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Eraface

Doeplv buried within Ane developme t projcct are a number of ssumptions
eancerning what is the best o - to cortribute te the develomment of the sector
OF regions nffected by the projiaect,  The qubicct of the folloving prosress
report is certainle no different in thig respect.  The programmc sgociated
with the An~lvtio [ndustrs Profiles -y b readily identificd g belongine to
a school »f dovelnmort thougerht which maintains that the ke @ te | fficiunt and
equitable di vr fonmert ]yoq in the stronpthenine of ingtitutiong and p.rsonncl
at the natiomag boved, to Improve thoir bilite ta make the pight decisions
Aand Lo particapat o pe “tivels in the d velopmeat proc.ss.  One ~uthor has
called this approwch "d vilonment from Within”, and opocscd 1t to t he
conventionn' technical assistanco p roach whoerein institations, n. rsonnel,
and rcsour:. o are, to n opreator or logser eXtint, superimposcd op an indigenous
economy in an at'ompt to et 1t moving,

Upon examination, it beesmcs cloar that this conventionnl ipproach
neccssit-teg o rontinuine impopt . f teehnical serviceon which, s in the
analogous cage of material Sonoarts placcy g proportiorate strain on the
domestic coonom-, She ~tandred speratine procodur which characterizes

this approach i t- Frive anm =~ Fop jm ¥prrt wtho first anonds o mod deal of
time 1n et Mimss F o4t Oronlem o snd apl, ooy rodatively 1t stage
of his "toarnoror. [, e Lioabbe o contribhte FP ch v 1 to the problem-
BOlvino «ff vt T oy Stemors thie b=ty ) ap nattorn s for the
cXpoert to g by, COROITY porvee 1 by Cnprehe 4 T ool berab o matrimony
of kriowli dm R T O N N S T T vt ol oior Of use to the

couniry whicrk by, gnoofo oot ruritten thio narticuisr stagec of his
educntion, ‘moart o oo Ttroonarae U D FFOCt g ptod ' the cxpert on hig
locai counternart (LF e e e o Sy R leaving the count in c¢ffect
implies an Hneompertat o cxnopt o f v, bnowledee ang aby 1w which is thus
no longcr ~vaijabhl. far domest e ruppas. «, Imderstood from this point of view
then, this tvp f troditional technica] ass stoanece vicrelze mounts to nothing
less than ~n 0ffiia11. -1, socds sovienm vt en pedd "brain draia-,

Mow, whoress the foreroinge micht well rLpresort o sat1efactors contingency
prccedure 1n 4 criais sttustion whoere thepo ape wn wparent altornatives, it
clcarlyv males littl 8Ca8c A a doliboratels chusen, lons-run deve lopment
polic . According) vy 1t 35 seorn s oA mattor of rrect amportonce that inereased
emphasis now be placed on ~lternative Lporoaches which « mnibagsize strengthening
the domestic capacitice of the A veloping countrivs to denl ws sh their own
development problogs. Th pro,wramro agsociated with the inalytie Industry
Profiles has becn drawn up in cxactly this gpirit.  Ap ¢xample drawn from the
progcet itsclf may help to olarify this pnint,

As will shortlv he seeny one of the chicf functions of the new Profiles
pProgramme is to facilitate the diagnostic (i.c. troubli-shonting) analysis of
industrial activity at the factorv or shop level, in 1 way that will show up
weak departments, pinpoirt inefficicnt proccdures, reveal coat imbalances, ete.
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The information gencrated as a result of thesc studies should provide valuable
insights to man~arers interested in improving their efficiency, productivity,
nnd compctitivencss, Thus, onc gonl of the ncw Profiles programme is to take
a partial but important stocp in the direction of institutionalizing the
materinls and tuchniques normally associated with management and technieal
eonsulting firms, in 2 way that will permit locnl persoancl to carry out
efficicntly many of thesc same functions.

This promiscs to be ~ mcaningful cxcereisce for at least three sets of
rcasons. In the short run, because it offers the develeping countries a
practical means for dealing with some of these tochnieal and managerial
prodblims which can be expected to face their industrinl scctors. Additionally,
the project permits ~ coertain saving of forcien cxchargc (or, what amounts to
thc same thing, credit with development nid orgnnizitions) since the bulk of
these professionnl scrvices ean now be carricd out by nationals.

Lastly however, this appronch appears particularly promising when it is
realized thot it o contribute substantinllv to the indigenous capacity of
domustic institutions anl personncl to cngape cffectively in problem-solving.
Concurning this last, it has been observed that what cffectively distinguishes
a developed from A deviloping cconomy is not thot the onc hns problems and the
other dous not, but rather that the former is pencrally rather better cquipped
to annlvze, identify, and solve its technic~) nd cconomic problems. Thus,
any incrcase in the crpncity of the developing countrics in this key arca must
be reearded as o major step in the development process.
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LHB _ANALYTIC INDUSTRY PROPILES

1. INTRODUCTION

The purpose of this brief report is to introduce and to summarize
recent cevelopments as they affect a ney UNIDO project, the Analztic

Industry "rofiles. It is expected that this project will be of broad

interest, particularly inasmuch as it offers a fullv defined technique
which permits the developing countries to utilize their own dJdomestic
technical capacitv to earrv out the diagnostic analveis of industrial
activities at the establishment level, in o practical manner shich is
expected to be hroadls useful for a number of manasement, planning and

policy purposes.

The origins of the present project can be traced back to a
research programme initiated in 1965 by the Centre for Industrial
Development ((TT'), predecessor to UMIDO, which was aimed at the
systematic collection, analvsis and dissemination ot useful data on
the operationsl parwiieters of individual indusztrial establishments.

It waa expecteld that the reuults of this project would be particularly
useful as reference wrorsrammiae cata Fop nreject-level planners in the
developins countries. ‘lore than €00 case studies were then conducted

under the auspices of +that programme and have since been published in

. ) . . - . 1
three volumes under the title Profiles of llanufacturing Lstablighments., -/

1/ Volume I, IN/SMR.T/4 (1962): Volume IT, ID/ZER.E/5 (1969):
Volume III, ID/7R.E/6 (available shortly in 1970).
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As the various case studies associated with the original Profiles
series were being carried out, the entire project was subjected to a
continuing review and evaluation in an attempt to determine the answers
to such key cuestions as:

"ho, ex~ctls, is makirs use of the Profiles”

For what purposen” .
How, in detail, are the results being put to use?

Is the job the project sets out to accomplish

worth doing®
Is there a better vav of doing that job~

As a result of this intensive scrutiny a new project, the

Analytic Profiles, has now been formulated, 'thile this new series has much

in common with its predecessor, it also embodies a number of major
changes, the effects of which are felt to be sufficiently important as

to justify the following explanatorv note.

THE PROFILES CF MANUFACTURING ESTABLITHMINTS

The Profiles - in both their earlier (descriptive) and present
(analytic) variants - offer a rather ariginal approach to industrial
prosramming which, being at least ir part somewhat unconventional, is
open to a certain amount of misinterpretation. The risk is minimized
if we besin by coming to an agreement as to the meaning of a few of
the basic terms which are central to the project, as well as by providing
a brief but complete account of the historical and substantive back-

ground of the proposal.

A. Nefinitions of kev terms

To begin in a general vein, it should be understood that the
Profiles address themselves to that particular sub-set of development
problems which is identified with the term the data gap. The data gap

will be defined here as representing the (usually cuite substantial)
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discrepancy which separates that body of information (primerily

quantitative) required to support Planning operations from that whioh
is currently available.

More specificallv, the Profiles — as well as other related UNIDO
projects 2/ are addressed to the protrlems not Just of planning in

general but of industirial plannine in its hroadest sense. These range

all the war from the hioh]w arerepated activities associated irith
overall planning and sectoral programming on the one hand, dowm to the
specific technical aspects of project preparation, evaluation and
implementation. The expression is thus not, as is eenerally the case,
intended to include only economic programming per se, but also many
phases of techno-anal tic and policv-making activities at all levels

of aggregation throughout the industrial sector.

Accordingly, the data base for industrial planning must be

interpreted in equal hreadth, as referring to all of that quantitative
information which is required to support industrial planning as
defined above. The chief sub-set of the data base - and the one which

bears directly on the subject of this paper - is industrial programmin‘

d!ta. ore precisely, the latter is deFined to 1nclude just those

g/ An incomplete list of the ‘'r:lated" projects would include:
"The Industrv File Jrste SUUTIN0, Tovemier 1969, Industrial
Programmin,- Nata, “eport or the Tirst International "orking DParty
on Ind ~trial Pro-ramming mta (/27 1oAY, TMata

reavireanents for industry aralivsis and programminge’ {IU/”G.?3/4,
196¢). '"ata reculrements for gspecified stages of industrial
project preparation™ ([0/'0,50/F)., “Tixtracts of industrial

feasibil ity studieﬂ”(ID/“ﬂ.ﬁ?/Q, 19€S).  "Checklists for individual
Project studies and planning : tares as used in the projec’ screening
operation" {ID/"G,55/3),
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olemonts of the overall data base which are specific to the imdwstrial
secter. To elarify further this distinction, it might %elp te peint
out, for example, that whereas both NP and, sav, steel inventory
estimates can he considered as elementa of the overall data base for
industrial planning, onlv the latter mav be proverly referred to as
industrial prosramming data.

T™e bodv of information which falls under the heading of industrial
programming data is itself an extensive one: thus, it is useful to break
1t down somewhat further into sub-cate-ories., The latter can be
accomnliched either b defining the sub-set-: i~ terms of their origin
or in terms of their use, I\ to the former, it will be meen that thers
are three principal sub-catecories of srigin. ramelv engineering,
economic and accountiny data. Hovever, for the purposes of this report
it is more useful to think primarily in terms of the two major subdb-
caterories »f use. These include both indigenous ani reference
programming data, q

Reference procrammingz data refers to all of that information whiich
can be borrowed from the industrial development experience of other

oountries - or other activities - ir order to guide the development ef

& given oroject, a sector, or arca. "rogramming norm=, capital/output
ratios, and the old UHATD "Industrv 'act ‘heets" -~ all provide clear—
cut examples of this catesorv. Irdigencus data, on the one hand, refers
to that information which describes existing and/or past economic
corditiona, at both micro and macro levels, in the country, sector,

or project in aueastion,

Against this background, there is clearlv nn difficulty in
classifving the original Profiles. These vere urambiguous examples
of reference vnrosrrariine dats, Tv contrast, the new 'ralvtic ™profiles
experiment represents something of a mixed bag in these terms. 1t will

be seen that in the first instance the programme ie oriented to provide

indigenous data at the plant level, though the case studies are also
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(potentially)userul as reference Programmisg dets 1a o fere porbage
olatlar to that of the oririnal Prefiles series.

L——W Profiles serien" )

It will be easirr to understand the present offert 1o develep the
preject which 15 the sutjsct of these pages 1f one Mag first a clear

f€ea of whit 1t "parent’ project, the original m:p” of Wanumtgn ng
mx.gnshmentl, was all about,

An unambiguous statement as te the purpese of that project appears
o the first page of Volume I.

™e data containe  in the Profiles are intended primarily
to asmiat in Drenaring cconomic feasibilite studies fer
industrial develonment nrogrammes= profitabilit: ey
viability anal sis in poth pre—-project and actual project
eontexts: and other d1agnoetic studies on 1mportant
Procramming paranetcrs, 3/

T™hen the folloving points were emnhasized as explaining the
dotimetive cha-acteristics of the conterits of the series’

(1) The data, as compiled, are intended to follnu the strectwse
and performance of cristing establizhments engaging in
various manufacturing activities

(21) “ach establishments ire selected from various countries
and a common form of analvais and compilation is applied:

(ttt) For each industry isperified at 4 classification level
one 3step more detiiled than the [IC 3-dagit industrio'),
& limited number of establishmente are selected im cach
country, accordines to 4 st of criteria concerning ‘wede})*
cases

(3v) ™e primary data are collected bv mears of an ad heoc
questionnaire survev, the participating personnel.?
selected establishments belns briefed and gpuided bv 5
rpecial expert group organized in each country

(v) iimce the purposc of the Survey 1s to gaure certain techmes
economic spects of more or less typicai production
activities under the univuc got of operatioral constraints
characterizing th Particular productive unit, those whe
comnile the data 11opeaqrd trivial “etails whose imnect

l./ Profiles of fanufactiring ~8tablishments, Yolume | (ID/@.'J‘). .l
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50 tee transitory te affect the owerall strueturel
fostures of the estadlishments:

(v3) T™e number of effcctive digits in the reported figures
does rot exceed two or three

(vi1) Por certain cucgtions, 2uch as capacitv utilisatiom,
replacement valuc of equipment, etc. (which are not uswally
Randled in accountants' records but conatitute important
working knowledgc on the part of the managerial persemmel
of each entornriac) cven roursh but realistic guesswork is
secepted 18 referance informatiom. 3/

It can be obscrved, in retrospect, that the foregoing were net
wniformly adhcrred to in carrying out the project. In particular, the
implicit notion of a "sample' which emcrges from point (1i1) prewved
particularlv unt nable. !ltimately, establishments were selected for
inclusion in the serics a: lone as they were (a) wiiling to co-operate,
(b) not too small, and (¢) producing a line of goods and with
technologies that could be thought te he reasonably interesting givea
the demands and potentinls of the developing countries,

The basic idea of the “rofiles was thux to show the developiag
countries, for exampl., «i,cht vars of producing ball point pens
(assuming, of course, that the latter ropresent a broadlv interesting
production porsibilit=)., The concopt urderl ina the project might well
be charactorised as a kind of arti-nrogrammine norm. The basic

arsument rune as follows: i the real world, factor cests are se
variouslv skewed, uncertaints is so rampart, and non-technical problems

are 30 dominant, a5 to make programming norns based solely on engineering

data of, at hest, limited usefulness for actual programming purposes
at the present time in the developing countrieas.

N R

‘/ Ibid., pasc 2. The oueted materiale have ‘wemn slightly sedified
and abbreviated,
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Mis doing the casc, 1t 1s clear that there can be no single
"eet” way of producing ball-point Pens. And even if it could be
Prowed” that an "optimal" prototype productive process existed (for
8 given 3=t of conditions), the results might well prove disnsterous

1f one were to trv to imitate it pro forma in a developing country,

Accordingly, 1t vas felt that it would be far more helpful to

show the developing countries severq] 2ltermative ways in which each

Bajor meaningful production poesibility is in fact being handled, each

in a radicallr different techno-economic environment, than to try to

present them with information on the process or the ideal nlant. This,

then, is the idea that lies at the heart of the Profiles effort, naving

been expressed in other words in the "Introduction™ to the fipgt volumes;
In brief, the Primary purpose f the Mrofilee copion 15 %o
Provide a1 'zo0" of live specimen: of 1ndustrig) tstablirhmentg,
Aside from the sercpq] provicms of obs:rvation ereors, thig
200 mav be stndicg | VAriou: usars for A1 fferet nurposes,
The intent 15 ret 14 force apon the ngers . hasiy 1nge of
"represcnfat ive Deciin sy tut e 1o tnvite them to

ACTU b b e g 1 th rirhor 0 POl e Crilsting
in tre real aorid.

As a 'zoot Lr ) o ecamerny the o1y, Arovides paw
materiale for tyuptpr Stud rather than o "marnial of
instruction ' for Irmmedrate Spplicat ) o, vor the present,
the zoo 1.4 crocke na ratner arhyty ypo any limtited
manner and ity Collection oy ot laroe < nourh for
precisc delimitatior. of . rosrammin. mores' in many of
the irdustries CUONGLUCTCa,  Por thi., rcason, the
collection should be Interpreted g complcementary to
other kinds of reference data, e€speciully those from
engineering sources, 2/

3/ d., page 3,
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""i1th the pudblication of the third volumo of the original Profiles, -6/
a total of more than 5§25 case studies have now become available. These
are currently beins used in a large number of dcveloping countries for a
variety of purposcs, not all of which had beon clearly foresecn in the
early ycars of the projcct's formulation. Careful cxamination of the
contenis of the three volumes reveals that as the serics was developed
over time, there was a marked tendincy to include morec and more detailed
data on each firm surveved. Thus, it happens that three sceparate
"gencrations" of prcgressively more detailed casc studies can now be
identificd.

The first generation, comprising some 150 case studies, was carried
out in Yugoelavia. The data summarics rcsulting from these filled a
single page with basic engincering and accounting date on each reporting
unit., A sample "first gceneration” case study has been attached as

Annex A to this paper.

The second generation, consiasting of about 400 case studies, was
carried out on the basis of a somevhat morc detailed questionnaire in
France, Japan, 71 3alvador, India, c¢xico, Tsrael and Tanzania. The
resulting case studics werce then summarized ir the fora of two-page
presentation formnts, 1 sample second-generation case study has been

appended as Annex B belot,

6/ Volume III (ID/SER.E/6), which is cxpeeted to bucome available
in the sccond half of 1970, is currently available in a considerably
abbreviated form as "Profiles of Hanufacturing Ustablishments:
Selected cascs from Volume ITI", (ID/vG.57/2). .
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Beginning in 1567, all casc studies were carried out on the basis
of a still morc detailed quastionnairc which has bcen widely distributed
in its original ngligh Iwneure: voersion and haz subsccuently been
translated into German, Opanish, “talian, and ussin for ficld usc., 1/
About 80 of these "third-pencration” case studics, which wepe carried out
in Austria, Germany, "oy and Ttalv on the basis of theo cxpanded
questionnaire, heve hoen mide available b moans of 4-page data sunmary
formats in Volumc T1T. leain, o sanple caae study of thiz more

elaborated ipproach has been 2ttached as Annox ¢ to this report.

C. __Evaluation and _refortulation

As the Profiles cage studies werc being aarried out, the results
were continuously subjected to analysis and ¢valuation, not only ty
the Jecretariat of yvIng but also by universitics, consulting firms,
ard experts in the ficld who communicated their findings to UNIDO,

The most immediatc result of this stream of feedback was the continuous
marginal adjustment of the questionnaire and procedurcs which resulted
in the successive "deepening of the lnquiry as has been noted in the
preceeding scction. ‘hese and other such marginal changes proved to
be very much in the nature ofshort-run adjustments and were made within

the framework of the original project outline,.

1/ The English-language version is available as & UNIDO dooument
ID/HG.23/6, "Standard cucstionnaire form for the compilation of
Primary information for the Profiles of Manufacturing Eg blishments,"
It should be noted that it is this "third-generation questionnaire
which has served as the point of departure for developing the new
Analvtic Profiloes questionnaire,
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In timeyhowever, it became apparent that a more radical transformation
of the project (which, it should bc bornc in mind, was initiated as a
"regcarch” project) was goins to bc¢ required if it was to fit in with
the ncw thrust of UNINO's activities ia the developing countries, as is
touched on in the Prcface to this study. It will be recalled that the
major goal of technical assistance activitics should now be to
strengthen the atility of notional dcvelopment cadres to deal with their
own development problems, thc kcy words in this new approach being "in-
countr" and "eatalvtic'. Yo'y althoucrh the original Profiles were
already somewhnt orient.d along thcse lines, it soon became obvious that
with further adaptation the eccnersl usefulness of the project along these

lines could be greatlv cnhanced.

The first ctecp in thi: direction g to convenc o special meeting
of the International orking Part- on Tndustrial “rogrormming Data, 8
in Fovember of 1C€C. The ‘orking Party discussed and weighed the results
of the first two volumcs of thc Piofiles scerics, finding in a general

vein, that:

The poal of such rcference data systums is not to create
"instant crxperts's rather it is to provide but onc of the
entirc battery of skills nand tonls which is required for
the daily usc of experts, thus permitting a depersonalized
diffusion and c¢xchanse of knowledge and cxpericnec.

Nore specifically, it uag noted that:

Perhaps ~ nmajor ~oal of the Profiles should be to provide a
series of practical useful benchmarks or reference points,
thus encouragire the dinsmostic cvaluation of local
manufacturing establishments in an inercasingly usc-orianted
manner.

g/ The findings have been nade available in the form of a UIDO document

entitled Induztrial Mrogroamming ata: deport of the First International
Lorking Parts on Trdustrisl Pro rommdn Dats, D100, /42, 1969,
The follo:ine cuaotes from that document have been somethat condenscd,

thou~h thiz has boen done hile nivscrvine the acnse  of the original
fivdin~s,
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At about the same time sevoral diagnostic studies on the Profiles
were being undertaken ir the Netherlands and Cermany, while in Italy
3 limited scrics of third-rencration canc studics were commissioned
with the guncral mandate of n.kiny recommendations a3 to how the Profiles
serics could be further rationalized and made more useful. It became
apparent that n whol. new oricntation wng 7oing to have to be introduced
into the scrics if the: Profilces approach was to realize itg full

potential, since

“hencver the manamement of a given enterprisc agrees to
Co=opcrate with o Profyleg Tcam, it must ho prepared to
devotc the vpiavale toof at loast two full working days

of staff timc, on the part of accountants, personnel nfficers,
ens in.ors, cte. Thet is to S5evy the total coat (most1v
hidden) to the Firm of co-om.patiy. .« Hith this nrotcet can
be cxmcatod bo TANTC i hore From DS0 1s and bevond
for mo:i mailerr, catornrises, Ince this ia ot an
inconsidoeralls EXpenditure of funds ~ indipoet thoush it

is - it is cluar that FRTD0 muat nov e prepered to provide
a satisfrctors answer to the wery of the firm's management,
"hv should wc co-oncratet, o/

The author of that study then went on to suggest scveral ways
that UMIDO could get around this problem, of which perhaps the most
meaningful altcrnitive was:

T rceformulate the Profiles so that they could serve to
perform o mana~cment ~ercultant-type service for co-

operating c¢nterpriscs in advanced as wcll as in the leas-
developed countrics, 10/

9/ "Profiles, Italy 1969, Case Study 370 (1)", a mimeographed report

Preparcd by LcoPlan International, llome, Italy, Secction IV, p. 14.

10/ Ibid.
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Fortunatclv, it became apparont upon inspection that the project
could, with appropriatc modification, be rcdesigned to meet thesc ends.
The kcy to this lay in the fact that up until this timc what was
probably the potentially most rewrrding "informational pay off" of the
case studics had been centircly ignored. Here was a situation in which
a considerable amount of information was being collected on cach industrial
unit - information which was of enormous potential valuc to the managers
and engincers of the particul~r cntoerprisc, but which was not being put

to usc for or b them.

Accordingly, it becamc cuitc clear that the next priority would be
to restructure the Profilcs in a way that could make them primarilv
useful for the¢ dingnostic ~nalvsis of participating cstablishments in
order to provide decision-informntion for their manarcers. M™arther, it
was agreced that cverv < ffort should he made to retain a basic

comparabilitvy with the corlicr Profil:s came studics, so that the

been generated by the serics could he useful in conjunction with the

new approach,
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III. THE AMALYTIC INDUSTRY PROFILES - A NE' APPROACH TO INDUGTRIAL PROGRAMMING

As a result of the foremoing events, it was decided in the latter
part of 1969 to mobilize a portio: of UNINO's resources to develop a
nhew project as an extension of the Profiles series in accordance with

the following proeramme outline.

A. Programme outline

In brief, the goal of the new programme is to provide a practical
analyiic nwiigue, complete with all e Lired surprrting materials to
assist national survey teame in carrying out the Cianostic anzlysis
of industrial activities at the establisluent levael, for “he following

general purposes:

- Manacement and Technical consulting

to provide a rconcrete basis for rendering
specific advisory services for productivity
and efficienc: improvemenfn, at both plant
and process (shop) levels.,

- Policy evaluation

to enable the wvaluation of the effects of
governmer.t pciicies on the actual cost
structures and relative productive efficiency
of existine industrial plants.

- Reference programuing data

to further expand the stock of international
reference data f.r incustrial programming and
plannine purpones.

Building on the conprehensive base provided by the original Profiles
project, with particular reference to the materials and techniques
associated with the so-called "third-eenervation" Profiles, the new series
Will have to be modiricd and 1improved in each of the tfollowing key areas:

- Inquiry materials, must be specified in accordance
with the :cctor.

- Inquiry procedure, must involve the direct and
active participation of field teamg .,

= Analytic technicucs nikgt be stressed with
14
particular emphasis on cogt accounting,
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- Inquiry teams, should be more broadly multi=-
aisciplinarv, with experience in the particular
gector under study.

-~ Plant manacers, must now co~operate more actively
with the inquiry team.

!‘ Notee on possible uses

In section A above, reference is made to three "schools" of uses to
which the results of the Analytic Profiles would appear to lend ther.selves.
It is unfortunately not possible to draw up a compliete, uniform listing
of all possible umes to which anv or ail Analytic Profiles programmes
might be put. This is the case for several reasons. In +he first place,
there will be enormous variation of uses from project to project. In one
instance a Profiles project might be undertaken in order to say, determine
what is wrong w.th a given "sick" sector of the economy. Tn another case,
such a project mipht he implemented in order to determine export
possibilities at the product level. Thus, it should be clear that there

is considerable potential for inter-project variation.

Yoreover, it should be recognized that a project-in-progress like
the Profiles is certain to turn up new usez as it eoes along, many of
which could not he forecast with much certaintr. ‘ccordingly, it has

been decided to e¢ngage, not in a definitive but in a sugpestive listing,

in the hope that the lattcr approach will suffice to Loint out the
direction in which this approach can be further developed. This has been

done in outline form helo.:.

(1) Management and Technical consulting uses (enterprise level)

- to spot involunturv under-utilization of capacity

- to identify intcermedinte production possibilities

- to identify cout imbalances

- to identify production bottlenecks

- to indicate how und vhere new shops (processes)
can be added

- to assess scope for improvine labour productivity
at all levels of production

- to determine ability of firm to compete internationally
or in ~ ~iven market

- atc.
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(11) Policy evaluation uses

(1i4)

= to evaluate the effects of a given government policy
(such as wage rates, taxes, subsidies, depreciation
allowances, import duties, interest rates, etc.) on
the cost structure and performance of both individual
establishments and industrial branches:

~ to assist in drawing up seatoral targets and programmes
for global productivity programmes -

=~ to identify industrial export possibilities, both with
reference to sectors and establishments which by virtue
of their cost structures may be able to compete outside
of the domestic economy° and at the level of potentially
promising product lines. :

= 88 a complement to aggregate industrial surveys, by
providing in-depth Analytic Profiles case studies on g
sample basis. This can be useful for a variety of
planning/policy purposes.

Reference programming data

For the time being the assumption will be made that
the results of the Analytic Profiles will be organized far
reference programming data purposes in a published form
along the lines of the current Profiles series. In all
oases, of course, the wishes of the country and the firm
will be paramount in determining whether or not the
results will be used as referece data. For publication,
the individual case studies will probably have, in most
cases, to be '"neutralized" in either or both of two
different senses. Generally, it will be necessary to
disguise the identity of the firm. Occasionally, it will
be preferable not to identify the country. 1In either case,
a minor modification of the data and the simple addition

of some minimum random error will serve to disguise the

_origins of the case study. Thus, publication should be

able to take place in most instances without any breach

of confidentiality regulations.

Lventually, however, it will become necessary to face
the problem of determining how the econsiderable quantity
of data which is generated in performing each original case
study can be made available in a more dynamic, efficient and

broadly accessible way. It has already been suggested in the
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report on the "Industry File Jystem” (UNIDO 1970),

- that such data might well be fed into some sort of
national or multinational data bank. It can be
expected that such more efficient alterna’ives will
become incieasingly atiractive as work on this project
proceeds and a larger stock of programming data is

.+ accumulated.

C, structural modifications in the new series

Inlﬁection A above, a preliminary indication was given of how the new
sdrios must be differentiated trom the original descriptive Profiles in
order to meet its objectives. Tach of the recquired areas of modification

mentioned there will now be treated in somewhat more detail.

®(i) Inquirv materials
s The mew Profiles appreach differs considerably from
its predecessor in this respect. The original series
treated all of the many different types of manufacturing

attivity without adjusting its basic modus operandl to take

into account the differenlial characteristics of the specific
induetrial branch under study. Thus, a common cuestionnaire
and standard survey techniquc were uniformly employed in all

cases.

Given the requirements of the new serics, it will now
be necessary to introduce a new degrce of elaboration into
the Profiles methodology, "tailoring" differcnt techniques
and materials so as to make them mnre appropriate for the
study of each major '"sector" of industrial activity under

. .o 11
consideration, —

ll/ The problem of what coystitutes a sector in this sense has not vet
been finally rsolved., 1t may be, for cxample, that food processing
can be treatcd as a sector. Or aternatively, this may prove too
heterogencous an activitv to permit meaningful analysis under the new
Profiles programme. 1In this event, 1t may prove nccessary to be more
specifie in such a designation and to treat "food-canning" or 'grain
mill products” as "scctors' in this sensc.
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e finel isplication of thie 10 that three separate
008 of werking documents will have to be eladerated fop
®8sh major sector to be studicd. These congist of:

- A questionnaire, which will not only contain
the usual w1 sfrana and ir3truc’ions fop
&cquiring data from standard management and
account ing BOUPCES, 43 was the caae with the
earlier Profyios studies, but now muat
additionally provide a series of dotalled
benchmark:, reference points and netructiong
to guide the Profiles pieldq Teams 1n collen~ting
and organizing original data at the plant,
Process (shop) and product |cvel.

- L«Wethodol%ual lote, which wi]] explain 1n
detail: how tXactiy, from what sources, and in
what semien o jgtg is to he rollected: how
intermediate results are to be checked, how the
final resuits are to he processed and, thenm,
put to ise,

- A _Data Summary format, which will indicate how
the results nf carh ocege study are to be
summarized for prosentation as reference
programming Jata,

(l" 'niu procedure

The Analytic Profiles differ also from their predecossers

in that they wil] require far more active administration and
participation on the part of persons conducting the surveys,
than was necessary for the old series. M- longer will 1t

be possible to obtain data 8imply by asking managers to fill
in a (relatlvely) simple Tuestionnaire. The nev geriem will
have to be administered in a rather aggressive manner by a
team of qualified profe 3ionals who will be recuired to drew
heavily on first-hand observation and direct inquiry, as

well as on the inspection of specialised records in determiniag
the data inputs of the survey,




(433)

(1v)

It 19 net peesidle to forvcast with complete certainty
the mmder of man-days which must de deveted te collecting
Sata on sach entablishment, However, on the basis of
emperience, it would 3« m reasonable to e pect - depending,
of course, on the deptn of the imquiry, the size of the
plant, etc, - that the team will spend anvwhere from one
te four davs on each came. Azsuming two as a reasonable
averase, this will provide six man~days for sach examination,
sufficient time to all~w for a rcasonabdle detailed imquiry.

A&.lxtic technigues

One rcason the decision was taken to "tailoer" the

Analytic Profiles with respect to the particular sector
wader study arose from the need for detailed instructions as %o
bow to carry out the imquiriaes., In most cases under the
pew programme it will no longer he sufficiunt simply to

tap existing administrativc and technical sources of
infermation, unless the firm in cuestion has alroady
established a finally dctailed system of cost accounting
and production budorting capable of providing all of the
data recuir:d for th. purposce of the study. In the case
of the develoning countrices, the latter situation can be
expectcd to be the ¢xeeption rathcr than the rule. In

Mot instances, the Pro”ilca Field Toam w 31 be prepared

to actively Lo oul, L.lalafy anG assembic a considcrable
quantity of original data, much of it of a cost accounting
varicty, on the strength of it= own in-plant investigations.

teame

The Profilce Field Teams (the units conducting the
actual incuirics) are cxpected to assist in preparing as
well as admini~tering the Juestionnaires for the respective
industrial branches 1n whirh they are specialized. The
exact profcssional comnosition of the teams is not important,
although it is imperative that betwecn them the teoam members
oxRibit a broad undcrstanding of the cconomic, technological,

epeeunting, and administrative characteristics of the
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tivity under study. Thus, a "best" combination would
prodadly cntail onc industrial economist, an industrial
engineer, and an accountant/ma.nagement expert, all with
eXperience in the branch under study. It should be noted
here that thcir active involvemant in the preparatory and
analytic stagcs of the project is ncarly as important as

their participation in the field studies themsclves,

Plant managers

It 1s he ¢ wherc a major qualitative improvement in
the data input can be expected to take place. In the past,
managers have agrced to co~operatc with "rofiles Teams for
& variety of purposes, but seldom 1f cvep because they
thought that the rosults of the studvy would he directly
important for them. Now, howcver, with the new Profiles
approach, the entire emphasis of the projcet has been
changed. Accordingly, since the plant managcrs will
now expect to be g major (in many i1nstances the principal)
beneficiary of the results of the casc¢ study, a new and
more active typc of participation can be cxpected on theirp
part. This should scrve to 1mprove the quality of the
resulting case studies.
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IV, . AY IMPLEMENTATION PROPOSAL FOR AN ANALYTIC PROFILES PROJECT

In the follovine scetion » momeralized implementation proposal for
a sample ..nalytic Profilcs proera me has becn outliied, with the intention
of providing a preliminary guide for those countrics and institutions
interested in initiating such a nroject. Thus, the primary goal of the
following is to providc a clear idca of the specific steps which must be
taken once the decision has been made to initiate zuch an Analytic Profiles
programme to turn what is 3till no morc than an idea into an implementable
project. To makc thc whole procedurc casier to visualize, a hypothetical
Analytic Profilcs project for a given (hypothctical) country has been
referred to. Of coursc, whentie time comes to prepare an actual project,
& fully individualized impl.mentation prosramme will have to be drawn
up, taking into full account the unicue opcrational context for which
it is intended. However, the basic outlinc which has becn provided here

ghould prove uscful in this regard.

A. Stage I: Programmc dcfinition

The first step will he +o dctermine the specific requirements which
are to be met bv the programmc. The second, to cstimate the scale of
resources available for the proicet. These first two stops, which can
be thought of as "framing" thc preject, arc csscntial in drawing up an

appropriat  prosrammc  rvi-~b S0 - mplichad here in otep 3.

1. Specify programme objcctives

To carry out an ‘nalvtic Profiles project in country "X"

in order to mallc roeommondations for productivity and
cefficioney inproveronts o four key scetors of the nation's
industrial cconomv, ar ovell oas 1o identify the ncecd for
changcs anc inprovimonts in the narticular scts of government
policics, whick Affint thowe scctors,

To accomplich 1his ~omcreal obientive, it has been determined
that som: 10 indusirind anite in four scetors of the
domestic ~conom +ust bo analvzed in detail.  The final
results are cxp.octaed to he available within less than a year
from the time cof initiation of the project.
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Estimate resources available for project

Total project costs should be in the range of $.25,000.
Moreover, an upper 1imit of about 84 man-months of
professional inmit (7 mun-years) have bhoen sot for
this proicet.

Prepare a dctailed Droj.ct programmc

Given the above autlive of ragquirements and rcsourcces,

it should next b possiblc to draw up a detailed time-
phascd programm: which will at onoc mcet the performance
and budgcting speeifications which have thus been clarified,

In this casc, total active project lifo is oxpeeted to span

a pcriod of about ninuc months: however; this docs not take
into account cithcr prc-p oject pronarations (steps1-3 here)
or any pnst-projcct follow-up activitics s may occur.  The
details of the actual (sample) prajcct programm: are spread out
over the following paragraphs. Howcver, snceial notice is
given here to the staffing proposal, inasmuch as it cxplains
scveral kcy factors which are not treated elscewhere in this
propocsal.

Staffirg pattern: In this casc other than the UNIDO Adviser

(who will be in the country for about € wuuks), the projcct
will be entirely staffed by the Government. 1In addition to
a thrce-man ecxpert team (not taking into consideration
gsecretaries or clerks) which will perform ali headquarters
and control functions, the projcct will recuirc separate
Profiles Ficld Tecams for cach of the four industrial branches
under study.

(i) Headquartcrs Tcan-

These cxperts will be involved with the projcet
over its untire active duration, in this casec
about ' months beeinning with “tep 2 of the
follouing sta.c. Phe wroject mana ter can cxpect
to be involved for at least ton months in all.
The leadruarters Tecam will oversec the entire
project, dircct the activities of the scveral
Field Tcams, and he primarily rcsponsible for
the analysis and usc of the reosults, It will
comnsist of:

= Project Manager: (a scnior Industrial
goonomist or Tnginecer), who iz an able
administrator, with cxpericnce in
programming at the catablishment level,

= Industrial Ingincer (or Teonomist if the
above is an Thgincer) with cxperience in
programming and gencral knowledge of
management accounting techniques.
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- Aocoyntant/Statistician, preferably
with expericnce in both cost accounting
and industrial statistics.

- Secretarv/Clerk: (A sccond clerk may
also b¢ reouired).

— approximate man months - 35
{14) Profiles Ficld Teams

The four Ficld Tcans will not only carry out the
bulk of the casc studics, but will also assist in
the analysis and usc of the final results. Tach
Team will consist of:

- Industrial Tconomist
- Industrial inginecr
- Management /Accountant DIxpert

- Approxinate man months - 50

B Stege II: Projoct preparation (3% months)

The activitics in this stage can be grouped into four major "steps"

and are

period.

Step 1:

Step 2:

in this casc progranmed to be carried out over a 3! months

Preliminary preparations: (1 month)

Prior to the actual initiation of the projeect, the Government
will be reguired to deal with such preliminary matters as
designating thoe orojcct manager; recruiting the Headguarters
Team, arrangines for financing, logistical support, co-cpcration
from rclated government ~gencien, cic. It ig carly in this
step that the Project Vaoascr should become available for the
project and tha. ali U'lou backeround matarials must be
supnlicd.

Basic organization and preparation of materials: (1 month)

Tt is at this ~tep that the ontire Tendguarters Team is
asremhled and the actual proicet xets under woy. The
following is an iacomplcete listing of the activities to
be carried out nt this point.

= Nrawing up a dctailed implementation programnme

- Final dccision on sectors (branches) to be covered:

- Prcliminary list of, and tentative agreement with,
potcntial participating cstatiishmonts,

- Develop four basic scetoral cucstionnaires;

- Egtablish detailed procudurcs for conducting
ficld studics:

~ Preliminary sclcetion of Profiles Ficld Teams.
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Nep N Final preparations: (3 wecks)

- Arrival of UNITO idviser (for a stay
of 1’ months ) -
= Finalizc implcmontation nrogramme;
Final sclection of Profiles Ficld Tcams;
Revia SIS A NETTETRS S s
= Reviev and fiialige procedurcs to be carried
out ir Starcu 11T and IV,

Step 4: Trainins and Fio 14 oot (3 weeks )

= Intensive iraining 'orkshop for Profile Ficld
Teams

= Pre-toet of theo cucstionnaire and proccdures
(at least ten casc studing)-

- Tinalization of cucstionnaires and procedures,

C.__Stage III: Field fork (3 months)

This stage will be devoted entirely to visitg by the various
field tcams to co-operating enterprisc for the purroscs of collecting
data in accordanc. with the qucstionnaires and procedurces tvstablished
a8 pcr the above. Turing the “arlier parts of this stare, 1t is
cxpected that the Hoadeuartcers Init will usc its oun tcehnical capacity
to carrv out somc adaditional casc studics within the arca that they
arc locatcd. Vo fixed mmerical targots should be pre-soet for this
activity, howcver, since the major conccrn of the Headguartors unit
will be to discharg. their recsponsibllitics as per stayres 'Doand IV.
Howcver, in this Casvy 1t would be reasonable to cxpeet that they
could accomplish at least 10 such casc studics over the three months
period during vhich ficld work 15 beiny carricd out. fssuming that
at least 10 studics will have 1 oy complited in Stage 11 for pro-test
purposcs and that cach Micld Team completes its minimum quota ot

3O studics, a total of 140 casc studics could thus be rcalized in gll,

D. _Stage IV: inalysis and usc (3 months)

Fven within the ficld work stage,whilc the various Profilus Field
Tcams arc still conducting plant studics, the Hcadouarters Team can

already begin to check all case studics as rcceived for intornal




ID/WG.57/5
page 28

consistency. Thus, thorc can be expactod to be ofie morith df overlap
between these two stages. The casc studics will have to be verificd
on a samplc basis for accuracy, and then can be put in final form for
analysis nd 1sc.

In this narticular casc,as was indicatced, the results of the

project arc to e nmut to work for the two scts of purposes: namely,

(1) Productivity and cfficicncy improvemorits

The individual casc studics should be carcefully
exorined by th. Headgquarters Tcam, in conjunction with
on¢ reprascentative of cach Micld Team (who should be

~availablc half-dave for the last two monthe of the

project's lifc) and olhir sources of tachnical expertise,
to determine neanibl. rocommondations for productivity
or efficicnev inmrovonwrts at the level of both the plant
and th. proccss (shon) for thosc cstablishments which
have participated in the projcet.  Thesc »will then be

communicated dircetly back to thoe plant's manhagcment,

(1) Industrial polici.s

On the brsis of a carcful analysis of the results,

the Headcuarters Tceam will makc the results of their
findings available to thosc government organizations
responsivle for ucturmining industrial policies and
stratcgice.  ‘ditionaY'v, the results should be
scrutinized to deterrmine if they indicatc the advisability
of changes in the oxisting structurc of rclevant government
policics as they cffect the several branches, spccific
regions, individual units, or the industrial scctor as a

wholc.

!. Stage V- Tollow=up

There are two scts of activities which will be carried out in
this stagc, namelv cvaluation and preparation. It is cxpected that
UNITO will bc active in both of thesc and will accomplish this by
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sponsoring a follow-up mission which will involve scveral of the UNIDO
staff members who arc urgently directing the Analytic Profilcs projcct,
consultant cxperts, and a fow reprcsentatives of othep countries and
organizations. The latter will includc both thosc already expericnced
in Profilcs projucls, and othurs who arc interestcd in undertaking such
an activity.

(1) Evaluation
It is felt desirable in this specific case that the
results of thc particular projcct be cvaluatod by an
international pancl; under the assumption that such an
evaluating cffort is Zoing to bu uscful for two distinct
purposcs:

- First, to indicate additional wavs in which the
results of the spccific Profiles praject can
be put to usc in the countirs in cucstion: and

- Zecond, to indiecnt. how the Analytic Industry
Profilcs ar an internation: development projcet
can hc up~-rad.d or tracaforned to onke 1t more
effective and mare COFiciont in doaline with the
problums for which it i 1rtendod.,

(84) Preparation

an additional but rclated activity, which will
primarily be carried out with the usc of UNIDO resources,
will involve the further preparation of the casc study
results in o fore that rakes them availoble as additions
to tho (internntionnl) stock of reforence wogramming data.
The scveral alternative technioues which can be used in

doing this have hecn touched on in the precceding chapter,
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UNIDO'S ROLE IN DEVELOPING TH NE' 3ERID3

In assisting in the furthcer development of the now Analytic
Profiles, thc Seerctariat of UNVITY is prepared to p: rform a sharply
different rolc than was il Gase with the original Profiles series.

In the past the Uvorctariat had assumed the full burden for siructuring
the overall project: commissioning, oversceing, and payving for the
various plant studics <valuatineg the studice and plugging them into a
summary format and firallv nutliching thoe rosults in the various volumcs

of the scerics Proliles of "anufacturing | stablishments.

In the future, by contrast, UNINO will take a primarily catalytic
role as is approprinte ty the spirit and methodology of the new
Analytic Profiles appronch., UVIDC's support of this project will take
several forms, somc of which have already been touched on in the dis-

cussion in the preceding chapter.

A. Proparation of "inquiry prototypcs"

In carrying out a given JMralytic Profiles proﬁeby,”%he task of
selecting the scctors and individual cstablishments to be studicd will
be left ontircly to the national authoritics who are to perform the
inquiry. However, in ord.r to euid: the varicus national Profiles teams
in their (fforts to develop appro,.riatc questionnairces and other related
matcrials for cach scctor under study, UVIDO will undertake to make
available prototype Profiles incuirics for scveral of the following

manufacturing activitice:

- food processing,

= textiles,

- fertilizers,

- ¢lectrical machinery,

- pharmaccuticals, and

- metal working industries.
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A draft study has already been preparcd on the last of thesc and ig
ourrently available in draft form to guide the further development of the
series in this and other sectors. 12 Additional prototype scctor studies
arc expected to become availahle in +he near futurc. Tach of thesc, of
course, will have to he udapted for local conditions, hovever, it is
expected that as backeround matcrials they will be invaluable guides for

the national tcams.

Morcover, to assist the national Profiles tcams in carrying nut
their activitics, UNIDO is not only undcertaking to nrovide prototype
inquiries, but also has preparced a working papor under the title "Main
elements of industrial cost accounting - n preparatory note for the
Analytical Profilen, It je vxpeeted that this notc will be further
elaboratcd in » form that will I more dircctly uscful as an operational
guide for the now Profilos inquirics.  Werv attompi will be made to
supply ~dditiona] subportine naterials thich will bhoe of msheral intercst

to the developing countrics as the need for these is clarificd.

B. Sponsorship of pre-project working partics

UNIMO har already initiated scveral "pre~project’ working partics
for thc Analytic industry Profiles. It is cxpected that thesc mcetings
will explorc ways in vhich such proi.cts can be uscfully initiated at the
national levil.,  As was notod above, the first such cvnloratory mceting
took placc along inter~regional lincs ir the 1orm of the Int.rnational
Horking Party on Tndustrial Programming Data which met in Vicnna in 1968.
As the first of a new serics, the Horking Partv on Industry Profilcs
has bcen scheduled for deirut, lebanon in 1"y of 1970, mccting under the
joint Auspices of UNTO0, UMESOL, and the Industrial Sevelopment Coentre
for Arah Statcs. 4 zocond vorking party en the nalytic Profi’cs has
been tentativcelv slated to take place in Dulgaria in June of this ycar.
In additinn, rclated mectings are currently under active consideration
for scveral latin Amcrican, on: Middlc Lastern, and onc Par Eastern
country. A number of similar meetings arce also anticipated for the

near futurc.

12/ "The Analvtic Profiles: Uraft Ouestionnaire, oricnted to the metal
working industries", WINO, In/un,57/3, 1970,




ID/WG.57/5
page 32

C, Active participation in an advisory capacity in or—going projectsg

As has becen noted in the preccding chapter, UITINO is preparcd to
Play an antive advisory rolc for ountrivs and nrearizations interested
in carrying out Analytic DPeofilcs projects.  This participation can
take scveral forms. Tesidoesn supplving all of the basic background
matcrials as currently nvailable tn support such o project, UNIDO is
preparcd to:

(a) dispatch short-tcrm tcchnical advisory misszions to advise
the national suthoritics on:

- getting up lucol projects,
- revicuing and roviging prototype materials to
agsur. thoir apnroriatoncss for local conditions,
- training Preofiles Ficld Teams,
- instructisg Hewo Quartcrs unit, etc.; and
morcover tn

(b) arrangsc for short—toerm follow—up missions tor

- ¢valuate rosulte,

- indicatc how they can boe put to further use
within the country: and to

- premarce the case ntudics for cventual usc as

D Proparation of the results as rcfercice programming data

The details of thir finnl ctner in the active life of a given
Analytic .rofilcs projeet have be .n treated in scveial other sections of
this recport. Thr matter has heen ginelod ocut at this point, largely
v inasmuch 2z it is cxpceted that it will be J'IDO that will bear most of
the costs involwed in preparing the case study resulte, so that they

will bc availablec as further ndditions to the internaticonal stock of

retference programming data.
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and wholeselers. Represeatatives ahroad Fariiy .1ireot eolling.
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: -~ #aghthalswe t KA T 33 M 1, M0
Hyvie nd amhydrite PR VISP 9 - 1,663 TO1AL vALLE OF ComumPTIOn 20192
! -~ Others t 89 o LY 101 §,74)
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100 oheminala and Larsrmediare produets .o € ooinic entd.orestias. variove Rinde of amtern).

Bigtory of investment . q

The sonpeny vas ‘mumdwd in . )3 Conmtruaotive f the piaa® wiar‘sd ome year latar, produotina, however,
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