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l. PRELININARY CONSIDERATIONS

Standardisation questions play a leading role in a oountry's over-all development,
vhich means that, when drawing up and deoiding on s national development poliocy, they
have t0 be taken into acoount and brought into hamonious relationship with such
factors as ideology, the legal structure and the situation in the various branches of
national life. There oan be no quéltion, therefore, that a body responsidle for the
functions related to standardisation - more or less closely linked with oentral govern-
ment organs in acoordance with the requirements - must be regarded as an important
element. in the national infrasturcture.

It would be rather difficult to establish a model for a standards institution having
generai validity in the semse of being applioable to countries with different ideclogies
and at different stages of development, eto.; we believe, however, that if countries
are first olassified into groups according to their oharacteristios it will then de
possible to devise an organisational plan oapable of effioiently meeting the needs of
the oountries in each group.

2. OROUFS OF OOUNTRIES
In our view, the characteristios of deoisive importance for suwoh a oclassifiostion
are those relating to the level or degree of industrial development. In this respect,

and ignoring finer distinotions, ws can identify two main groupss <the industrially 1
developed and the industrially developing countries, l
|
|
|

2.1 Zhe sreup of industrially dsveloped ooumtries

Among these countries we find a number of more or less common characteristios
vhioh distinguish them from the other group, These characteristios inoludes

(a) Advanced teochmological development ;

(v) Availability of soiemtifio and techmical information;

(o) A oertain degree of eoconomio stabilitys

(4) - Comparatively high per oapita inoome;

(e) Availability of finamoial resources for irdustrial investaent,

This ocombination of characteristios enables these coumtries to establish a mumber

of undertakings to exploit a given industrial sector, and even within that sector they

can devote themselves to hamufacturing the seme type of produoct,
ﬁ




This potential proliferation of competitive industrial firms provides a favourable
olimate for struggles for the oapture of the market which are won and icst ‘on the basis
of two decisive factors, price and quality, which are themselves closely interrelated.

If we now consider the characteristio of comparatively high per oapita income,
vhich means relatively high oonsumer purchosing power, we are led to the conclusion
that the importance of the "price" factor tends to fall and that of the "quality" fwtor
to rise, the latter being understood as conformity batween the actual oh&racteril‘tio.
of the product and those required to meet the oonsumer's needl effioiently. We thus
arrive at a situation whioh oan be desoribed as oritiocal for all those firms which
fail to take due mccount of quality, and it becomes essential for them, if they are
to survive, to ensure that the characteristics of their products improve in relation
to the quality staridards established, o

This means that while; in this group of occuntries, o standards institution W
be responsible for establishing such norms oi' stendards, the drive for developing thea
comes from the productive sector. Ae o gencral rule, the oonsumption sector plaﬁ a
role which may be desoribed - perhape with some exnggerction - as passive.

If now we oonsider the role of the State or the central Government in protecting
the consumer, we will oonclude that, in this group of oountries, State intervemtion
in the sense of providing pressure or inoentives to ensure the observance of the
standards is not really essential and that therefore a standards institution may find |
its place amongst thosc elements of the national infrastructure whioh are more closely
linked to the private than to the public gegtor, mince govermment partiojpation will
be reduced to a minimum.

But of tourse, if national policy exoludes free enterprise, the standards insti-
tution will obviously have to become a State body.

242 of industri velo

In general, most Latin Amerioan oountries oaxﬁ be regarded as belonging to tiu_-
group. As more or less common oharacteristics, we may diltinm-h the contraries of
those which we listed in the oasc of the industrially developed countries, with the
addition of the fact that in these countries thore is an irrational distribution of
wealth, sinoc more than 95 per oent of thc eoomomio resources which might be devoted
to industrial investment arc in the posscssion of less than 0.5 per cent of the
population, and, moreover, more than 60 por cent of the inhabitants play no signifioant
part as oconsumers in thc process of the marketing of industrial produocts.




The oombination of oharacteristics is reflected in the small number of people
investing in the manufacture of a given product, within a limited and ecasily saturated
market, with the oorollary that industries temd tc be charecterised by an absenoce of
oompetition and eaterprises acquire markel moncpolistic fea:ures.

Monopolistic industry tends to have negative results in respect of the two basio
factors in marketing:s price and quality. We shall oconfine ourselves to the question
of quality, sinoe prices oan be considered within the framework of a comtrol poliocy
based on tax or protective measures according to the different political systems,
without reference to the question of technical standardisation.

So far as quality is ooncerned, a -onopoly 1nductry mmn & potential prodlem
in ﬂut the sanufacturer may saorifice the q\auty of his products in order tc inorease
his profit-, a dmpr which is often increased by various mechanisms designed to
protect him from the competition of importe, usually from developed countries, and
ranging from increased oustoms dutiee to prohibiting the import of similar products.

In these oircumstances, it is essential to set up sachinery which, by means of
pressure or inoentives, ensures that the quality standards are observed because if
no such machinery exists thcse standards will remain mere doouments which will serve
nc purpose but to adorn the institution's archives or library. If such machinery ie
tc be tmly offectiva, it requires *h- participation of entities having resl authority
- that is to say, of bodies forming pu-t of the public sector,

From these considerations we are foroed to conclude that, in develcoping countries,
the State must play a leading part in ma’ters of standardir tion.

We should 1ike to add to the sbove considerstions that, evem in the formulation
of national plans and programmes with regard to foreign trede, State partioipation is
essential in the promotion of national industry, in particular from the standpoint
of standardisation,

In this oonnexion, we should like tc refer to specific factors such as the
following. At the preseat time, the industrially developing countries oonetituse
part of the market for goods produced in more developed ocountries, and whea oonsidere~
tions of standardisation are left on one side this allows the import of a variety of
types and models of produots all intended for the same purpose, which mekes it
diffioult, and cften i.lpoui]:h, for national industry to play any part in mmmufacturiag




parts or acoessories, Thus there are industrial conoerns working at 40 per cent of
their installed oapacity, while at the same time products or parts are imported whose
manufacture involves nc techniocal or cther diffioulties exoept for those remulting
from the small number of units of each model which these concerns would have to
manufacture, as they easily could with their idle oapacity.

We therefore oonclude that it is desirable for the State tc interveme in mtiers
of standardisation in the developing ccuntiries,

3. ROLE OF THE STATE IN THE STANDARDS INSTITUTION OF A DEVELOPING COUNTRY
3l tioipatic the titution'

The various measures adopted by the exeoutive body cf an crganisation are guided
by the institutional polioy worked out at top management level, and consequently,
sinoe the activities of the standards institution must meet the oountry's requireaemts
and be in harmony with the national development programme, we think that one of the
levels at which the State should perticipate is the top management level in the
formulation of institutional poliocy.

The form of State intervention in this field will be determined by how far the
standards institution is dependent on the central Government. The system adopted may
vary from the inolusion of government representatives in the board of du"ootou to
the direct dependence of the institute, as a subsidiary organ, on a governaent
department,

3.2 Part on in ¢ Q titutio

We stated in seotion 2.2 above that one of the common oharecteristics of the
developing countries is their lack of economio resources for investaent in the pﬂvuto
sector and the excessive ocnoentraticn of suoh resources among a ssall number of
persons. In addition, an analysis of the behaviour of the private sector vis=-A-vis
government bodies leoads to the oonclusion that, in many cases, there is a somewhat
rescrved attitude reflected in a certain ccclness towards anything involving joint
action, While we do not say that this is universal, we think it is necessary for
State participation in the financial side of the standards institutiom.



The forms of such partioipation may vary, from direct State mb-idy to the
indirect method of adopting legal provisions whioh oo-pol or cncou‘qo the private
sector tc contribute to the institution’s fina.noing.

3.3 Agt;g to_make cbservance of the standards advantgmu- or cgggoog

We think that State intervention in this field is of very great importance. 1In '
the light of the oonaidemtions that we set forth in regard to the developing oonntriu,
the problen arises as to whether oonformity of the productl sold within the country
with the standards laid down is to be made obligatory,

We think that, while compulsion may be prejudicial to the success of standardi-
zation, the desired result may be attained by measures which avoid the drewbacks
inherent in any form of compulsion.

conpulsion may be maintained in the oase of toolmical standards which are directly
connected with publio health and food supplies, as well as in regard to anything
related to public or atafe security. This is casily understandable and aoceptable,
Compulsion might also be extended to those products which play an essential role in
the national economy; but we think that better results are obtained by measures
offering incentives, ‘

Remembering that, in this group of oountries, the State is the major oconsuner,
we can suggest that incentives -1‘4%&0 the following formss

(a) The purchase by the State of products meeting the national standards;

(v) Official recognition of a quality seal or mark indicating conformity
with the’ ltunda.rdl through the granting of preferential trestaent to
products which possess it

(c) The development of a policy of proteotion for national industry based
on the prohibition of imports when, in addition to the traditional
oonsiderations of prioo and ability to supply the merket, oto., domestio
industry manufactures products which oonform to tho ltudu'dl lud dowm,

In the previocus section (3.3), we oonlidorod Btato p.rti.oipstién from the
standpoint of the adoption of measures duimod to enforce or to promose the appli-
oation of standards. Another field of Mtivity whioh might be regarded as oomple-

mentary to the above is that of checking the observence of standayds,




For the same rcasons as those we outlined in thc previous section, it is the
State's rdlponsibility to adopt measures for the protection of the consumer, a very
weak factor in ihe marketing oquation. Thus the State should take action in regard
to verifying the cuality of products, priiarily within the framework of the provision
of technical advice. This function of the State oan, and we think it should, be
delegeted to the standards institution, and this strengthens our view that that body
should be an official organ, either a governmenti department or a decentralised publio
body.

~ We thus £ind ourselves led to give the institution an additional function,
involving the introduotion of control mechinery, alongside its basio fumotion of
fixing standards,

4. THE STRUCTURE OF A STANDARDS INSTITUTION

In a standards institution we can distinguish a number of funotions inherent in
the role that it has to play as an element in the natiomal infrestruoture; these
may be arranged as follows: '

(a) Management functionsj

(b) Auxiliary administration functionsj
(o) Standardisation and control functionsj
(d) Information funotions.

Bach of these groups of funotions must be carried out by an organ or major unit
("blook") 1lcoated at a partiocular hierarclical level within the structure of the
institution,

4.1 Mansgewent blook
In the management block, we can distinguish various Mt wmits responsible
for carrying out specifio funotions. Possible management units aret

4.1.1 High-level monagement unit

Besioally, this would be responsible for the formulation of institutional
polioy and appraisal of the activity oarried out by the units and organs located
at lower hierarchical levels. ' |




4.2

As far as its structure is oonoerned, we consider it desiredble that
organisations representing.the netional economy in the publtc and private ssetors
should partioipate, taking into consideretion of course the fundemental pelieies
characterising the various aystems of governsent,

4:1.2 Exscutive management ynit

The functions of this unit could omtre round the eotadlishment of
provisions regarding the carrying out of operations within the frenswosk of the
@4idelines of institutional Policy established by the high~level ssnagement
wnit, with subsequent verification of their implementation.

It is considered highly desirable that the ohief of the emseutive RAROge-
ment unit should be a member of the high-level management wit, vith or witheut
power of decision therein, as estadlished by the statutory provisions or
regulations of each institution. .

4-1.3 Advieory wiit to the executive mpssnent it

Although, in view of 1ts advisory nature, this wait weuld lesk oy pouce
of decision, it oould have a preponderant influence om the dosisiens taben Wy

the executive Banagesent unit,

We consider that it shou’.¢ have an ldviooq capasity ant de respenstbie

to the executive Banagenent unit,

It might ooneist of representatives of the other Nleshs, sugplenented v
staff drewn perhaps fros outside the central strwoture of the iastitetion,
acoording to mmtmmdooopo otm-ttmuutnmurm

Asxllisry sdwinietretion blook

This unit would be responsible for CArTYing out the suxiliasy sdniatoteetive

funotions necessary in &y organisation that has the nature of an enteryriee -~ sinse
a standards institution can be oonsidered as a servics mterprice,

Within 1:-: can distinguish two types of omo in tesus of hierasehienl Jovele

(a) Onier Minntin office; |
(b) Rrecutive ongans of the administreticn,
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4.2.1 The chief sdministrative office

This would be directly responsible for administrative management within
its field of action,

4.2,2 tive o sof t istrat

These would be located on & second hierarchical level and would be res-
ponsible for those administrative matters within their specific areas.

At this level would be lcoated: exeoutive crgans related to the budget,
personnel, printing and pudblications, supply, etc., according to the degree
of complexity of each institution,

4.} ﬁm“ﬁon block

This blook is the essence of the imstitution since it bears the respomsidbility
for carrying out the acticn to be taken on standardisation.

Its structure should oorrespond to various criteris dsfined in advince. Among
these we shall mention first the oritorion of division into seotors.

It is obvious that the socope of standardisation is very wide, whioch oonsequently |
suggests that, in order to make oco-ordination simpler and mors offective, it is |
necessary to establish sectors grouping together areas within whioh there is a
certain degree of relationship or affinity.

Acoording to the criterion adopted for their dstermination, these sectors may
vary in number and scopsj relatively large sectors may be ostablished, as when the
subjeots are grouped by scientific discipline (wechanioal engineering, sleotrical ‘
engineering, education, eto.), or smaller sectors, sich as those based on considers~ |
tions of similarity of products (household lloctrioh appliances, tuﬁlu, paints,
agrioultural products, etc.).

Another oriterion on which the structure of the standardisaticn bloock would ‘
depend is the scope of its participation in verifying ths application of standards.

Various types of machinery can be established with the specific purpose of
verifying the application of standards. Among these we shall mention the gystema
of oertification, the granting of a quality seal or mark indicating oconformity with
standards, the weights and measures system, etc.
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These various types of machinery would require, according to their complexity,
the establishment of organs responsidle for the funotions conolmod, althoudl we
oonsider that ths functions of verifioation of the appliocation of standards could be
a oo-pl.-nntary task of the organs set up as & consequence of the division into
seotors made for the purpose of the |tnd; and formulation of nm.

By the advanoe determination of these oriteria and others we shall obtain a
clear conception of the most suitadble struotural model for the unit that we wish $o
design; however, we shall now oonsider its composition on the basis of the levels
of ito oonrut\nnt organs, as followss

43,1 W&m}

, This level is known in some organisations as that of techmical direction
. OF management - more or less separats from the adainistrative and other aspeots .
of ths institution, and basically confined to standardisation proper.

The quality seal committee and the standaydisation oouncil would be
inoluded at this level as supporting and advisory organs, the former being
responsidbls for proposing regulations with regard to the quality ecesl and the
latter for advising the techniocal management on the process of formulating and
establishing technical standarde.

4.3.2 lavel of co-ordinsticg within esch sector

MthuctourdoncdtoinM&lhnuhw, it
would be necesssry to assign action on each sector %o a responsibls cogen with
oo-ordinating funotions, but this time with a more restricted secpe ad vith
the aim of mintaining ths unity and uniformity of the sector.

4.3.3 Level of co-opdination wAthin mib-sectors

This level would be that of direct responsibility for the stuly and
formulation of techniocal standards, and oonsequently the various pesialised
committees wuld belong to it. In lins vith what has been said above, {t wuld
be respopsidle for directly verifying the applicatioa of stendasds,
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4.4 Auxiliacy information blogk

This blook would be a supporting element responsidble to the sxecutive managesent
unit and carrying out strictly auxiliary funoctions in relation to the fundamental
aotivities of the institution, It would be responsible for collecting, storiag,
registering and distributing scientific and techniocal information and all types of
doouments or other data. |

5. SABARY
What has been said in this paper can be summarised in the following poiates

S.1 A series of factors should be taken into account for the purpose of establishing
an organisational model for a standards institution, among which we can meations

State polioy with regard tc business aotivity, national development policies and plame,
the degree to which the observance of standards would be mandatory, eto.

5.2 Conditions in the imdustrially developiag ocountries favour the establichment -
of monopolistic enterpriscs, which might be a determmining factor in regasd to Blate
intervention in the field of standardisation.

5¢) State participation could most advantageously be manifested in the formmlation
of the institution's policy, in finanoing, in eaforoing or emcoureging oompliasnce
with standards and in oontrol of their application,

5.4 The organisation of the standards institution oould be based on the osmeept of
functional *blocks", olearly differentiated according to the primary fumctions that
each should ocarry out, PFor this purpose it is considered that there are fouwr Yeio
bloocks,

5.5 The operation of the standards institution would be governed Wy the eccnsidere-
tions ocutlined in the present paper, under the responsibility of ite vartous consti-

tuent organs,
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