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Tha chjectivie of chis paper is to identify the rolc of individual extension
an a means cf rromoting industrialisation, and to examine t:c implications
of this role for the selcoction and development of an appropriate
institutional base for such a service. Most of the research and experience
underlying the views cxprossed have arisen in che area of small-scale
enterprise development, but it is felt nevertheless to be relevant to the
topic ol industrialiration as a whole for two reasons; the least developed
countries in particular must look mainly to small enterprises for sustained,
equitable cud loznlly conirollad industrialisation; in addition it may be
necessary to draw a clear line between small-scale and other industries in
order to define eligibility for special financing schemes or other
prerotional devices, but this often leads to anomalies and to unnecessary
duplication. The industrial bare in the majority of the least developed
countring of Africa i so thin, and the need fo: individual advice is so
great, that a sinple a2dvisory service is probably most appropriate,

coverirg all ~izes cf enterprise. 4 few, perhaps maj ly foreign nanaged
large enterp..utd w o wo Lu oo Bews oL Che vype 01 gservice described in'
tihis papcr; this doea net mean that the service should not be available

to all sizes of enterprise and small busiﬁesa experience is cqually

relevant tn the orgarisation ard staffing oi a service for those larger

enterprises which can make use of it.




It should be clear from the osutsmat what type of aotivity is being desoribed;

the torm "extennicn" is used to deseribe any form of training or advisory

service whiclh takes plice outside the initiating centrai institute; it i
includes classroon training cuvurses ron in field Tecations, and attempts

to promote chanse through mass media, ~uitural manifestations, demonatrations
and village mretings, as wel! as the individual adviser whe assists individual
farmers, famil :s or business eaterpri 1s un their own p: mises. In this
paper ve are cancernad only wich guch individual advisers; this in no way
implies that other forms of extension are not valuable, but those that are
particularly relevant to industrialisation are being dealt with in other
papers at this u-zeting., It ia alwo important to define the type of
énterprise wiose formation, growth and success will contribute to
"industrialisation” and should therefore be assisted by individual extension,
or "consultancy" as we shall call it for convenience. FParus are clearly
the most irportant forws of enterprise in every one of the least developed
countries of Africa, and in tay countries the agricultural extension
service can learn a great deal from the experience of non-farm extension;
farming is of course an industry, but this meeting is concerned with
enterprisen other than farms, although many of thew mey be closely linked

to agriculture, whether as suppliers of inputs, machinery and processing,

or as marketevs of the output, but farms themselves are heyond the scope

of this papor.

Traders howcver are very definitely included; in view of their importance
and contribution to the creation of wealth it is perhaps unfortunate that
the United Nat{~ns family does not inc® ‘de a third agency to cover
marketing ineti.ations 1. cue «u® way that the FAU and UNIDO cover farming
and menufecturing industry; it is not surprising however since truders have
since the carliest times been despised as extortionate middle men, adding
no tangible valua to the goods they handie, rather than as the vital link
between producers and consumers, whose contribution in terms of real vilue
added is cftcn greater thaa that of the farmer or manufacturer. National
wealth can be created by increasing the time, place and information value
of physical products as much as by improving their juantity, quality or
physical value. Industrialisation depends as much on the development of
effective demestic and export marketing intermediaries as on the actusl
manufacturing units, end indus:rialisation will be taken for the purposes
of this paper to include the promotion of trading as well as manufacturing

activitien.




The derus "husinecet p "ontnrprmve", ar» 6ften ngmiped te volate mainly to

.

privately owaed aeiivitles, operaiiue e a protir, Stite or co=operative
owned enterprises ave howeve:r equally tmpestant, and in some countries they

{ are regarded as the main avenue tn indusirialisarions the types of servicos
which are examinod in chin paper are cqually applicable to them as to
privately ownod businesscs, ang althoust much O e terminolopy is
inevitably .ssociated with privare _usiness this shou J pot bo interprated

as suggesting that the servicas are not appropriate to public or co~operative
enterprises or, still less, that private Fisinessen are poco sarily the bast

vehicle for industrialisation ol the Tcasrt developed countries.

Aﬁy service f{or existing or potential industry must be basod on some agsessment
of the zctual needs and problems of thoroe who are wvolved; rescearch among
large numbers o1 diifareat types of enterprise, in nuny different countries

in rich and poor parts of the world, supeest that most pcople who are in
business believe th-t their ®7in need is for more finance or for assests

such as equipment or stocks whose purchase could only be funded by the
injection of addirional capitsi from outside the business. It is therefore
Perhaps reasonablc that in mosc countrics industrial promotion schemes start
with finance; they are afrer all providing what the business penple

themselves believe they need.

Even brief but critiral observation however, duriug a visit to an enterprise,
Buggests what closer analysis of *he operation confirms:  the majority of
businesses, particirlarly smaller cnes in develonine countries, are not moking
the best us: of the capital they al. ady have, and the injection of more
capital will only s:rve (o caocerbate the problem. Machinery is standing
idle because of ra- rcterial or spare parts shortages, store rooms are full
of excessive inventories of raw material, work~in-progress or finished
products, and further resources ae tied up in receivables which are long
overdue. The need here is for ascistance and training in miking the best
use of available rescurces, which is after all one of the definitions of
management, Finance from outside may in time he desirable, but it must

be preceded by analysis and improvement of current operations, and

accompanied by supervision and 1ssistance to ensure that it is employed

in the right way.




This second atapge of reeds analveie, followine Fron closer examination of

thv cxpressed need for Uinauce, right be “howsnt to suzgpest training as '

the solution. The need is for behavieur change, the target proup ave

definable and the required skills ave readily ddeatificd a2 book keeping, !
Project appraisal and so on. Managerent troining rcourses in these

subjects prolircrate, hat from the rare ceensnions when the trainers have

the resources a.d inclination rigorousl’ to cvaluate thei. effects on

the enterprises, the results are disappointing. The rcalitics of the

business are different from the classroom, senior management are unenthusiastic

or actively hostile to innevations, there are no projects to appraise and

neatly prepared Looks of accounts do not seem fo lead automatically to improved

efficiency. One objective may be achicved .n that the certificate of 1
attendance is lield to make the cnterprise eligible for a loan, but there is

not certainty that the woaey will be any Letter used, or more likely to bhe :

repaid, because of the training.

Clearly not all management training is ivceffective. If the trainecs are of

a fairly senior level, if their experience of Tormal education is sufficiently
high level, and recent, to allow them to apply the gencralities of the
classroom to the particular situation of an enterprisc, if they can be
released from their jobs long enough, if they are constantly forced during

the training to test what they are learning against the knowledge of their
real working situation, and if the training is fully participative, some
positive results can be chieved. Tt is very difficult to satisfy all ther -
conditions however, and formal classroom training courses arc more attractive
in terms of conv-nience for the trainer: and case of "delivery"™ rather than

verifiable contribution to industrialisation.

Training courses usually take place in clascrooms, and certainly in groups,

while consultancy is carried out on a one to one basis within the enterprise.

A more fundamental distinction may however lie in the expressed, or at’ieast

implicit objectives of the two forms of assistance. Training is, or should ’
be, intended to cnable traine2s to do something for themselves at a later

date when they return to their jobs, while the prime object of consultancy ¢

is usually to do something for the manager which he cannot do for himself.
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The terms of referenro of a consul tancy assignment may mention that the

client's own staff will be iavolved in and contribiute ro the results, but
consultants are normally hived to carry out a fuaction that the enterprise

finds is impossible or uneconomie to carry out for i1self.  Mamfacturers

pay other businesses to pruduce 1w materials, to construct their buildings,

to clean their offices ur to dixnose of their refuse; the justallation of

8 new wages or control system, the appraisal of possible investment alternatives
or even the definition of long term corpurate objectives and design of an
appropriate organisation structure are meen as similorly specialised

functions where cutside nssistance is appropriote.

4
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This type of consultancy is perfectly rcasonable when the managers who make
use of it are able to define their own needs, to appraise the recommendations
and to implement and operate whatever new systens are supgested.
Difficulties arise when clients ranunot do these things for themselves, and
regard consultancy as a panacea which will in some mysterious way solve

all their problems for them. When there are in a country very few managers
with any extensive industrial experience, because there is very little locatl
industry, consultancy of this kind can be even more expensive and less
effective than training courses, and even if the consultants are asked
actually to stay on and run the enterprise they were initially intended to
advive, this in itself does not contribute to genuine independent

industrialisation.

A consultarn: whose objective is to » romote and assist national industrialisat ion,
rather than to respond to clearly defined nceds for specialised expertige,

must play a rather different role. He or she must be able to identify
solutions to specific problems, but must also and more importantly be abtle

to "put himself out of business" by developing the skill of the manager to
diagnose his own problems and to identify and implement solutions for :hnn.

In spite of the best efforts by Government and others to co-ordinate the

work of all the agencies whose regulations, assistance procrammes or other
activities impinge upon industry, there is also a need for puidance througa

the waze of permits, controls, standards and incentives which may be

designed to help but often serve only to confuse. Il a manager knows that




he needs advioe of this sort, he can come to a central signpoeting office
such as the Small Firms [nformation Centies ia the United Kingdom, but only
an individusl ~onsultunt can alert a mdnager to rules or assistance

programmes of whose very existence he uas previossly unavare.

We have thus icentified a number of tascs which can most «ffectively, or
only, be carried out by an individual consultant or exrension officer,
working in the enterprises itself; he must be a "husiness doctor", a
trainer, an adviser and friend with personal ability and institutionai
freedom to look dispassiocnately at an enterprise and to suggast, snd "sell",
whatever changes or outside interventiovns are most appropriate, without any
dllegiance to any particular kind of service, whether it be a source of
supply, finance, training or technology; what are the implications of

this multiplicity of tasks for the consultancy? What kind of service
should it be?

The dwners of businesses, or potential investors, cannot be expected to
seek out advice of this sort described; many believe that their principle
or only problem is shortage of finance, and others may not be aware that
they have any problems at all. The service must therefore reach out to
the enterprises, not only in the sense that advice should be given on the
spot but it must also be promoted and extended by "cold calling' on

enterprises whose owners might never have thought of using it.

By the same tok:a, an individual consul ancy service must e comprehensive;
it will probably be set up initially in a particular region, but eventually
every enterprise, of any size, in any purt of the country should not only
have access to consultancy but should be in a position to be actively
solicited as a "client". This of course demands a large number of
consultants; the actual figure needed will depend on the proportion of

all businesses which are eventually identified as being capable of mlkin.
good use of this gervice, the number of businesses which a consultant can
hold in his portfolio at a given time and the frequency of calls and the
period over which the advice is to be provided to each business. Each

of these are major questions which are beyond the scope of this paper, but

the necessary calculations are similar to those made by marketing organisations

when plannine field sales representation, or nv arricuaitvral extension
seivices vhen decliding on the noaber a7 ols leors o he vaployed. Thw
experreace in Kenya and elsewhere sugsesty that mweasurable cost effe:tive

and equitably spread sorvices can he provilet meoa nsuitaney Lroin
3 &

amounting t approximatciv 25 ficld 5. icers pur 1,000,000 of the total
population; this ig obvicusly a ver, oo e Figure, but it may suffice

to give some indication ot the order uf magnitude involved.

The task of problem identification and soiotion, and when necessary
reference to apprepriate specialised scervices, obviously reguire peneralists
rather than specialists. This has imporiant implications for their prior

experience and qualifications and for the type oi training which they should
receive which may facilitato the recruitm at of the Targer nunbers which arce

needead,

The advice must be general rather than specialised in that it can make some

contribution, even if it is no more than teference to a specialist source

of assistance, to any sort of managewent or techaical problem; the
consultants must be pencral practitioncrs vhio can recognise and cure
diseases they are familiar with, identify problems when reference to more
specialised advice is required and advise their patients in such a way
that they will in future prevent diseascs from occoring or recognise their

own symptons and cure them themselves. A comprehensive service, providing

advice to every enterprise or potential catreprencar i A country which

can make good use of «wy wusl also be inexpensive, since most businesses

1 . s , . ;e . .
are small, many new venturos will never be stablished or will jail in spite

of good advice, and the national economic importance of improved performance
by any one business is likely to be negligible. The total cost will be

substantial, because of the numbers invilved, but cxpenditure on rranaport,

offices and so on must be minimised, while the staff should if possible b

drawn from a group who are willing to work for rather low salaries.

If the service is to be available, relevant and atrtractive to every busiiess

enterprise, the consultaats nust clearly he able to cormunicate easily with

every kind of business owner. They must be drawn from the same region ond

type of society to which the business people belong; the Tocal vernacular

must be their own, and they must uot be alienated from thoir potential

clients by origins, lengthy formal cducation or attitudes of contempt or




superioritv. The managers of the few larye and gophisticated enterprises

nust of course be advised by poople of similar backgrounds to themse'ves;

this implies a hierarchical pyramid type organisation, with large numbers

of relatively inexperienced and uoqualified consultaots and a small apex .
with far greater expertise, relating to the iudustrial structure of the

least deveiopud countries.

The consultants, at all levals, must be generalists; this has implications
not only for their training but also for the content of their advice; they
must not have any leaning or preference for aay particular type of
intervention whother it be fiunance, technical innovation, industrial
dstates, clagsroom training or marketing uassistance. They should appraise
each business situation dispassionately on its own merits, and offer
whatever suggeations, introductions, udvice or actual assistance is
appropriate. They must measure their own success, ond themsalves. be
evaluated, not in terms of the "sales” of any particular service but in
tefms of the satisfaction of their clients' needs and the performance of
the enterprises they advige. This performance may be measurod in terms

of turnover, employment generation, profitability, investment or some
combination of these, but the stress must be on the results of the

enterpriges rathar than the consumption of any form of assistance.

The consulting service must be widely available, even to those owners

or managers who are not aware that they need it, and it must he inexpensive
per business .crved, even if the tot:' cost must necess.rily be rather
large. because this service must cover the whole country. DNoes this suggest
that a charge should be made or that the consultancy should be free? A
proportion of the clients will initially need some persuasion to provide a
consultant with (e i o.wation hie needs before he can help them, and so
will be actrally suspicious or even hostile; if even a small charge is
levied from the baginning, they, and others to whom a small charge is 3
significant sacrifice, will decline. This may lead to the all too common
situation where only thosc least in need or help actually are helped, while

those who can benefit the most fall ecven further behind.




On the other hand, goods are often valued at what they cost, and the "buyer”

of an intangible service such es consultancy is more dependant than most on

price as an indicator of value; experience in Kenya indicated that even the

least sophisticated small-scale rural traders wrre williug to pay a

ptoporrion of the cost ot consultancy, after they had

eceived and benefited

from an initial period free of charge., Commercial consultants oftea give

some advice as part of their initial proposal, in order to encourage

potential clients to retain them; there is no reason why a national

industrial consultancy service should uot use the same

The basic 'specification for an industrial consultancy may now be said to
bave emerged; it must be widely available to all types of husiness wherever

technique.

they are, it must generalist and diagnostic rather thav specialised and

prescriptive, and the advice must be avallable at different levels of

sophistication to match the industrial hierarchy of the country; the

consuyltants must be able to communicate easily with their clients, they

must be able to introduce any appropriate specilised service, or none, as

is appropriate for the enterprise, they must eim to "put themselves out

of business”, by training their clients to act without

advice, and the

service should if possible be charged for after an initial introductory

period.  What are the implications of this specification for the organisation

and ihstitutionsl location of a consultancy service?

As with so many national development tasks, it is difficult to decide what

should be done, but it is almost certain to be more difficult to decide who
should do it, Viewed from the point of view of Covernmeat, it could be

argued that at least eight Ministries or Departments could reasonably be

responsible for field staff in contact with industry.

Education is usually responsible for vocational training, and if consultancy

The Ministry of

is viewed mainly as a training activity, it should be part of the national

human development task which takes place in schools, colleges and in p?opl.'a

homes and work places; many industries produce or sell goods which are a

potential hazard to consumers, and every business which employs people munt

be concerned with safety at work and environmental responsibilities; The

Ministry of Health therefore needs to inspect and advise husinesses about

their responsibilities to society and their employees.

In many countries

there 1v n Minustry ¢ Tenartaent oo srade, concerned witn isiroution

and exnart oromotiong tacre - oa need fur tiela statf to sdvise oa all

aspects of marketing, rto ciconvage iaport substitution and export activity

-

and to introduce customers pacticalar?v Government Departwents;  The
Ministcy of Uoustey as cococrned witl tecihnotooys  shon ¢ they not employ

field statf co imrerma indurtyy about new nu-aariate technolagices, to
encourage local manutacture of cquipment and gencrally (o improve the

profitability of manufacturing cnterpriscs? The State Bank, through

whatever channels are appropriatc, will be responsible for finance and

loan schemes; ficld contuct is fecessary to solicit and jovestigate

applications for credit and to superviue its use. The Ministry of Works
1% responsible for infructructire and ia particafar for coustructing and

managing industrial cstates;  they musi therofore be ia repular contact
with tenants, to censure that they are wiking he hest use of the package
of services which is provided for then. Yorking conlitions, wapes, trade
union activity and trade and technicai training may be the responsibility

of The Ministry of Labour; here again, some (ivld centact nay be required.

In many countrics ente:prises of all sorts, and not only farms, arec
encouraged to form co-operatives in order (o iucrcane the scale of their

operations; The Department of Co-operatives has tield staff to identify

groups for whom co-operation would be of value, and to encourage and assist
their efforts to work tougether, and these people should bLe in touch with

at least the smaller indugtrial units. This list is not all inclusive,
but it should serve to sugmest the numher o GCovernment Papartments which
might icgitimately be involved in providing on the spot advice to industry,

and to indicate the potential for confusic:.

This situation may he said to be reflected at an international level, since
industry touches every aspect of national life. Fvery United Natious
Agency, and not only UNIDO, is involved in some aspect of industrialisation,
but since their impact in any one country is limited and the need for their
specialised assistance is far beyond their capacity tc supply it, not too

many problems arise,




At a national level, however, the difficulties mav he overwhelming; in

MASt countrios some or a1l of ol Miaistri s wontioned above have at

least some [icld contact with industry, and although the resources of one
Department are wsually too limited 9 &' con more - ban Lohen covera, .,
duplication and conflict inevitubly a.ises. This may be further coimpounded
by the worl of non-Government dgea ws, soch as charl des or church groaps,
local or foreign businesscs whose legitimate interest can be served by
some form of local industrial development or universities or techmical
institutes whose staff qujte reasonably view cousultancy in the fivld as

a8 necessary cxtension of their work in the classroom and the laboratory.
Inevitably some industries or rogions ure overwhelmed with advice while
8thers are neglected, and ditferent iustitutions, with different loyaltics
and prejudices, advice diffcrént soluticns oo thet the owner or musager of
an industry is confused and may even be misled into naking unprofitable
investments because what one agency su,gests is in conllict with the plans

of another.

Although each of the large number of agencies which may attempt to adviase
industry in the field may ultimately have the same general objectives of
improving national welfare, the means at their disposal are different and
an inexperienced owner, manager or invnstnrvis i11-cquipped to sclect for
himself an appropriate package of assistonce From the Yargze number of
"salesmen" who knock at his door. Consultancy is usually viewed as one
ingredient in the total ranae of neer ey serviees, whieh also incinde
finance, cl’ :sroom training, techni 1! and marketing . 'vice and so on.
This is ratluer like a primacy school offering reading and writing as
optidndl subjects along with mathematics, history, geography or sciencc.
Clearly certain skills are necessary equipment for any form of education,
and similarly the ability to diagnose Dnsiuess problems and to decide
what remedies are required is of a different order from finance, technology
or marketing assistance. Consultancy should therefore be placed at tge
apex of whatever assistance programme is offered to industry: this does
not mean that consultants should control tie other services, but they
should work from a neutral base, owing no allegiance to auny particular

service, but familiar with everything that is available.




If all the Ministriee and Departmenie mentioned earlier are thus disqualified
from contrul over consultancy service, what solution is there to the problem
of its institutiohal location? Many solutions have been attempted;

co-ordinating committers have been set up, with members drawn from every

~—-

Department with some interest in the subject, independent national
institutes have been establinhed with the function of providing advice and
consultancy and for co-ordindting the other specialised services, or a
single Ministry or other group such as the banking sector has besn selected
as the apex institution, with authority to set up and operate a consultancy
service and to co~ordinate the remainder.

The results have rarely come up to expectations; any new institution

faces jealousy and rivalry from existing interests, and the organisational
problems of setting up and running a nationwide industrial consulting
service are such as to daunt even the most genervualy funded and expertly
staffed institution; they are often too much for a new and untried organisation
to which people of the necessary skills and experience ara naturally
unwilling to commit their carcers since there are so many other opportunities
open to them. Existing Ministries or other Departments find it difficult
to integrate the very specialised function of consultancy into their
operations; salary scales may he too generous for the very inexpensive

and unqualified people who must be hjred to cover the vast number of

smaller industries if the service is to be economic, and they may be too

low to recruit the small number of highly experienced consultants needed

for the few larger and more sophisticated enterprises. Covernment
Departments a: : rarely vrganised to cturge for their fie d services and

even the experience of private marketing organisations shova how difficult
it is to organise genuinely national representative coverape with a' minimum
of headquarters overhead, effective and regular supervision and versatile
and enterpriuing field staff.

Sotme companies operate successful national sales forces, and & comprensnsive
industrial consultancy service should in many ways be organired along

similar lines, with continuous supervision and cvaluation by results, and

a small, economic but effective specialised headquarter's staff for dealing
with particular "house accounts" or other problems. A consultant {s
however "gelling" a far more complicated "product” than soap or cigarettes,
and Government Departments with their tendancy towards centralised
adminigtration and bureaucracy are ill-equipped for so difficult a task,
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It is probably necessarv to adopt a more flexible and pragmatic apprcach,

and tu recogaiase that th sassive seale 01 thae problem nee:d ant necessarily
be met by a wassive or monolithic solution, It must he accepted that any
industrial estahlishment, or whatover sine, acsdn an the spot advice ) hut

tﬁis does not mean thar they should a1l be served from the same source.
There are m.ay diff{crent cypes of fudustiv, md thevy o Jocated in
different places; it way oo admnistratively neal jor one rather large
organisation to service all the consultancy needs, and this may be the
ideal solution; ideais are rarely attainable, however, and it is usually
better to work from the imperfect present towards a rather less imperfect
future than to discard all cxisting activities and attempt to replace them

with the perfect solution.

What is needed miy not he a new organisation, nor a massive reallocation

of responsibilities, but a sens]tive aporaisal of cxisting services, {ollowed
by tactful steering and suggestions for new emphases rather than attempts at
abrupt change. Clear.y even this function has to be carried out by
somebody, based on some institution, but the organisation, staffing and
funding requircments are very small, and a neutral but prestigeous
institutional location can be found in most countries for a co-ordinating

activity of this sort.

It is interesting to compare the British and the American approach to small
business development; the Small Business Administration in the Unjted Stares
is a very large centrally controlled organisation, with extensive field
representation, and it of¢:g advisory seivices, training courses, loan
guarantee schemes and other facilities. The Small Firms Division of the
British Department of Industry, on the other hand, comes close to the
approach that is advocated here. A very small central office with seme
two dozen people, including secretarial and administrative staff, monitors
and promotes the various interests of small business. The Division ié;elf
operates Small Firms Information Centres in a number of cities, but apart
from this it restricts its role to research, oncouragement aad tactful
ce~ordination, and its central staff attempts to protect the interests of
small industry by bringing pressure to bear on any Government Department

whose activities or plans appear to damage the small business sectoc.
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Particular industries may best be advised by specialized orpanisations,
whose objectives are close to those of national developmeat so that the

consultants can he expected to give completely dispassionate advice, based
on continuing experience and training in the game field. In Malaysia
Pernas Edar performs this function for the¢ retail grocery trade; their
main function towards achieving their objertive of indigenisation of
retail distribution is to operate wholcsale warchouses throughout the
country; the specialised consultants are independant of the sales force
and it is recognised that if the country's indigenous retailers are helped
to upgrade their skills through on the spot advice they will also buy more
goods from the wholesale outlets. In some countries private and possibly
foreign controlled manufacturers of vehicles or consumer goods need more
effective distribution channels and servicing facilities for their goods;
they may be encouraged to provide general husiness advice to whatever

industries are of interest to them.

Regional administrations with particular probleus may be encouraged to

set up their own regional services for particular groups, such as is done
in India, and voluntary organisations such as the Partnership for
Productivity group can work on their own in one region, as they do in Kenya,
or for particular industries in co-operation with Government as they do in
Botswana or indeed in partnership with a large private investor in one
region as they do in Liberia. 1In Sri Lanka the Industrial Development
Board concentrates partly on industries with export or import subatitution
potential, and has also developed special programmes to encourage the
establishment and efficient operation of rice mills, while in Brazil the
University of Salvador has set up an advisory service for small-scale
industries in the city and the surrounding area.

A detailed survey in any country will reveal many such services, satisfying
the consultancy needs of particular regions of industries. If Central?
Governhent has even a general idea of the number, location, scale and
activities of industries within a country, it is not difficult to identify
aress and industries which do or do not have access to a consultancy service.
The need is so great that any request for wicthdrawal to avoid duplication can
alvays be more than matched by expansion in another direction, so existing
institutions need not feel threatened by any attempt tactfully to co-
ordinate their activities. Some areas will be totally devoid of any form

of advisory service; if it is not feasible for existing services gradually to




extend into these areas, proposals should be sought from loocal or foreign
agencies to start an approoriate service on a modest basis. As

industrislisation occurs, needs change, so that tha situation must ba
contually monitored. The smallest village based advisory service may
incorporate innovations and techniques of great value elsewhere. 1t is
often better to replicate such activitias in different communities,
rsther than to encourage au essentially local community based institutica
to exte.d beyind its own organisationsl capacity. ’

Consultancy is in general not an sctivity which benefits significantly
from sconomies of scale; tha national need is probably best served by
local or sectoral solutions, and Central Government must only recoguisa
the need for what it is, define the broad specifications of an acceptable
ssrvice, and tactfully co-ordinste and encourage a plurslity of
institutions to satiefy it. |
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