)
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Pre-Investment or Project Plornning Services

Preparation of opportunity studies, Diroject profiles, feasibility studies
and ovroject reprorts incluling market surveys, “emand analysis, ctc.
leading to investioont -lecisions; chcice of appropriate technology, its
acquisitioﬁ, adaptation, -ilot “lant and laboratory teating of materiais
and processes; mroject evaiuation studies anl financizal arranpements for

project implomentation.

Detailed Desimr and Engincering 3zrvices

Detailed cnpinecring and construction drawings for civil works, process
and auxiliary departizents, preparation of tender bids, tender invitation
ard evaluation of bids and advice or sclection of equipment and their
suppliers ard contractors, plant iloyouts, detailed equipment layouts;

Process and Technolorical Consuitancy Services

" Hanufacturing preeesses or technolosies, basic designs, methods of
5

procucticn, fiow shects, material balances and product designs;

Proicet Manaoment Services

Constructicr ifanagemént Bervices and site supervision, matcrials management.
Preparation of letaile” time schedules for construction and erection works,
monitoring wnl urdating of schedules, detailed manpower requirements for
construction anl operation, job specifications and job descriptions,
sclection of persorpel, trainine end humar resource development, programming
of finances , nznpower, construction aaterials and equipment deliveries,
inspecticd of oqui-ment and supervision of construction and erection,
start-u coirnissioning and initial operation of the plant, operational

brocedures and mahagenent irformation systeniss

&+ O

llararcaent Consultancy Services

Investizations for optimization of existing industries, production,.
technologieal analysis, uprrading of products and suggesting alternative
product lines, capacity utilization, plant modernization, rehabilitation,
expangion and product-mix optimization and diversification studies,
diapnostic stulies for piant operational improvement, development of
corporate stratepies and plans for achieving optimum results, operational
research an worx study.

In all of thesc activities, the Centre will develop its own specific’ data base,

know-how and dissenination an:dd promotion capacity to benefit existing institutions
within the repion. '

Phasing of outputs an” activitices

Phased over a five-yecar pericl, the outputs and activities of the Centre will

(a)

- be as follows:

First Paase (first and second year).
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Outputs . L o e
i) CZstablisament of a Data 3ases;

(ii) Four in depth country studics — possibly in the countries where
subrerional centres arc located = to identify complementary
action which could be initiated by the regional. centre in co-
creration with the subregional and mational centres;

(iii} Three regional consultation meetings on such subjects as.~.
contracting, Xnow-how and esuipment supply ineluding contract
formats, nepotiation mothods etc.; — sector specific "evelopment

: plane in Africa to identify irformation and comnsultancy
requirenents, suppliers cte.; — a framework for promoting
“industrial consultancy within the continent using modern methods
of mublic relations andd proesenptation of consultancy work;

(iv) Zstablishment of a quarteriy publication (sterting the second year)
intreducing the regional centre to all affiliated organizations
indicating the information available, the services to be performed
and siving Zetails on outstanding national, subrepional and
regional activitics and cvents of common interest. (Initjaily
EGG=1007 issues to be mailed to povernment departments and all
consultancy anl management orranizations identified);

(v Initiation of an industrial enquiry service covering market and
technelogsical information and assisting in the search for required
: i3 ot dn .
cxpertise (1% years after initiation of the Centre):;

Y . . L] 4, »

(v1) Three consultancy projects on a natiocnal or subregional scale, where

inputs beyond the locally available resources are required,
L

Asgistance in the estabhlishaent of the respective consortia.
(5} BSeconc Phase (third ans fourth year)

28. Having develoned its clata base and initiated its research, consultation,
rublication, informavion and econsultaney activities, the Centre will now also cater
into a dynamic promotional programme of its services including also training co-
ordination among its chief activities.

(¢c) Third Phase (fifth year)

2G, Outputs and activities in the fifth year of operation of the Centre will include
in addition to all other activities under phase 2, advisory services to individual
governments and subregional and regional organizations on optimization pessibility
in industrial planning.

.

V. Instituticnal Francwork

30, The Centre will %o created as an irndenendent ertity under the supervision of
a regional boly - 2 governing council - conposed of representatives from the member
governments, industry and ccnsultancy/management services orranizations, Its twelve

members will be elected for a periocd of two years and its constitution shall be as
follows:
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(i) = 4 Ministers of Industry, one cach from the subregions out of the
member countries

(ii) - & Top industrial executives Z.c, pencral manager{managing director/
director general of mublic or private industrial corperations, one
cach from the subregion out of the member countries

(iii) - 4 Heads of management, consultancy or productivity institutes, one

cach from the subregion out of the member countries

VI, Criteria for the location of the Centre

31« The Centre bDeing multidisciplinary in naturce will have at its disposal greater
experience in many areas of activity and will widen the scopes of project study that
entails sufficient mastery in technology in line with African realities and conditions,

32+ There.is a need to poeol the competence, knowledpe and experiences of African
consultancy organizations and manufacturing companies.

33. A Centre such as this, which should make 2 significant contribution to the
development process of African countries by seeing to the preparation and implementation
of particularly complex projects, must be provided with regular and reliable logistic
services and must bDe given all the necessary support. Given the importance which

the Lagos Plan of Action attaches to this Centre, it goes without saying that it should
be established in a place where it will become operational without unnecessary delay
and wastage of the resources put at its disposal for its smooth functioning,

3L, In accordance with the decision of the ECA Conference of Ministers held at
Freetown from 6 to 10 April 168l1.it was apreed that the African Regional Centre for
Consultancy and Industrial lManagement Services be established at the same place as

the African Regional Centre for Engineering Design and lManufacture (ARCEDEM) at

Ibadan, Migeria, '

¥IT. Capital Investment, Cperaticnal Costs, meénS'aﬁd‘Sources of Finanéing'

35« It is recommended that finance should be made available to the Centre on a
regular and continuing long~term basis. The various sources of such financing control
include: oo .
(i) Annual contribution from African countriesé
(ii)‘ Grants from other ‘loveloping countries;
(iii)‘ Gfants from developed countries;
(iv) Grants from African financial institutions;
(v) Technical assistance from UNDP;
(vi} BService charges and faecs when the Centre is fully operational;

(vii)} Contributions from other United Nations arencies.
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36, The member of the African States should be the first financing boards concerned
to provide through their subscriptions and grants, the funds nccessary to operate

an<l ascertain the operation of the Centre., The total cost estimated envisaged for
the first three years of the establishment of the Centre is about US$ 5 millions.

37. The Joint ECA/UNIDC consulting croun recommends that each participating country
of the OAU and ECA member States contribute, in thc form of an annual retainer, the
modest sum of one—quartér of one per cent (7 of 1,5 of the annual development budget.
This retainer will be applied against professionai services rendered by CIMS to the
specific country.

38. The rationale for the retainer is as follows:
~ Tt will show positive support for CIi5 in accordance with the Lagos
Plan of Action
- It will enable CIMS to be se:f-supporting and self-sustaining
~ It will assure utilization of CIMS by the partiecipating countries

~ The retainer will be applied apainst scrvices provided by CDdS, therefore,
full and cqual value will be given in.direct pronortlon to the retziner
contribution

= It will enable CIMS to prov1de the best in professional pcrsonnel and .
will permit CINS to prov1de a full ranpge of services to the partlclpatlng
countries,

VIIT. Implementation Prorramme for the Establishment of the Centre

3S. In order to ensure that the Centre becomes operational in the shortest possible
time it is very essential that the various activitics and preconditions relating

to the establishment of the Centre are clearly defined., The various sequence of

events resulting in the Centre becoming operational have been given in the table below:

Table 1: chuence of eve nts from gtart of the niggion @.ay 1981)

Activity St ‘ : Schedule
'Ae  Initial framework B

1. ECA/UNIDO mission report , _ July 1681

2. Experts meeting Septenber 1981

3. liinisters of Industry meeting. Hovenber 1681

L. Establish cystems and procedures for CIM3 September~November 1631
Be Lepal frameworl

5« Signing of Apreement for the creation of the
Centre between the participating countries - January 1682
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Activity .- - ‘ Gchedule
6. Constituticn of the founding Governing larch 1982
Council consisting of one Minister of Industry '
of each of the subrepions, the heads of each
of the designated subrepgional consultancy and
managenent services institution and the executive
secretaries or Directors of OAU, ECA and UIITDC
7+ Approval of the budret for the Centre © March 1981
€, Constitution of the definite Governing CGouncil November 1582
consisting of one of the ministers of cach
of the subrepions, one réjresentative of the
consultancy crpanizations within each of the
subregion, and one representative of the
“industry as specified under Institutional
Framework and first status review of the
centre :
Cs Staffing
O, Appointment of Director April 1682
10. Appointment of two coordinators April 10682
11, Appointment of Staff April 1682

40. A person responsible for the preparation of the Ministers of Industry meeting
in Howvember must be appointed to ensure full briefing of the lMinisters preparing
andd circulating all the necessary documents on the projeet as preparcd by the

Joint ECA/UNIDC mission and discussed by the Sxpert Group liceting., He will be
commissioned to ensurc the implementaticn of the Centre within the stipulated time
frameworke. He or she nust have vast background experierce in Consultancy and
Industrial Management Services and can be designated as Project Manaper and would
work under the control of Director Joirt HCA/UNTDO Industry Division.

41e As early as 3eptember-lovember 1681, and after the initial franmework has been
approved, it is rccormended that immediate steps be taken to start the systems and
procedures develoment. The development of the adninistrative, financial and
management systems is a vital ard necessary function for the effectiveness of CIMS,
The development, prior to the actual on sites cstablishment of CII3, will permit

an orderly and efficient assimilation of the Dircctor and the staff of CIMS,

IX. Tionitoring of the Centre

L2, It is iaportant, for the success of the Centre and both for feedback and
effective particimation, that the activitics of the CI4S should be monitored. The
monitoring function should be carried out by its Govering Council.
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43« There are threc major aspects which would require the attention of. the
Governing Council, and these are:

(a) Effective utiiization of personnel

(b) Conformatior with approved plans, and

(c) Finance

44s  An annual arogress report should be prepared by the CREIS for the consideration
of the Governing Council and financing agencies.

45, The establishment of the African Regional Centre for Consultancy and Industrial
Managenent Services will ncet the objectives of the African Ministers of Industry
an the Lagost Plan of Action.

46. The adoption of the conclusions and recommendations contained in this report
along with the full and overt support by the participating African nations will
assure not only the viability and effectiveness of the Centre but will be a positive
step towards the industrial development of Africa.
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