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AbsTinCl
keport on kanapencnt Pelicy in drdustrial Research Organizations

BJECTIVIS AND SCOLE

W -

Under a Specic) wervices Agreement mede betiteen the United Nations and the
writer dated 11 spril 1986 the followine servicer. were scheduled to bz porfoned

a. Prerzre 2 revor’ cn "tanawgenent Policy in Industrial Keseirch Orpariga-

tior&‘b’"a

) b, Prepare an asnalyiis of cublecls of escential iirportance in develejping
and irprovirg the winaseriel conpetencs ol managenent personnel of
thes2 orponizations 1o developing count.iec,

¢. Provide more knowlelre and understordine of the ran: genent of the
managenent, aspects as a process.

d. Discu:s principler recessury to forulate ninsgenent zpproach 1o pro-
blen sclving, set policies, and orgeniue, co-crdinite and control
resourtas,

e. Emphasize the decision making rrocess,

fo Provide a list ~f valuablae refercnces,

ACLIVITIES

In crder to carry out the objectives listed above, the writer reviewed the
significant literature in the field, interviewed and corresponcded with rcsearchors
and maracers employed by industrial rcsearch crgenizations throughoul the wor_d,
sl cbserved detail opcraticns of industrial research organizatlions in the
Republic ¢f Korea.

CENEAAL CRSEVATIONS AlD GONCLUSLONS

Bacerl cn a review of the iiterature in the field, crrrespondence and intur-
views vith knowledgeable people on the subject, and the writers cwn expcrience as
an boncrery clirector and advisor to two industrial rosearch organizations in the
Republic of Korea some of the mcre salient observations and conclusions are pri-
sent.ed,

A R A 1

1. A major source of problems in Inijustriel resesrch organizations has been
a failure to define the varisty of forms cnd sctivitics resesrch may take,
sach requiring different skills and dif:'erent people.

2, An expedient method of classifying industrial resecrch organizations
13 to place their research activities undsr three headings (&) basic
yesesrch (b) applied research, development, end testing on products and
processes, (c) research in economic and business maragement,

3. A mansgement policy that should be instituted ty any industrial research
organization is one requirirg the installstion and maiisnance of an
sdequate technical library. 4 problem foreing the orgunizotion is not
whether informution is available but where it is and how to find it,




L. 4n emphesis sheuld be placrd on resesreh inle tccknier) and pancgerial
probiems of swLl and wedina size ecuiinles boeruse of their nuibices
and importrnce Lo the devilaning couriries,

5, & munagcment poticy that would nike bLosis ronearel, more etfectiva would
be one that would reguire porticicctive leadorship on nrotiote ler. beole
researchers shovld be in eharge of Yueele research adulric petion,

&, A communic. tion birrier bitween rescrecters and ros srei rLOArs ia ¢
major obst:cle to efficient arplied recesrch and develerpent,

. 7. A concept Litled "latval Understarding' which enbraces the concept of .
posc: rehers bocondag eametl ing of A nunagsr end b naneper gumstining of
. 8 researcher offors the best solutious to human prcilens an tnplied re-
: search and development wor but the kirds ol redotinns thet wall bring .

4 about inust ba deiincated,

8, A eouna managencnt pnlicy fur econcuic end busincus research would require
maximum activity related to empiricel field research on wansgemont pro- -
cosses and problems, '
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Durisg the post " w v s bondape IR eovoment o1 L Aotuniey S rany develny-
e~ coutrres Bove b o dn thelr sy onbet g vpdliros o veronaont enthacianm for
rescarche The felloviie cuote Yy Fark Clor o Boe, U Presidert of Lthe Remuulic
of Rorea, 1v ehnast piotie, "hw e erlests Lo ctstdr ay undepwiuvaloped sccrony
will best P ecrerm Vil 4 ctaoue! o0 proaetics of redeare rrd techrnlagy using
Lae windon ni tedonis of Oupr 1o la ce a proat pegourcd,” 1

Dadtlern, thie ertiuairon for pecuareli hng eone about, 4n L rre moasure, as
& reaull of the fn~ e 22 saloacs and teesr cey Las ployed 30 the leading
fnguntiris]l coun’ sima of U1 worly . Yrptaxioiures on perec.ch in these countrles
bave reculled In oot achde crorts n crace, new malerials and preducts, ond
spestaculir pocitn of ¢ petooy oo Inlustrica. A good case oan be made that the
st.onzmet prith Ard st 4cs & 3 tnoge mpdir @ moet on resvarch, 2 In view of
the re'c curareh Mo pliyee bo dite and thw L5 rrastig role 4% poriends foo the
future in the developed euutiriea, it {8 m-ll wonder why lesders of undep=
devel-nid countries look Lo rescsarch as a vitsl stimulus ard elixir for their
eccnoule, coclal, ard culturel 4<v:-lomaunt,

It §s t'w objective of this report to mehe move ¢izcernitle thé mature of
problams invelved in munrging industrial centres in wrder-develerpod countries and
$0 vifer saae poognosis for Lprevesunt,. This reprrt secka Lo provide the resder
wilh more knowledge and wndcretording of the intersciion ard aotivities of

Sansgere end resccrchers caploged by fadustrial research organisstions in under-
doveloped countries. It will attenpt Lo formulate waeful gemeraliscticas regerding

)

8) Co Wileon Randle, Oalagh!
Galdfornda ! Mh&‘&.m

-
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mansgers of industrinl resesrch oreaunizatiens! eoproaches to preblems,
slternative courses of actisn, and plrusible solutions.

It cheuld be inferred from Lhe previecus'y menticned statuments that
this report vill rot focus on vroblems related to firancing or initiating an
irdustriz) research organizations It will be azoumed that an organization
exists, it has adequatc facilities, and sournd financial backing. In order to
make the scope of thic vorik man..ctle, msjor emphasis will be placed en
problema in planning, conrdinallng, directing, and controlling resecurch
activitice,

The research methidoingy employed in this report is threef-1d, Firet,
it will consisis, in tho main, cf a review ~f the significant literature in
the field directly and indirectly related to the subject. Second, it will
eontain information obtained from interviews with mansgers and ressarchers
enplayed by industrial regearch rrgenizations in under-dzvel:ped countriss,
Third, 1t will include the impressions of thLas author bzsed on clnse association
with and cbservation of industrial research organiz:stions in the Republic -f
Korea over ths past six yeors.

REFINITACY OF Trans

It is necessiry to reduce at the outset the amoiguity of the terns,
passcrch, industrial research oreanizations, wansgemant, policy, ard.
devel:ring netdors, for ezch has many meanings. It 1s interesting to observe
that the definition of terms, as the furst approach to any inquiry, has been
suvocated by scholars of different ages and cultures. In the literatu:e of
the East we note Ccnfucius has sald, "If names be not used correctly, then
sposch gets tied up in knots; and if speech be s, then business comes to a
Melt." 3 In the literature of the West we note in Plato's PHAEDKUS, Socrates,
by means of the dialngue, prints out how fine differences in language could

3) B, R Hughes, G 2 Clasaica) Timea
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leed to grave errors end micunders* nding. 4nd centuries later, Thomas Holbus
wrote, "So that in the right definiticn of rcmes lies ihe first use of speach;
which is the acquisition of science; and in wrong or ro definitions, lics
the first abuse from vhich proceed all fulse and senseless terets.” 4

In my view, & major source of problems in industricl rescarch org.uiza=
tions has been the failure to.recognize that resesrrch itgclf takes ona
variety of forms ard activitiss, ecach requiring ciffercrt exills and dif-
ferent kinds nf people. Yet, each kind of rescarch makes a contribution to
our economyc, cocial, and cvliurel cdevelcpment.

Vebster's NE. INToalaliChal VACTION: KY defines prgronch es, "a carc=
ful or critical. irquiry or examiration in seeking facts or principles, a
diligent investipation to ascertain scmething,*

Tnis cefinitisn implies thet resoarch is not merely a search far truth,
but a prelnnged, interzive, purposeful serch which may or may not accamplish
its objectivec, ‘

Other definiticns are expressed as followss

(1) Recearch is, in short, a ecllacticn nf sctivities aimed at advan-
eing knowlcdze and techaolegy of our socisty, It consists of two procesues,
8 procosn of developiny new knmladze and technology, &énd a process of
making thein availcble to others, 2

(2) Research is that genuincly scholarly work which accumulates new .
fundemantal knowledge, {irst thiayh accurate descriptive stages and empirical .

‘findings, and ultimately through testing of hypotheses end confirming

lavs and principles. ldentifying a basic discipline requires the supporting
mechanisms of scientific methodologlies, & |

-3

k) Thomas Hobbes, Laviathan, Part I, Chaptor v

$) Yuji Ljiri, Razsaxch sud Its Processes, Working Paper wacr 36,
‘Stanford University, p.l

6) Daltun E, hcFarlend, The Emerging Revaolution juo li
Journal of the icacemy of ranagamnt, hpril, 1960, pl5 .

e ?
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(3) Resenrch attonpts to define the b sie physical prineiples involved in

a problem, whether this is a mcthed for doing something, & procecs for
making comething, or an objecl itself, This definitien of resscrch includes
both basic end avplicvd research, which frequently differ only in tarms of
the objective which 1o ect for the invecuipation, 7

(4) Recearch is a high-hat worlk that sceres & lot of people. It mexdr't,
It is rather simplc. Tigsontiz’ly it is ncthing tut a state of nind — a
friendly, welcoming attitude towurd chsnre. Goirg out to lock for chonge,
instead of weiting for it to come. Research, for prectiesl men, is an
effort tc 4o things tetier and not to be ceught asleep. The rescorch state
of mind can apply to any kind of business, big or liltle. 8

The previougly mentioned d=finitions should suffice to reinfraee the
hypothnsie that rescerch can te defined in many waye, It is uzeful for this
repnrt, however, to divide reccarch into threo catugories 8 (1) Basic. xe~-
aoanch which 48 prizaetly knowledsaoriented, (2) dnplicd.xaosarah, devaloa-
meot,.and _testing on_procucts and proeessas which rre neimperily. producbosnd
procesi mdented, and (3) Leoromia and bueinzac man-genant resesvch which.,
dapinzrily _neaztechnicel oriented.

Ist us now search for a workable definition of the word induatrial ra-
geavch areanization. Orpanizetion hzs boen defined by James U, hooney tc.
wean "concerted human effort, the kind of effort that is essential to the
highest measure of success to any greup undertaking." 9 Chester I, Barnard
dofined orgenization in this wey, "formal orgenization is @& kind of ccope-
ration among men that is conscicus, doliberate, and purpeseful,” 10

7) Prilip J. Elving, Reaeerchi The Valua of tis Jmpractdcal, kichizan
Business Review, July, 1955, p. 11, Hersefter cited Elving

8; Dr. Charles Kettering, Director of Research, Ceneral hotors Corporatien

9) James D, kooney, Tna Principles of Coranization, in Luther Gulick and
L. Urwick (eds.s, Paper on the Science <f administration, Institute of

Public Administration, New York, 3rd editinn, 1954, pe 92.
Jxscutiye,

10) Ches‘er 1. Bamrd’ Mnma—m
Press, Cambridge, Massachusetts, 1956, p. &

Harvard University
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™e et deowlant teve mees, ofiicorn, or poergnis 1 1 Tape, frd 42 noe
for exlet rve L1t ray be enprodin inly 10 o,

Tr parephries lph A rriuse, the fuwet mas p Tt by tetpdn
recearech ire, (Li) to ;;*%‘?if%ﬁ brona er) 211 eroneste forv oads FOr ARGAGPY,
(2) to .rovide Loes vinet ncdobor @ dn davoloresns ond ledvsler flarning,
(3) Lo develop te dnlarl tony o cep and aplaage Lhe goicrtifie prd Lachalcald
eaprbiliticg, (1) te jrovide [ sdson cith 7nd catadn garwien: frot feped o n
persciscl nd resoarch arcanie “leng,® A

a defirit.on of a3 srdurtsinl resert th organ.eslion that is soc 4t and
useble ir 25 foilc 11 A conccicta, dvltime te, and pRrenrend oo uperstive
huen ef Tt Ce g and Vo proavits el LiFLy, teshater) o pen-teahnlind
assistance Pas g coutry, s scprent of the seonemy, ¢ Awstyy, or Lo dividua)
firm, and cquipptd vith Jabor-torics and aupoorting fecilition,

One farthsr word, weferernces will be icde da anclyndig diffiront Rivetn
of rescorch sctivitics on thn relitive efclevey of rovernmat inivetriac
poucaseh crganizations, eniversity Gductris\ pesearch organiw-tiens, «rd
private industrial jesecreh arganimtions, To pawiph toe . dde Je Rvivg,
there are buaje rereone for the existamco of indurtisizl ru.etre! reponlaatiom
To ansist in (1) the preservation of eu eulcting marxct, (2) the ertry int>
“un existing arrket, snd (3) the origineti.on of & rew market, It wili be
neoesu vy 4n this repert to discuus bricfly the roles piayed % the indame
trial research organisations in obtairing Lhese objclives, 12

Now:, st us turn to ths definition of the word ranaesgert. lLike ro-
saaroh, the vood menigemsnt has aeng diffurent moanings, IV is sametimms
broadly defined as follime: 1t ie conoernsd with leadership and adainistre-
tion, and ite objective is to get work done threugh prople, lieedless to
say, this definition recuires further definitions of administretive funetiomn

S CPTIA HEES S N A

11) Raiph a. Krauae, 200A.0L. A.LADRPE , , Ranford Nesssreh

Institute, kanlo Park, h&llff%ﬂl, P.
12) Elvirg, po 12 : i
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and lendership forctions, sdcinistrative functions include: (1) planning
and decinion nxlane, (2) selling up end stalfing the o ~anizetion, (3)
actuating its deily activitics, (L) controilinz, Leadership functions arcs
(1) deleratiog t-ohs, (2) rotivating subordirates end colleaguer to effec—
tive performunce, (3) assurivg a good work climate, (4) producing and selling
ideas, (5) develeping evecutives and others in tic eorganization to obtein
even better perfarnince and to previde for mansgeient succession, 13

A word of uprrecictiun is due Colenel Lyndall F, Urwick, who dramatical-
ly illustrates tne utter confusion surrounding the definition of manage-
ment, He peints cut that 1 has been d~{ined ss & funcion, a process, a
structure, 2 part in the organization, cn act, the developient of persons,
techniqu:s, a philosophy, methods, knowledpe, reletionz, a mental attitude,
an srt, a science, and so on, 1L

For the purprses of this report the folloving definitions will epply:
(1) hanagement deuls with all nrocesses 2o activities concerning managing,
(2) henaging moans, as previcusly cited, the process or activity, (3/ Managers
are thosz persons who are involved in the process or activity,

hanagement, as used in this report, will mean the art of getting things
done through end with people in FORunbLY OaGahIlhD GuCUrS, the art of ereating
an environment in such an organized group where vsople can perform a2 indi-
viduals and yet cooperate toward attainment of greup goals, the art of re-
moving blncks to such performance, the art of eoptimdeing efficiency in
offectively reaching goals. 15

In general, policies cre written, or cral guidelines established te
assist mansgers in making decisions, Professor Harry R, Tosdal of Harvard

s——

13) H.N, Broom, Productisn ‘anacement Richard D, Irwin, Inc., 1962,

Homewood illinuis, PPs 12 -

14) Crloned ILyndall P, Urwick, anagers
California Lancgement Review, bpring. 1960, p. 78

15) Harold Koonts, the.lanazamont.hsory Jdungle, Journal of the acallewy
of Management, December, 1961, p. 186
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University us>s the following dafinition that can b: applien to this repect,
"Policy imulics a delinite course of cetion, pradotermireg tfor the purpore
of insuring unifovmity of proccdurs under subctartinlly citil-r and ro-
current circwnst nees, 1Y adme Lo provide a uniform course of action, btoth
as belween dirferint yerieds of time (so lony as tie policy 5 in force)

and hetween differert wamsers of the orpanizution who have the respenaiblity
nf actirg witlin the confires of such policy." 16

attempts to celine tin word devilanivn or updermdavaloncd 2mnir

exists throughout the literature in eccranics and ousingss adminisurotion,
Here s1e some of them. "the tery under-doveloped cowdiies ucually refers
locsely to courtrivs or recicns vith levele of reall incene end capitsl per
head whirch arc lou by the standards of North imerica, western Itrope, and
Austrilia,  In under-—develwpe? countries there is no lrrge~scale applica-
tion of the fruite of scientific ard techiclogical advence to agriculture
ead industry; cubcistence production is goanoelly importaant snd markety
cumpsratively narrow; and manufacturing industry is uswally comparatively

As generally usud, the torm covers the whole of Asia (with

uninprreuent,
tne pocaible exception of Jasan), Africa, Latin smerica (with srgentina

somatines omitted), and perts of Eastern and Southern Evrope. Uefined in
* this way, the under-develored areaa contain about three quertcrs of the

popuirtion in the world, Under-developmert refers simply to a low level

of econoridc snd technicel achisvanent, it doss not refer to other echieve-

‘ﬂzﬁ»%‘;ﬁﬁ%‘*wmw““ﬁﬂﬁwﬂ-w“H»%‘«m‘vtfﬁm:jW*wa‘*‘i&&”‘» s s B R

ments in quslities,” 17 .
Mhile it is thus fairly aimple to tell that a country is undor-
- developad, it is not s~ easy to measure the extent of its underdevelop-

16) Harry R, Toedal, Problems in Sales lanegement, Ath Editien, New York,

McCraw-Hill Bnok TS., Tuc. 1939, P 7
17) Peter T, Baucr and Basil S, Yamey, Iha Eqongmiq

Crvehries, University of Chicago Press, 1957, ppe 3-5
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nent or to sct up an enact statistical definition of whst constitutes under-

development . nl8
In the iwuin, Hebert J, alex:snder adcqualely describes es underdceveloped

Pe st:tes, "Po our mind, there are seven basic gualities under-

country.
developed ritions possosse 1l under-devselopzd countries do not have all
of them but all under—‘e¢velcpcd countries do hove one or more of them. These

L]

qualities arc: (1) a lrw per capita real income, (2) an "unbalanced" economy,
(3) natural rcsources tlat ere eithor largely untsopel or are veing used
by and for tho benefit ef the hig.ly industrinlized nations, (%) 2 tradition-
oriented rather than a merxet-oriented econcuy, (5) small amourts ~f capital
equipment reiative to the lahour force, (¢) structural urder—employment,
and (7) the vicespread belief azong the people of tne country that it is
under~ceveloped.” 19
Therc has come into vogue in recent yzers the usec of such terms as,
"pror nations, less develnped nations, and developing nations." Thesge
terminol~gies sre used to make subtle distinctions between countries cate-
gorized under the general term under-developed. It is obvious there is a
distinction beiween o ccuntry thet has little or no industry compared to a
cowrtry that has industries, but per cepita income is low. Or a country a
thet hss & cadre of adecuately trained engineers and workers, but lscks the
mpar.tacilities compered with a country thet hos few technically trained
personnel. Robert Alexander's definition will be used with the additional
constraint thet low per capita incoms will mean less than 1500 & year. As
Barbara Vard puts it, "If you fix the level of wealth nf 'wealthy" conmuni—

ties at a per-capita incows of about ¥500 a year then eighty per cent of
mankind lives below it " 20

13

' /2 Peopla, Washington Cosmittes

18)P/G, Hoffman, 100 Counfries=1.1 o Rillisp.

~ for Internstional Economic Growth, 1960, p. 1k

19)Rabert J. Alexander, A Primae of leonomic Develnpnant, New York,
hacMillan, 1962, ps 5

20)Barbare Verd, ThaRich lations and the Poor Nebirma, New York,

W,W. Norton, 1962, p. 38
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Hopefully, the atteapte to define cignificant termined sgies 1sed in
this repert bave =locrad avay net all bub much of the gomantic brash ~thich

obscures the &th to proper investipsticrne 1t would be precuomctucus Lo

acsume that the terme . Lf;;;i?‘(}l’ jY‘"H‘?t,Y'j_'z] rlv‘.r-'r"h s nj‘,_‘\l(: By e
ment,_prlicy, and Jevlinicg or urdos oA romrt=iog, oould e detined

with fine precisicn in the fov pepes of this repart allntied to thiir wefi-
nition, Indeed, they cannot. Taese are broad teriad reguising Inr pore
time and effort than the scopes of this reapael pureits. Yot if maairaent
is to be a science rather thon an 2rt, 3L will be of the utmost imparunnce
that a more precise mexsurorert be fcurd tn express these torws,  Ctill,
tihe reader rshould now heve a bzusie wndersiarding of these Lerms and be
eognizant of the fact that this repnrt will emphasize problems involving
managers and researchérs in industrisl research arganizations and ways of
finding workable solution..

LT = Bas1lC RESEagCh

Basic research can be defined ac a search for new knowledge for kncw-
ledge scke without concern for any practical applications, Il has bosn re-
ferrvd to 28 a struggle for the passeseion of strong points held by nalwuse
with extrune tenscity. 2L puvid Novick has written, "The original wori: of
all three (Jarwin, Finstein, end Newion) had the identifving mark of reck-
" ing understanding of the umiverse and not a particular use o uses for tus
principles which wsre propounded. 22 In this context , We can say bacic re-
search secks an understerding of nature +..."

N ow that basic research has been defined, it i3 essential that ws
evaluate its impnrtance, . First, we know that avplied research generslly

W eSS

21) David B, Herts, Ia Technalogy Deprrdine Rasearch? California Management
Revievw, Fall, 1960, Velume 3, Number 1, pe. 29, Hereafter cited Herts

22) davic Nwick, that.Do_lia lean. by Resse:ngh and Develonmerd?, California
Mmur& R.v:l.ev, Spring, 1960, Volwe 2, Mmber 3, p. 16
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follaws basic research. Therc are, of ccoursze, exceptions, & roview of the
Industrial Revolut:ion in inglard reveals tihat basic scientific knowledge

was not nececsary for many of the inventors of the time. They were, for
the most part, rractical menwvho had an eptitude and Lechnoingical know—
hows In recent ycars, however, hassell and Lelcon inform us that the recent
advances in chericel and elecironic technolugy have been the result, in
large measure, of formal sciecnce.s «nd that krowledee (attained from basic
reecarch) serves primarily as e reference book determining the ckill with
which people concerned with solving practiczl problems are able to surmount
the difficulties. 23 The development of the gsa-filied lamp by scientists
working for Gsreral Electric Curporation was highly profitable, as was in
later years the replacenent by thet company of carbon by silicon. Unforiu-
nately, the results of basic research in terms of profita to a coapany are
uncertain and the bzsic resesrch groups erpensive to maintain, that is, if
this activity is carried on in an industriel rescarch orgenization, almost
ccarplete governmment subsidy is required.

RlebonClivdy

Vie note in the literature that persons doing basic research erc¢ unique,
They differ in many respects with persons doing applied research. The viorcs

- of Hilliam B, Mclean reflect this idea. "ihe creptive scientist is a rare

tyre of individual representing only a emall portion of the total population
and even a small fraction of scientists. He is a nuisance, causing untold
trouble for administrators and those who would like to use his services,
However, in the proper circumstances and climste, his output msy be very
valuable," 24 Bocause the person engaged in basic research cuesticns even
the most cbvious assumptions, it is readily apparent that he requires a

23) Benton F, hassell & Richard R, Nelson, Rosearch and Enonemie Grovth,
California Managemont Review, Vinter, 1962 , Volume 4, Number 2, pp.E8-89

2j,) Willism B. helean, panagement.and the Creative Sciertist, California
mmont Rwiew, Fau, 1960, Volume 3, Mumber 1, p.9, Hereafter cited

S




maximum amount of frecdem in making innuiries. He secks to Find weak prints

in present theories and to replice them with a srunder hypetlicsis. wviously,

he cannot tell in advance whet achievensnis he will be able te nike. le

only attempts to find an understandinz of nature,

Admittedly, the picture of the basic 1asearcher that has been dravm

is ornly a stereotype, Individuals can very considersbly, but it is this

quest far knowledpe of naturs's vesr-ts thrt results in major advauces which

are mot likely tn occurr when men ol this caliber are not restricted in theip
research efforts. They seem to functicn best when allowed to follow their own

_.-3ntuivions and interesis.

B This gre=t drive for ercativity makes the basic researcher work-oriented
rather than orgunizetion-oriented. As Villiam B, kclean puts ic, "If you
atk the researcher to stop doing some particular job he havpens to be in-
terssted in, he is very likely to leave your organization to find another
ore waich will support the work which has captursd his interest."25

wWilliam R, Gall points out, "'Ccorporat.e loyalty someuimes has a secondory

enphasis to a dedicated scientist.” 26 e degrees of loyalty will depend
40 some extent rn the culture in which t!.y basic researcher was reared,
That is to say, in cultures that ere more authoritative arnd demand loyalty
to an crgenization, there is a tendency frr the basic researcher to follow
the bseic forms of lnyalty expected, But in the {inal analysis his primary
loyalty is to his dieoipline, znd his socond loyalty to his colleagues in
his discipline. The loyalty to his colleagues is necesscry because it is
they who pass prufessional judgement on the merit of his research.

SRR

25) Vclean, p. 10
5 Williom R, Gull, wum Journal ef the Acedemy of
hanagoment, August, 1962, p. 120
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A research study m.dc by the Opinlon heszarch Cupnration,in 19°9 con=-
cluded that, "The ianagement mind conflicts with the sclentific mind in
approaching risk-~teking end decisien making -- the manogement mind is in-
tegrgtive while the scicniific mind is anulytical." 21 With this furdement:1
difference in mind ore can easily predicet the kinds of probtlems which ecan
arise in establishing policies and ohjectives &nd the procedures necussa
to carry them cut, )

It should be printcd nut that ir many developing countriss of the worid
today persons doing basic research ere young. These men hLava been trcined,
in large mcasur2s, in many of the leading universities of the develipad
countries throushout the world. They have specialized in mathematies and
the basic sciencea, They have extensive knowledge in their field, a fres,
inquiring spirit, and usually a complete Jack nf understanding of business
and economics, It is this weakness in the administrative skills that has
lead many mansgers tc conclude that basic researchers ere poor administreiors,

Yet, there is evidence to substeniiate the hypothesis that when higlly
~ oreative basic resesrcn is required in an industrisl research organisation,
the managers of the projsct should, without questiosn, be basiec researchors,
The follnwing quotation suwstarntiates, in part, this print of view, "Come
of the most creative leboratories in the world, in the latter part of the
rineteenth century, vere German laboratories, psrticularly in chemistey,

As far as orgenization, discipline, and coordination are concerned, I
douot if there were any laboratories in the United States to compare with
them, Observing the success of their discipline and operatinns, we find
that the coordinatisn, the direction, the orgenization, of these German
laboratories was in the hands of scientiste and good scientists,

27) Opirion Research Corporation,
and.tba lavagement hiud,

September, 1959
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I think thie is vhere we mike o mi=*.lte in mn of our laleratory
operationa, lerh.ys ceme 6f our selendinty iro 2bdlenlire Loth the respon—-
pibility ard the coportriiiy te diveot, org nizs, and corrdinite resenron
as sciapticte, Thay ane Lusning tiis p=oblem uvep Lo adrinsctrstors end
buginessmen, L.t ua exolores the rer~ons why tiis has ~ccurred and vhy it
ray be a scrirug mictuke ™ e

This point of view vas furthc~ scorrobor:ied by o recunt study on the
. inter-relationship of 1o 'arghip sty le ard motivotion ard attituvdes of
laboretory viienlicts. Thi. study capbr sisze the pyimt, = heos been dor»
by Hertx, th ¢t in brsic rescorch particivaiive lerdershin is Yhe most elfage
tive, It sucposted thet by participutive lesdoocbip the ressepchors felt
they wero utilising their sbilities, the; had mcre freedcn for cigin-livy,
and eoncequontiy, could mela a proater guntiributiun to ousiae research,

A wajorradvant:ge ©f having a scientisl or Lowie resccrcher da chorgs
of haadc rescarch admiiistration is that ke wlerstands thoroughly tie
largunce of his discipiiae, Amittelly, he may pequire tredning in adeid-
straticns ke is also stle to pick out Lhe perscrs who can best help him
earry out tno research. -1so, ha can gather dits collectod and eveluate
it competently, David Herts makes & clour distinotion Yetween thw manager
An Beaic rescarch, as conpared with a mansger involved in ajplied ressarch.
- We siys, "Thers is mo reusen to axyect & mamger, in the econcaic sense, to
know whether an eleoetronics ongineer is, 4 fact, o good tacetician vhe can
deal with observitinne thatl re meroy in skillful wey ..o but the scientist
manager is & aifferent sto.y ... the scientist mamgers are figiting such
battles to wrest information from neture. These are not esay tasis. Faeh
pesource used to obtain one objactive means that this particular resoures
sarmot be used at the same Lime to obtaim ancbher cbjestive, Thus the
dovelopmant and sssignaerd of resouress Vo sltormtive wee is of poremumd

88) Wersa, po. 2029
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importance in scientifiz endeavor." <9

Let us revicw briefly the problems involved in establishing mansgement
policies frr bosie recearch in industricl research erganizations. First,
by the very naoture of bzsic rece:rch = a seirch for knowledge without regerd
to prectical applications == it would be exceedingly difficult in the undsr-~
devoloped countries n{ the werld far such research te be financed by private
industry., Vhile fcund:tion grests could be made, by and large, research ef 14
this type would require subsidies from the govermuent, But due to the nature
ef the kirds of pecple involved in this research, problems would quickly
arise if these scientists received direccions from non-profess’inal people.
If there were political consideraticns involved in such research, it weuld
meet with stiff oppssition from the researchers It is fair to scy that suth
soientists would demand a maximum of freedom of activity in research, and
e minimam of accountability ard restriction. Cf course, the degree of
loyn ty to the organization would very willi the individual researcher and §
his eulture, :But resverchers are primerily work or discipline oriented
rather than organizational or politically oriented, The literature on this
sub joct reveals that managers involved in busic research ghould alsn be
scientiste or basic researchars, preferably senior in age and expsrioncs.
Needleas to say, their azdrinistretive duties should be held to a minimum;
and with besic recearch this is possible because it is difficult to prediet
what breek-throughs will be made,

While it is implied that the well chusen mansger-scientist will offer
the basic ressarchers under his adm’nietretion greater motivation, one
writer points out that, it could well be that motivating researchere to ’
Righer performance is lorgely beyond the cortrol of managers. 30

; 5 Fmeb. Barepactdxes Toa Lo

m of the Academy 2 lanagement, June, 1966, Volume 9, Number 2, ’ B
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Basic rcsearch represents orly a small percentage nf Lhe work cdone in
industrial resezrch orgenizations. iost of the work dune in these organiza-
tions is in applied technolozical research in design, producticn processes,
analysis and testing of matcerizls, development of new manvfzacturing processes

and materials, develcpment of sources ef pewer, develogment of agriculture,
forestry and fisheries.

Althoush epplied technolopicul research i1s vitally r:iquired by nanu-
facturing enterprices in under—developed countries if they ave to grow and
prosper, st of the firms, which are small and typlcally hire less than
one hundred p=vsons, frequintly do not hove the funds to make aven modest
outlays f~r soplied reseerch, Applied research requires the purchase of
‘special. equipment and the hiring of researchers, and both are costly.

Thees companies must frequently look tn dncustrisl resenrch organizations,
particularly those financed by the gavermmwnt, for guidance and support.

1f the i:dustrial research orgenization is efficient ard effective, its con- |
tribution to economic development is incressed substantially.

» basic mansgement pnlicy that should be instituted by eny industrial
asearch organizaticn is to instsll and meintain an gdegyete technical
1ibrary. Briefly defined, a technical libary is made up of bocks, pamphlets,
treatises, pure and applied sciences, industrial arts, end technology.
Because science and technology are cumulative, the sum of knowledge is based
upon the contribution of many contributors over many yesrs, &nd research
can advance in this age because of the work of others in past ages, As
Coleridge put it, "The dwa—~? sees farther thun the giant } whon he has the
¢1antn' shoulder to mount on." 31

31) Samuel Taylor Goltrtdgﬁ, The Priend, Essay 8
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In the field of chemistry alone, chemical abstracts indexes and abs~
tracts appeor in more than 7,000 jourrols. A hundred years ago there were
goveral chemists, including Remsen, in tre country who who were reputed bo
kezp uo with every erticle published in the world's chomical journsls.
Taday, it has been calculated that if a man were to devote his entire bime
¥> resding chemical literaturs; and were te spend e ht hours = day, five
days a week, fcr an entire year .. at the end of this time, he would be ten
yoars behind schedule, 32 S ‘

A major problem facing industrial rescarch organizations is not whether

- information is avajlable, but where it is, snd how to find it. Because of
the proliferaticn of technolagical research taking place throughout the world,
there arc numerous instances of duplication of ¢ .frrt, Perhape, this is
brought about by luck of good indexes, or frrm the onorous tedium thet re-
searchey assoclate with a search Af the literature in their fields,

.Manenars of industrial research orgenizat’ ons will find that a policy which
provides for & compstert librarian and staff can be invaluable in ausisting
‘re3earchers on obtaining pertinent materials an his research work. It is
tho writer's view that sound menagement policy would require the extensive
purchzse nf books und professional journsls related to the kinds of re=-
search performed. From a pructical point nf view it is necessary to re-
‘gngnize that funds for such materials are limited, and in general, those
materials are expensive. But they perform three exceedingly important ‘

" functions, First, they serve as & reference materizl for researchers and
prcvide new insighis on research. Second, they can be read for information:
by researchers and engineers employed by private or government owned |
companies, And third, not inrreque'ntiy thess materials canssaist in pre=
ventin: the initiation of projects which have been done before, and the ! '

At i A

e

32) Joseph C. Shipman, m;bwmwor_lmniml.lnm:mmm, Pmc'ﬁi-ﬁst '
of the President's Conference on Technical and Nistributinn Researsh. =
For the benefit of Small Business, U,3, Department af Commerce, 1957,
Pe 9% '
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sclutisn published freeing the researcher and the eriginesrs to work cn other
problems,

Befare peering into the peracns interacting in tho industrial rescarch
organization, it is worthwhile to look «t organigatinn itself, Lectusec of
the complexities of rcsearch today, it is common for rescarch 46 b2 agsigned
to teams of rescarchere. it iwy, in fect, be sssigned to wmaony different
teams of researchers befora the research is complcied. vhile by culturel
background some ressarchiers are morz able to work in groups than othere,
and thercfore, more rexdily accopt group activity, It is gafe to say thst
almost all rescarchers despite different cultural vilues seck sora pea-gni-
tion of their individual contribution,

Ae Simon Marcson puts it, "L'hile the laboratory is enpaped in ms'dng
an enrloyee out of a scier ist ...What it is really ccucernsd with ie
motivating his as & scientist towards optinum goal attaimment, The key
to this objective, I would sugrest, is recngaition,* 33

T~ solve the problau involving a lack of recognition for deserving
enployees Danicl Ruman sugrests a work managoment ayster as pert of the
solutinn, He defines work mansgement as nothing more than plenning operet-
donal ob,joctivea , delegation of authority and responsibility for performanowm,

and subsequent informstion feed-back for gontrol. 36 To determine how
succeesful such a progremme of vigorous research might be, let us look at
the characteristic and problems facing mansgers and researchers in spplied
research and developwent,

SR e

33) Simon karcenn, Iha_Prafraaionel Lopmitmanta of
Research Menagement, Volune 4, Number 4, Winter, 1961, p. m
'34) Daniel D, Rmen, Prajact. ianagsrant. Reognisss B4.D Par{ocsans

Journal of the Academy of hamagement, harch, 1964, ppe 810
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In discussing the recearcher-research menszer relationship on basic
rescarch problers, it was mot & fficult to see the advertare of a seniosr
researcher being the manager., The rocvlts of such resaarch are highly un-
predictable, aud planniny and control can only be applied in a very loose
sense, But as we move from basie to applicd research results, and f-=cm v
applied research to develorment,3% the reswlta becove rore predietable and
the planning tighter, And rore emphasis must nccessarily be riven to select
ing a minager who hes administrative abilities,

A fundamental problem facing most industrial research organizations
in under-doveloped coun.rics is lecating and developing capible mancgers of
applied research and developmant activities., In some ways, under-cevzloped
ocountiries can cbtain acientific and technical researchers vith less difficulty,

During the past decade, thousands of studers have been sent from the undcre
devolcped countries of the world for scientifie and technical training to
the leading industrisl ecountries of the world, Boecauss of tne rapid devalop-
ments in science these students have in their specialigzed area most of the ldast
skille and techniques, They have had liitle time to broaden their education &
bucause they have had too many coursus in seience and technology. While it

. 48 trye that many do not “peturn to their countries, a large number do. In
tho years ahead, more studc:its will be sent for training, and more will ree
turn. And because frequently new sciences and technology have obsoleted the
oM or mver existel before, these young ressarchers are able tc assume _
leadership in their areas of interest and ecompetencs, | . 0

35) David Novick tells us, there is & thin dietinction between applied re-
search and development, He notes that in applicd rescarch the knowledge
obtained from basic research is identified with a view to developing new
devices or mothods for spocific potemtial or ap,lication. Jevelopment
results in the establishment of do-ability and the spocial devices or
methods must be brought reasonably close to final application. See
Mek' p! u '
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It is the cometont revcrreh mun er vio is difficult to find, Whut
the younpg resecrcher inevitibly lacks is neo knowledse, tut viscoms  Ard,
in the nain, wioconast be obtudned freaexpericace, end ot fren tie CLas G
rocn, But pencroilr, the pereons wita the wicdun required do not have thae
education and buchsreund to vect tne chillienge of the recearch institate's
probloms for Lhe precc b oud fulure,

ferhaps, tie auswor to o oo problen lies in reguiring all recearch
mantert to linve the sanwe Lackround €ra education as the rescarcierd. with
one extra requireciont - thot mancgers fleo  receive Lraining iy administra=-
tion. lLith suth a plen, vould Leticer reretionshing vo establiched us @ re-
sult of bcltny ornounication¥

This doc: rob ippe&r to pe tne ease .., The sreat similarity between
pescarch &rd developmeat mansgees and cubordinates often results in either,
(1) feirtion bebizen iic rtviger and the researcherj or (%) virtuul leck of
manar:rial conirol of the recearch and developicnt function. 36

To paraphréce lawrence Steirmetz, en intercstin phenomenon otours once
the resvarch manager acswics his poeivion,

Because by the natr: of resezrch, irdustrial rerearchers are corticmuing
their educaticn either forually or through theoir work acuivities. But once
& men is placed as a projcct director, he falls behind since he can no longer
devote full time to research, In brief, he can no longer remain technically
up-to-date, An unfortunale consenuence is fristion butween the manager and
the researcher. If the resesrch manager elcevus to keep up in his field, he
must neglect in some measure his managerial responsibility, Thus, the manager
finds himself either dovoting Little or no tims to the managerisl comtrol of
his organisation, or he must allow himeself to be out-stripped professiomally
by his subordinates,
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The managey finds himacLf confre:t:d with & ¢ilemmu, ™“On the one hand,
he feels Lie is fuced with a loss of vrofcssicaal respect from his sub-
ordinatcasjy cn tie other, he is controontod with the preapect of teing an
tneffective matcoor,® 31 1t is small wonder why peanagers fcel they have
a rost difficult job,

A ratiier cc pletc and co-prehencive paper, which will Le paraphrased
for this repor!, was jrepired b C, i, Cnurehmen and a.H. Schaiablatt on
the rclationship between rarasgers and rescarchers, lhile their 1eport is
based principally on the relatiousnip of managewcnt scientisls and mansgers,
and perhans, should be ircluled not under applied technical 1oiearch but
econonic ~:d busincss managciont, the concsmts described ere highly applica-
ble to applisd research, In fact, as will be scen later when an sralysis is
nds( of economic and busincss research, the Churchuan=Scheinblalt peper is
more relcvant to applied sclonce in under—developed courtries thon it is
to bisiness managenant or ecoromies. Only one word of caution is needed,

" In general techinicel proposals are proucbly more easily accepted by minagers
than adminictruetive proposals, Congsequently, Churchman-Schairblatt wey
present at timee extreme examples of rcesarch-manijement probleis,

This paper brings out four distinct concepts, the sepercte fungtion
poeition, the cormunication position, the persupsion popjtion, and Lhe
el upderstindime rooition. 38

The geparate fution concent coraiderc menagers and researcher &s
sesentially separzble. The task of the scientist is to prepare as couwplete
o plan as possible taking irt~ scoount as many sspects of the problem as
possible, snd conforming to the standerds of scientific research, The

”; ﬁ“t’ P 147
| rqrnrnllor treatment of the
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complete plan is then presented to the mana :er viose responsibility it is to
accept, or rcject wiat iu proposed, In shori, Liie reserircher rust considar
the dstailed operationcl phases of the reseerch he reccmrends, and lay down
the apecific cteps to be teken,

The gcor—rnication cnogept argues for more understanding on the part of
the manz ter for creativg botter lines of eimmuiniccetionaz, But to have tue
mans e~ urderrt.ond the sclenvirt recoires much nmore than having the manager
&ceept the recomrendationss The ganurer must understand what thne scientist
48 trying to do, and why he acts 83 ko does, The problem of carrying out
the solition for this couccopt ie to mike the wsnz, er more of a scientist,

The pr-a - 1»» conc3pt roicons tiat. the rescerehor must learn to under-
stand the manejer sipes the mansger is too busy to understand the escarcher.
4th this knowlodse the research can overcome managerial reeistence to change,
per sz, alter specific managorial attitudes, or jersuade minagers to accert
pecorrsndstions,

Pinally, there 43 the concept of matuel understapding which embraces
the positive aspects of tho previous positions. The mutual understanding
enroept argues that scierce ard managoment cannot be separated., The manager
only understands the researcher by bscoming something of a researcher; the
resed:cher only understands the manazer by bocomirg something of a manager,

The work of Churchman and Schainblatt brouzht out considarable reaction
from persons interested in the subject of resetrcher and managers, As might
have been expected, the two authors in a subsequent article attempted to
@ofine "mutual understandini". HMost of the commentators agreed with the
authors that the concept of mutual understanding was the only plausible one
of the four, Fred lianssnxnn clearly focuses on this point, "although the
euthors of the peper have qualified the meaning of “mutual understanding",
44 still seems hard to see how anybody could seriously advocate arny other of
She four positiors cciuzidered in the paper, In fact, I am convinced that
all suthore that have been quoted in connexion with one or the other position
wuld view that they have said as steps in the direction of mitusl under-
standing as definsd in the present paper. After all, mutual understanding can-
a4 be built in one step., In my opinion, it is not so much which position

ohould be the preferred one as how to get there, If all earlier attempts are
viewed as attempts to move in the direction cf mutual understanding,
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" then I wonder if the present investigation has brought us any closcr to the
goal desired by all,"

In a later article Churchman and Schainblztt made a distinction betwocen
rutual trust, mutual understandinz, and mutual appreciation. Trust, they
assert, implies an assuredness in znother that transcends, waives, or cven
viclatcs the relevant evidence, yet un assurcdness tiat fomms the basis for
some course of action., iutual appreciation only alleviates certain types of
anxieties that sxist in each others minds, Resea.chers and munagers who
merely appreciate each other can hardly be considered to understand ééch other,
They sugnest that understaniingbzgins when the researcher regzrds his own-
day~-to~day decision as manzgerial decisions, and the manager sees how his
d‘vm activities can be construed as a type of inquiry. 40

Lven the definition of "mutual understanding," as previously mentioned,
does not provide & clear cut solution to the communieation barriers brought
aboul by language barriers, valug, and personality conflicts., A quote taken
from & commentary amplifies this point, "This defiaition is not inherently
useful to us because it produces (and is the product of ) circular reasoning.
Since "mtual understanding" is said to exist vwhen an effective output is
obtained, then it cannot be helpful to conclude that "mutual understanding”
is the state required to cbtain an effective output,

The researcher and the manager are treated by this definition as though
they were hidden somewhere within & black box. The relationships (or
oircuitry) that can describe "mutual understandirg" are not delineated, Yet,

39) Fred Hanssmann, Commentery, lianagement Science, Volume 12, number 2,
October, 1965, p. B22 |

h0) Code Churchman and a,H, Schainblatt, On ;%ua; Understanding, :ianagement
- Science, Volume 12, Number 2, October, 1962, pp, bil-pi2 :

"N
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vhat we want to know is how to "wire" the menager and the researcher together
80 that an effective input-output relationsnip is achieved." Ll

Starr gets to the heari of the maltar L1 seeking methods by which a
matual understandirg could be obtained beiween rescarchers, who, as a groap,
think in term of Individual virtues such as, intellipgence, originality, per-
geverence, &nd cueve all; intzllectual honesty in carrying out research, and
managers, vho thint in terms o7 group virtues such as, loyalty to the organi-
gat fon, conferrity, willingrecs to comproudse, and keeping pcople feeling
that they are uselul in working toward important objectives. Certainly, a
step in the right direction towsrds mutuel understending will cccurr when
rescarchers and raragers, alike, recognize that a maceger's job is more
political thun prolassionul. But Lirst it is necessary to deacribe
*political" as used in this context.

In a provocative article titled, Tdt vuilaGutuwT POLITICI.N, Stephen B,
Mileao, Jr, doscribes a manager who is politically oriented as a man who
$csrbifies himself with the organization and subordinates his rwivate perso=-
ntlity to his organization=l perscnality. He poirts out that in the yeura
ahead lsadarship will be devided between (a) the professionals, whose forte
oconsists of ideas, analysis, and protlems-and-answers, in situation where
there i3 wually a right and wrong course; and (b) the politicians/managers
who ssek to build up, maintain, and tend orgenizations which they then w'll re=
presant-', through activitius to which it is eliwst impossible to apply sharp
distinctions of any kind, except possibly butwoen success and failure, h2

'41) hartin K, Starr Copmeatary, Venagement Science, Volume 12, Number 2
" October, 1965, pp. BI0-051 T ’ ’ ’

42) stephen B, rilles, Jr., The hanagemen: Politician, Harvard Business
Review, January-February, s Pe
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The scope of this report dces not rermit further emphasis on the theme,

"mutual understanding", nor will this theme reappear in the next scetion on
economic and btusiness rcsearch, although it doubtless exicts, It should
suffice to say that these disagrcements whetlier between basic rescarchers,
&rplied researchers, or tusiness researchers and managers are known in the
litorature as conflicts in tha information subsystem. & omprehensive study
of them has resulted in the developrent of a centralhyrothesis called the
"goal shering hypot hesis." It is stated as follows: "Cilher thinr: being

eowal, rerceivad dicazreement petween two individuale will incresrs wigh
g__g‘_ferencqg in_als and idth increasing interdependence cf thoir forngl
rolea." b3 Lape interdependsnce is defined by Louis Pondy to mean the
measure of the estent to which e person in one position depends on a
person in another position [or work impetus or decision premises: it ie 'y

‘measure of the inter-connectedneas of the organiution.‘*’*

Tha RO OF MME DIRCTOR

- Until now we have been duling with reseerch managers rather than the
_ head of the industrial resesarch organiszation ~ the director, The time has
now come to consider his role, Although many of the confliocts that teke
place between researchers and research managers are also appliocable to the
director ol the industrial research organization, there are also digiinot
differences, If, as we have mentioned before, the project mamger must
have & political view, the director must have an even greater propensity’
and aptitude in this area, If the industrial research organiszation is te
be successful, t.h,o director must be absolutely dodtcated to ergmisinl

h3) lauh R. Pondy, A Sypbems. anigaticn Q?
22;;:3&@ of Tienagoment , 9%‘7& 1?66,

“) dey, P 249
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and promoting the inctitutions Hiw oun personal pgozla mu-t be subordinated
to organizationnl goaln, ’

. he must recosnize that one of hig uajor activities is co-ordinating
human effort, It is hi~ task to make certaln thst his industrial reserrch
orgrnizutlon recruits the best scientific, tceehnicul, and mase-erial talent
availahlo, s m:-t krow the versoisities of his key people and work tc-
wards briniing acout the "mitval umlerrtanding® discucsed at length in this
report.,

If nanr of the rescerchers are professors :({i'iliated vith universities
in the couitry, s is olten the case in under-3eviloned countries, he must
don his poiitical hat and wrintain good relaticas w'th university prenidents
‘and other mcac: -tn offiedsle, At the Lutsrnationsl level he must insure
that lisison with foreign perscanel and foreign industrial rescarch orgrni-
saticns is mintainod so that valurble information end accistance can be
ohtatued for his staff,

The pathse of &u .hority pass from the director, who deterrdnes in large
mersure folicy, to che research managers, w10 are respansidble for the perfore
sance of poidey, to the reccarchor, who carries out the research. A5

Jy teing, therefore, in the best position to know the total nature
and structure of autiiorily of the organisation, the director can meke
derinions that are consisient with the organisation's objectivaes,

The direstor must mke sure that his arganization is formalised and
boundariss exist for the roles of all of his employeas, Elliot Jacouse and
Wilford brown in their Glacier Studies emphasise this point, "One of the
ﬁw that w emerged from our ruurch project is such a mode of doscrip=-
Sion, Ye mve oburwd that the ecoupmt. of any role hu to carry out

ts) !hh Approach to mths of awthority is mlopus te awlamtm
ded by sdwin Haskell Sehell, The ischinicuss
York, ricOraw=liill Book Company, 6tt ait en, " p.




certuin prescribed tasts and mst use his judgement within boundaries set by
policies to make specific types of decisions. ‘hatever the level or nature
of work carried out by people, it involwas the use of personal judgement ...
Just as people in our society need and bring into existence institutions

and laws, so the needs of the individual in industry reouire the institutions
1 have listed above. In the absence of & clearly structured system of roles
and definition of the work allocated to each of them, there is tco little
oreative fresdom for the individual because he works within a halo of uncer-
tainty," L6

It is ebosultely nocessary that the director give the utmost attention to
research progrurmes in order to enhance research effectliverese. The liter-
sture on resesrch and developmen: organizations makes it clear ths reasons
for high moitality in reseerch and development work., Few projects fail
because of technical reasons., By and large, the technical ability of R & D
persoinel. is excellent. lost research projects fail because the project
soncept was wrong in the first place. For example, the project did not .
fall withih company fields of interest, the timing was bad, or people did not
want to buy the resulting produd'.. In nost cases, these bad research invest-
ments spring from faulty project selection. 47 .

he director must encourage his managers and researchers to ask many
questions at the outset of a project on srplied research. To list & few:
(1) What is the purpose? (2) hat information is needed? (3) How much will
4t cost (?) what is the possibility of success? is \illiam F, May tells it,

4b) Wilfred Brown, A gritioue of Some Current as A ani
California xmx,mgemen Heviow, E 63, olume s Po ’
A7) C. i.d1son Randle, Selgcting the ites Program: A _Top Hiragers v
%ﬂgg, California mnagement deview, uinter, 1960, Volume 2, '
) Pe 11
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"There is no more importent function than the suppression of proposals for
unneeded action," 48

Finally, the director must have the wisdom to understard that the very
purpose of his orgenization is to oring s&bout change. Thes2 changes may be
in productz, processes, or in solutions to menccement end economie problems,
The plans of the rescarchers 111 always be open to question such as, 18 the
research too costly, is the metnodology fully understood, has the research
been tried and failed elsewhere, «nd doubtless, disagreement will exist
between research manegers ard resesychers,

In the final anclysis the director is responsible for establishing or
improving the operatirgsystems of his organization. This task is extremely
delicete, since for existing orgenizationa it must cut across established
organizational functions, It is readily discernible that to be a developer
of a tystem, or an implementsr recuires a creative, analyticel percon which

 are essential characteristics of the efficient director. By the same token,
he must understand clearly the informal systems of personal networks aid
group pressures that exist side by side with formal systems,

| If there is too much disagreement, research projects may never be
initisted, And yet on the other hand, too much harmony of thought can lead
to intellectual sterility. It will be the director's role to know that
level of disagreament that is healthy for the organization, and that level
which can result in seriously damaging the organization's effectiveness,

80 much for applied research, development and testing on products and

. processes, ‘e now must vass on to research in economics and business,

L

48) Villiem F. iiay, Begsearch into Research, Michigan Business Heview,
darch, 1945, p. 3 | . | .

'
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PART IV - RESEARC! T ColtIC sub BUSIIInT wad.G bl

Let us begin this section Ly uaking a distinction between eccnomic end
business management research, e will simply stete that economic research will
deal with problems ralated Lo the national economy (Volkswirtascheit), and
' businress management with problems related to responsible managers of businecs
firms and the busiress econony (Betciebswirtschaft), These two types of »
research can be joined tozether in one research orgenization, or they anay
function as separate organizations. For purpoaes of this repost the two
activities will be treated together, Bechuse the writer's training and expe<' ®
rience are in business maragement research, most of the materials in this
section will focus on business management., when there are significant
differences between the activities of economic and business reseacchers,
the writer will mention these differences.

b is m’. to say that oconomic and business management research
orcanizations will perfom one or mors of the following activities depending,
in part, whether the organigzation is government spensored, university
sponsored, or privately owned,

I. Research and Surveys
Il. Business Consultation
III, Training and lectures
IV, Top Mansgement Seminars ,, |

¥, Publication of Books, Periodicalsand Pamphlets . o

These activities will be reviewed in an efford to exanine presemt
procedures, and to seek effective guide lines and managemert policies.

Research by industrial research organisstions should perform twe ime
portant functions, First and foremest, it must be uwseful to business
managers, Second, it must be uced as & training device for businessmen and
students. While in developed countries business research may have appli-
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cations for the distant future, it chould b: enphasized thet with few ex-
ceptions research in developiing countrles should have mere lircediate ap-
plications, primarily because most compenices ere small and do not have fudds
for long renge resecirch, busir:ss executives are oriented to the short run and
must see short run vesults bofore they will place nueh faith in 12wcarch,

In has been allvded to in e previsus section and is worth repeatirg
here, It would be a oruciel mistake, if researchers atteupted Lo appiy many
of the research tools and technioues which have been applied in highly devel-
oped countries, These tools trd techpioues,cendisting ¢fi computersy nabhoradic

techniquen and special terms and phrasec.or .cs N .

' ure olten too erpensive cra esoteric for application to mocst of the
problems buzinessmren face 'n under-developed countriss, The problems in-
volved in operating large refiraries and jertiliszer plante and problems
related to econcmic plannirg are noteable exceptioas,

Evun in the (nited Stetes many of the quantitative business managersnt
- bedhi.iques are not used because of difficul.ies in the languege as mentioncd
by Profcssor Modeughton of the Universily of California. He stated, "One reason
busincesmen do nut epply the sciertific approach to the management of
people more then they do oan be atiributed to their inebility to understand
the ecientific jargon, To the busines:men, tioe researcher speaks an alisn
tongue. ‘S0, even if & mamgor were sympathetic with the work being cune by
social scientists and succeeded in finding the reports of thei, investiga-
tions, he rrobadly would quickly becons dizillusioned. This i3 true bectuse
lt the passion of scleatists to impress their colleazues, and their indif-
ference with respect to the use made of their research, This oriticism ie
ehiefly leveled at the "pure" scientists although the "applied" sclantists
are far from being blameless," 49 |

Apuliention of tip S ooroach in the =
), hohdery g‘rﬁgommt rocsedings of the Annusl i

50013 D.Gm!' 29’ 1959’ Po 89
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Researchers must becrme fomiliar with the kinds of problems mamagers
are facing, and tiren attemt to find what tools tney have at their dicposal
that can be applied to these problens, Too often,the rescarcher will
attempt to use techniques that he has learned; often in foreign universities,
but which are not appliczble in solving the problem, What is needed is for
the research to be problen rcther than technique oriented,

Researchers should have the ability to adapt and cimplyfy many of {heir
management techniques and coicerts in order that they can help manzgers of
companies in their countries make decisions in & menncr that is effective and
efficient at a minimum of expense. In doing research, of courze, they can
apply such methodologies as, ctatistics, work studies, general and cost
accounting,market ptaéardhi-etc. butrthesé techniquea must ihevitablyhbe simpli
gigg cﬁn accordance viith the data available and the funds available for the re-

A.J, Gressman presents a pirovocative, yet & stimulsting approach to

~the activities that a resesrcher needs to perform to be successful, "In
the 'aearch' the researcher must seek ocut the evidunce ..the'facts! For
exanple, the economist must be aware . of economic laws, the assumptions upon
vhich they are based, the conditions umder which they are applicable, ets,

A M SR A T E L B M ah e o i e 1088t the re=

fc L\agimﬁon and ngfbht to izmerse himself with sympathy,empathy and
oeuplssion in the problem that he is addressing. Finally, in the "evalus-
tions', he must use his philosoply, his metaphysics and his ethics to bring
the problem into focus,, to relate the problem to the larger system that he
has sccepted as his desire as to what 'reality' ought to be. He must do
this if he is to resolve the problem justly and oquit;bl.v.

®If the researcher is successful in balacing the three aspects, hre
sttains the sense of the whole that appears to be essential to doing truly
effective work, If he subordinates the 'search' to 'creation' and
tevalustion', he becomes the dilettante whose creditability is subject at
least to question. If he accentuates the 'search', emphasising !'facts'
without proper context or value, he becames the technician, so characteristie

A v i
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of our unlearned tocicty, vho does not lead. Tnis is the techniclian who may
be replaced by a cevice as a metter of efficiency. It is unlikely that the
researcher will e outstnnding ia the three asprcts of his work. Put ke
must strive at the minimwa to balcnce them." 50 '

It is tne vriter's Lolief that types of research umder-ceveloped
countries should conduct becoues more dlscernible, when a brief anslyeis s
is made of the different stages neragerent rcseerch has undergone in the
United States. The first stage was an attempt to describe the kinds of
activities taking placo in businass organizations. Thz sacond stage vas
through empirical methodology to isolate problems of companies and incustries
by means of business cases, ond then to &nalyse these cases. At present,
emphasis is being placed on establishing, tirough mathematics and computsrs,
decision rules and principles, Although quantitative tecnaiques coupled
with tieo use of computers can have only limited application in developing
countries, making contacts with industry end goverrment by conducting
surveys, obaerving and discussing business problems of managers, and
writing case studies provides the researchers with solid material to work
with, And it is essentizl that researchers obtain basic data and inform-
ation before any kind of analysis can be made.

Ressarchers in business and econonics must first begin a research
projcct'by scanning the literature on the subject, and gleaning frém it
materials which are pertinent to the subject, It is a common fault in
under-developed countries to lack proper indexes on materials written in
business and economios. For example, this writer noted several years ago
that i the Republic of South Korea there were numerous industrial research
organisations carrying out business and economic research. Yet, it was
startling to learn that no annoteted bibliographies or index had been
compiled, and few attempts were made by the research organisetions to leern
vhat types of research thalr competitors were doing. Consequently, resesrch
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tended to be non camuletive, At the behest of the author an anr.otated bi-

bliogrzphy was published and distributed to research organizations and

wniversities throvoiout the country. It is interesting to ncte that many

of the rescarchers in business and economics considevea an arnotated bi-

bliography = index &s baing ron-scholerly. thile there is sorc substanre

to this view, the fact rem.ins that the avedlability of amnotatud biblio-

granhing and indexes enhances significently the potential for & researcher ?

to do credi:eble recearch,
Althovgh a variety of rescarch methodology can be effectively &pplied

in tha vnder—developcd courtries, in my vicw, wiat is neededi most is basic
empirical 1ield research, Tnere are, doubtless, good reasons why most
indussrial research organizations have not carried out exteneively this
type of research, Many lack the proper education and truining. Many times,

the roizs ard values of the ccuntry prevert asking questions which might

prove crharascing to the busircssman, In addition, businessmen are not

willing t- croperats fully with the researcher.
T, Lae ioen the writer's observation that industrial research organi-

gations are 3bls to get mcre cooperaticn when working with the largest compandies
é‘r:-g;jwfbcgﬁ Yy OTC peyornnent: companies-.and ageneies.The researchaers-2re intro-
0n v TN wesgotlen
J:,n aseistance in defining the problem, gathering date,interview

quiel., cand gav
ing &d’ c:id.ving employess and managers. This empirical based type of research

applies (ithor to & single problem area, or large comparies and inst-itutions,

* Kuwother typical type of empirical research that seems to be accomplished
with vessosahle efficiency 48 ti» compllation of descriptive statistics.
Svch information would include, the nuuber of companics in a eountry in
differont industries, or the mumber of companies employing less than one
hundrcd employees. One industrial research organization, with which the
witer has been closely associated, conducted suca surveys as, (1) & survey of

5 * parphpisente; in teshofegl . training abroad programes, (2) a survey of
. o -~ .+ foreign aid projects, (3) a survey of technical manpower resources,

Sl ;
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and (L) & small and mediun business index, These surveys required the
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erployment of ten profersors, vlio served as the designers and suporvicors
of the researchm, and &;nroximately three hund-ed stucenuva, vho went out
into industry end mnducted tle surveys. It snoild be pointed oub in thls
situation that the reseirch desirn &nd methodoloyy voed vrurs ingsed on
eimilar desions used in tihe mora developed ccuntries of tle worid, but
adepted to the unique liinds of problems involved in conducting this cype of
rescarch in rica, Ter exsmple, wo.2n were not used as incerviewers because
this is against the rorme of the pecple in the country, Aloo, sone con-
cepts and rrocedures hcd Lo be revised, Yet tie researchers and the inter-~
viewers gaincd experlencs ind confide ice as & result of these research
projects, and thcir work wes higily satisfoctory.,

Over the past six yesrs this writer h2s been engrged in the develop=
mort of business case stucies in the republic of Horea in an effort to
proicte & better understuiding of the kinds of problens Kcican businessmen
face, :nd add tale inforzation to the body of business management theory.

A bneiness case may be cerined as a collection of facts and opinions about -
an issus or issues requiring & decisfion, Frow the definition it can be
eeon that a crse only praacnte facts and opinicus, and not an anilysis.

. The researchers, therefors, go out into industry and obtain relevant facts
and opinions revolving arcund manszewent decisions. In a sonse, this
sctivity is analogous to a motion picture, and the case writer plays the
role of the motion picture camsreman. These cuses provide the researchee
with the materials to make an anilysis of epscific problems in & company,

or on crucial problems facing cozpaniesc in e industry, The case or cases
slong with the analysis constitute, in my view, an effective method of
business manazement researche It has besn the writer's good fortune to
observe the use of case studies in Japan, Korea, and Peru. They have proven
to be offective tools for samegewment. research, and their use 1is strongly
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Until now this section has centered on preparation for and methods
of doing research, But nothirz has been said ahout significant subject areas,
While many subject areus could be eaumerated, the writer hLas clected to con-
centrate on one, marketing resesrch, vhich until recert years nes been given
little considzration in developing countries,

Most developing countries nave been pwduction rether than marketing
orierted. For ile most part, they have baeen able to sell internelly most cf
the goods they produce rizerdless of quality, Times have changed, At precent,
there is a greater demard for betier products within the country, and for
manufacturers to export nore produsts cborad. These pressures require more
emphasis cn nerketing resesrch,

Astiie rosearcn orgunizations are performing merketing ressarch on
behalf of individual companies, groups of companies, &nd government agencies,
They s«¢k to provide information for decision m2kers in local or internztional
markels on such questions as : Who are the customers? What is their dispo-
sable iicorme? ihere do they live? Who mekes the buying decicions? What are
their buying habits? ‘iho are our competitors, what ere their strong and weak
polnts? Granled, many marleting problems are inter-related to other facets

- of busiress, It is essertial that researchers and research managers recogriize

this point in order tha the most valid information possible can be given
to cliarts,

What kind of policy is meaningful to researchers carrying on merketing
researci? There is no set policy, but this writer belisves using the
adpinistrative wocess might prove to be singularly effective,

This process requires thal the researcher particdipate in the formulation
of problems, as well as contribute to the action that leads to a solution.
The interaction of researchers and clients in the administration proocess
eonsiets (of (1) setting objectives; (2) developing the plans to achieve
these objectives; (3) organizing to put these plans into action; and (4)
controlling and reappreising the program that has been carried out, in order
to determine whether or not the objectives, the plans, and the organization




arc functioning properly. 51

No attempt will be made to discuss tlils process in more depth. The
steps 68 enumerated provide, if not guiderce for policy formation, at least
& point of view worthy of more consideratioa and coribemplation, '

L ~BUSINASE COLITITITION

.l‘
-
s

- It is not umusvel for iadvutrial research organizetions enpaged in
busiress menagemnt to initiate their operations through business consulta-
tion rather than busincss research. Such was the case of the Business

. Mansgem nt Research Carter of lorea University wlich was stached late in

- 1958 by twc Kcresn professors and an Armerican professor vho served as an
cdvisor. Togcther, they trained at the outset a staff of aight. Their first
mjor project came in 1960. It was a contract stipulating thet the Research

. Center would provide conesultation pertaiaing to the administration of cne
of the leading denks in Seoul, The expericice and reputation geined from
thie project resulted in the Business Managensnt Resesrch Contor receiving -

., coriracis for consultation from other baiks throughout the country, About

~ the same time s the Korsa Productivity Center, & quasi-government organization,
also began doing consultation work, This orgunization, as was the experisnce
of the Business Menagement Center, initially met resictance because business-
men were reluctant to pess on busiiess secrets to outsiders, Also, they
wers tf;'aid that disclosing business secrets would result in heavier texation,
84nce thoso beginning yesrs much of the resistance to business consultation
has sbated, and both organizutions huve imrease thedr work in business eon-
sultat ion, - Once & research centre beoome engaged in conmlting work the
research director will be required to nt.blo the questiom How much of the

. RN

»

51) Harper W, Boyd, Jr, and Stuart Henderson Britt, &alcm_tmag%g »
e curnal

azﬁ‘h_t&mc s.f.f..wm_s_im.i.b" J ) M&z&&w,
ceting Research, .9-55, p. 13 .
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researchers' time snhould be allocated to co.sultation, and how much to re-
search?

It seems, as a general rule, that business management resesrch organiza.
tions attached to universities might be advised to hold consultation to a
minimum, although more latitude would be given for individual prefessors.
Korea University has followed this policy by placing greater emphasis in
recent years on research., 0On the otier hard, government subsidized research
organizations or privately owned research organizations would be expected
to do most of the consultation work. The reasons for such policies are:

(1) Consul:ation often rezuires that the finished report be kept confidential
which 18 conbrary to the role of the university. (2) Consulting work usual—
ly entails working with one comgany, while the univeriity is required to
serve a broader segucnt of the economy. (3) Ifrofessbrs will often lack the
kind of methodology and full understanding of practical skills and experience
censultation requires. Yet, before quitting this subject the expericnce of
Korea Univeriity reveals that for sume university affiliated research orga-
nizations, cousvltation may serve a useful function, although it doss present
a major risk during the early years of a research organisation,

TRAINING AND LECTURES

It is safe to say that one of the rost active programmes of govermént
sponsorec business management and econonic research organizations is ths
training and lecturing of technicians, enginecrs, and managers, Courses,
lasting anywhere from one or two nights (lectures) or to several months
(training), ere held to mee:r professignal needs of the participants, Dr,
Mostafa Hamdy has done extensive work in this area, and the writer concurs
wvith many of Dr, Hamdy's suggestions, Certainly, adequate and effective
trainirg materials are a necessity. And in designing programmes it is im-
perative that decisions to select, (1) eppropriste subjects and materials
to mest participant needs, (2) training methods that best emphasise the
subject matter, (3) the most competent instructars possible, (4) the proper

i e . T P e i e . T e, o e g g JT R
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sequence of programes, and tims allocoted for them. Since it is the
function of the resesrch organizziion to cnhance business manazement train-
ing, it follows that the overell treining progranme should repre3ent ‘e
balance of technolozical, econo.iic, behaviersl, and political faciors.” 52

In August 1963, an a:ticle in MANAGEMEUT & PROIJCIIVITY dezlt with the
problems of teaching managemont in uncer-developed ccuntries, Based on ten
years exporiance of the Interrationtl iabour Organization (ILO) in countries
in various stages of developmecal throughout the world, the problem of major
concern was: how to insure tist what _hod hecn tausht in traindng peogrammes,

geminars, end coxlersnseg veuld be effestivoly intreduced into znd _practiced

in industiv, end used effectively as port of the norm.l ransgement rractice
of the enterprine cossernad,

The article discussed four main sets of obstacles, They are listed as
!6116'49: (1) Obstacles due to conditions in the country or industry per-
mé:imtly or temporarily outside the control of the manazements concerned,
(2) The attitudes of top managements. (3) The attitudes of the couras par-
ticipants themselves, whether or'rot they have the ultimate power of decision,
~ (4) Insffective transmission of knowledge. 53 In visw of the magnitude of
this problum, it behooves managers of industriai research organizations to
amalyze éhose obstacles cited, and to find ways of reducing them.

It is appropriste to point out, however, that still another obstacle
sxiots, In analywing related problems that ocourred st Genpral Motors
Corporation during the mid 30's, John A, Beckett suggests, "The main reason

L

52) Mostafa Hamdy, A Tentative Note og' Training Maragement Personnel
Industrial Rosearcn Ocpanizations in Doveloping Couptries. 1966

- 53) zement Newly Industrialisips Countries, hanagenment &
ductivity, m.rnatig;nluﬁb—&r Organizetion, August, 1963, ppe 1=5
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why progress did not rore along very fast vwes the foct that cleaning it up
wennt, establishing improved opereting systews, and these inevitably cut a~
cross establiched organizational lincs." oh ‘

‘This cogent observation stresses the importance of perhaps & new por-
spective in solving operabional problems . With or without the use of cun=
puters, the rystems approach to viewirg a problem in manzgerent training has
meaning and importance. Tt will oconpy & greater role in the future,

- TOP_MANAGYMI''? SEMINARS

At the ocutset it is essential to define & top manager, As used in this
.report, a top merager will mean the president of a sméll or medium sized
company, on¢ employing less than five hundred persons, or a presldent or an
executive vice-president of a lerge corporation, In many developing countries
opmpanies, if not cwned by the ctate, are generally small and family owned.
- 'In general, there is little dolegation of suthority, The position of the
top menager is freouently highly authoritative, Consequently, any chaige that .
1/5 sought in his company must with few exceptions bs initisted by him, He
/-" 1s without dcubt, the most important agent of change, or reaction to change
in his compuny. Becauss of the position of pover the top manager holids, well
planncd ‘ax.ad well executed conlerences held exclusively for top managers have
the poteatial to bring about impressive changes. If the top manager is
pleased with a confercnce, he is more susceptible to learning in grecter
detail new methods and techninues of management. He may, and often doas, send
sAny of his subordinates for training., Industrial research organisations, '
therefore, have the task before them of establishing a policy that will
induce top managers to attend top menagement seminars, to motivate them while
they are there, and to assist them in making changes when change is necessary,

54) John A, Beckett, Motivetion end ng&#ﬂm - it |
Industrial Hu‘gmnt. » University of New Hampshire, November, s P10
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The ain of a top nznagement seminar is to equip each top manager to dn
a better job in making dec'sions, and to prepare him 10 be able to male
better decisions in the futire, To this ond, top menagcment prograumes re-
volve around the decisicn making function regardin policy, organizing, di-
recting, co-ordinating, end controlling.

To illustrcte a peint, Washinton University of St. Louis assisted Korean
univorsities and povernment ministrles in holding that country's first top
manegement semirer, In e roport cn the conference the tiashiﬁgton University
project coordinator wrote, "The genersl ciscussions within the functional
areas of busirnss administration were followed by more spscific discussions
of special problans and by business cases. The use of the case method was
an important aspect of the Prograrma, The case method has proved itself a
valuable tool in developing problem solving techniques, The business cer.ses
used were developed from actval business situations, The participants
asnlysed the situation and daeveloped solutions for the problem or problems
javolvcd, There wes then group consideration of the analysis of the various
factors in the perticular situation and consideration by the group of various
possidle solutions,

o Whether or not there wes egreement on & solution was relatively un-
mnvr& since there vas often more then one adequate solution to & busi-
ness problem, and the important aspect of the case method is found in the
depth of the analysis of the functional factors invelved,

Since the Programme was designed as a participation-type program
centering around discussions and case presentations, its success depended
heavily upon the qualificaticas and backgrounds of the participants. The
interchangs of ideas gnd information among the participant was, as intended,
an importent part of the Frogramue," 55 |

G T

55) W Progress February 1, 195% 1, 1958
ngton University ?ro,ject ‘orea, United 3tates Im«muomi
Uoonomtion Administration
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The primary responsibility for the preirémne rested with the American
university. It is interesting to note thut conlerenccs nave contimund, and
last year required no outside assistance fron foreign edvisors,

It has been the weiter's observatioas over the past seven years in ork-
ing in top mamagenont confercnceo trat certain fundamertal poliecics mst be
followed by the resecrch orgaxlizatian. They are!

(1) That only top ranszors, as cefined, be invited, end thera should be,

po _exceptjons.
The reason for this policy is that top mansgers want to be with persons

of the same status and rank. In case discussions, for esample, and in raising
questions, they do not wish to be erbarrazsed by persons in lower positions
in menagement, Also, it is healthy for thea to interact outside of clase
with men of the oame position having comparable problems, To insure the
proper executives attend close co-ordination may be neceasary with the govern-
ment and the businees community.
(2) WMW‘&&MW

SYsrege shout one week, ,
| If this rule is not followed, it will be difficult to keep top managers
st & conferenice, Their work will demand that they return to thedr companies,
There »¢ catcoptim to this 1ule, ‘

soiaion meking poligien

kt t.hc cnd of tha coﬁ‘mn« t.hoy eheuld soe how materisls presented
fir in with the totcl operation of their compsny, Individual lecturers can
soncentrate on special techniques, but again the lecturer must be eble to
show the relationship of thosmuthcwmllmmortho
oonpany.

l’lh uausm t,!m t-hq hckup%bw and svay from outeide wlmu,
nmummmwmmwmmmm,atmw
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diversilied activities, Norirally, such conferences are held in spas &nd re-
sorts 8o thut the executive will not be guing buck and forth te worl, or
receiving telephoue cells on busineas provlems, The purpose of tae conference
is tc allow them reflection and indcetrination to new concepts, |

There ere mary more policics that could be mentioned, but those listed
cover the essenticl nuirts, Tha time has come to leuve this subject, but
before doing so it s necescary to rcitercte the concept that unless the tob
mansger accopts change, it will be cifficult for his subordinstes to bring
it about, He is tho prime target for any research orzanizaticn interested
in furthering manegament development,

RIBLICATTON OF_BOOK3, PERIODISALS, AND [ PHLETS

Nsedless to say afier & business nanagement and economic research orga-
nisation has conducted one or more of the following activities: concultations,
resecrch, lectures, truining prograrmes, and top management programmes,
puvblications such 83, books, periodicals, and pemphlets are to be encoureged.,
The basic reason for such & policy is eimply that these publications make
the results of consultation, research, etc, available to many., The question
of pclicy, therefore, is not, should the research organization publish, but
what e oulc it publish, and how much?

This question must be settled, the writer believes, on pragmtio grounds,
Thet is, it depends on how much money the organization has for publishing,
the prospects of selling the publication, the amount of msterial that has
general interest and yet is not confidential, &nd the staff and facilities
svailable for publishing, The director of the organization and his staff
sust corsider these questions and seck a solution that best serves the orga-
nisation's neseds and objectives. |

PART V -  QENERAL OBSERVATIONS AND CONCLUSIONS

This study has been concerned with management problems in industrial re-
search organizations in developing countries, The challenges that confront
these organizations along ths btroad frontiers of science, technology, and
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management rust bs enswered with sound manegement policies and capable
administration,

It 18 an ave-inspiring task thei executives of these orgzanizetions are
required to face, They 1rust be prime movers in develnping rapidly many new
technologies and methodologies in their countries. 4nd at the secme tive, .
they cannot ignore thinking ebout conditions in the future Lo guide then in
their long rangze planning. Upon the soundness of policies generated today g
will depend, in large meusure, the future of the organization, companies af-
filiated with the organization, and the nation itself, _

The writer is convinced that the mznagement prohlems in industrial re-
search orgznizations can be brought progrezsively civeer to a solution if
conscientious research is applied to research orzganigzations themselves.

These organizations are analogous to a msdical doctor who spends so much time
attenpting to cure the ills of others, he neglects his own health., This
reporv, which by design is brotd in scope, should afford researchers the op-
portunity to pick cut one area and explore it in depth.‘ Doubtless, une im-
portant function of this rarticular report has been an attempt to point out
and define major problem areas, The bibliugraphy provides background mate-
rials for a fuller understanding of the subjecth.

It -scarcely needs stotements that conclusions and recommendatiorie beare
ing on specific activities have been presented in the body of this report,
Also, several of the more salient poirts have been enumerated in the abstract,
They serve as guides to managemsnt action, but in themselves cannot bring
‘sbout striking results., In the final analysis, only the motivation, intel. |
ligence, dedication, and far sightedness of researchers and managern employed ’ ]
by the industrial research organization can bring about the desired cbjectives,
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