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T. INTRODUCTION 

In the fall of l96o, the Management and Training- Sections (MATS) 

of the Centre for Industrial Development (CID), befeun preparation!, for a 

new kind of technical assistance programme, then tentatively called 

Management Consul Un^orkgh^. The aims of this new programme were, 

among other., to have the industria]ists in the de- eloping countrien change 

their attitude toward, their immediate and long-term tank, and responsi- 

bility and to artist then in solving immediate organizational, management, 

financial, production and marketing problems. Short-term CI!) missione, 

consisting of 3 to 5 „embers, were to he rent out to assist the industrialist, 

in the developing countries in these matters. 

In New York, the organisational concept and the contents of the 

proposed programme were gradually changed and improved, particularly a, a 

result.of a number of meetings h«ld between the MATS and the American 

Management Association (AM), and with the Council for International ?rf:gr*,? 

m Management (CTnw). 

Based on experiences gained, steps were undertaken by the V:ATS to 

continue the Workshop concent. Tt was decided to change the name from 

Work^hoo to »industrial Clinic". 

In 1967 and 1968, three ¿Unies have so far been conducted by UNIDO, 

Yugoslavia, Taiwan and Indonesia. In 1969, another two clinics in Pakistan 

and Yugoslavia have been implemented.  Experience has been gained, in 

particular as reculi of the clinics in Indonesia, Pakistan and Yugoslavia. 

An increasing number of government repräsentatives, industrialists and other 

institutions have recently expressed their great interest m having climes 
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given  in their countries  in  the years to come.     The clinics  should become 

\  standard UNIDO feature  available  for all  the developing countries. 

Up till now the clinics have "been arranged on an ad-hoc basis,  hereby 

creating a number of organizational  problems,   both for the  requesting 

countries a- well ar, for UHI DO.     Therefore,  the  clinics in  the  future have 

o  be  planned  aid organized  on  a regular and standardized basis,   i.e.  with 

r-igard  to  1he   financing and  th-i  expert  staff available. 

A.F'  result ci  dir cur;piori!'  within V!:ÏIDC  it   is now assumed that the 

'clinic'   programme should  be  expanded  considerably during the years to come 

•.-.r:d  become a permanent activity  fo the Management  Section.    The expanded 

D'-ogramme vili,   to a great  extent,   be managed by  specialists hired on 

•  •'¡it-.orm baiiñ for the   individua]   projects.     In principle,   UNIDO's role 

•/il]   br-come,   step by  stop,   the   one of a clearing hvuse  from both,   financial 

"- <<i   wr<.>nisaiiunal points  of  view. 

As a  result of these   clinics,   it in believed that countries and 

•••specially  the  industrien  that  have been supported by such clinics,  will 

continue  to ark UÜID0  for  long-term assistance,   in particular in the form 

"J   .ìpecìaT   hind  Projects. 

ÏHK  i'-':'.; HCTIVKS Oi-  AM  /^"^'PRIAL MWAGEmT  CLINIC 

The main objectives of an  industrial management clinic are as 

folìOWR: 

1.     to assist,  ci short  notice,  top executives of a  group of 

firms or an  irida3trial enterprise  on  now to  selve  in a 

practical manner,   the urgent problems.    These may be  related 

*° ¿r**--"-1   '>S2Ïi}:-rÎLÎ of the enter or i-a,   such an  cost reductio?' 

schemes, marketing,   financing,  organization,  management and 

the  process of  integration of activities performed by one or 

several  companies,   systems analysis and  electronic data 

orocessing,  corporate  Dlanning,  quality control..product 

planning and control ,  value analysis and value engineering, 

proauct development,   etc.;  or those  problems may be  related 

to external     factors   out "id e the   control   of management 

.c-on.iitior.in,'  the   buri: oss   cycler,   business climate', including 

government  regulations and. poi icies; 
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2.      to acquaint   top executive, to   Pü«ve  adiate   industrial 

problem v *iscu,ri„e among tn^lv.n the  various alter- 

native  so hit ions; 

3-    to brir,ff œ^ cloí;er t0 ^ninoRRt  by having top exe_ 

cutives anA   bH;a gcveramant  officiale discus« external manage- 

ment probi,..,  in order to arrive at a level  of better under- 

stand! n« bet.ee. gemment and >a,ine.9f   eventually to result 

in posnbi*  ,hwKfls 0, ^cvernmtìnt ,e;r ftn Rnd  re£;uUbions  .n 

order   to  i:,rro^e  the  business climate; 

to have   tn* mUjQ expert-team directly TOr}c ln  ssleoted 

facturier   ^  Ml«   immediate  probl,r»g on the   spot   in close 

co-operaUor-, with   the plant managet  (problcm_ solving 

type cl   !îii.7vior.): 

te  apport h  d  reinforce  the work of yjilDOjexj.erts el ready- 

In t>,,  field and asi-igned to a country on a longer ten» basis. 

HI.    0HaAKl^.TT0y__0rji?;j7;T';;S'rnTAT, cM'Jic 

The  cinioR win,   when-vBr possible,  ba  conducted on a sectorial basis 

«thin  industry   (»akic^n Clinic).    All  kinds of problème within t'he 

technical   and e.-.••;-..•;*: cal   areas <;f manace^nt,  -wt   their  inter-ralatior- 

5. 

ship may l;e covered.  I "! particular ir stances, the '2 partici nani. a c" 

«ay r-i.^ent   •^^Ji!^^^__i^t?y  (Indonesia exyerienc«),   fo - 

• instance   tex'.iifcSf  „tal and engineering ana   càe*ic*i   industry, and „her. 

the  a--,-: ,;e   ^  Pn-narily    .oncarned with  the   ;,. iaoduc t ion,   ur¿uniza.i-. 

and management  of ¡najntenar.ee   sys.5*s in  the varios   industrial  enterprise-, 

Hiso a cli-ic c.-.n be  conducted for a United number of ¿e l::£^d_pls" •,-, 

(Yugoslavia  Clirac).     ?r*fer=:.bly a: 30  ls   that   the   factories ars  located   u» 

the samP  reperì ox around  the   same  city to make  it es*y  v,o  reach them all 

during the   limited   time  available   for the in:i^  team.     ^rtherore,   the 

number of participating too e.,,;utiv -  r,houl*  h*  limited  to ab .t  twenty 

to  twenty f1Ve.     The U>JTDO Advisory and Problem foìving Mieeic.-.s to aid  top 

management are undertaken  i.  state-ewned as wftll a« privately owned 

•"—*- •——-^"" 
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enterprises or organinations,  in compliance with the wishes of the requestin, 

governments.    Such a mission may consist of three  to four expert.,  each 

specialized in a particular subject with extensivo  practical experience. 

The  chief of the minion  is a specialist  in management dealing „ith organi- 

zational managerial and general  nroblems of th-  industry. 

The   industrial   clinic consist* of six stages: 

mhis consists of Bending an  "Advance Clinic Scout"  to visit . 

the  sito of the proposed clinic,  to make  avancements for the 

requisites in the physical facilities,   to recognise  the  problems 

to he covered  in order to thieve maximum concentration on key 

subjects,   to discuss „ith competent authorities for  the  imple- 

mentation of the  nro'irv-f>ri  T^n-;««*    +~ iro.)o..ea project,  to prepare  the composition 

of the  team of expert« to he  sent,  to prepare the  selection 

of the  participants and   the  requirements they have to meet,   to 

prepare  the  necessary documentation,   such an statistical datas, 

_     background  information,   training materials and equipment,   to 

prepare  the  budget,   tue   zurces of financing,   the  tentative 

programme of „ork,  and  to execute other actions for preparing 

the proper implementation of the clinic.    The planning .tace 

can last  three  months before   the opening of  the  clinic. 

Z*    J^SZ^iP^^JLls^JliIlZ-^*  Tea'" o^ ?*^ert•? 

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

3 to 6,  most  likely 4 or 5.    Various ways  COuld be  followed  to 

acquire  the Experts: 

a. to  sub-contract to a well   m^ consulting company, ¡ 

association of industries, or other industrial organization 

' as in the  case of the Taiwan Clinic by designating ISR  for 

this purpose; 

b. to  sub-contract  to more than one  company;     the experts   <u± 

representing various well known consulting firms; 

c. to recruit   individual expert.,  either experts having their 

own  individual editing firm or experts operating on an 

individual   basis or Free  I<ince Experts; 
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<ì.    a combination •*,<' wi'WAn*».   * • 
i-  -.   Ruxo:nractw(T consultine fin• and 

individua]   expo,- tr¡; 

• •     other form of   recruii-remt. 

*o»ld -n„  apaointwi aft.r ,,h£   wnûja  U:m   ,R MranMrt for ^^ 

exthe^   in Vier;-.!, no or  in tv-«- Pir-'-rt      a  „,< 
i-«.,   nc.d..    A natural  candidate might 

he  forthcoming m   the  procer of ^.^w.;.,, *,      a - '- j 1,1
ä  -Le experts.    He 

-   ¿...M-UDle  tu  the  cher „^bora of  •>,«  team.    The  team 

should  *  compact?   „pr0W;Uins ^  lnter_^cipliuary auDroachî 

they should  ra-inforce  one another and  be  able   to  cover all   • 

aapects of ru.a^^nx  in a,du,triai  enterres. 

The „p.,t-t.„ aiould b,   briefed u pc^.hlt ai ihe (K) of WIBO 

in Vienna,   ou  the dpv«if>ntr«,.+  Ar +u -ve/..   MÎIriQr,t ôI   the programme and adjustments 

should  V.e  «ad, ..cordirK to   vhu   co.,ponxtxon of   fcho  Xoam and  the 

experts  k,o,le,,e of each Mpert.   the  ^^  ^.^ ^ 

the clinic ana the   «elected  atrial enterprises  rhouH  be 

vi-itcd  by  the  to. of exoara before the  n1Iiic  .tarts to got 

them acquainted with   the   leca,  *„,  prevaili„r condition*;   Pre- 

arranged  meeting  should be ^'-M,,    • h       .-m   œ  co»,.uctco «oen nec-n^ry to get a 

bettor knowledge ana  un<tprc,i,,ldií¡,, ,,f +. "•ti!r"1—-cf-'-Wr oí   the  country,   the  people 
and  the  eccr-onr;  ai.-*   •;-•,-.  «„i.       A 

"     nU   l'J r*ll^t  climate   for  industrial operator.. 

The necessary ô^urre.t,  should  be  rr.duc,d  in  time  to  ^ ^^ 

to the   participant« for thorough   nrepa^tior. before   the «lir.ic 

starts,     one  week  is? t'ennod   fnr   'ho   - -,*,   4   .. ..^..u..,!   i or   aie  ¿.«.pert   team  to  orerare 

themselves before acta-.'   WOrk   -tir^ ---i...   work   î,Urtr.     mportam   is a t<iam of 

counterparts whicu rev'u]  Amai   . v,,  * 
"   ~°'u e^ual   -ne  team of experts and atsniat 

them in  Droli'iii  fr-> *-  nT>_  *..„.     i   • 
• tr"-L are   typical   in a country because of its 

specific conditions and environment. 

Cloned _-esrinri- 

inters• chorea  ,eSai0nS will   be held among the  top executives 

themselven with the expert team and among them with government 



officials and other  faculty „«„hero.     Small discussion or 

working f:r0upS could  he  formed to go deeper into specific 

problem area« direct»*] in  tv,^- J;  uxi_cx«ïi m  their diucission *y the members of 

the  team,     «t tts ^ of the clo.ed  seziona,  a "brain.tormin^ 

«es.ion cc-d bo  iri-1£,ted where   the  tap executive could 

exchange   their v.ew, witnout any reservation or any fear for 

losing status or presti.^-.    This third  phase  last, for two 

full  weeks. 

5-    Plant Visitn 

Visits io  plar.ts are obligatory.    Directives will be given 

% the  export team on v0v: to tackle  the  .roblen and how 

to  reach  ,.oJutionei   they  shouid play  the role of industrial 

consul tant F faf-i*>- +v^>  , 1-,.,+ iao...fl  t,.e  x.Jant management  an   their client. 

The rr¡anai-f:ríiñf;t of t'to   ni-»» •   -•««, i • «i   x.it   oia,u  .-^onla  prepare  thoroughly   the 

problems that vài J  V-   d •'•^i<-i-art -,-<    v, J-   u-  a*.r..Bf,ed *iitj   -,:here  consultation  is 
needed.    These Mud'-;«»-*  -^,.,,1,'  v ^ ..„i.es  .noula be -spared for the  team enabling 
them  to   tacKle  the   nr^blr-.^  i•,.,!.,*   •> •   Pi-oic.9 i.r-medxately arrj   ni^ost alternative 
BO 1utione. 

Such   ViRi-rt*   „jji    Rr +     P'-ooriat«    1^ 4- • 1. acucíate   tne  entire  group with 
real   management nrohi,„.^ _*...., prob.u.n,, at b.,urce and wall   provide  both, 

y ¿i^l_^¿ reference  to management   techniou.,. 
The  location of Biaat-  to ^ -,.-*-   , 

•     a"   "°   '•  viBited   m   re la-, ion  to  s/nail 

group m^-.i^r and discu --sion TKM TV»   it  . ••,«   •-,     * 
•'" n"ift3  3t tossiol«s  +0 combine 

some  oían*, v^i + «s arri   -»».-,, 

plant ,,,«,  ..„«„ „i,,   „ein , natnra,   ^^ íf ^^ 

in his  field,    Teased on  these ob-Pr^^i^  ia   * 
jn„e:'.doie  tendencies to  form 

into  smaller group«?,   the   team leader a-d  + h*   in-..   ,     , -c«i.i.  1 .a   „,ie   ioca.  leaders will 

be ab]e  U   allocate cliîuc members initial!- tn -,, a ino.Li.aiiy to one group or 
another.    There must be   r,reai n*^-^.     . 

^eat  liexibility in joining euch 
•different grouos.    'The  °TOUDS «hnnvi  ,  - groups Should prepare reports on their 
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observations and finding 

; ge;heir ovm *-—• ».»««, of theoe plant 

is one week. •»»»»*» 

6* Evaluation and Review 

»« to », „.„,, later an evaluation u undertak>n 

» oetermi„e  the real  nmlxu of the tnduBtriai *     I» 

xps;—wi,h •«»' «*— -«i* ,, „changed Md th, 
practical renn, Ehou!d .^ ass 

-* to reach certain conduis for improvomont, of       '    "' 

cunics or for run,» t.chnioal as.isUnc0 if ^^ 

W*     A  CLINIC   TS UñMíwrp 

'     fcrtrt.T IndUStrial Mana"m8nt °llniC ^ ~'* — i- 
•»•ime.     Once an industrial proieM  »,,«, v •>•»-!-  project has boen coirmiat^    A 
«tarts    +>,» completed,  trail operations 

:r r -* •» »— «* —o „.Wi ^ -n - 
Production procace- -„  Ä 

y and 

- «~*L;,;;: v r ;:;; -"—* ~ ~ - 
Sr0UPF °f  icd^trie8f   the n,*lv 

•»nt  is  facing continouslv to v..n +u   • 

Of co^peuuo,.    o.i,ld 
CMPan7 VÍaWe i6ainSt *•   • 

. ..r..^» mtmBt.    Thls is th3 _ 

Management Clinic     TrBn a  +u    . iustrial iniCl    "^nen authorities d*»»is„,.      ^.u 
such co• , dealing Wlth industry are aware of 
•ucn common need,  thev et,•,^ 

a,  x.iey should request TJBIDO for fidane* -r*  , -   • 
HNTTin ••- j finance and ac /ice; 

Industrial Management Clinic. 

V»    FOLLOW-UP 

The Management Clinic is a ¿roup th*~«„.  •».    ' 
o. *   * group therapy; the experts are working «. *. »*, ,,„ as indivldual9, alth(msh in th> proMM of ^ 



they may advice  individuall.y a person or a group on specific problems 

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

team of experts, are also working in groupsf as one  large group or divided 

in  small working groups;  practically no work ir? done on an individual 

basis.    This  inter-action of groups?team of experts with group of managers 

or group of government officialrs should be regarded as a way of problem 

solving through a group therapy.    The  Clinic is just the beginning of a 

series of assistance when the  problems are clearly indentified and 

located by the  Clinic;   the  cure of the  problems needs further and 

follow-up actions which can  he of a short-term, but also of a long-terra 

nature.    Those  forms of further assistance could be coped either through 

a UN  regalar programme or,   if substantial assistance  is needed,   through 

a UN  Spn-ial ^unds Prorrammo  with all   the necessary components of experts 

assistance,  a fel lov.-rhin programme and  some assistance in equipment. 

When assistance  in human resources proved to be  inadequate,  assistance 

in capital  aid  through direct  investment or foreign creditr could be 

formulated ir  co-operation with IMP,  Worldbank,  er TFC,  or through 

bilateral aid  programmer.    One might  thxnk also to  call upon a consulting 

firm to assist  the company to  solve  sore  of their urgent problems or 

contact one of  the members of the IP.'IDO expert team for further assistance 

on a business-like basis.    Various other forms of assistance  could be 

thought of;   in  short the croup therapy has to be  followed  immediately by 

steps to be   taken to cure the  Problems as identified and recognized during 

the  clinic.     One  mU;ht  even  think of  liquidating entirely the operation 

when  so required.    mhis is ar. extreme  case and  should only be undertaken 

when no other  solution could  be  contemplated.    But before all these various 

assistance  schemes are  in operation there  is,   first of ail,  an Industrial 

Management Clinic needed.    It  in in this context that this pro^rarrjiie of 

introducing the   Industrial Management Clinic is set up as a continuos 

programme of technical assistance of UMIDO. 
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