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I.  INTROINCTION

1. In a developing country nearly all services to industry must bdbe
sponsored by the government. Some, such as industrial planning or
legislation, cannot exist without coverrment action. For others, the cost

of facilities, such as laboratories, are beyond private resources. TI'rimarily,
however, govern.ent sponsorsliip ic required becaurie in the early stages of
industrialization capital, equipment, and expertise are scarce and government
sust channel those limited resources towarxt planned development.

2. Industrial services are usually provided by institutions rather than
individuals, since limited resources can be used most effeotively when they
are pooled. lany inlustrial problems involve a variety of technical or
professional aubjeots; an institution can have a higher problem—solving
competenoe th:un an individunl, through hringing to ear a numbe.' of
different specialiste and excaanging ideas among thenm,

3. Group organization creates problems of administration. !ork has to
be divided, procedures to move it are needed, infornation must flow,
support facilities ire required. The physical and puychologicul unity
which an individu'l contains within himself must be created {or the
inctitution through administr.ative nichinery.

4. Industry oan benefit {ro: service institutions only if they are
well organised and administered. Adrinietrative needs vary from one
servioe to another and one country to anothier, there ocan he no staminrd
blueprint for perfect adminietration. Nonetheless the experience of
industrial service insti tutions throushout tle world reveals many common
problems and shows ways which developing countries find mo:zt successful
for meeting them. Officials concermed with inproving administrative
machimery can compare those problers wainst their own, and from the
solutions tried elsewhere select those which might best fit local
conditions.

5 | The Semimar will not be able t0 disocuss all administrative problems
known to its participants. This paper summarises aspects which most




frequently produce difficulties, especially in developin;; countries. It
may help the participants to recognize that many of their adninistrative
problems are not unique, -nd encourage them to compare experience and

bring forward constructive suggestions.

2. OB0TIVE: 3 PROGRAIT G

Policy Formulation

6. Indus trinl servioe institutions are expected to oarry out their
activities in accordance with overall national policics and development

pl n:. These define the mission of ench service and its relationships to
industry, government, and other industri-l services. The plan requirements
determine the work programmes of the various services, and in return tleir
expertise can be helpful in formulating the plan -~nd in its periodic revision.

7. Fach service attempts to forecast future service demands, propose
ways to meet thiem, and prorramne Low this is to Dbe done during a given

time period. These eutim>tes hecome more specific in planring and operating
each project. 1‘inai1y, the service normally looks ahe.:d to plan the work

of each staff meuber for tlie immediate future.

Industry Participation

8. There Are practical rcasons why industry should narticipate in
setting policics and plwnus ior industrial services. The basic purpose of
these inctitutions is to help industry. Thie cannot be done unless
industry feeles 2 nced for service nrd helieves it will be practical.
Industry opinion is reflected by the extent to which a servicc is used,
bhut unle.s there is nacuinery for expressing that opinion, there is no way
o” knowing whethor diffarent policies or -ctions might have produced more
satisfaction and greater use. ‘

9. Industry reactions are received in the course of the institution's

work, n8 staff talk with personnel of industrial enterprises or meet

industry groups. Ilowever, it ic often desirable to give industry a direct




voice in establishing institution polioy. If the service is private or is
an autonomous public agency, it ordinnrily hae o roverning board, on
which industry interusts can be represented. A service which is part of
a larger organization such as a l'inistry of Industry usually ic governed
by that organization rather than by a bourd of itc own. In such oases an
advisory board with incustr; repr:scntition can be establiched to propose
or review polioy.

10. 3taff of an industrial service inatitution can contributc greatly

to the formulation of policies 'nd plans. In some sorvices staff :ire
reprusented on policr boards. In others tiuere is machinery or consultation
wit. staff unions or associ-itions. !ost dircctor: liold periodic staff
confarences, or sessions with senior staff, or alloc:tc tine to t 1k with
their personnel. Fvun where no machiiery exists for direct ctafl
participation in setting policy, sone arrangement ic required for explaining
policy to personnel ..nd consulting them to ensure that plans are realistic
and will be oarried out effcctively.

Cg-ordination
1l1. Industrial development prosrammes are rarely established 8 7 vhiole

or at a singlc time. Service institutions are of'tcn found in several
ministries or amtonomou: agencies; some services are stron: and fully
developed: others are woak; gaps or duplications may appear; policies may
lack a comnon approach or even muy conflict. !Machinery is required to
ensure that the national prorrame of industrizl developmont is unified,
complete, and balanced.

12. A co-ordinated approach to survicing industry helps to cnsure that
industries are established and operated as planned. In sctting up entor=
priscs a number of servicos must be prt;vided. such 1z fensibility studies,
financing, enginecringz, comstruction, equipping, power and t ansport,

assembling and trainin;; of man,.ower. [Por production, plants require help
in scouring materials, managin: labour relations, ov:rooming production
troubles, and marketin; products, All thesu imst be fitted togeticr in
carefully co-ordinated timing. Foasibility must be proved before financing
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will become avail-ble, trained productica manpower muat be available vhen
machincs are installed, and so on. Delays can bu coutly if industrial
servic.s fail to provide essential help -t ¢xactly the right point.

13. Policies of services, au well as timing, must lcad harmoniously toward
common fonls. Otherwisc for exarple firancin: may be made available for
smull industry but import licensing may channcl machines to lrrge plants;
entroprencurs nay e encouraiged to locate in deprosced are 8 but transport
services miy bc concentrated elsewhere, technical aid nay be provided to
moet procduction prollens of 2 national industry whilc marketin~ gservices

2noourate imported products.

14. Tac dosirability of co-ordination has stimulatod efforts to group as
many industri'l services 48 pousiblc within » sin~le principal agoncy for
industrial development  Additionally, participation on the policy board of
an industrinl service institution by reprosontatives of other interested
azeneics, s n “inteilocking directorate”, can provide «x'vice and encourage-
ment irom thosc other o rvices, as well as oxchane of information. ‘iithin
A sorvice, co-ordinative cormitteces of staff menibers ercourage *those

concerned with particular problers to share information and exoiiinge views.

liork Trogramiing

15. Sonic industrial services are compulsory; it ies possible to estimate
future domnd for them with some nccuracy, wnd to plan on that basis  Fost
industrial services, however, ar: voluntary. Their volumo of usc depends

on their attrnctiveness nd value, the degree to which industry has heard

of them 'nd findg the: casy to sccure, :»d ultimately on nood for them. This
may change suddenly, because of now laws, cconomic fluctuations, natural

dis~sters, or other phunomena. lience 1t iz somctimes difficult to anticipate
accuritely the nmount of servicc which will be requested during a planning
period,

16. Iuch industrial servicing is by consultationr on individu-l problems
ae requestod b’ industry. The volume of requests is hard to predict, and
the type of work involved, the expertise noeded, ~nd the timc required to
meet each request depond nn the particular problou conditions in the

requosting enterpriscs, which camnot boc known in advance.




11. If sorvice institutions plan ruture ~ctivitice in detail, they nuy
lose floxibility to handle those unpredictablc consultation rerquests from
industry., If thoy uait for requests, ther: ru oth'r difficultics. The
requests may be unimportant =nd thcir solution m.iy contribute little to
industri..l developmont. They may come from only - few onterprises, or may
be concentrated at peak tim.s, whil. durings other periods staff will be
underemployed.

18. Yany industrial resoirch institutcs me:t thic dilcmma by kecping
some reoourccs wv-ilable to mect requests, while using othors for
"in-houso" or institute-planncd rusoarch. Othor types of scrvices may
similarly b. nblc to establish an list of denmirable projecte to which staff
oan be assignod when not necded for corpeultation. This worl: should be a
useful part of the inatitution’s pro;»umme, but kept subordinate to
answering industry requusts for scrvioces,

19. Gencrally, howev.r, an institution can ost:bliish an annuil work
programnc which will cover most of the typec and volume of work expected

in cach of its ~otivitius. A onc-year programmc pioriod is oomon, becouse
this is the usual piriod of governmental budgetins of recources. lowowvur,
any 2lert direotor of a scurvice should be projecting the current annual work
progromiie into the next fiwe yuars or so, to have an idea how the current
work is to devclop. Tuis will have importanoe for his proposialu for
staffing -nd financing.

20. Annual work progrum:s ornrot anticipate the detailed flow of work

sevoral mor.the ahe-d; thurclore thuy neod revision during the ycar. These

rovisions should bc morc than automatio corractions; they should dbe

oocoasions for ommuiry why targuts have not boen met. If the cstimating

was fwlty, it must be made more acourate. If there is undor-achicvement ,
at someé pointa and over-accomplislmcnt clsuwherc, this may show unbilanced
plans or workingz, or 1 meed for changas in prioritius., If short-falls are :
widesproad, tho reasons should bc found ‘wd oorr:otive steps takon.

1
L
21. A new sorvice in a dewvelopingz country may have diffioulty in keeping »;
closcly to an amnual work programmc, beoausc sufficient cxpericnce is not ‘ ;




available or becauso thc progross of industrial covolopment is too
unpredictable. lany institutions rupplumcnt their annurl programmes
with detailed plans of work for shorter poriods. Theso m:y bo subdivided
to show tho work expected from individual ataff members. This helys to
fix ~ttuntion on alloc:tion of dutios an wsll w on target dites and the
timing of particular tasks,.

3. OROANZATION AMD TROCTPURIS

Location Within the Covernmunt Structure
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22. The fundamental administrative decision conoernins any industrial
service institution it that of dociding wicre it is to be placed within
the governmental organisation or the private scotor. The choice will
dotomine the control of the institution nd its policics, and itl'
relationshiips to other sorvices, ind will nffect its capability to suoure
nevded resourcer:, its rolationshijs with industrial enterpriscs, and henoe
its poseibhilitics for effeotive aotivity.

23. If thc povernment assumes rusponsibility for an industrinl sorvioe,
there arc threce alternatives for location:

(a) The sorvice can Le part of . ministry;

(b) It can % an autonomous unit, or part of such a unit;

(¢) It can be sponsorcd by tle private scotor, but with
substantial government financi-l support.

24. Industrinl sorvicus dovelop graduslly wd individuclly. PMany ugin

as industry-oriontcd oubdivisions of more gemeir:l aotivitics, such as planning

or banking. ‘‘'Lon thoy reaoh . sisc or importance which wirrantu scparato
statugs, relationships alrcady croated may koop thum assoointod with their
original paront organisations Thus location in tho governmental structure
dopunds more on historical ohanoe than on logical deoision, ind generally
tho problein is how oxisting sorviocs can be rolooated to group them into

a more cffuctive unity.




Principal Agonoy for Industrial Development

25. The dusirability of such grouping has lod to tih concopt of a
"principnl agency" for industrinl dovelepmont and scrvicing, undor a single
hoad who can plan, guide, omd accupt rosponsibility for a number of
scrvices. Ce-ordination is thus frcilitated i industry has v single
point to which it can look for holp.

26, There is growin agreument on the viluc of a principal aguncy for
industrial devclopment, but thecre is still argument whother th:t .genecy
should % within tho genoral governmont:l ctructure = notably as a
Vinistry of Industry - or autonomous from that structurc — as an
Industrial Development Corporation or Board.. This divergunce can be secn
in the varied organisational ~rrangosentc of numerous devoloping countries.

217. A strong clein is advancod that the only wey in which dynunic

nationsl develo mont ~ctivitice oan suecessfully bo carricd out is to

froc those nctivitics from tho outmodud traditions of thoe ministries. This
attitudo is ospccinlly attractivo for industrial scrvicas, whore modern
industrial prooticos in finenoinl procedurcs, porsonncl, and (voigion=
making aro irmodintoly wailable for comparison. Often therc is a fecling
that an autonomous industri~l servicu aguney would have amru-ter "1, portance”,
grenter accces to rusourcves, am easior contacts with inductry than it

would havc witiin u regular ministry.

28.  Thorc are counter-argumunts for kcopine any principal agoncy within
tiic gencral govo nmontal ministry structurc. Ac mor: ~nd more public
servicos bocomoc nutonomous thera muy L. 1 fragmentation of ~overmmont and
a lous of political ruspomsibility and cohosivuncus. Many countrics have
attompted to moat this difficulty by nesigning to thc Ministry of Industry
suporvisory rosponsibility for autonomous industriil scrvices. Thusc
offorts have nmot alwayu buon successful. In somc c1s00 tihe minioter's
powors have been too limitod, or he lacks time or machinury to supervice
tho autonomows bodios for which he is supposedly respomsible. In other
cases, thc minister has assumed full oontrol, and tlx so=cnlled “autonomous"
agonoy has become littlc morc than part of the linistry of Industry.
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29. Much doponds on the degree of "dovelopment-mindednoss® within the
governmont 18 A whole anc within tho Finistry of Industry in partioular,
Some countrics arc so committed to industrinl develoyment th-t they are
reocoptive to the ndministrative ruforms necunsary” to cnoble industrial
sorvicas to carry out effoctive work o part ol nn actiw and progressive
Ministry of Industry., Othcr countricu have loss conmituont to industrial
developmont, or have Ministrius of Industry whosc lcadorship anl methods
arc rostriotive with no procpect of. modornisation. In such casccs, iutonomy
myy appear the enly prth to effective industrinl servicing.

Al Op gation

X. In administrative organigation as in architcoturc, "forw follows
function”. Onc must iirot dotormine the functions or activitics which an
institution is to porform, 1nd thop develop n structure which will best
onable thoso nctivities to be corriud cut. Thus there is no standand op
whust® structure for all industrinl servicus. “ach service, inm vach
country, nouds to develop its own orpanizotion. This will be dotomined
by its notivities, thoir sizc, tho pattcrn of othr jublic ~goncics, nnd
even the quality of staff,

3l. For instanoe, a largu comprehensiwve indugtrial resoarch instituto
oftcn provider studies in scionce and toohnology, ongincering nasistanco,
and even oconomic annlysin. Dach type of work is relatively indopendent
of tho othors. '!ithin ecach activity thore ire usually tcams working on
particular projucts. In gone eAasch multi=disci: linary t.ams ~re formod
from the soveral major activiticc. Fany of the pursomkl have high
technical skill and work witii considerable independenoc.

32. In contrast, an industrial bank for small industrivs hnas mmoh
differont work, requiring a differont range of staff with difforont
orgnnisation and supervision. Its studive oi feasibility arc mmerous

but narrow in scopo; it nceds detailcd procudurcs for handlin> funds, and
4 siscable clerical staff for accounts and corruspondency; it is likcly to
have a number of branch offices. The organisational division of such an
institution will bc based on stagus in tle proocdur-e of granting, super-
vising, and ccllccting loans, rather than by types of cnterprisos scrved.




Fregudurve

33. Industrial production in bBa.ed on 2 flow of materials from onc
vorkman or work station to amothur. Tinch cmployco dous his specinlised
bit in shaping thu finishod product. Much thousht is given to production
procedurcue, T.cy r: planned carefully; cach step iv »n lyzed, time nd
motion Arc studicd. Alons with this, the employ.c ic piven dutatled
directions w6 to his individunl job nd how tr do it.

M. Industri~l survicoe can lenrr: much from thcir industrinl clionts,
Yost scrvice tinke require a process of work hy soveral mombers of the
institution, mwy are repuatud in projuct Wt projoct. Any systom-
atisation of thum loadc to smoothor oporations. A numbur of industrial
scrvicos how doeveloped standurd working procodurcs for activitics ouch
a8 the flow of correspondencu, hnndling of lonns, plannin: wd carrying
out resuarch investiyations, and even deocision=making.

35. Undor proper admtnhtmtion the work of an industrial scrvice is

¢ rricd out thiouszh A natwork of dolepaition.  Supervieion dous not end
vhen nn order i given or twks celegatod. Followsup in roquirecd to koeop
work moving rapidly and properly. Otheorwise dcliys my occur or misunder-
standings nrive during tho coursc of cxwoution. Tuis can Lo particularly
true in industrinl corvic:s whero otivitios . decentralized or call for
indupondonou of judement. Dolay may be unintentionnl, becaus. of the
pressurc of other work or bucause th. trek has beun forgotten. Yot this
loaves the industrial oli:nt weitin:’ for help or preovente oth r surviow
staff from purformin: their part of a procisc. Misunderstoriing of

dircctives can bo uspooinlly common in 2 now scervice whore Bt fi arc

inexpericnced and have few procedents to guide them. Organizations
therofors attompt to systematisc work ns much ns possiblu, through sctting
and onforeing dosdlines, requiring progross raports, and cr-nting
procedur.s in which work don: in onrly wteps in chucked nnd controlled

by lator stngos in tlw proocss.




Dyoontralisation

36. Dffoctive sorvice to industry roquirus dircot contact betweon the
sorvice inetitution nnd the individunl ont.rpriscs. Sincc industry in
any country is likecly to b sonttered in location, some arrangoments arc
nooessary to facilitatc this contct. TFor many rensons industrial ecrvioe
institutions find it undesirable alwwyn to roquire industry to comc %o
their contral offices, oince this is 1 passive appronch which pute an
unduc burden on distwt cntreprencurs and upon small industry, and
discour ‘auo requests for survice. lowevar, somu perviocs such as testing
laboratorivus 're¢ most officicnt whon contralisud, whils othurs may requirc
filus .nd contacts centrnlisud in th: capital city or commercial contre.
An industrinl service whicih i part of » 1 .rger unit myy shoare rogional
officon or personncl with othur parts of that unit, uein;s theuoo joint
rosourc.s tc spruad its work throughout the country. 'there vigorous
systums of local or provincial government exist, it L1 besn practicable
to usc thosc leccal units to support or act for certain industrial scrvioccs.
In particular, scrvices to smill industiry and industrinl oredit Activitius
find it important to establishi co=oporative rolationclhiips with local
govermmont,

4. UG

Sgurogs_of Ruvermo
317. A public industrianl scrviocc mny sooure its rovomue in three wage.

It may hive stondy income from the annunl public budgot; it may seoure
spocial rants; it may ruceive incom: from thu sale of scrvices.

.. Segulvgent Sulget

38, Public budget funds may b provided a8 funornl allocations %o be
spent noccording to tho scrvico's own budgut ~s controllud by its governing
board, or a8 a detailed heading of tho genueral state budget. In the

lattor case, the industrial scrvice is sometimes considcrod a dovelopmental

notivity and its ruvenucs are provided from A aspocial dewvelopmontal
budget. This lattor may be for o one=yonr poriod, as with thc curremt
opurating budget, cr for n longur develcpmont period.




grante

39. Crants to fiiance ocurrent operations rc somctimes provided ae an
add in starting new industrinl scrvices. There are olten sigcabl: initi~l
costs to obtain facilitius, train staff, nd cuploy tenporary expatriate
pcrsonnel. At the same time, the gov:rnment miy bo relict .nt or unadle

to alloc :te subst ntial sume in its ordinary budget to n service which is
new, unknown, 3nd unproved. GOrnmnts arc frecquuntly reccived frorm bilateral
or internitiontl sources. A grant acrangemcnt is oftor cspeeinlly helpful
whore the scrvice is not ~» part of the regul:.r governmental maclhin:ry, or
is 2 priv.tc org-nigaticn, but noudr to receive public subsidy because of
its valuc to industrinl) dovelopment.

40. Conilicte can arice »as to control by the domor over snpendin~ of

grante. Thoe donor natur:ll: wishcc to be ~ssured th:t the grant ig to

bc usod for its intended purpoces ~nd a8 coonomicnlly ns possible. It

tonds to dom~nC not only detailed preliminary budeeting but cven accounting

in strictly prosoribud form. The scrvice institution prufurs flexioility

in thc usc of &#gr.nt, nd can find thouc requiroments nd ccounting

mecthods unduly rcetrictive to cifective operations Prior to the grant

clcwr a::-:recmcnt is neooosar hotwoon the gency making the gront nnd the
industri:l scrvice receoiving it, to avoid later nisunderstandings anc conflicts.

4l. Ty o~tezory of grants may be comsidurcd s including loans,
Industrinl scrvicos most comonly rec.ive lonx for large=scale phyzical
projocts, such 18 industrial cstotes, or {‘inancinl opcrations, such o
development credit institutions. Thore is an ~ssumption that rovenucs from
tie snle of scrvicun or products will oniblc the institution to ropay the
lown. This asswmption is mot always valid, due to over—optimistic financial
planning, delays in runching a rewenuc-producing stge, bad mwnagement, or
low profitability boocausu of henvy social costs, Judiciou: subotitution

of outright grants at thc boginninz may be better th'm having to write

off lator a lonn which cannot be repaid.

Rovene from Salo of Services

42. Rovemuee fro sale of servicus are of mwy typos, dopunding om the
kind of sorvicos. Nxmplos are the sums recoived by industrinl banks os
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{interest on their loans, rewvenus from rental of land or faotories in
industrial estates, and profits frem pilot plants for public marketing
transactions.

43. Substantial revenues may be received for services such a: data
collection, testin:, or analysic for individual industrial firme. Jspescially
in underdeveloped countries whers the small sigze of most enterprises prevents
them fron maintaining units for research, testing, or product development,
~nc. where private firme to do uuoch work often do not exist, industrial
servioe institutions may have a spucial responsibility to provide such help.

M. "hen individual enterprises receive partioular bencfit from these
servioces, they ordinaril, should pay the costs if their sise nnd resources
allow. The same is even morc true for services such ag fe wibility studies
or consultative help. It ic valid regardless of whether the scrvioe is
furnished to a private industry or to a public indu:trial enterprise.

45. A coot-pyyment systen hus nany advantafes. 1t brings in revenus %0
mect expenditures. It helps to diuoourige casual or unnacessary requests
for sorvice. It leads those who .re reoeivin:’ — nd payin: for -— servios
%o follow it with care, and encourages thom to co=gperate with the work.

At the sare time it stimulates the sorvice institution to render help
economically and efficiently and to make th t help worth its cost.

46. Kost ¢ vernment "inancial regulations requirc al’ r:venues, including
those fro: sale of services, to be oredited to the genernl funds. Vhile
ocoasionally dosismated for particular wses, they cannot then e spent

until appropriated to thosc uses. Industrial servioces which receive sissable
revenues from.special contract services must make sure that their budgeted
inoore includes that revenue and that the expenditure side of their

budgets includes the costs to he finanoed from that sale-of-gervices imocoms.

Sentrol of Exgendityres

417. In spending funds, any public body is subjeot to a complex mase of
lans, regulations, and administrative controls. FProcesses for satisfying
those requirements and making expenditures often seem interminable. This
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is true in many industrialiged countries; it iu especially cormon in newer
countries whose financial regulations nd procedures were originally
deoi,moc as cautiouc colonial controlc rather than as active instruments of
national development,.

48. Industrial service institutions feel these restrictions and del iys
more acutely than do older rore routiniged overnment activiti:s. Industrial
services deal with matters waich are urgent and must be handled flexibly.

A bit of imapinative spending today may hel; substintinlly toward increascd
industrial production, but if the sine amount of expenditure is delaryed
several months it Ay be too late to meet the need.

49. Theiie are powerful re sons for ~iving” industrial services ~utonomy
fron the finrnciil conirols of the gener:l government~l structure.
Unfortunatély even autonomous agencies develop their own fi.cncial
complexitivs ~nd delays, throush formal regulatior or throurh gradually
doveloping precedente or requiroments by chief officers. Their financial
proccdures or acoountin: system: cventually may hic no more streamlined than
thos¢ of tle Finistry of IMinance. Sometimes the servicc's roverning board
gaina ri,;ht of prior approvil even of minor itemc o spending.

50. Any autonomous industrial agency uses public funds as part of t'h(';
national development progsr: o« The state therefore incicsts on ndeoquate
machinery to cnsure that this pro.;r mme is followed and tlie monu; propurly
spent. 1In dc :elo_ﬁ oountrics most wtonomous gencie receive their
initinl capitol PYSN the govermment, wd often havc to ask for wdditional
capital or for annual oper~ting rants. They must then justify the new
requests and »ccount for stcwardship of provious ppropri~tions. Tven if
the 2gency is Tree .'rou outside controls heforc expenditurve arc mode, it
rarely escapes post-audit by thc Ministry of Pinuncc, by the independent
general public auditor, or by a private auditinz firm. In ne'rly every
country there is also some ~rrangomont for periodic parliwentary roview
of the ncoounts ~n¢ finmoes of ~utonomous jublic =.'cncics. The most
successful systom appewrs to de to give the agency r -uponeibility for
spendins nd aocounting, usin: e¢xtornal control for ruview of the agoncy's
financial policies as a whole.
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51. Modarn financinl man:zoment places growing omphasis on accountability
which is r:lated to work perfornance. uie has become espeocinlly dosirnblo
as Qoveramentc hove ooncentrated on econom:c dcvelopment activities., It
begins with budgeto which allocate fund: onccording to the units of work
which are to be accomplished. This ir turn leads to accounting which shows
anit costs. Incividu:il projects are budseted ~s unities, and their costs
cnn bo scen nd w tched. Tmphasip thus ic shifted to making public servioces
responsible not ncrely for hanaling their resources leg>1ly but [or using
thum in such a way that they accomplish as mch "8 po:.sible, 18 woll as
possible, with the awvailavle resources. Industrinl ~nd coinercial enter-
priscs coimonly use such methods in thicir Cinanci 1 oparations. Industrial
service institutious therefore wre in n cupacinlly important position to
encour ge adoption of cimila™ methods Ly jpublic sorvices. In this mattcr
they can in offect reverse tie usunl flow of assistance and lecarn from

thoir industrial clients.

Salarios

52. Personnel with the qualifications, training, and experience desired
by an industrial sorvice arc almost ~lways n short supply in a devoloping
country. The service mut bid Tor them in competition with othor potential
employcrs suoh 8 the civil service 18 well a8 private or public industry,
which nearly alwaye pays higher g1l rics than the government.

53. Industrinl sorvices therefore wust search for inmcuntiveu additional to
salary. Jowetimes the challenge and excitemont of buildinz the national
coonomy can attract staff. Ianv posts in industri~l servicce offer valunble
profcssion 1 oxperience and cont..ot with industry and its operations.
Perconnel with 2ood qualifications arc more willing to otart in junior

posts whun they nre of forad 'n cle r futurc carcer. Althoush travel abrod
for training, for visits to industries or to industrinl scrvices, or for
attendance 2t seminars is usunlly thought of in tormc of its value to the

service or the job, thesc opportuni ties 11so make A job in an industrial
sarvice morec attractive to the individual.




Recruj tment

54. Careful reoruitment ic a protection to the service, emabling it to
obtain stiff approprirtely qualified for its necds. i'ithin or outuide the
usual oivil service reoruitment system, the industrial servioe needs to
ensure that wide advertisin in ~iven to its recruitment needs, th:t
examinations it the baoksround of appropriate candid~tes and exanine ror
the cpeoific qualities which the work of the service requires, and that
after examin:tion the service has a f:ir opportunity to choose among the
highest-ranking candidotes. If rcmulations allow, interviews by the higher
officinls of the industrial servioe or by members of its policy board may
be a very desirable part oi the process of choosing among candidotes for

senior posts in tie service,

Training

55 The techniques of any modern industriil or ndministrative activity
change rapidly, and even the bect of specialists must oonstantl: De le rning
in order to keep up with the changes in his field. Thus in any country,
whether developed or developing, the senior and gspecialiat staff of an
industrial service need to t ke advantage of all poasscible tr..ining
opportuni ties.

56. Industrinl servioes i: developing countries have another fund mental
reason for training. Many of thoir staff iembers comc into the servioe
with minimal knowledge of industry and its needs; rarely havc they any
special training fe# the work tley are to perforn. loct of them have had
little or no experience hs plannin:' and supervisin: work programmes. !any
are newly graduated from university an' are unfamiliar with workin: in a
group or bureavorntio situation.

51. Traininz in any country tends to be oriented toward local oonditions.
In doveloping countries i.dustrial servioce personnel nead to become especially
familiar with the operations and problems of simple and sinllescalc enter-
prises. They should understnd the conoepts of planned econoinic development
in which each industrinl enterprise, whether priv.tc or povernmental, is
expected to fill its needed position in the total mational economy. More

than this, they need thorough knowlediye of their oountry's national
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development plan, both generally ~nnd as it alfects specific industries and
enterpriscs. Finally, they usually have to learn to cIrry out their daily
work wsing the very simplent teciniques and equipment, often improvised and

anlmoet nlwnyc assumin? a scareity of human and material resources.

| 58. Mew individul industrinl ce.vices in any develojing country have

enough staff to be troined or enough training resources to do all this
successfully. luch of it, hoyever, can e accomplished if 2 number of
services work out a co=operitive training programmne. They may be able to
supplement this effort by regional or gub-regional tr-ininz programmes with
neizhboring countries whose industry or industrial services operatc under

ginil.r condition..

Letentior 1nd_Retation of Staff

59 ‘hen an industrial service hac developed adequate st.ff through
elfectiv: recruitment mnd training, there is still the problen of retaining
them. Tie civil service and the industrinl sector are counter-attractions.
Ar industri-l service often is ~ rel-tively sm:11 organization compared t0 .
other goverrnmant departmerts or to industrinl enterprises. The grades

and titles, number of gubordinates, wnd extent of responsibility enjoyed by
the aver gc senior officer of an industrinl service arc often lest than they
would hold elsewhere The number of senior posts io small; bence promotion
possibilitiec for juniors are limited. All these become important faotore
alon;: with salary wien an officer is conuiderin: whether to remain with

the industri-:. gervice or to move.

60. lence therc are reacons to encourige r1ther widespread pro.:rammed
rotation of personnel to and from these serviceo. Scoondment and movement
petween tlie oivil scrvice and public industrinl enterprives is already
common. »venefits to gtaff and prograumme may ve gained by developing similar
scheduled movenent for limited periods between all industrial services -=
whether private or public, minigterial or autonomous ~= and their client
industrial enterprises. T.ic would require arrangements to protect
compatitive sccreoy, to adjust individual salaries, and to -,"_r,mranho
continued career opportunities. Those arrangements should not be too

difficult in most developing countries, gince industry ic usually rather
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completely part of a planned econoly and large-scale industries are often
public corporations or have subst ntial government:.l participation.
Neoruitment of experienced industrinl personnel 2o temporary staff members
of any industrial servioe would be ~dvantogecus to the service itself, and
in the long run would bs helpful to industry by producing servico better
adapted to its praotionl necds,

83aLf Participation in Decision-making
él1. Fany personnel of an industrial servioce Are individuals with
professionul or tuc.nioal quilifioations. YMuch of their work involves
responsible relationslips with the higher levels of indusiry. They will
not bo oontent to submit themselves to authoritarian direction from their

- guperiors, but neud a large degree of indepondenoe in jucgment and nction.
If they are supervised too clouely o1 details they will not perform with
geal or ability, nor develop their full capacity to fill higher posts at a
later timo. Thoy will not do their best work unless they have opportunities to
use their own thinkin ' and imaginotiom, wnd unless they feel that they are
fully participatin: in developing the institution and its work. The oonoept
of participative m.un.goment ie becoming increwsingly cowmon in industrial
operations in developed countries, 15 junior executives, foremcn, representa=
tives of labour unions, or monbers of workers' councila take part in
formulatin:’ policies, disoussing problens, and reviewing plant operations.
This participation is not yet as common in civil service departments.
The spucinl position of industrial cervice institutions, and their relatively
new development, put those institutions in a favourable position to apply
the methiods which havc been doveloped by industry and draw all stafl into

active participation in deoisions regarding the services' prograuues and
operasions.
6. oW Al

62. Rfficient performance of industrial servioss is meoded to envure the
best and fullest posaible help to induwstry, and t0 justify the upad_im
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of reaources for that service. Ticsults oan bc mensured only if clear and
valid stondards are sct up. Perforiwnce cnn then be compared agiinct past

rceoord or similar prograuwes.

63. Asngessment of inductri porforn-nce is diff icult in developing
countries. 1t is unreal te meagure 11 contribution cf ~ny institution in
igolation fron its cnvironment. Wxternal politicol, legal, or administrative
reglations can prevent the institution from producin: most effective or

aconomnical service.

64. I'easurencnt and evaluation should concentrato on accomplishment
r-ther thn on ¢ffort. Nosultu rot:{uiru work, but werk doer not always
produce resultn. llence noasureroent should nlwhys comparc service rusultc
aeainet proprammed (joals. Tt will be found th:t guality of work is much

harder to measurc than is quwntity.

65. Generallr an institution should concentratc on n limitod numbor of
me.surements. This it most practic:l .nd r.duces the . ffort of reporting
and amalyaic. It aleo forc u tic director nd atnff to comsidoer which

ind.cntorrs most cloarly wd [airly schow wh.t ic being wecomplished,

66. leagurement of cost is oiten ziven gr:.tusi empi-8is, for soversl
reasons. Jud.%et and ‘ccountin: machinory alrcady oxist to watoh costs,
collact dat~, wd try to enforce uconony. lNodern budgetin: emphasiges
measuroment o performance conts and ‘ecks to defime wo % in couting units.
In industry, factory work s...y hus ween o8 i=concentrated, and sinilar
annlysio is incrensingly beine ~pplicd to clerical intellecctual
activitios., Thus industrial sorvices deal with very cost-conscious industrial
olients. Tspecially when thos.: clients share in finanein: tho sorvice, thoy
will tend to nsk that tle institution watch and minimigo its costs, vven as
thcy must do. Noncthclesa, scrvice of high quality, carricd out with oare
nd underst nding of industry's needs, mry be what io noedod, even if it is
somewhat costly. 1in the ¢.rly life of a scrvice institution, when clientele
is boin: developed ~wnd while supervisors and staff are still inoxpuricnced,
costs may be temporarily but justifiably high. flence cost cannot be
conaidero(i the only basis for measuremcnt of an industrial servicc.
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Evaluation

67. Measurement shows what is being done, but only cvaluation can reveal
whather what is being done is enough or is moving along proper lines.
Yvaluxtion thus involwves the analysis of work or results 1 coumnarea to
st'ndar's or goals. The goals should be visible in tle institution's
basic programm:, but therc must aloso be rathicr speciiic standards of the
lovels of achicvement which arc to be considered large ennigh or pood
anough. Thesc may be sct in the pro;rumre; they may bc developed by
comparison with past performance, they miy rerult fron comparicon with
past performince: thcy nay result fron com, arison witu other industrial

services, or they nay even be fixed by detailed worl study.

68. A proper evaluation neede to be abocolutely honcat. On the ome hand
it should not be unfairly criticil by condemnin: the industrial service
for faulta heyond ite control, or for fiilure to carry out nctivitics not
within its pro rTamme, nlthouzh such facts necd to be noted for futurc
connider-tion and action. On the other hand, ncith:r should tho ovalu.tion
present too favoursble a picture by omitting or underenjphiwizing the

points at which the sorvice failed or full short of its goals.

69. ‘Bvoluation is done by a numbor of persons, for A numler of reasons.

Ae Tho director or sujorvisors nocd to sec whether their own
supervision is producing offective results and whother
subordinatos are performing their work properly. Thus

evaluation i8 a normal and necessary function of managemont.

b. 4 relativel;y now technique i3 to cncourywe all staff to do
a oonsiderable amount of sclf-ovnlu:tion of their own work
and rosultc as woll 8 of those of the survice as n whole.
Any officor is normally forcod %o do a certain amount of
this simply as ho reports on his work. If he is faced with
comparative data about provious perinds or about the work
of others, ie may be led to consider way: and incontives
for improving hic own performance.

c. Any governing or advisory board should want information
oconcerning evaluation, and under ocrtain circumetinces may
actunlly do its own uvaluation.
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d. Ocoasionally thore is reason to hawo spccial cvaluation by
persom completaly outside te institutior, when things
arv going badly, wiwon mijor policy quostions ruquire
outside objoctiv.: advice, whon substintinl oxpansion or
changy is beinz considercd, or whun the country's
ontire industrinl dowelsrmunt prosramme is boing reviowed.

o. Outsids ev-luntion of a rostricted nature is cirrisd on by
agencivs responsible for the institution's financinl
support and audi ting.

£. In many wayo industry itielf is tho most important dody
for ovaluation of any industrial servicc. Dntropreneurs
decide vhothor the sorvice v of value and moet thoir
noods. If the institution policy body contnins represontatives
of industry, they can oxpress that cliant evaluation. Tho
inetitution may £ind walue in setting up periodic nevtinzs at
whiol industry can statc its needs for service and its
evaluntion of poaast services. At the s time, the
inotitution will hawu a chance to inform industry of what
it can provide.

Iellow-ap

70, Lvaluation iv moroly an intellectunl excrcisc if it fails to lond
toward improvemont, Follow=up can bo rccomplisher At 2 numbor of luvels.
If the evalu tion shows poor work by individuils, acticia may be necded to
clarify their dutive, improve their supervision, miko sure they arc
proporly trained, and improwvo their motivation, here a proovss or
activity io faulty, it may have to be redosigned complutoly, perheps in
consultation with the industrial oliontole. Dvaluation may ewen lend to
rovision of ths institution'c goals nd prosrasmo, to onsure that
rosourocs are used moct o toctively toward providing the servicos most
noeded and demunded by industry.
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n. AMrinietrative machinery in any induatrial acrvice can holp to enoure
olear policies and progrumcs. Some of that mechinery will b proccdural,
to connolidate ideas into A harmonious plan wd to proVido supcrvision and
workin: methods by which planms oan "2 tronsformud into corvice. Sormc of

it will bc orzamiazational, to ensurc participation by appropriate persons
and bodius, including industry itsclf.

12. The organisational location of an industri:l servics can affect its
ability to obtain rosouroco nd develop offective rolationvhips with
industry. If the scrvico is sponsored by the governmcnt, as ic common in
devoloping countries, its plaocoment within ~ particular ministry or ite
dagree of wtonomy may be crucinl to its succoss.

13. Industry ncode co-ordin~ted sorvioin;’, without frgmontation,
inbalancu, oonflicts, or gaps. Tho relationships of ome industrial
sorvioe with nll othors nro important. Sometimes those arc facilit.ted
by Jrouping servious into a joint organization. Yhore this is not
foasiblo, othor mothods of co-ordination are requircd.

74. Within ocach survicc institution organisationil rvlitionshipe are
formed 18 work is dividod among individunlu, somc of whom are given
responsibility for supervising othoru. lany of thesc rel.tionships ~re
informal, but tlhure is alw yu nood for ~ formil structure with dofined
jobs, dutivs, a\nd powers. This onsures thit o ch individual knows
olearly his range of work, 'nd ostablishus processcs by which work f'lows
from ona %0 another.

75. Adninistration also involves the provision of resources for ‘
onrrying out sorvico. Pinanoc is n bsio resource which onables others
t0 be purchrsed. Iffective budgoting and ocounting are noeded, & is
ndministration 10 transform budget allecations into the equipmnt and

facilitics required for sarvicc.
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16. The most important vusourco of any industrial scrvicy is its
mwmpowcr. For porsonncl to b available at work, a mass of
administritive ctions ary roquir.d to reoruit, train, nd pay thum and
to handle thwir rcocords, welfar., freilitics, and travel. !uch of tho
personnel of 1y industrinl sorvice provide elo ienl or labour support,
with problens which re mor adminiattive thon teohnicnl.

1. Dirvetion of profesuionil and tcchnical st ff “luo involves not
only their subst-ntiv. work, but » lirge part doals with such
administritive mtters as ~1lloc.tion of work, systuns of ruporting, staff ‘

rol tionships nd problems, ficilitics wit equipment, ! finmncaes.

18. If industry is to reouvive thc scrvicu: it noods in developing
countrics, the spccialiszed professional st ff of gervice institutions
must bu ablc to devotc all posvible time to helping industry rathor than
otrugglin: with administrative protloms. Their knowled:w is 1 sC.ired
skill, . ithout ndocquatc ndministrative machinery thoy cumot usc that
skill fully and offoctively, and industry will not roceiwe sufficiently
the sorvices it ncuds,









