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intended for statistical convenience and do not necessarily express a judgment about the stage
reached by a particular country or area in the development process. Mention of firm names or
commercial products does not constitute an endorsement by UNIDO.
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T. INTRODUCTION

In the fall of 1950, the Management and Training Sections (MATS)

of the Centre for Industrial Development (CIﬁ), begun preparations for a

new kind of technical assistance programme, then tentatively called

Management Consulting Worlshoos. The aims of this new programme were,
among others, to have the industrialists in the de' eloping couniries change

their aits tude towards their immediate and lcng-term tasks and responni=-

?.
}

bilities and to ancist them in solving immediate organizational, management,
Financial, production and marketing problems. Short~term CID missions,
consisting of 3 o 5 rembars, were to be sent out to assist the indurtrialists
in the developing countries in these matters.

Tn New York, the organizational concept and the contents of the
pProvosed programme were gradually changed and imoroved, partienlarly ae a

result of a number of meetings ueld between the MATS and the American

e s —

{ Management Association (AMA), and with the Council for International Pregracs

in ¥anagarent {010,

Based on exverierces ra1ned, steps were undertaken by the YATS to

continue the Workshop concevt. 7Tt was decided %o change the name from

Workshon 4o " rdostrial Clinien,

i) In 1967 and 1968, three slinies have so far been conducted by UM1Di,

Tugoslavia, Taiwan and Irdcnesia. In 1969, another two ciinies in Pakistan
and Yugoslavia have been imdolemented, Experience ﬁas been pgained, in
particular as recul: of the alinics in Indonesia, Pak?ntan and Yugorlavia,
An increasing number of government ieprasentatives, industrialists and other

institutions have recently expressed their great interest in having clinics
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given in their couniries in the vears to come. The clinics should become
o wtandard UNIDC feature available for all the developing countries.

Up till now the clinics have been arranged on an ad-hoc basis, hereby
creatiug a2 nunber of orpganizational problems, bath for the requesting
countries as well as for UNTIDD. Tharefore, the clinics in the future have
o oe planned and organized on a regular and standardized basis, i.e, with
raard to the financing and the expert staff availabdle.

Ar remlt of dircuceione within ™IDC it is now assumed that the
‘ciinic' programme shonld be expanded considerably Auring the years 1o come
and become & permanent activity fo the Management Section. The expanded
programme will, to a great exient, be managed by specialisis hired on
ot t=ierm basis {or the indrvidual projects. In principle, UNIDD's role
Jii) beeome, stier by step, the one of a cleariug h.ouse from both, financial
-id orgenizational points of view.

As o ovesult of these clinies, i1t is believed that countries and ‘ ;
sepecially the industries that have been supported by such clinice, will
continue io ask UNIDO for joag-term aszistance, in particular in the form

11 Gpecisd luad Projecie.

Tl GRIRCTIVES OF AN “NDUSTRIAL MAMAGEMAIT CLINIC

The main chrectives of an industrial management clinic are as
follown:
1. te assist, oa shert notice, too executives of a group of

firms or an industrial enterorize on row 46 sclve in 2

practical manner, the urgent problems. These may be related

. - - . . PR “and - s . s
nterral aroblans of 4he caterorice, zuch as t reduction
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rchemes, marketing, Tinancing, organization, maragenment an
the process of integraticn of activitier verformed by one or
several comnanies, sysiens analysis and électronic data
orocessing, cornrorate planning, quality conirnl, product
planning and control, value analysis and value engineering,
proauct development, etc., or thoce probliems may ve related

.

to external factores cul-ide the contrel of manacement

coniitionirg the wariress cycles, business climate, including

government rogulations ard.policies;




Ze Lo oacmiaint top executivea to |oiva linmedi ate industrial

problems by discunring A among themcelves the various alter-

rative solutionsy

3¢ Yo dring € pvernment closer to buni nesa, by having top exe-

cutives ani hi;w government officiale discuss exiernal manage—
ment problere in order to arrive at 1 lovel of hetter undarm

etanding betweer government and “Saciness, eventually to result

in possible (nunpes of gevernment decroen and rermlations in

order to iurcove thre business climato;

4. 1o have tpe NNILO experi-team direstly work in selected

factories ~ 20 ve immediate proLl mg on the spot in close

;

co=operation. witn the plang managament, \pro)loﬂ solving

type ci misvion):

D¢ tc mupiert & 3 reinforce the work of U"Iﬂ” s exverts ziready:

in the field nnd ascipnied to a country on a longer term basis.

PlIe OHGANTZATTON OF AM IMDUSTRAT, CLINTC

.-

The c.inicn will, wnan-ver voesible, b2 conducted on a sectoriai baeis

within industey Pakician Clanie). 811 kinds of rrohlems within the
technical and e nn:ieal apeas of management, Ard their inter-ralatiope

ship may b= covered., 1In varticular nstances, the varticisanc: e a ciinice

way revresent several gectors o1 industpy (Indonesiu exveiience), fo-

N

instance texliies, moia)l and engiungering and canemical industry, and whrer
the are ut: a ic primarily  Loncaraed with the tntroduction, oroaniza.ion

and management of maintenance Sys.2ms in the various :ndusirial entarnrises,

Also a clivig cuin be conduciad for a limited numoer of selecgsad 123

mhe
. - 2 \d

i

(Yuros!lavia Clirac)s Prafertbly also 1s bhat the factories ars ipecated in
the same regicn o1 around the same cily %o make it eusy wn reach them all
during the limited ‘ime avaiiable for the M0 team. Marther ars, the

number of oarticipating Yoo e.oouiiv e should b Timited to ab L twenty

te twenty five., The 17Th0 Advisory and Problem Tolvi ng Miesicus to aid top

management are underitaken 1. state-cwned as well as privately owned




enterprises or organizations, in compliance with the wishes of the requestin
governments. Such a mission may consist of three to four experts, each
specialized in a particular subject with extensive practical experience.
The chief of the mission is a specialist in management dealing with organjie
zational managerial and general nroblems of tha industrv.

The industrial clinic consists of six stages:

1. The Planning Stare

This consists of sending an "Advance Cliniec Scout" to visig

the site of the prdposed 61inic, to make ai.angements for the
requisites in the phvsical facilities, to recognize the problems
to be covered in order to achieve maxirum concentration on key
subjects, to discuss with competent authorities for the imple=
mentation of the provaced project, to prevare the composition
of the tecam of experts to dbe sent, to prepare the selection

of the participants and the requirements they have to meet, to
prepare the necessary documentation, such as statistical datas,
background informatior, training materiale and equipmeni, to
brepare the budget, %ue =ources of financing, the ientative
programme of work, and to execute other actions fer oreparing
the proper imolemeniution of the c¢linic. “he planning stage

can last three monihe bofore the opening of the clinic.

2. Assemvling or Hecruiting “he Team of Uxrertn

A team of fxperts should be recruited; the number varies from

3 to 6, most li%ely 4 or 5. Various ways could be followed to

acquire the Experte:

a&. to msub-coniract to a well nawn conrulting comgany,
association of industries, or other industrial organization

‘@5 in the case of the Taiwan Clinic oy designating ISR for

this purpose;

b. to sub-contract ta more than ore company; the experts

representing vavious well known consulting firms;
¢ 1o recruit individual exparyt, either experts having their
own individyal cenliing firm op experis operating on an

individual Wasis or Free lance Exverts

.
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de a combhinaition of sud-contracting consuliing firms ang

individual expoe;
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e. oilher form of reeraliment,

The lemder ot the team should not be pre-determineds if possible he
should be znuointeg after the wnole team is arcombled for briefing
either in Vierna Uy or in the Pield, A naturs) candidate might

be torthcoming in the process of assamiling 4ie experts, He

Bhould be acoeptuble 1o the oiher rembers of “hae team, The team
should he compact, Tehresesiing an inter~dicciplinary avproach;
they shonld re~inforce one another anl be able t5 cover all

aspects of miuagement in irdusiriai enterprigses.,

Arrival of t .. Tenm o Wypepts

The expert-tasy should be brieted 1if pestihle at the HQ of UNIDO
in Vienna, o the develspment &7 the brogramme and adjustments
should ite mud- areording to ihe CoOMPOrMItion o0 the team and the
expertice knowleige of cael expertvy the rhyeical facilities of
the e¢linic and the selecled irndustrial enterprizes chould be
visited by the team of exoefis before the clinic starts to get
them wcgnainted witl the laca: oo brevalling conditions; Pre-
arranged mectinge ahouid be conducterd when recaseary to get a
bette;: kriowledse ana uncersiunding of the couniry, the people
and tre ecocomy and i1+ relevant climaie for industrial operatjor.
The nécessary documents siould be rroduced v time to be hande:i
to the ovarticinants far thoroush rrevarntinan before the elirnic
starts.  One weel is reeded for ihe avperd team to orepar

themselves befose actan) work siarts. ‘wporiani is a team of

counterparts whicn con! equal the team ¢f evcerts and asnist
their in provicnms that are typical in a country hecause of its
Specific condition+ and environmant.

Closed ?esrionﬁ

Intersive cioreq

———

“fsaions will be held among the top executives

themselves with the expert team and among them witih government
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officials and other faculty membars. Small discussion or

working groups conll he formed to go deeper into specific
problem areas directal in their discussion hvy the members of

the team. 4t tre «vd of ine closed sessions, o "trainctorming"

session could be iridiated where trhe top exerutives could
exchange iheir views without any reservation or any Tear for
losing stature op prestiec, This thir? phase lasts for two
MY weeks.

Plant vVisitg

Visits w0 plants are obligatory, Directives will be given

by the export team on Yow 13 daekle the rrobtlems and how

to reach colutione; they should play <he role of irdustrial
consuliantes fanine the vlant maragemsnt an their client,

The manacemart of the olant mhould frerare itorourshly che
Provlems that will be dircunsed and vhere coreultation 18
needed. Thene studﬁes ahould be ﬁpeparedfbf-the team enadbling
them to tankle the preblens irmediately nnd mrggent alternative
Bolutions,

Such visiata wijd ferve te atsociate the entipe groun with

real managonent Problems at source and will provide roth,
exvlanatrry ang diagnesiic refarence 1o management technicues.
The iocation of rlantc to %o visited in relavion to enajl

Broup w20 ings and discu 'misn might mare it voesible 4o combine
BOme plan. viaits angd Eroup mentings tre came day. uring the
plant vi..its there wWill regin a natura) Jroucing =7 clinie
merbers 2pound a varticular experpt "eceune of =pecial interest
in his field. %aged on these obcervacie terdencies o form
into smaller grouns, <he team leader arg the loca! leaders will
be able +¢ allocate cliv.c memners initially to one group or

-

another. There must pe sreal fiexibility in Joiring such

different g€roups. The grouvs should rrepare reports on theip
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observations ang f‘indings, Suggest solutions and Acknow—
| ledge their own shortcoming-, Duration of these plant

visists, report writing ang discussicng gt the plant level,

is one weelk,

6. Evaluation and Review

Five to six montnhs later an evaluation ig undertaken by UNIDO
to determine the real results of the industrial clinie,
Experiences with other clinics sh.ould be exchanged and the )

" Practical rerilts should ‘be assessed angd evalnated in a Proper
way to reach certain conclusions fop improvements of new

clinics or for further techniecal assistance if required,

IV, & CLINIC IS wanTiD

v.

The Industrial Management Clinic serves princ 2ily existing ine
dustries, companies or industrial plants alread,j' in operation for some
time. Onceé an industrial pProject has been comnleted, trail Operations
startis, the minagement immediately is facing numerous problems; on the
other hang many old plants with obsolete equipment, michinery ang

pProcduction processes are even more challenged by complex problems and

‘are struggling for survival. Both grouvpe of irdustries, the newly

establiched enterorises on the one hand, the cig existing olants on

the othrr hard, need assietance in solving the urgent nroblems manage—
ment is facing continously to keep their company viable against creasure
of compeiition. Outside assistance and advise is imvortant o supoort
and strengthen management. This ig the right time 4o ¢?in an Irvdustrial
Management Clinic. ‘When authoritiey dealing with industry are awape of
such common need, they should request TNIDO for suidance and ac rizag
UNIDO is ready to move in, organize and send expert teams to set up an

Industrial Management ¢} inic.

FOLLOW-UP

The Management Clinic ig a £Xoup therapy; the experts are working

as a team racther than ag individuals, although in the pProcess of +the clinic'




they may advice indﬁ#idual]j a person or a group on specific problems

as presented in the clinic. The persons receiving advices from the

team of experts are alen working in groups® as one large group or divided
in small working grouns; nractically no work in done on an individual
basis., This inter-action of grOups7team of experts with group of managers
or group of government officials should be regarded as a way of problem
solving through a group therapy. The Clinic is just the beginning of a
series of assintance vwhen the problems are clearly indentified and

located by the Clinicj the cure of ‘the problems needs further and
follow-up actions which can he of a short-term, but also of a long-term
nature. Those forms of further assistance could be coved either through

& UN regular programme or, if substantial assistance is needed, through

a UM Spe~inl ™unds Prorramme with all the necessary components of exverts
assistance, a fellowrhin rrogramme and some assistance in equipment.

When assiétance in human resources proved to be inadequate, assistance

in capital aid through direct invesiment or foreign credits could be
formulated ir co-operation with 1MW, ‘orldbank, cr IFC, or through
bilateral aid programmes, One might think also to call uvon a consulting
firm to assist the company to solye some of iheir urgent rrohlems or
contact one of the members of the UNIDC exvert team for further assistance
or a business--like basis., Yarious other forms of ansistance could be
thought ofj in short the grous therapy has 40 be followed immediately by
steps to he taken 1o cure the vroblems as identified and recogmized during
the clinic. Onz misht even think af liquidating entirely +hae operatiﬁn
when so remired. Thie is an extreme care and should only bhe undertaken
when no other solution could bte contemplated. 3But before all these varinus
assistance schemes are in ocneration there is, first of aill, an Tndustrial
Management Clinic needed. I is in 4this contex* that *his programme of

introducing the Tadustrial Management Clinic is set up as a continuous

programme of technical assistance of WIEIDO.









