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A variety of functions aimed at stimulating and supporting
industrial development are assigned to public or private industrial
institutions. They arc -uverous; only the most important or key ones
can be considered at a brief workshop such as this. Understandably
each function and its institutions, such as those for transfer of
technology, for financing, for training, and for consultancy has
individual features, These have been described in some detail in

Chapter V of the document "Institutional Infrastructure for Indust-

rial Development’ (UNIDO/ICIS 36) and will be considered more intens-

ively in other papers and discussions of the present Workshop, dealing
with particular functions and their institutions,

The processes of each of these functions are well established
and are subject to little controversy. Bui they do not take place
automatically, They must be implemented through various institutional
devices, In asking how well any function is promoting or supporting
industry, we must therefore begin by aralyzing and evaluating the
pattern and orograrmes and actions of the institutions charged with
carrying out that runctic., /.l inaustrial ilnstitutions, regavdless
of function, have certain common features and problems, and a number
of major concepts can be apnlied in measuring their performance as

tools to assist industry.




Although economic development requires many and varied functions
and inatitutions, this paper concerns iteelf only with those which
are designed to promote and service industrial development., For
simplicity, therefore, the terms "functions" and "“institutione" will
often be used as abbreviations for "industrial (service) functions

or institutions®,

A, Underlying Concepts

An industrial function or institution does not exist for itself,

It has valve only to the extent that it supports and promotes induste

rialisation. This seems to be the basic thought which should guide

any analysis, and it sets the measurement which should be applied.
There is no value in the transfer of technology or in a scientific
laboratory, an industrial development loan, or a vocational training
institute, except as each represents a service which can be used in
national development. Yet 1t is all too easy to lose sight of this
and to concentrate upon a function or an institution as having a 1ife
and importance of its own, divorced from that fundamental reason for
existence,

In sach country a number of natinnal decisions are mads, or need
to be made, as to the amount, types, iocation and timing of industri-
alisation, These decisions should then determine the kinds of functions
and institutions needed. For example, a policy of concentrating on
widsspread small scale industry requires completely different industrial
support institutions than doss a policy emphasizing a limited number
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of large nulic manuficturing plants., The techrology, financing,
8kills and advice re ded will depeni on the ity e of industry.

‘mfortunatelyv in many countries a nurbrr of institutions have
been created to carry out promotional or support funciione hefore any
clear national indstrinl policy has been set, feasons for this inelude
lack of clear thinking, arditions of certain officiale, ever misguided
advice and assistarce r'rom cutsize., As a recult, most developing
countries curht to tuke o btroad and critical look at thelr varicus
Inetitutions, revising then tc ensure thad toey reully are desipred
ind omerating Lo supply ithe functlons reeded ty current ard plirned
indusiry,

Pren 211 thic & secend malor concent becomes clear: a country's

pattern of indusirinl institutionr should “e unique to that courtry,

since eack nation's resources, stace of indistrial develovment, and
industrial fevelorment ~ropramres are di¥ferent from trosce of any
otrer. In cocuserts and worenhope nuch erphasis has beer nlaced upon
wrat ecach country car leurn fro- others == -nd richily so, Norethelees,
olird crpying sreould %W avoloed, and that which is Jearrod or torrowed

v

rust be irntelliperily ade ~ted %o cpecific national conditions.
Ferhawvg snother concept, or at Teast o warning, is the importance
of realism, .ver as coononde plarrers should try to keep their gouls
and pro’ects witiin tre c:ouclity tc ach’eve, irsti*utions munt set
their weane and proyrosmes realistically, consiferiny not only the
functions recded nnd tte sire aro varieiy of industrr to be served,

but the "netititions' owr interral atilidv te delivor services., As

an exarole, a financing ‘rstituticn ray not mesd o 3100,000,C00 loan

e




capacity during its beginning years, nor should an extension service
recruit 1,000 field workers unless it has the ability to train and
supervise thcm‘and has identified industrial needs to utilize them,
The managers of institutions have a special responsibility to point
out such realities to politicians, outside consultants, 1nduntﬂal
promoters, and others who r.y have fine ‘ntentirno bu4 ir~ufficlent
information or judgment.

Somewhat akin to this is an appreciation of timing. Industrial
institutions have a delicate task of making thelr sorvices available
precisely when needed by industry -- or even slightly before, but
certainly not later. This is moat obviously seen in the function of
training. A number of developing countries have constructed large
industrial projects, only to discover as the plants neared completion
that the required lengthy training of skilled production workers would
not be completed by the time the physical facilities were ready. Yet
we can also recognize that functions such as industrial information
or extension may be promb.tional. and their services often should de
made availahle even before a need for them sesme to exist. FEach ineti-
tution has to determine the appropriate timing for its function and
make that timing a key factor in its programme and its o' institutional
development,

An institution cannot satisfy thease concepts and fulfill its
role effectively if it is passive and merely reacts to industry or

to development plans. A proper iniustrial service institution has to
provide dynamic leadership to industry. It must anticipate needs, seek



new altornatives, uxpcilment imrginatively, brealt old habits and customs,
In short, it muast be an agent of chang? and innovation. Otherwise,

why should it exist?

B, Structural Concepts

Another ; :imory concept to be ap lied in analyzing iny industrial

institution is thai it must bc part of a total system. Even us these

institutions do not exiat excep. la cuder 1o corvice industry, none

of them are isolated units, 1The functions and activities of each of
them affect or are affesied by thoce of othars, As examples, consult-
ancy interacts with fincreing of Lotter equipment or with better traine
ing of employees; expo.t prcmotion is dependent on standardization and
quality control, which in lur~ yequires irainad management. In other
words, effective serriciry to induriry by inetitutions is a joint or
tean effort, Thiz ls unfurtunately not always the actuality in some
developing countriez.

As implied carlier, this systen of rational industrial functional

Anstitutions ehould he talapced. The great dangsr in the usual history

of tullding these institutions is thet we mee a need or an opportunity
for estublishing or cxpanrding onc of them, but we fail to study whether
this will causz overve!-“’ ov y»balance, Tf we consider the institutions
in our own countriecs, almcst certainly we will recognize that some of
those institutions are laorger or more efficient or better financed than
others, or than perhaps they n2cd to be, As a result, industrial devel-~
opment moves ahoad in a ragmed fachlon, with some functions overstime

ulated and supported while others are underactive,




One reason for this,to be watched and corrected, is that mest
industrial functions in developing countries are carried out by insti=
tutions which are parts of government's administration, but are scattered
among a number of ministries, depertments, amd directorates, Some,
such as development corporations, are parastatal or quasi~independent,
Vocational trajning is often part of tro Ministry of Educution; trans-
{er of technology within a Minletry of Scientific Research; industrial
financing affiliated with the Minietry of Finance. No one official
short of the Prime linister or Chief of State, not even a Minister of
Industry, has the breadth and responsibility to view all industrial
functions and institutions as a total system, to see the weak spots,
and to achieve balance,

Closely associated with the need for a balanced system is the
concept of coordination or Joint programme action. Not only should
industrial support be a cohesive single system with no one institution
notably weaker or stronger than the rest) in carrylng out their assigned
functions and setting their range and scope of programme, institutions
obviously should be linked, The ideal situation, probably never to
be expected, would be to have all industrial institutions in all func=
tions Jointly prepare a working programme which they could present as
a uﬁity to the planning and budpeting authorities. More practically,
onc can enquire as to the degree to which these institutions really
talk to one another and consult as to future plans and current actions,
Very few countries have interministcrial industrial development councils

or committecs where this can take Race,
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Much more effcrt can be put into exploring joint programmes and
eapeclally into the possibilities of linkage and joint use of field
staff, Among the more obvious examples of need for this are the re-
training or upgrading of industrial workers as a follow=up of consult=
ancy, and the financing of pilot plants as part of the procesa'of
transfer of iechnclogy. Cases such as this call for integrated action
by several mervice institutions from several functions,

In some developing countries inatitutional staff in one ministry
are actively discouraged or prohibited from talking with those in
another. The usual requirement that interministerial communicatdon
be channelled through directors=-general, permanent secretaries, or
even ministers effectively hlocks this needed consultation, Instead,
rovernments ought to insist that all senior staff of sach industrial
listitution meet and talk directly with those in other institutions
frequently, frankly, and frultfully,

Within recent years some large bureaucracies, industrial and gov=
ernmental, in several of the more fully developed countries, have
begun to experiment with a concept known as the "project team". This
draws together speclalists from several functions and assigns thenm
Joint responsibility for completely carrying out a single project,

The project may be the astablishiment, constiruction, and start-up of
a large factory, or the setting up of a multi-functional service pro-
gramme, or the initlation of large-scale economic development of an

empty region, or any of many other new activities, The emsential is

]




that those who have the neseded expertise and contacts are thus pooled
directly, not scattered among a numher of institutions which are bureau-
cratically remote from one another, While less developed countries
with limited personnel may not always be able to sﬁt up large or fulle
time project teams of this sort, they may at least be able to create
pert-time tempurary inter-institutiona. task forcee char, ad with full
responsibility for furthering particular industrial develop:ant pro,jai:ts.
To be ;uooeulful. all this requires that the range of respons-
ibi1ity of each inrtitution (and of each official within the institution)
be clearly specified at a very early stage, Admitted that in some
developing countries thers is a dangerous tendency for "sticking to
the rule book" awé for officials to seek the safety of written restriot-
ive regulations and job descriptions. Noretheless, especially in a
new country, where officials may be inexperienced and precedents are .
not yet duil‘ up, it seems safer to clarify areas of responsibility., .
We might note that those African countries which have followed ths.
French code system of administration are usually in a more favourable
pcaition in this respect than are those which are following the more
flexible and vague British administrative practices, Even where the
original duties and responsibilities of each institution are rather
clearly specified in law or minlistorial regulation, reallocations have
to be expeoted as time goes on and conditions change. The planning
authorities, Ministry of Finance, or Council of Minlsters have a res-
ponsibility to monitor this and to keep definitions up to date and

duties assigned or reassigned to the proper institutions,




One concept which cannot be empaumizad too sirongly to the smaller

or least developed countrien is the netu for pimnlicity in inatitu-

tiopal structure. /A1l the carly levelr of national inrdustrialiration
there is no need for a comnlex instiiuticnal strusture such as that
found in Egypt or India or Yugoslavie, 12t alone the USSR, USA, or
Japan. Thi; concept of simplicity :rn be applied at two lovelsn, to
minimize the number of (a) institutions, and (b) individuals.

Any develoning country haz to upjly - iringent blrth control to
its institutions. No neu industrial service institution ought to be
created, and no erxisting programr> ousit to be Lroadened, sxcept after
rigorous enquiry to raks sure tha® “ho preposed functional activities
are not already being parfo:n-1, or cannot 2 performed -- effectively --
by some existing inetituti-n, Othnries a duplication and waste of
soarce resources would result. 7That erquiry should take the form of
a fegsibility etudy svch a3 43 gonerally madz prior to the cstablish-
ment of a new industrial plant, and 14 dofinitely nhould include a
cost=henefit analysis,

¥e must face the fact that in th averssze rmall and least developed
country the supply of man:gorial rkills, industrial specialiat tech-
nicians, and public budget resources arz so limited thet the number
of individual depari~~ri~, A4ls'sicis, or irstitutions needs to be
restricted. For exanple, it is more imporiant for a minimally indus-
trialived country %o h.ve n single strong and brond-thinking development
bank than several weak and badly siaff«d insiliutions each financing

some narrow sector such as ~rall imiu~try, pavastatal industry,




agro-industry, industrial cooperatives, etc, As a side benefit,
Programme coordination may thus be improved by organizational simpli=-
fication,

Structural simplicity is also necessary within institutions to
fit and utilize the limited number of qualified officials ivailabdble.
One 1s horrified when visiting industrial institutions in the smaller
countries to see the number of "sections" composed solely of a section
head, with 1little or no technical or secretarial support. Obviously
this is a device to confer prestige and higher salary on that individual,
Other ways might be found to do that. The prolif_eration of these
phantom sections creates a cumbersome bureaucracy. It makes super-
vision and coordination difficult. It loads these scarce technical
specialists with unnecessary adminis‘rative duties and papcrwork as
section chiefs, thus diverting their time from the industrial programme
service for which they are presumably qualified and wanted. At times
one wishes that all of a country's 50 or 100 or more industrial service
specialists might be stationed in one big office room, as a single
all-funetion industrial support institution, to provide industry with
one point of contact and to encourage those officials to consult and
work jointly rather than separately.

Perhaps this would not be completely desirable, however, becausce
many of those officiale ought not to be sitting in any office at all,
They ought to be out among industrial plants and shops, among entre-
prensurs and workers. If institutions and their staff exist only to
sorvice industrial. development, that cannot be done effectively within

- - 4



the ivory tower of an office, And it cannot be done alone by even

the most experienced and rdedicailed institutional officers. Effective~
ness of any industrial institution requires the fullest contact with,

and participation by, industry itself. Thie has meveral aspects,
No institution and no group of officiale can by itself estimate

completely . nd accurately tho neede of industry, especially for the
future. Many of these needs are unique to a particular plant, or they
are sudden, as when blockagsu ocrur in a procuction line, Others

are vagus, as in planning for new products or for plant expansion.
(ften entrepreneurs, management, or workers are too inexperienced

or too close to daily operations to sense where they need help, It

is commonly sald of iniustrial conzultancy that the first problem

to be faced by a censultant is to idertify the real problem or problems
to be solved. 1In the sume way, institutions far too often spend their
effort trylng to ceal with what they imagine are the needs of industry,
before consulting with industry as to what in fact those needs are,

The institution cannot rely pascively on industry coming to it,
for a number of reasone, Small or new institutions are usually located
in the nationai capital, while industry, especially small industry,
may be spread far away throughout the country. As we shall note,
industry often lacks informailon an 4c¢ 4he services an institution
can provide, In many countries entrepreneurs, especially =mall-~scale
ones, hesitate to deal with Yureaucracy, Tribal and linpuistic barriers

may be other constraintz, All in all, it ie clear thai any institution
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must take its services to industry and sell them. Where the number
of staff allows, regional offices or village posting &nd visits for
officials can facilitate outreach to industry and enable the insti-
tution better to recognize variations in types of industry and needs
in the different parts of the country. We right note in passing that
plant visits #d other methods of gett ing the institutic-i's bureau-
crats out directly inte industry can merve a vital rojle in giving them
the practical knowledge which is essential if they are to be able to
serve industry effectively,

Especially in a country with a very small amount of industry,
persons skilled in various aspects of industry's needs are in very
short aupj:ly. They must be identified and used very carefully, Many
of those knowledgeable persons are working in industry rather than in
service institutions.v Hence the institutione need to supplement their
own staff capability by drawing heavily on resocurces of skills from
industry., As examples, thig is the practice in virtually all countries
in setting industrial standards, as well as in training through appren-
ticeship,

The institutions themeelves would benefit greatly if they could
establish aome temporary interchange of personnel from industry into
the institutio.s as well as outward tc industry. While differing salary
aml promotion structures, as well as confidentiality of enterprise data,
make for some difficulties, this is an area where effort and imagination
could produce major practical advantages. (In passing, we night note
that a similar exchange of staff from one institution to another could
also be stimulating.)
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Another sactor frem which industrial institutions can draw resources
1s from the universitles or other ineciitutes of higher education and
research. Untll reccnt years there was a tendency to regard univers-
ities and their personn2l as impractical. But it is now notable that
in nearly all develuping countries, as well as in the more developed
ones, the u lversitiem are belng ac ad to participate rather heavily
in econormic development functlons., There im a growing interchange
as economisis ore drown Tron the clarsroom to ministries cf finance,
development banks, and planiiine commiesione, anl as civil servants
from those inctitutions are nzled Lo teeums part-time professors, In
a nurber of countries univeraity laboratories are the centers for study
of tré.nafer of technolory, the development of indigenous technology,
and the testing of industrinl product and quelity improvement. Univers-
ities are beginning to train industriel managers arnd to recognire the
need for fitting thelir tochnical graduates for industrial employment.,

More and more universlty staff mimbers are being employed as consult-
ants in a variety of \rdusiria) saivice functions., A1l this is desirable,
as a means for mobilicing all of the nation's expertice in the effort
toward economic developmont, and at the same time keeping its academicians
aware of the practical realitice of that davelopment,

We tend to thirk o industria} serviciry a3 the tranefer of expertise
and /or resources from an Inatitution to an industrial enterprise,
whether large or small, Yet most daveloping countriems actually have

situations in which such service transfer can almo take place within

e o
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or among industry itself, The cooperutive movement is an example of
this, encouraring a peolirg and sharing of resources, skills, and
efforts. Apprenticeship is a transfer of knowledge from more exper-
ienced workers to new trainees; the same is true of ineplant training
as a part of vocational education,

One characteristic ot most developing countries is an industrial
dualism, with a few very large plants, usually in state cor Toreign
ownership, anc a mass o very small industrial shops, usually privately
owned and managed. Few countries have yet explored the possibilities
and responsibilities of assistance Irom the larger plants to the
smaller ones, Simplification and transfer of technology, basic train-
ing in the various aspects of managerment, and consultancy are all
possible functions for this. As one entrepreneur recently said, “Those
of us who 'have it made‘ now Fave a responsibility toward those who
are ‘trying to make it'", In some countries large industry is sub-
contracting as much as possible to small plants, providing financing
and production help along with purchase of the subeproduct. All this
suggests that a new function for industrial institutions, especially
in the least developed countries, may be to marshal and encourage greater
services by ir ustrial enterprises to ne another.

Participation by consumers in industrial activity and institutions
may seem to be uncommen in the less developed countries. Yet if we
substitute the word "buyers" for consumers, it becomes clear that they

play a vital role in industry, for without their purchases production
would have to grind to a halt. This neans that if institutions are to
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be realistic in euch actions as deciding what kinds of production
to finance, what standards to enforce, what markets to exploit, they
clearly need buyer or consumer input.

This input will be needed from two rather different consumer
interests. (ne is the domestic market, which may be concerned with
& number o. basic and inexpensive wt molid products. The other
market, for export, may want t.lk shipments of seml-finished goods,
or very cheap simple consumption goods such as textile products, or
agro-industrial products, or exotic hardicrafts. In any of these
alternatives, the foreign uvers will be explicit as to sxactly what
they want, In planning to meet those demands local industry could
use assistance from institutions, In that assistance, cooperation
and even participation from committed or potential foreign purchasers
would be helpful. Greater thought needs to be given to ways in which
those purchasers could be drawn into industrial service functions,
from the earliest stages of contact and negotiation, The results will
be a better product, greater satisfaction, and better chanr2y for
additional purchases.

If industry and all other concerned parties are to participate
in the planning and work of an institution, obviously they need information
regarding the institution's existence, functions, and activity, Securing

this may not be a major problem for the relatively sophisticated manngers
of large public corporations, or for memberns of the capital city chamber

of commerce or industry. They probably are well aware of the institution
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axd what it can do to serve them, FPut the small industrialist or
trade union officer out in the provirnes may never have heard of the
institution or may have no idex what it could dv to help him., Many
institutions make insufficient use of newspaper and radio publicity,
Even that is not a sufficient sutstitute for personal contact, Since
institution st: ff are usually tco few o visit all the s 111 industrial
plants throughout the country, village or regional meetings for par-
ticular types of industrial personnei may be needec¢ to spread informa-
tion. In many countries the machinery of the national political move-
ment could well be enlisted for this purpose,

Another group who find it difficult to secure information abdout
the services avallable from industrial institutions are foreigners
interested in investing, selling equipment, or purchasing manufact-
ured goods, 1If they are trying to do these acts from overseas, they
usually do not know to whom they should write; if they are visiting
the developing country they have l1ittle idea which office to consult
or where it is located. Even if some types of chambers of commerce
or industry exist, thelr names und scope of interests vary. Also,
many of these chambers in the least industrialized countiries are weak
and do not themselves have sufficient information to assist the enquirers,
Often there is a national industrial development corporation, but
frequently that corporation is primarily interested in its own large
subsidiary enterprises and has 1ittle concern or knowledge about smaller

industry or the private sector.



What is desiratle in most developing countries is a small
"industrial information centre" wvhich can intelligently and helpfully
serve to receive enquirles, know ¢xactly which service institutions
should deal with them, confirm this by telephone or letter, and facil-
itate putting the encuirer ints direct contact witk exactly the officials
who can help. You will notice that this is somewhat different from
the traditional technical informztion service for inlustry. Instead,
it is a simplified version of the "one-stop service office” as devel-
oped In the Repul-lic of Korea and elecwiere, The eseential is to
provide a single knowledgeable spot to which both local and foreign
industrial enquirers can first go, with some who knows encugh about
all the indtustrial institutions and their functions and services to
put the enquirer immediately into contact with the specific one which

is appropriate.

3. Psychological Concepts

Analysis of industrial institutiors is not complete if it nerely
deals with organizational or administrative concepts, or with special-
ized technical concepts such as are ‘o be considered in other Workshon
pavers and sessions, There are also several psycholorical concepts
which we should at least notice. These will viry somewhat from country
to country and from function to function, but to the extent that all
men and women in industry and insti‘utions are human beings, the concepts

have some general a.plicability.




Perhaps tho most controversinl of these psychological concepts
is that of equity. To m certain degree, especislly in a competitive ‘
world, equlty may not be desired by industirisliste or workers, Many,
if not all, would like institutione to favour them even at the expense
of others. In reality wo know that in most countries, developing or
developed, certain industrial establishments or groupings are likely
to rcceive especially favourable treatmunt from service a.d regulatory
institutions, particularly from governmental bodies, In part this is
based on relationships of friendship, family, tribe, or political

support.,
To a very rigeable extant, howsver, soms favouritism in financing,
locating, or otherwise servicing industry can be justified on other

grounds. Nearly all countries have areas or persons presently lsss

advanced economically or socially than others. As a result, programmes
are estadblished to stimulate industrial growth in those areas, or to
aseist those persons in becoming more sctive in industry., There is

an element of present favouritism, as well as of ultimate equality,

in most natlonal programmes designed for spreading industry from the
capital city to the provinces, or for industrial training of rural or
depressed youth, or for preferential government purchasing from cottage
industries. This sometimer produces dilemmas, as when a firm receiving
special suppor. Irom surl... liztitutions because it is a small industry
becomes just successful enough to move into the category of a medium-

siged industry, and immediately loses all that special support.
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Despite all this, we have to remember that tre industrial service
institution 4s part of a system of developuent for the nation as a
whole. The rising expectations of the New Economic Order are supposed
to be for the entire population, not merely one group or class or
region or tribe. Factors such as post-independence nationalism and
indigenous socialism contribute to this feeling that all have a right
to share in the expected economic »rd sacial improvemerts, a feeling
which is commonly expressed in political speeches and in planning
documents, Hence some concevt of equity needs to be embodied in the
programme targets of any institution.

Another psychological concept which is important when analyging
the effectiveness of these institutions is that of satisfaction. This
takes a number of forms., One is the morale or satisfaction shown by
the institution's own personnel. Without considering in detail this
complex subject, we can note that the extremes of high and low morale
do have a major impact on service effectiveness. Highly motivated
and satisfied staff will push vigorously to serve industry and usually
will achieve fine results; staff with low morale will act sluggishly
and carelessly and will achieve 1ittle or nothing. Although morsle
in public iastitutions is often co: sicdered to be uniform throughout
an entire civil service, there is abundant evidence in institutions
in the less developed countries that the quality of leadership within
the indivicual institution and the personality of its director are

really the crucial factors.
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The satisfaction givan by the institution to the national planning
organ(s) is also of considerable importance. Its reputation with the .
planners can have a major effect in deciaions regarding the respons-
ibilities to bte 1aid on the institution and the resources which are
to be allocated to 4t, That reputation will depend on two factors,
(a) the degree to which the institutic. carries ont the ifunctions
ansigned to it in each development plan, and (b) the degree of day-by-
day rapport which exists betweer the industrial inatitution and the
Planners. In many developing countries there are complaints that the
institutions are not sufficiently admitted to participation in plan
preparation., This m@y well be true, yet it can Le valuable to sxplore
whether the institutions themselves make an effort to talk with the
planners, to inform the latter of institution proposals, needs, and
programmes, and thus to align them more favourably toward the institutsons.

Much the same comments could be made regarding building satis-
faction on the part of political personalities. While each director
of an industrial institution ean concentrate on & single function,
the politician has to consider a wide range. The latter must spread
his time, interest, and information rather widely; hence he may have
1little knowledge of what a particular institution does or needs. This
means that the politici-a'~ evaluation of tiie 1nstitution may result
from chance, from the complaint of a single condfftuent or from noticing
& single unsuccessful project; or more favourably, from one happy visit

to a plant or cooperative or school. The renmedy, as with the planners,




is for the institution to take active nmeasures to keep itself more
steadily within the politician‘s span of attention, to build a more
intimate relationship which hopefully will increase satisfaction and
support.

When 21l is sald and done, however, the most important satisfaction
to be souglt by these institutions is that of intustry itself., One
of the most obvious ways in which that can be assessed is through the
extent to which industry uses and re-uses an institution’s services,
As in any business, the satisfied customer will return again and will
pass on recommerdation to others. Not all institutions seem to collect
and publicize statistics as to the actual use of their services. Those
who are analyzing and evaluating the effectiveness of an institution
can properly demand such statistics and review them objectively.

Yot industry's satisfaction or dissatisfaction with the work of
an industrial institution is to be measured by much more than raw
numbers of loans granted, mechanics trained, hours of consultancy.
"Why" and "why not" arc as important as "how much"; &0 are the alterma=-
tives which industry might prefer to existing programmes. This means
that machinery must be provided to _upply "feedback" from industry,

In most developing countiries institutlon officials conscientiously
try to sens: informally what indus.cy wants and needs. The difficulty,
however, is thét there is only a rudimentary unorganized structure
through which they can secure that feedback. Often the chambers of
industry and commerce are not fully repressniative of industry, es-

pecially of small industry. Those chambera do not always sense
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accurately the feelings of industry or oxpress such feelings fully
and honéstly to the institutions. 8imilarly, few official political
parties have developed or encouraged the types of self~criticism
which might reveal defsots in public industry.

Direct feedback from workers is almost unknown in noat develop~
ing countries, whers unionigation is ucually rare and we.:, It i
understandable that the workers in industry, whose 1ivelihood depends
on it and who are essential participants in its production processes,
should be consulted as much as possidle in matters concerning indus-
trial development and servicing. Yet in rractice some industrial
servioes lend themselves to worker input more than others., Worker
opinions and participation may be crucial in functions such as training
and consul tancy, helpful in the detailed application of transfer of
technology but not in its experimental or theoretical aspects, and
of 1ittle applicadbility in the function of industrial financing, Much
depends on the sophistication of the workers or their representatives,
upon the ways in which worker ideas are fitted into the servicing process,
and upon the creation of a feeling that the workers are being consulted
and informed, even if their practical input may be somewhat small,
Workers will then be more able to understand and accept innovations
suggested by the institutions,

There seers to be no single satisfactory way of ensuring adequate
feedback from the various sources desiradle, but a number of devices

do enadble 1imited or partial reaction, Some institutions have governing
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boards with industry representation. Many have advisory boards or

committees drawn from industry or from particular sectors thereof,

or from universities or the public. Fention has earlier been made

of technical committees to prepare standards. Flant visits and con-

sultations supply ~ome industry opinions as to institution services.
Despit: their limitations, ali these devices and others seenm

the best we have, and their use ought to be encouraged. If any

feedback is to be of value, however, it must be honest and construct-

ive. It must also be accented and utilized. Ir. any ascessment of

an institution, enquiry needs to be mide as to exactly what feedback

has been sought and received,.ond what changes have been mede as a

result of it. Fundamentally such feedback and its use will be most

valuable if it results from two-way trust and cooperation: from

institutions desiring to help industry as practically as possible,

and from industry desiring to gain practical benefits from institutional

services,

4, Concepts as uestions to lelp Analysis

No adaquate checklist has ever been devised for .se in the analysis
of how well industrial institutions are carrying out their functions.
In view of ‘he variety of function: and the differences among countries
and their industrial conditions and needs, it is improbable that any
such checklist could be of more than limited value. nonetheless the
concepts which have been brought forth on the preceding pages suggest

€oals which we might expect most inetitutions to tarpet, and questions

.
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which might reasonably be asked concerning most institutions. It
may be helpful, therefore, by way of summary, to restate those .
concepte in quastion form:

1. Has tha institution been created from national thinking and
culture, or does it copy an institution in some other country?

2. Exacily what are ita functions, and what need(s; of the
nationai industry is it supposed to be meeting?

3. VWhat other inetitutions within the country also have any
responsibility for the same function or functions?

4. In what ways does the institution act to meet immediate
needs? In what ways is it acting to prepare for the needs which
induetry will face one or two or more years in the future?

5. What innovatione or new ideas for industrial action within
the country has the institution produced within the past year? what
evidence is availadle to show their acceptance and application by
industry?

6, How do the economic planners and political leaders ses the
institution's role as part of a total pattern of industrial amd
economic development?

7. VWhat specific joint action programmes does the institution
have with othe:: induct-4r" “ovelopment Institutions?

8. How does the institution's budget and staffing compare with
those of other industrial institutions in the country, and what are

the reascns for any differences in scale?
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9. In what documents are the functions and responsibilities
of the institution and of its senior stoff members specified? What
methods are used to ensure that those specifications are followed?

10. what actions have been taken, and by whom, within the past
two or three years to review und simplify the institution’'s organ-
izational -tructure?

11. What specific data is available showlng the degree to which
there is participation in tie institute's programme planning and
aotions: By tndustry as a whole? P appropriate sectors (such as
small-scale or agro-industry)? By !ndustrial workers? By consumers?

12. In exactly what ways does the institution supply informa=-
tion regarding its nresent ard plarned work: To industry? To other
institutions? 'To the political leadership?

13. What evidence is available to show positive effort by the
ingstitution to provide its services equitably %o all industrial enter-
prises and industrial promoters? What evidence is available showing
the ways in which the institution is attiempting to spread industrial
benefits to regions within the nation which are presently less devel-
oped, or to less privileged groups?

14. What data can the institution itself provide as evidence
of industr.al satisfaction with its services? What uata regarding this
is avalladle from other sources, particularly from industry and its
workers? What devicea exist to provide:feedback, not only to show
satisfaction and dissatisfaction tut also to supply industry's sug-

gestions for improvement of the institution's services?




Finally, and overall, 15, Taking all of the above into consider=
ation, is the institution adequately Justifying its cost and existence
by really fulfilling its function and meeting some specific needs of
the mation's industry?
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