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CHAPTER 1

THR CATALYTIC ROLE OF TFE NaTIONAL MANAG EMENT INSTITUTIONS
TO MEET THE REYUIREMENTS OF THE INDUSTRIAL MANAGERS

A management institution, as distinct from a technological inltitution, has to
deal with subjects which have wider social, economic, psychological and political

variables.

Dr. Gunnar Myrdal, Director, Swedish Institute for Internationa) Economic 3tudies,
»
hag classified the variables in gix broad categories as listed belows

1. Output and Incomes

2. Conditions of Production

3. Levels of Living

4. Attitude Towards Life and Nork
Se. Institutions

Notwithstanding the basic importance of production and distribution systems, and
associated Organizations ang methods, effective management today seeks to develop and
operate inese through appropriate human factors. Thege human factors provide the
necessary cement for ensuring the adhesion of the rather dry and dreary sands of
quantification of scientific Management, 4 national institution éngaged in manage-
ment development in an industrializing country must therefore begin its task by fully

recognizing the fact, that the transfer of the pPrirciples and Practices of scientific

* wagian Drasa® page 1860; The Penguin Press, England.
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Industria] and commercia] activities have been going on in many countries of
Asia and Aifrica for nearly four thousand years. Many ot these countries had their
Own systens of manufacturing, accounting, and Sellirg, which Comrared well to thos
of Europe tii] abor t the 4ime ol industrisg” revolution, Such fystoems had evolved j
the natural CLvVironiensg o) £acn Coulivry, nd tie ireas contained in mary of thege
are often eMinent) Suitatle fop S8ervirg their bPur~cse ever today, or ay least lend
themselves t¢ modificationsg ard improvenmerts for Yacing the present day challenges.,
Take for evanple the TTROKU™ system cf ~ecourting leveloped g "1par in conformity
vith their newds, Thig ig "y far 4 simpler arqd Fettor tool of ilaragement by pro-
Jecting: up to date nfornetion on ths finarcia) positior, faTticularly for Small ang
medium tusiness than Yy of the contempo:ary Birepear Practices baefore the advent of
Computers. Similarly Japanese rattern of industrial reiations based on loyalty,
empathy, ani Paterralism hag proved tc he quite satisfying, both funotionally as wel.
as emotionally, hoth to the employers ang enployees, particularly i small and

medium business,

4 nationa] Nanarement institutior therefore hag to search oyt those areag of
strength in traditional patterns of manecenent, — p that he accountings, human
relations, Salag organization, or production, which serve their purpcses well op
which coylqg be made 4 serve their purpnses better, threugh o process of adaptation,
with more moderr hyt relevant ideag developed in the west, 1y, such a process of
adontion through adnpt1t10n, 1t is not good encugh, merely 4o krew the basic discip-
lines of scientific maragcenent ip g echanistic nanncr. [t ig ¢qually important to
know the Prevailin- Practices and the releang S0cio-economi. variables of the country
where the € Cougit to e app Liegy, nuigenony X[ erts who hag received al] their
education anroad, not unoften prove to be even more lgnoran about their OWn sources }
of strength . the foreign dnes, recauge of depersonalization and distortiop in
their gense of values. This often resulted in faulty agg irrelevant application of

vestern nmodeis 4o their our, situations, - in short, - paq Managrement ., ;

On the other hand ang pleasantly €rourh, the brcag Bental spectrum of a good

mmber of the foreign experts, like pp, Gunnar Myrda! mentioneq eerlier, -~ 8pread
Over a large rumber of 80Cio=—¢conomic vVariables in different countries, had proved
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indigenous systems, - ag distinct from the indiscriminate transplantation of western
models., The process of adoption through adaptation of Mmanagerial themes developed in
the Western countries therefore, needs much greater attention in the developing
countries on an organized institutional hasis, than what had been given to thie in
the past.

Much of the halting Progress, or slowness in the spread of managerial knowledge
in the developing countries could alse be attributed to the weakness in their respec-
tive technological bases. No doubt a weak technological base, has 3 tendency to
inhibit the spread of management knowledge, but irrespective of the levels of tech-
nology, the 8cope for the Spread of a number of fundamental techniques of scientific
hanagement, through a process of adaptation is very large indeed. Taylor and
Gilbreth's ideas could be adapted for running a village pottery shop or a carpenters
yard, as these coylq be applied to work a mine, op manufacture machine tools or to
build ships, Lack of competitions, monopoly or near monopoly conditions, certainly
inhibits the Process of management development. Poor standard of living of the
people, lack of sense of belonging among the employees, class stratificationa, pessi-
mistic social attitudes, weak responses to monetary and non-monetary incentivel,
restrictive and unethical trade practices, faulty governmental regulations — all these

have short ang long-term repercussions on industrial management .

A lot of fundamental and well co~ordinated work is therefore involved in the
publicity, training, consultancy, and research divisions of national institute, in
the process of adaptation, S0 as to ensure that the "flow outg" and "feed back™ to
and from the field, are progressed in a Systematic manner. A national manageme=nt
inltitution, in the course of dissemination of information and ideas for solving the
short and long-term problems of the industrial managers must therefore be capable of
being succaessful catalytic agent for receiving the ideag both from outside and inside
the country, with a view to harmonize these and determine the most effective forms of
their applications,
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CHAPTER 1I

TFE NATURE AND THE SCOPE OF THE PROBLEMS COMMONLY ENCOUNTERED
BY THE INDUSTRIAL MANAGERS IN THE DEVELOPING COUNTRIES

Tno du7oloping countries are by and large resource scarce economies. The

cueh countries have to encounter such scarcity problems,

jr.ustrial managzers in
and time consuming. Low

at once vast, and their soluticns complex

inadequaci es of the teohnical g-rvices end skills, shortage of capital

sture ir. general, = poor purchasing power and i

v

w282 ranges oG

IR G Ve Teie 1Y
egripacnls, W materials and indrasira
4ith low strndard of living of the people, —

£

re~ sicved size ol the »nlLional morked

ceninl recictances and stratifisntions, - A1l ‘hesc eubstrntinlly affect the colour

and tha conbonu of the manaserini problons in tne developirng countries. In the cir-

curLhoncoI, mere reproduction of %the ~ystems usea by the manafors in the developed

couniries; pot only tend to be of linited value, tut also lceds o good deal in

¢frentive dignlasenords ané consusions shaking up the confidenca of the indusirial |

pove osrs in the officacics or tha practicabilitics of the new systoms. For example,

nm iavensory control system sperated 1r Lordor, paris, lew Tork or Tokyo will be

),

diffieult vo operzis 4 Viala Lompur, Djak: ~tn or Caleutta. Right from getting an

im=ort licen:c, seccuring ~1locasion of foreis crchance, tinding 2 rusular suppliery

. . . , . . : [
ko vill e preprrod %o mupply stores ir ~m=11 T0Qs with or withont credit arrange- '
pamie. viublens o7 over teni wnd overland +trancpowrsatiom, proper vackaging, — 211 these

7

substansicily afiect dhic very bases of oG Sy seen.

Dluea -y -~ p€iang wne prouvlce. or the inuustrial munagers .n the developing

coun, vies oao linied un with the thresc maan areas of econonic activities 1.6.,
(1) Lesource Levelopment, (2) Resource Mobilizetion, (3) Resource Utilization. Good

ponogoiany 1Soan essnnticnl incrodient for She guencesful operation of all these three

Yol estivities, Phother one wishes to develop the mireral resources, man—

powcs or tcchnolopgy or whetaer one sceks to mobilize labour, machines and materiails

tricvTa banx credits, or detormine the best method of using these in production work, -

proper managerial talerts wil’ he required for the successful attainment of the

objectives in all such ectivities. Implicit in it - of course is the all important

o of Pumin recources, -- properly motivated and tured to their tasks.
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The broad 8cope of management actions involved in al] the above three spheres of
aotivities would however get narrowed down, - when it is etrictly confined to the
direct responsibilities of wn industrial nanager, i.e. resonrce utilization., Fop
example, if -n industrial manager ig inter sted in Proper human rosources l.0.,
healthy and educated yOuny mer. as apprentices in his ractory, or if he is interested
in larger volumus of srdustrial credib op import facilities 4t favourable terms, then
such interests are not the same as tre manzement of the health orp educational scrvicee,
or bark credits, or import Arrangemerts.,  Provision of mch facilities are not the
wlroeee fesponsibilities of an industrial nanurer for effective utilization of
resources, cven thoush his wtivitiag may te vitally dependant upon successfiyl manage--
ment of such services, Novcrthelnss, ~ 2 nationa] Ranagement institution could not
and should not remain oblivious to the hasic policies ang bprogrammecs for resourc:
development and resource mobilization, wven though tanagcment of such activities m:
fall outside ihe direct responsibilities ot ar industria] Matager primarily concerncd
with resource utilization. ¥Fop 4 rational management institution it will be logical
therefore, that while primarily'consentrating its efforts on training, consultancy,
publicity and research work for the promotion of industria] management, - it should a
the same time have the requisite capnlilities for urdertaking such field studies and
reseerch, which are vitally linked upr with and which facilitate the process of indug—
trial managenent, ever though falling outside the normal responsibilities of induzt-ial

operations of sn enterprise,

In the light of foregoing, the role ¢f a national management institution ip PTO--
viding various catcgories of services for »0lving the long and short-term problems of
the industriaj Nanagers, must primarily be those which concerns effective utilization
of resources placed at their disposal. Thise means adoption, adaptation aad develop~
ment of proper techniques of planning, direction, co-ordination, motivation and contro]
of tho activities of an rnterprise for r™iging *he level of its rroductivity ment and
213 ihese meet other operational and socia] obligations of industrial managemen- .
Since adoption through adaptation and development of nen techniques suited to the
Zocio-ezononic envicnment prevailing in the country involves certain amount of field
studies and research, - a national “nagement irctitution mist be prepared to uncderiake
these through competent and matured Management specialists with satisfactory academic
and practical backgreund. Such research efforts, - ag nentivned earlier, may alco be

required in the related fields of resource development and resource mobilization,
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which even though, may normally fall outside the activities of an enterprise, - never-
theless are vitelly linxed with its intercsts and the processes of managenent as 2
whole. & rational munegement institution, sheuld therefore be capable of effectively
voicing ite Tindir; or suck matters 2t app opriate quarters fcr policy formulation
ané pregranme imp Lementavion SC ww UO safeguard tue 1ntverests of industrial mAanage—

ment, and economic development of the country ot lare-e.

While discussing the natura of the protlems faced ty the industrial managers, it
will be desirable to examine Aan £o what , cecisely constitute a shert and 2 long-term
provlem. Though it is difficult to give ary rigid definitions on this, - perhaps by
and large it wonld be correct to soy that thoso management problems which could bc
razolvad by irtroducing better sys=toms and botter workirg metvhods within a short
period, without any appreciable new financial investments, asould te treated as short-
term ones. In other words chort-term problems are Lhose which could be satisfactorily
resolvel through the inductrial engineering technigucs, inciuding those which are
being applied nowadays to dmal with the human problens on a proper tasis of quanti-
ficasion and evalunticn. In ather words for the purrose of some broad notional
clerity, it will be gufficient to say that the ghort—term probhlems are those which are
ogssentially concerncd with potter utilization of the wal iable pesources, whercas
lona—tern ones irvolve rosource developuent and resource mobilization over 2 period
of tima. We must not forget, however, that most ot the teshniqies like PERT or
Value Engincering, could be atilized votr for solving short-term as well as long-term
problems, and sinco mALy nf short-tern problems ars alse inexbricabl linked up with
long-term prob:lem”, it wonid he undesirab’s to sttempt anyv rigid and gtratified
classificativn. 1I A management gpeciall e s tan, a part.cular prohlem, wrich
though prina facic apnerring to ke a shert-term or, was 1Y cftect a long=term prob—
lem, then no doubt he will give the mout appropriatc advice to the clicnt for solving
it. In tho subscquert paragraphe in this parer attemptirg delincation of the role of
_ ;wutional management inst itution to assist the industrial managers in solving their
prcblens, no rigid 1ine has been drawn to compar ;mentalize shori-term problems from

the long-ternm Cnes.
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CRAPT™R IIT

™E ROLZ OF T™HR NATIONAL MANAG 247NT INSTITUTION

IN ORCANIZ ING PUBLICITY AND TRAINING PR

FOR ASSISTING THT INDUSTRIAL MANAGTRS IN SoLvIMG
THEIR PROH,IMS

To begin with publicity and training programmes must have
aotivitios in a national management institution, for i
for snsuring smooth functioning

Precedence over all

nitiating ity Programmes and
of other services aeveloped ty it, Publicity and
training Programmes are ®ssential ingredients for

“reating awareness of managerial
weaknessss at the enterprises, without which tha

requisite hrages for effective
consultancy servicas would seldem b- available,

Just as in the case of preventive medicine,

which reduces the incidence of
diseases in society,

- 80 also publicity and trairing, reduces

tha incidencag problems
in the industria] enterprrises,

by having a mope enlightensed and competent cadre of

employses. Than Again, when a problem has actually arisen, it is much easjier to

solve it through enlightenad emPloysas than the ignorant ones, The naturse and the

8Cope of publicity and training Programmes, which directly and indirectly agsigt

the industrial managers in dealing vith the problems could be broadly Classified
under the following heads:

A, Publicitx

1. Productivi tY consciousnasg

The first and foremost tagk in this direotion s the generation of productivity

consciousness on an extensive fromt by Propagating its basic tenets in a simple
forthright languags, avoiding sophisticated economics,

union officials, publie servantse, students,
clearly understand what Productivity is, how
operate, and what are its benefitg

“mployers, employees, trade-
— and intelligentia at large, must

the dynamice of productivity rige

for an individual as wel] a8 for the >ommuni ty

frictions and dislocationg

of this naturs, for

Propagating the basic soncapte of productivity on an intarnational scale

sntitled "Productivity Means Prosperity” hag been brought out in
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Tokvo thie year in the course of celebrating the Asian Productivity Year 1970,

which happened to be written by the author of this vaper (Inclosure 1). Tn order

to create a national movement, and print productivity on the national conscience at
large, - apart fro= such publicaticns, - films and other audio-visual media, essay,
clocution ceonpati.icn and debave. sLong {1~ studerts, managerd, supervisors, workers
could be orgnnized ty the national management institutiocn with conciderable advantage.
the bemefits of a oo xod productivity consciousness have both short as well a8
long-term benefits, in the way of sotting the pace and metivating individual and
group 2ctivities at industrial snterprises. [t can nelp in resolving emplover-
employee disputns, it can met a moral tono and stimulat: a spirit of self-examination
at different layers of enterprise activities, - ard as mentioned earlier it can help
in building the much needed basss for training and consultancy work, for progressive

improvements in enterprise operations.

2. Techno-managerial literature and training manuals

The essence of progressive management, is continuous gsurveillance over comt’
and quality, and prevailing situations in enterprise operations. With widespread
productivity consciousness, - s3] f-motivated managers, sup2TVvisors ard workers, show
jncreasing awaraness of their problems, and begin +o show desires to resolve theae
through their ovn efforts, in the light of latest developments taking place elsewhere.
Such an awakened thirst for knowledge, if not net proparly in time and with requisite
depth, only causes fructrations and alisnations. Training and consultancy work no
doupt sprecas such knowledge, but can never ba so adequate and widespread to meet
the country-wide n eds apart from boing exnensive. Trchno-managerial publications
therefor: g0 « loig way towards solving tne problems of industrial managers, who,
throurh a process of g1 1f-exertion pick up a good deal of professional knowledge in
their applied contcxt tuch knowledge, is indeed an important contributory factor
towards management development, and nowhere the importance of such knowledge has

Peen bettew ctated tham in the foliowing lines:

T T

"There is only one thing that will train the human mind and that
is the voluntary use of the mind by the man himself. You may aid him,
you may guide him, you may cuggest to him, and above all you may inspire
him, but the only thing worth having is that which he gets by his own
exertions, - and what he get= is in direct proportion to what he puts
into it".

Dr. A. Lawrence Lowell
President, Harvard University
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members of the institute, entrusted vith tne tasks, 71t 18 essential ton have adequate

numbers of illustrations and case studies preferably indigenous ones, for eage in

3. Journals

A national management ingtitute could publish Jjournals and Periodicals in aiq
of theijr publicity Programmes, - which will at the game time provide opportunities

the main current of management development woprk in the country, both among the
contributors and the readers of such a journal. It is important L0 provide sufficient
numbers of pages for the readers to express their views, critical observations,
Praises and indignations on various issues concerning management, It is good to
éncourage unconventional vriters and thinkers to contribute articles in such a paper,
which could generate interesting controversies, - and some heat and light in the
8pactrum of management development, 4 properly developed and edited journal by the
national management institution, reflecting both indigenous and foreign experiences,

which is responsive to the thinking and the urges of the practicing managers and of

4. Z-aining kits and films

Apart from audio-visual aidg in the way of slides, film strips etc., as kits
for Ssupporting the training Programmes, regular films covering different topies could

% be used with great advantage for inculcating among the employvees, - particularly
among the supervisors and workers, some of the fundamenta] problems faced in almost

{ all enterpriges. A film library covering quality, cost, health, safety, wagte

elimination, labour management Co-operation, and other Bubjects devéloped and operated

by the national management inatitution, is most appreciated by the enterprises, and

indeed is a boon towarde solving their Problems by Providing an enlightened working
bagses for their activities,
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B. Training

The important role of training, in praventing the incidence of problems, as
also resolving those which had arisan, by competent gtaff, hardly needs any ’
elaboration. Planiing, direction, co-ordi iation, motivation and control - all these
esgential ingredients of managsmant, pra-suppeses team work, which 1s essentially
dependent upon oifective comrrmicatinon both ways, in an intelligent and meaningful
manner. A very largc nunbex of uhort-term problems that occur at the industrial
enterprincs in the vay of delays, diclocation, miscalculations, and frictions, -
somld be oitributed oo the inadaquacies of training at 1ifferent levels of
menaget:ent, not excopting the top management. VWhern a new policy and a nev system
has to be introduced for ~ogolvintg some maior problems, it is 2 good thing to start
of f by training, without ~hicsh implementation is bound to be tardy and progress

inadequatz.

A national manageamant institute however cannot meet all the training needs
at different levels of management, for 21l th~ entzrprises in the country. It
mucst therefore adopt a gelcctive approaci. Following main avenues, having the

raquisite m:l%ipliem effecis deserve special attention in this connexions

1. Short-term training courses anl seminars for the top management

It is w21l lnowm that withent brair-storming the top management, and making
them aporaciative . the values of naragerial training, littla progress will be
achieved in driving the toole and techniques of industrial management home at the
different levelg of an enterprigc: Lop lalgers, being as busy as they arc, - can
{11 afferd tc smnd mmeh tima An thiz, an? many of them may foel shy to be trained.
A short seminar cend discussions sessinn on goneral managemert, or on a particular
aspect of mrnogenent, in which apari from the lectures sessions by specialists, - the
could algo talk and exchange experiences in @ meaningful manner, is a well known
and succerrful methad for bringing in such ney personnel within the orbit of
managerent develormmnt, Faculty members for conducting such short training or
geminar, should naturally be the very best. They should also be capable of
oxpleining the themos, nct only in physical but also in financial terms — and this

is a matter which is of great importance for carrying convictions with the top

managers.
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2. Training and retraining of the trainers

No organization ig tetter suited fop undertaking this very important responsi-
bility, than a national management institute, Apart from the facilities of adaptation
of managerial themesg through research and aavelopmerrt, - & national management
institute would have tha resources and capacity fopr equipping the trainers with the
requisite standard of professinnal knowladge needed for generating the multiplier
effects throughout the country, along with imparting Knowledga of modern teaching
communication techniques., No amcunt of offort fep training ang retraining the
trainers can be considered to be too much, as the efficiency and the shortfalls

in this field would have widespread and far r2aceing corsaguences,

Major industrial establishments in the country should be 2ncouraged to have
their own training departments, particularly for middle ranagement and supervisory
training, - by providing training and later on retraining facilitins to their
enterprise-level trainers, Small and medium scal. industries do not g2nerally have
their own training departments, but seek assistance from other local corporate
bodies and institutions, The trainers trom such Corporate bodies and institutiong
interested in management deVelopmen't, could also be trajned along with the enterprise—
level trainers, which facilitate cross-fertilization of 1deas between different

sections of industries, - with ¢onsiderable benefits to all,

3. Model training courses in Critical areas of enterprisc operations

In order to ensure qualitative excellence of management training, a national

{ management institution could locate thosge basic areas which give most of the headaches

§ to the industrial managers, ond o gard ze slert—ternm ‘raining courses on these. The

object of thig is not to assume entire responsibility fop conducting such training

f tnroughout {he country, but play the role of a pace setter, and maintainer of

'~ qualitative standard for other corporate bodjeg enterprises, and institutions
fengaged in 8imilar t1raining activities to take note of, Proper development and

. Publicity of course contents, development of training manuals and kits are cssential
ghrerequisite in thig process. A brochure developed by National Productivity Council

gof India for popularizing such training Programmes is attached ag an axample
3 (Bnclosure 11).
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4, Pace setting training courses in new arcas

The arts and sciences of management are progressing every day. New ideas are
emerging, new methods are being developed, - which after dus modifications, - 80 a8
to conform to the country's neczds, could be transferred to the enterprises, - through
training, side Ly side with publicity. Such pace setting courses could be held
either at the national management institution itself, or at strategic points i.e.,
under the auspices of corporate bodies, leading industrial establishments, etc.

As regards the training courses alreadv introduc~d, the course contents including
the supporting training manual and training kits, could be improved upon and
modified from time tc time holding fresh pace setting courses ‘henever such

modifications and improvoments are important and considerable.

5. Workshops and seminars

Meaningful spread of managerial knowledge for improving the existing practices
through exchange of information on experiences, and for introducing new topics,
could take place particularly among the busy executives, through ghort sessions of
workshops and seminars. Tt is important to cnsur=z, that the participants have
requisite standard of knovloadge and experience on the topic under discussion, - a8

workshops and seminars are not particularly useful tools for management developments

among the newcomers in the fisld.
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CHAPTER 1V

THE ROLE oF TYE NATTONAL MANAG ZHmNT INSTITUTION IN
PROVIDING CONSULTANCY SERVICES FOR ASSISTING THE
INDUS TRIAL MANAG 2R3 17 SOLVING THRIR PROBL 2Ms

Publicity, training ang Corsultancy - 411 these apa impartant Vvehicles of
assistance to the industrial managers for solving their Problems, Z‘ublici‘c‘v seeks to
SPread managsria] knowledge on an extensive front at a low cost, but jtg impersonal
nature is the main limiting factor, rraining seeks to spread managerial knnwledge,
to small groups of executives with g degroe of pPersonal involvement of the trainep
and the trainees, - but cannot assume the spenjfic 1ndividualizcd and specializeqd

form as in the case of consultancy work for an eterprise, Ap outside Consultant

‘! viz., a financia] consultant who may hava pnn bettesn professional qualificationg
. than the financial director of the enterprise,
t of being a detacheq obsarver, - his mental spectrum 8preading over many establiehmenta,
"and hig power of observaticn ani ability to locate the Critical areas through

; comparison, charpened on that account, A faculty member of a national management

; instituti on, can have the vnique advantage of combining in him these three roles

tie., role of & writer of bublicity miterials on management, involving the uge of
analytical and research faculties, the role of a trainer enunciating the latest

gPrinciples eng pPractices on manegerial therss, ang the role of g consultant wel]

Veiria in the seChuiques of applicavion, [pe interaction or all these three
categcmies of activities in one and the game person, enrichesg the professional depth

"'.= at the same time the applicd valueg of all the three servicee, A national

“'.’1.“@.«': :mbivities, is in the happy position to develop highest poggible Professional
: tandards, not readily attainable elsewhers,
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2. Introducing consultancy work to the clients

Consultancy work is seldom guccessful without a proper client base, which is
far from satisfactory in most of the devel oping countries. This means concerted
efforts to popularize monagerial themes ovar & period of time, - through publicity
end training - so that theie is a proper communication, assimilation, implementation
and appreciation of the advices given by the consu’tant. The question that naturally
arises from this i about the length of *iuwe that should elapse in these processes
before consultancy work is likely tu hnie @ meaningful impact. In this connexion,
it will be desirable to make a distinction notween area-wise or sectorial consultancy
work from diamostic consultancy work., The former standzrde for consultancy work for
introducing a better system or for trouble chooting in a particular area of enterprise
operation, viz., incentives, work-1oad studies, production planning etc., where the
problem araa has been jdentified. Diagnostic werk will be involved when the enter-
prise 2s a whole is weak, and is not showing the erxpected busincss successcs without
knowing the precise reasons, - Or assigning such reason: which are far too general

and varue.

As far as area-wise or sectorial consultancy work is concerned, no undue time
need L2 lost in introducing this. After about a year from the date of introducing
publicity ani training programme on a subject, when tho faculty members of a natiomal
managerznt institution would have had chances of conducting two or three enterprise-
level nouirzes on it, — & beginning could be made to undertake plant studies and
consultancy work. Tt must not be lost sight of that combining training and

consultancy in the same person, enriches t.e quality of both.

As far as diagnoetic work is concerned, this calls for longer periods of
reptatic, - both for preparing the client base, as well as for developing the
requisite skills among the consultants. An industrial manager, with inadequate

:

grounding in modern mothods, may go on aitiributing vhe ailments of his enterprise to
causcn which are wide off the mark, - in the same way an inadequately developed |
consultant may find himself unequal to the task of providing meaningful and reahstic‘
enswers to his problems. After gathering about two to three years of experience in
gectorial type of consultancy work, - and only after receiving thorough training in

the methodologies for diagnostic work, a consultant, generally speaking, - should be

ready for the latter type of acsignments,
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The benefits of the cansultancy services shoulqd be Publicized ang 80ld to the
clients in the simplest Possible language, TLis is Particularly important fop the
small and medj busi"nessmen, who s21ldom can afford top Professionals ag Company

executives arnd of necessity, have to scek consultant'g Assistances mope frequently,

A4 brochure of this natupe introducing congultancy Services t5 the Clients
brought out by the vatienal Productivity Council of India, ig enclogsed as g sample
(Enclosurs IT1),

4, The rolsg of the national management institutions in a88isting the
managers in solving their short-ternm problems through consultancy work

No national management institution can be expecteq to give Coverage to each
and svery problem of thq industrial Managers throughout the country from jtg limited
organicational and operationa] resources, Stil] the problems of the managers are

vVery real and need expeditious solution, 7 overcome this, following measures
could b adopted with advantage:

A, _E’_r_gmotion of self‘-consultancy and private consultancy

A natjonal management institution could encourage the industrial managers to

rarticularly at the larger enterprisges, These cells could systematically audit the
ente: prise activities, and provide first aijg consultancy 8ervice to the problems of
the departmantal managers. For smalj and medjum businesy the relevant corporate
bodiecs apg Service instituti on could provige Similar Consultancy assistance,
Promotion ot Private consultancy wori either by individuals, or firmg, - through
twai_m'w; t22i1it5ag Provided by 4 national management institution €0c8 a long way

in Asgisting the managers jr. solving thejp Problems or a dispersed decentralijged

Yoric ) and en “n extensive front,

R, Acceptance of important and Pace-setting assignments by the hational
m2hagement institution

C e g

Imjoriant sectors of national eConomy, which have challenging problems op newly
emerging areasg of Mmanagerial problems i.c., those which commonly emanate from

R cXpansion of internal ang foreign trade, introduction of new technologiea,
A mcderaiza,tion, merger etc,, should be interesting fields for direct consultancy work,
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to be undertaken by a national management institution, Apart from pace-setting work
and preservition of pProfessional standards in consultancy work, it also enables the
national institution to undertake meaningful research work for further devel opment

5. Co-cperation of +he national management institutions for Operating
"o iniecgt
I.anigg_@_e_nt Chnlcq

Tven though Operation of an interdisciplinary management clinic with a team
of vigitine Specialists, - dealing with organization, personnel, finance, production
<1 vales problemg is no substitute for indigenous growth and maturation of
rancgariel expertice within a developing country, - theg: Clinics, - without
questicn could Provide valuable assistance in the pProcess of such an indigenous
growth. lianagement eXperts, who had operated in more developed economics, would have
imprintzd in theip mind, such norms and experiences which reflected more developed
forrn of irdustrial organizations and their methods of operations, When such minda
are focussed io the conditions and the variablesg Prevailing in the developing
countriey, - the differences are at once noticed, The difficulties with such clinjoe

a3 in providins &nsvers to such problems on a realigtic bazis, - which will faci)j-
tate practical implementation, - withstanding the test of time after the clinic had
withdrawn, Thig is easentially a question of availability of time for the vigsiting
Specialists, 2 naragement clinic may not have adequate time at its disposal to do
all the Preparatory work, as well ag systematic follow-up of the implementationg
of tia recoimendations mada, Experts in guch a clinic may not also have adequate
forilinmitr vty chrcical realitice cf business operations in the concerned
devaloping countries,

A mncsament clinic can however seck to overcome such problems in a twofold
m2nner, Firstly, by having in the taam one or more competent experts whose
Uelasional skills had been applied, in solving the fairly common Problems of the
industria) Mm>nagers in the developing countries for a reasonably long period,

national I‘anagement institutiong for the Preparat ory work, and for the implementatian
and followup of the recommendations made by it. To warm up the general techno-
m2nagerial climate of the country, - there would be good Justification to hold omne

Rt iy it L

E L e i
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or two top ranagement ssminars, or workshops in specific fislds, undor the auspices
of the -national 1nstitu+.ion, - iaking the opportu. .ty of the pPresence of the team
of visiting Epecialists in the conntry,

In the patter 1 0T co-nporation batwer ) g national managoment ingtitution and
an interdiscipli_nary team or visiting exparte fqr operating a management clinic, a
distinetion hag to be mads betveen 20lving thn shopt_ and long-teiwm Problems of the
industrial Managers as =2laborateq he miye

A. Pattern o.f__-c_c_s.—nn._ oraticn b b2 an Lt onal mene, oMeut institution apg
a_managenment clinic for solving short-term problems

AB mentioneg earlier, Ly cng largs, mest of the short-term problema of the
industria) MINaEors emanate jn the course of resource utilization for Producing the
requisite pocdg and se,vi ©2%, Taereas megs cf the long--taprm Problemg are related to
resource dovelopment and resource mobilization, Any formal consul tancy assignment
undortalken by a wrofensional consultant gonarally involve the following Blepss

1. Preliminary survey,

2. xecution of the acsigmment and formlation of recommendationg,
i. Steff training fop opcrating the modiTied or the new methods.
4. Implemnta'&,ion:_l ascistece,

5. Troubla 3hcoting and Tollov—ung,

It vill also be g€°nerally correct to 53y, - consultancy work is primartly
Joncerned with Productiviiy r.ce, ond tuisg jo schieved by reducing the values of
inpuis ane *rh2nrines the velns: Af the outrit Such input and output values apre best
understood and Judged in Pecuniary termg - 1.2, productivity of the capital smployed,
Tt i5 a CeMSM crpevi enca for ¢he nenasement, consultantg in most developing
countries, {hat: 27cen’ o the very larg enterprises, = fev industrial 2#8%ablishments

have systematic cort anu other ralevant jaia., 4 national inanagement ingtitution

perhaps could act 25 hezi 2gent for & management clinic, doing the basic &round work
for its visit, and prove: functijoning, Later on, the institution could also provide
ctaff treining, - impilewrntatisen] at3igtance, irouble shooiing and follow—up

8ervices, - after the ceparture of the members of the clinic, When the clinic is iy




T8 TR &4 &

Page 20

session, and the visiting eXperts work on examining various prodless, and suggest
their solutions, it is & @ood thing to involve the representative of the matiomal
management institution in the process, so that important local variables are takea
into account before recommendations are finalizaed.

3. Pattern of co-o ration between a national managemsnt institution and a
management clinic for solving the long_term rroblems

The effectiveness of a visting managemort clinic in Assisting the industrial

managers in solving their long-term problems, is much more dependent on the depth
and extent o- Co-operation raceived from the national management institution or
similar local bodijas, This is so because, by and large, most of the long-term
problems are concerned with the issues emanating from resource development and
resource mobtlization and ara often directly linked up with the six variables
enunciated by Dr. Gunnar Yyrdal as mentioned earlier, Thase generally call fop
systematic data collection and data processing work over a Period of time, and
substantial amount of analytical and research sfforts thereupon, for reference and
use by the members of the visitiag management clinijcs,

The advantages of a management clinic in assisting the managers in solving
their long-term probleme, - consist of wider experience and broader mental herigen
of the vis tors, familiar with the states of resource disposition and mobilization

in other countries, apart from professional axpertise, Basides the policies anld
prograsmes Prevailing within the country, - visitors could nften provide valuable
technical and bugjness information upon which many fruitful avenues of internatiomal,
technical and commercial relations oould be devel nped,
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CRAPTER V

T ROLE OF THT NATIONAL YANACEMENT INSTITUTION
I PROVIDING RZSTARCH SERVICES PCR ASSISTING THE
INDUSTRIAL FANACTRS 1IN SCOLVING THEIR PRCHLEONG

The relationship between rersarch and progress is far too well knewn to need
any special elaboration here. As Already mentioned, - the major contritutions of
research in assisting th- industrial manasgers, will be in the process of adaptation
of managerial idsas and practicas d-v.1npnd in the West, - improvement and modifi-
cation of the 2Xisting onae in the country and development of naw ar:as. !fany
industrial establishments, have problems shich could only be satisfactorily solved
through dstailed samplings and studiecs av-r a period of time, For axample, cauges
of labour turnovers, abe:nteaism, studies on material standardization or substi-
tution etec., - often involve substantial amount of research work., A national
management institution could uniortake a number of these with advantage to sarve
the interests of the clisnt as well as 1ts own,

Researches on resource development, rosourco mohilization, and researchss on
the managerial implications of the variables mentionod earlier, often produce very
wseful results, - particularly when the findings are highlighted at appropriate
quarters for formulating and reviewing policiss which often pay rich dividends in
solving the problems of the industrial managers, particularly the long-term
problems. All industrial managers have stakes in these, and should actively
support and co-overate with such research =fforts by the national nanagement
inetitution.

Another aspect of rosearch which is often sadly neglected, is on the quality
and quantity of the servicos provided by the natiaonal Management institution, and
other techno-managerial institutions in the country, - location of the weaknesses
aad the critical areas in such services along with suggestions for improvements.
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A national management institution should encourage all its faculty members
to contribute a portion of their time in research activities, wherever necessary
collaborating with other specialized institutions in carrying out inter—disciplinary

studies. Research is essential for the maintenance of a progressive temper. And

it is upon this temper effective solutiors to the problems of the industrial

managsrs and progress in the fi»1d of management developments at large basically
depend,









