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Introduction

1. The developing countries for the Second Development
Decade have established an annual growth target for in-
dustry of eight percent. A few countries are already ex-

ceeding this rate; most, however, are not.

2.  The desired rate of growth will be achieved most easily
in thoese countries which can best plan, programme and imple-
ment the vast multitude of individual projects which comprise
"industrial development"., Unfortunately, no single aotion
within the power of Governments appears to hold the key to
aocelerated industrial growth. Instead a wide spectrum of
activities comprisinc a '"system'" must be carried out more

or less simultaneously. It is possible, however, that one
activity - public industrial administration - has been given
less attention than may be desirable The need for inoreased
attention to this activity is supported by the following two
conclusions rapidly rmining acceptance among development

administrators:

(a) In many countries more attention has been given to
the planning of development than to the implemen—
tation of the projects comprising the plan,

(b) Similarly in many countries more attention has been
given to the acquisition, discovery, or mobilization
of physical resources than to the development of the
skills and motivations required of key individuals to
invest effectively the phyeical resources available.

LR If the above conclusions are correct then industrial ad-
ministration could be a priority area of concern for which
emergency measures by the industrializing countries would be
justified.

Public Adminietration in General

4. The Public Administration Division of the United Nations
has assisted in establishing or strengthening a number of na-
tional training institutes. Increasing need has been felt by
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these institutes for providing training programmes for de-
velopment of officials holdin: posts at the senior levels.
This was reinforced by the report of the Meeting of Experts
on United Nations Prcgrammes in Public Administration, con-
vened in January 1967 It was recommended that the United
Nations should set a high priecrity to initiating and

supporting development progranmes for senior administrators

5 At the United Nations International Seminar on the De=~
velopment of Senior Administrators in the Public Services
of Developing Countries, held in Geneva, in August 1968,

further recommendations were made, including:

- The role of the secnior administrator in the govern-
ment service including public corporations should
be more precisely defined; clarifiec. and strengthened

in all developing countries;

- National policy makers should strive for a more pro-
found appreciation of the principal motivation
factors soverning the work performance of senior ade
ministrators and provide increased recognition of

their contribution to national roals;

- A valid assessment muet be made in each developing

country of the precise range of development needs
of the senior administratorss; and

- Investment y developireg countries in the dynamic
growth of the capability of seaior administrators
should be considered ag a major asset which in come
parison to other development investments is, in

financial terms, relatively small.

6  From time to time governments launoh programmes for ad-

ministrative improvements. These often take the form of ex~

posing administrators - most fenerally officials at the

middle management levels - ts "organization and management"

concepts and techniques. Such s programme has a place, no

doubt. But what scems needed, mopre urgently, is a programme

to invelve men at ihe highest level - men in key positions

for decision~makine and for co-ordination.
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Industrial Administration

7. The requirements for effective industrial administration
differ from those of public administration ir general as in-
dustry differs from the other development sectors. Some of
the differences include:

8 Nature of decision making Manufaoturing industry has
to operate on a much shorter operational cycle than do other
seotors. The development of a new forest oan have a oycle

of decades; of public health or of eduoation programmes a
cyole of yearsj but for industry;to meet ever-changing
domestio and foreign market requirements, the cycle may be
a matter of months., Thus fewer delays in decision making by
industrial administrators can be tolerated for effeotive in-
dustrial development,

9  Technclogioal diversity. The variety of products to be
manufactured and processes tc be sstablished make the tech-
nologies to be oonsidered for the industrial sector far more
numerous than for other sectors. A high level of skill is
required to transfer, adapt, or develop appropriate teoh-

nologies for industry.

10. Complexity of industrial organizations Industry is

varied not only in the types of teohnologies employed but
in the variety of organigation patterns found. Individual
units will vary from those'employing 10,000 cr more down
tu ten or less workers. Orgenisations will inolude the
speotrun from wholly public enterprises to wholly owned
foreign subaidialries and every oombination between the two
extremes. The oomplexity of decision making which must
"gtimulate” individual initiative as well as to "direot"
publio initiative is inoreased.

11. Many governments experienced difficulties in estab-
lishing systems of industrial administration which effective~
ly meet the requirements of accelerated industrial growth.
Certain of the probieu enoountered and solutions recom-
pended were disoussed at the Athens Symposium of 1969 ("Re-
port of the Internationzl Symposium on Industrial Develop-
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ment" ., Athens, 1967, published by the United Nations in
1369

12 The "industrial administration" complex of a country
may include a central ministry of induetry with provincial
ministries or branch offices. Also included arc the various
agencies, institutions and orgmnizations which provide
finance and a variety of scrvices to manufacturing in-
dustry . The koy decision nakers in this "complex" would
include the higher officials of central and provincial
government offices; the administrators of agencies, for
example, export promotion; of institutions, for example,
finance and research; of organizations, for example, chambers
of commercc In addition one might include the key decision
makers in the larger manufacturing enterprises who influence
development boyond the immediate scope of the enterprisec.
Many of these maAnagcrs may also be members of public boards
of orpanizations related to industrial development, or the
potential recruits for positions as senior administrators

in the Government

13 One can only conjecture in the most crude fashion the
total number of these key decision makers in a developing
country A most tentative ostinate might be given by the
range 5/20 such individualg per million total population,
depending upon the level of industrial development and the
degree of centralization.

Factors Influencing the Effcctivencss of Industrial
Administration

14. The availability of high-levcl skills is one of the
factors influencing the effectiveness of industrial ad-
ministration and for whigh the Joint NMeeting will want to

give particular attention. A sampling of "gkiliv problems
is a8 follows:

- absence of knowledze and experience among the
senior administrators of modern techniques for
decision making and problem solving, for example,
inadequate use of management information systems;
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- inadequate developed leadership skills of individuals
in key administrative positions;

- motivations more in tune with law and order adminis-
tration than with development administration;

- inadequate skill and experience when negotiating for
external resources, for example, industrial lioences,
joint ventures, or ocredits for public or private
enterprises;

- inabilify to establish procedures for identifying

~and employing the most appropriate industrial techno-
logies available with respect to the economio and
social oonditions of the oountry.

15 All of the above have in common both the availability of
a partioular technical skill plus the ability to malke the
proper decision based upon the teohnioal skills and infor-
mation available. (The need for improving deoision msking |
for industrial development is by no means limited to the
industrialising countries. Many of the industrial ocoun-

tries are presently expanding or esiablishing institutions

to improve the skills of key industrial development de-
oision makers)

16. Other factors also influence the offeotivencss of in-
dustrial administration For examples

- inadequacies in the administrative mechanism (or-
ganisational set-up and practices) for the ims-
plementation of industrial pim.

17. It is also poesible that less than effeotive industrial
administration may bo the consequence of a oombination of
other tangible faotors beyond the range and oapsoity of
training programmes and/or oonsultanoy services to correct
signifiocantly enough to make an impact. For example:

- how oonscious are Qovernments - particularly poli-
tioians - of the gap betwcen plans they make and
the end-results actually obtained?

- how strongly do suoh individuals believe that some
part of this gap oould arise due to inadequate
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knowledge of modern management techniques and leador-
ship skille;

- would they be convinced that these deficiencies could
be corrected by training?

18  From the above onc is forced to the conclusion that it
is a gross over-simplification to state that the £aps or
deficiencies betwcen planning and implemcntation of in-
dustrial programmcs rosult wholly from nn ahscnce of modern
management techniques, leadership skills, or a not mo
efficiont orpanization. Thus one can anticipate a questioning
attitude when suggesting to Governments that a new proposed
Centre for developing a higher level of administrative skills
will benefit industrialization.

19.  One further group >f factors influcnocing industrial ad-
ministration may be beyond the power of many Governments,
et least in the chort term, to modify For oxauples

- sooial, coonomic and political problems which force
decisions on administratérs from which industriali-
zation may suffer

20 The diffioultics and dclays that ape encountered when
implementing industrialization programmes must be put in
the context of the overvhelming and often rcally titanio
soale of the tasks which administrators have to fage, In
rany istances, to achieve civic order 2nd legnl govern-
ment is in itself & formidablc task and achievement. To
administer in addition a dynanic cconomy planned for wel-
fare and development implies a range of responsibilities
of quite a taxing kind, cspecially when allowing for the

mich compressed time frame within which results are sought
to be achieved

21 Ome optimistic element ig that in mAny instances the
planning process in the developing countries has improved
over the past two decades. What was at first little more
than an asscmblage of desirable projcets has become an
attempt at forecasting with data °n national income, on
saving, on industrial and agricultural possibilities and




performance assembled in an orderly way. And somc of the
current plans demonstrate greater sophistication as, for
example, more detailed in-put, out-put analysis, more
specific caloulation of needs, offorts to sec that the
various scctoral plans complement each other and make up

a ooherent whole. This is progross. One might conclude that
in the course of time the process of implementation will
also improve.

22. TFone the less, most people would be inclined to accept
for the present that economic planners are usually stronger
on the formulation of goals than on the proparation of a
plan whioh oan ocasily be implemented, that is on "thinking
rather than on getting things done” This is often because
mon trained in the tradition of equity and precodent do not
slways take kindly to short-cuts, quiok decisions and the
effective follow-up required for effective implomentation.
It is in this area that training and ohange of attitudeo
and priorities oould achicve some results.

Potential for Improving Industrial Admninistration

23  Vnat is possidbly needed is a practiocal programme whose
strength and vigour oan not only convinoo governments bdut
produce results such &s ohanges in attitude, and-higher mo-
tivation in key persommel armed with a better understanding
of modern problem solving and prograsme implemsntation
techniques. |

24 In the case of some oountrice it may be oasy to oarry
conviotion and gain support for the proposed programme. The
following is an example taken from an industrialising
Afriocan oountry Reosntly a minister observed in a forth-
right speoohs

"You may bo perhaps surprised that 1 consider weak-
nees in our high lovel manpower As one of our leading

problems. We have all been so used to think of oureslves,

with the encouragoment of our foreign odairers, &
possessing a very capable ruling class Portumately,
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the forcim commentators always ndd the rider "in com-
parison with other African countrics” This of course

roos the compliment of wost of its meaning

"He must ~ct rid of the comfortable nrtionnl self-
aclusion that wo are alrendy n very competent and
ef’icient people We are nyt Whon one watches the
cruel ineffcetivoness with which so much cxpensively
acquired equipment is operated; when one realises the
inability of most porte of our administrative and
managericl machinery to deliver the high-quality per-
formance which is required for a wmore rapid pace of
national progress, then one realises that we may posscss
an articulate and polishcd elite in comparison with other
African countries but wc do not yet possecss the managerial

resourccs for ruming a2 fully modernized country."

"I hope that we arc still humble and rcalistio enough to
acknowlcdge these deficiencies, nnd that as we 7o round
the world we will keep our eyes opcn to measure; to learn,
and adopt the standards of managerinl and administrative
rerformance, th: <kills »nd the application, that go to
suetain £ modern economy"

25  There are very few men in high nositions; charged with

guiding cconomic destinities of unsscs of people, who are or
can be a8 dircet aad unzuviguous as the above Spcaker MNone

the less, what he has observed a8 rclevance and npplication
in most developing countriecs

26 That therc is need for such assiztance is echood ocoasion-
ally in public utterances, but nost genernlly it is admittod

in private conversations One can understand tho reluctance

to be vociferous in such metters, but thosc involved in

helping industri-] development cannot ignore it; mny they
mst do something about it.

Overall Stratesy for Improvin- Industrial Administration

2] It woul appear from the above that somcthing can and
should be done, cither b intermation~l agencice, or hy induocing
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the national governments tc take more initiative in matters
pertaining to upgrading the skills of their sonior administra-
tors and to inoreasing their motivation. Very often, actions
initiatod by an oxternal agency have a catalytic effect in
triggering off purposeful aotivity within a ocountry. One can

hope that the proposed Contre could fulfill the role of a
oatalyst -

28 It is bolioved by many that high quality training, which
tends to increasc the confidence of administrators and en-
ables thom to attain higher performance levels, is a sirong
motivational force by itself. Men in the higher levels tend

to seek satisfootions in terms of achievements, that is satis-
faotorily completod assignments It is important, however, tc
overcome the initial resistance of people in higher aohelons
that they need training.

29. Tho reluctance of very senior administrators (the men

who havo already "arrived") to subject themselves to &
training programme is a factor to ocontend with, It is thought,
however, that this reluotance would be much léss when the pro-
gramme is outside of their oountry, and the center institute
has an international status.

30. Reforring to the two issues raised earlier in this dis-
cussion, therc seems tc exist enough ground to assume that
there is the necessary oonsciousness and oonviotion in at
loast some of the industrializing oountries, enough of thom
for UNIDO tc moke a begimning.

31. In the formulation of a strategy there arise cother
questions which need to be posod, oonsidered, and resolved.

- should tho partioipation of oountries in any speoifio
training programme at the Centro be on a seleotive
basis; that is, a grouping togothor of oountries that
may have similarities in state of dovelopment, or
nature of problems tc be resolved, or the oontent
and level of training inputs required?

- how would these differing needs be assessod?
what criteric would be acceptable to participating
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countrics? :

~ how wide should ve the participation in the training
programmes at the Centre in torms of number of coun-
trics 2t o time, eni the minimum/maximum number of
participants from cach country?

= Should th¢ training prog ‘amme be conducted only at
the Centre in Viemna, or should therc be follow-up
and multiplicr effcet programncs in participating
countrics®
ho would organizc and run such programmes?
How would thcy be inanncd and financed?

= Yould it be posdble to offcr - special integrated
programmc in industrial ~dministration to those coun-
trics wanting to co-operate fully with UNIDO? The
"package" of integratcd activitics might include the
training in Vienna of = jointly sclected corps of key
officiuls so that the improvement in decision meking
could achicve a "eritical mags® and be more cffective
than training individuals ~t rondom fron many oountries,
Furthermore, the "package" could include supplementory
training within the country for larger numbers, the pro-
vision of consultants and when ncecssary joint studies
and research

32. Tmere is on abundance of oxperieno;a over the last fow de-
cades concerning the impact of the training of eivil servants
from the industrializiq- countrice The results toll us that

it is possible for participants to go to courses. to take part
in discussions, to obtaiy, librarics of reading material, and to
be given certificates that the coursc's requircments have been
fulfilled The evidence continues that very often, once the
participants go bacok to their country and to their jobs in the
government; the additional 8kill or the additicnal expericnoe
gained during the course is not utiliged Based on this ox-
pericnce it is possible that just ndditional training at a

new Centre in Vionna would not lend to the results desired,
namely, the improvement of industrial administration with the
resulting accelerntion of industrial development .
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33 The purposc of posing suoh questions and disoussing them
is to ensure that the programme in view does not rosult in
ngpreading the butter thin”, but instead that it aims at and
helpe to reach o oritioal oonoentration of skills and teohniques
in seleoted countries and in scleoted areas of industrial ad-
ministration - cnough ooncentration to cnergise the oommence-
ment of a solf-sustaining ohain reaction.

Somo Considerations for the Design of e Programme

31.. Ono aspeot of the overall strategy is to determine whether
a single type of programme oould uniformly meet the most common
needs of many developing countries. In secking an answer to
this question it may be necessary to have a olear pioture of
the role of scnior administrator(s) in different countriesj
espeoially the role of those involved in industrial development
administration -

35. Do the different sizes of oountries, different stages of
development, different problems, and different political
systems make signifioant ohanges in the role of a sanior ad-
ministrator? (a.nd henocc in the nature and oontent of his
training.)

36. The politioal system mey tend to meke a semior administra-
tor's role oither more politioal or more professional. However,
their contribution to the policy-mnking proooss, under any '
system, is to olarify the choioes open to the politioian and
their antioipatod oonsequenoes Then again, once the goals
and polioies are established in any politioal system the roles
beoome similar - it is one of deoisions in the managericl sense
in formulating action programmes, organising for implementa-
tion, dircoting and oontrolling the process of implementation
through ocorreotive actions within the 1laid down polioy frame-
work Thus, in a fundanental scnse, their role is to manago
the process of development. ‘

37. In many cases the foous of the training in-put would be
in terms of a re-orientation A ochange from their orientation,
practioe and style of problem-solving acquirod under an
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ndministration designea to mnintrin 1oy and order, collect
toxes, and regpulate the opcraticn of a private enterprise
coonomy to onc of being an cffective administrator and a
chanse agent orionted to the renlity of impatient pecple with

greatly croused nspirations

38 T desiom of th- Proxeam.s will heve to hoe bosed, nee
cessarily, on valid identification of the nceds for training
and development It will be unrenlistic to 0 by generali-

zations bascd mcrely on impressionistic apscssments .

39 This is not on easy task The Joint Heeting could indi-
cate how to go nbout identifying the specific development
nceds of senior administrators charsed with rcesponsibility for

administering or dircetine industrinl development

40 The Centre perhaps should rot duvelop into a sehool with
the organization of form~l training courscas Its major contri-
bution rather may bc the provision of ~n cnvironment wherc
industrial administrators froy various countrics nng rcgions
could cxchangc: experience, discugs mutunl problems, and enin
from cach otherts eéxpcricnce. This learning environment, which
might focus on the art of deeision mking, might be reinforoed
throush the introduction of 8pceinl subjeet matter which might
provids the substance on which dcecision making could be tested,
It is anticipated that the Joint Iiecting may wont to give ocope
8iderable attention to appropriate Professiona] subjcot matter
for consideration by tho Contr. Eramples of whet might bo oon-
B8idered appropriate include:

drganization analysis,

nanagement information,

achiovenent devel opment and

technology cveluation

41 The pProfessional subject matter could Possibly be intpo-

duced throush case studice or Syndicatcs 1In time case historics

could bc written relating the skill of industria) administrators
to later cvidence of acceleratog or rctarded industrial growth.

42  There may have to be pPlanned rescarch; fielq obsorvationg
and discussions with senior administrators thouwselves togethor
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with othor Imowledgenble persons; and by vorifications much
beyond what is presently known. It may even by useful to run
a pilot programmec before Tinalising tho design of content,
1movations, and methodology for the preposcd training.

43  The Joint Meeting should consider whether this view point
is valid and acceptable ~nud make rcoommendations acoordingly.

44  The msscssment of dovelopmunt nceds of senior administra-
tors may not be lcft solely for deoisions by the. proposed
Centre's training staff and related experts. It is susggested
that one should accept the observation tﬁat training imti-
tutions often have an understandable inclination to offcr and
to promotc what they can dc best within the oompotenbe or
expertise available

45. A purposeful involvement of senior administrators thom-
selves is expeocted to help very considerably to define these
needs and, at the same time, establish more support for the

programne dcsigned to meet thosc nceds.

46. Then again, thore should be o clear acoeptance by the
training programme staff and the participants that the "de-
velopment" of dynamic attitudes and realistic practioe in the

use of quantitative and non-quantitative administrative skills
would not take place at the Contre. The off-the-job training
programme oan only inform, indicatc, demonstrate (through
exorcise and case studies), and start & process of develop-
ment whioh must necessarily ouluminate in aotual application

on-the-- job.

47 'Then thore is the quesfion of integrating training efforts
with ohanges in administrative systoms. This, too, is diffioult
to impose from outside. The initintive should come from within.
For this to happen it is vory neoessary that a oritical ocon- ;
centration of fuller understanding of modern manngement techniques
and of enhanced motivation take place in a sizeable number of
senior administrators, ospecially those whose work interlooks
or who fors operating teams for industrial development pro-

grammes.
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48. In summry, there is a nced for n renlization and accept—

ance by all concerned thrt "training”' »lone is not o solution

to administrative prohlens. It doos providc o menns for roaching

cffectiveness in action: thnt is, incrcased speed of decision,
improvement in aquality of deecision. wnd gencration of cager-

ness a. problcm~-solving to att in set goals ond ¢ .sired results.

49 A point which necs to be ~pprecinted and understood clearly
is that the now progranme nny tend to make sonior administrators
involved in industrinl dovelopinent ~ class by theLselves se-
parate from the comnon run of adminietrators in the civil sepre

vice

Is it intended to create 2 new codre of officers?

This issue requires very coreful consideration

Implementing the Programe

50 The purposc of the Joint liceting iz to give & practical
shape to the desirc of the Governnent of Austrin to assist ine
dustrialization and the concern felt by UNIDO at what appears

to be 2 problcm in building syzteme of industrial adninistration
fully adequnte for the implementation of national prosmreinies in
the industrin,lizing countrics

51 The Buggestion for consideration is the establishment of

an Industrial Adninistration Centra which might be located in

or nea: Vienna for which the G vernnent of Austp, and the
United Nations Industrial Developnont Organization night jointe
ly agrec cither to provide or to obtain the necessary facilitios
and finanoe working in co-operation with UNITAR. It is antici-
pated that other organizations and institutions may also wish

to participate (for such Joint activities the general rule of
the United Nationg fanily is that the totnl resources contpie
buted by the UN should be less than 50 percent )

52 The Centre throush ~ loeation ip Austria could gain from
both the proxiui vy of fustrian institutiong and the UNImo
Headquarters Individunls noy attached to the well estahlighed
Austrien institutions concerned with varjoyg &.Bpeots of ad-
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ministretion cnd managemont would be most valuable for

assisting the Contre or providing consulting services to the
industrializing countrios

53. The Centre, to develop into o fully effective organizationm,
would require an especially gifted organizer/administrator
working full time The faculty needs would be minimel, at least
initially, since the partioipants would in part serve as their
own faculty and because of the availability of short-term highly
qualified specialists from Austrian institutions and from the
UNIDO Hoadquarters. The Centre should also soon be ettracting
visitors of note who as lecturers and discussing leaders would
onhance the valuc of the skill development programme. The design
of the Centrc will have to include an efficient translation
gervioc to maximige communication among all individuals parti-

oipating.

54 Since many of the problems of deoision naking in UNIDO and
in othor UN organizations are olosely related to those found in
 developing countries there may be a justifioation for including
a seleotod number of scnior UN/UNIDO persomel. For exanmple,
priority might be given to the UNDP/UNIDO Industricl Dovelopment
Field Advisers, to senior exports,and to secnior headquarters
staff

55. There also is a strong justifioation for inviting selected
partioipants from the industrial oountries who are deeply in-
volved in international technical assistance. In the first place
their countries now sharc many of the problems of decision

meking, as has been pointod out previously, found in tho develop-
ing world. Furthcrmore, such partioipation would promote a higher
level of interest by the {ndustrial oountries in the industrializing
oountries. In this ocaso, however, participation might be at the
oxpense of the organisation sponsoring the participant.









