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TRTFACT

In 1965, the United Natiuns Cecu‘re for Industrial Development (CID), the
predecessor of the United Nations Indvstrial Devel-pment Organigation (UNIDO), .held
& meeting with the Crganisation for Zronomic Co-operation and Development (2meD) in
Paris on the Treining -f Economic Administrators for Industrial Development. Since
then, UNIDO has been expanding its work in industrial administration. In the prog-
ressively widening scepe of activities, the Meeting for the Improvement of Industrisl
Adsinistration, held j>imtly with the Austrian Covernment at Krems in June 1972,

- marked asother significant sdvance.

This monograph brings together the co.lective wisdom and experience on industrial
| sdninistretioa o oxamined at Krems asd at “ther recent mestings including those held
| in Vienma in Novemder 1971, in Kuwsit in March-April 1972, and at Addis Adabta in
October 1972. 1t is anticipated that this monograph will de particularly useful to

. Governments and natisnal and intermatimal organisations im the implementation of

| technical asaistance programees of UNIDO. It als: provides a vackground document for
| 8 study of the feasibility f the proprsed Imternstiona. Cemtre for Industrial
Administration being undertaken by the Austrian Instituts of Ressarch in Taucation
| and Development (IB™)

This monograph has been prepared .y ‘he secretar.at f UNIDO in consultation
with IBF om the basis of a report prepaced by “dward D .oinm, President f Action
Programs Intermational, United Staies of America.
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INTRODUCTION

The Meeting for the Improvement ~f Industrial Admiristration held at Krems,
Austria, 4-8 June 1972, was organized by the Austrian Institute of Research in
Fducation and Development (Institut fUr Bildungs- und 'ﬁntwicklurgafornchung - IBZ)
in co-.operation with the Government >f Austria and UNIDO. It brought into focus the
cumalative thought and effort of organizatisns and groups concerned with the admin-
istrative machinery for industrial development. The Meeting laid the basis for a
more comprehensive understanding of industrial administration, which is the operation
of that machinery, and »f the individuals who run it, the industrial administrators.

The preparation for the Krems Neeting involved much thought and effort and
included specific meetings on industrial administration, which are descrided in
Chapter I of this momograph. Chapter I1 contains s report of the Krems Meeting.
Chapter III discusses UNIDO activities in industrial administration. It sian
particular attention to the regisaal workshop in industrial administration held at

Addis Abada, following the Krems Meeting, which further defined the fisld and des-
cribed specific means for its improvement .

The industrial administrator ocsn Play a strategic role in ersuring an adequate
flow of vesources to the industrial development sector and in using them effectively.
He has the special responsidility of serving as the dridge between the manufacturi ng

industry and the pudblic and private agencies providing administrative services to
industry.

&
Industrial sdministration can make ita contribution to development only if the
field receives serious attention and sirong support from the Governments of devel-

Oping countries. Thess countries are charting new courses in industrial development .
} They are creating the need for the new type of industrial administrator who may play
& more direct rols in industrislisation then his counterparts in developed countries.
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1. BACKGROUND

The Pearson report stated clearly one of the primary lessons of the Pirst
Un' ted Nations Devel pment Decade:

"The capacity t7 plan and implement development programs has also
improved, though planning remains ahead of implementation in most
countries, The capacity t» prepare develsopment plans depends on a
relatively small group of well-trainei individuals. These can be
trained quickly abroed and they can be supplemented readily by small
numbers of foreign advisers. The implementetion of such plans, however,
involves the whole administrative structure of the government together
with the private sector. Deceuse administrative structures are still
weak, effective implementation is still too rare. Yet implementation
is the test of a plan's realism as an instrument of development, of
the aoccuracy of project analysis, and of the capacity of the country
to invest and to operate better public services."l

In the Second Development Decade, the problem persists. Development
Ls-gperation, the 1972 reposrt of the Development Assistance Committee of the
Organisation for “conomic C-operation (O™CD), touches on some of the problems of
management in the develapin& ccuntriess

"It is hardly nucessary to say much about the gap that exists in most
developing countries hetween what is agreed by the experts should be

done and what in fact is done by pe-ple in every sector of the society....
Often, though not often enuugh, political authorities accept the need for
action and are prepared to use their position to hring it about., What is
lacking is the essential link between knowledge, political will and
actimn - an efficiently -rganised bureaucracy, public or private,

sitaffed by trained, experienced and devoted people. It must be cap-

able of translating political decisions into operational plans, trans-
lating plans int> apecific programmes and projects, and translating
programmes and projects into action on the spot - and the spot can be

any remote corner of a country where humans live or can g for useful
purposes, ...

"Improvements in these situations will also take time, a long time.
Donors should be looking much more actively than they have seen for
ways to help improve management capacities. A particular &ap is the
absence of training in either business or public administration from
the curricula of most developing country universities, modelled as thcy
have heen on Puropean universities in which these Bubjects are just

1/ Fariners in Developmext: Report of the Commission on International
T Yo 3

Jevelopment (New York, Praejer, 130 ), pp. «3=44.




beginning now to> find a limited place. A considerable piecemeal eff-rt

has teen made by donors to train those already in bureaucracies, usually
in a special skill of some snrt, through scholarships, training grants,

and the work of technical assistance experts."2/

UNIDO has long heen aware of the special need for training industrial adminietra-
tors. Its predecessor organization, the Umited Nuti-ns Centre for Industrial
Development (CID), made a survey in 1962 of training institutes concerned with
industrial development and found serious deficiencies. While much progrese has been
made since then in methodology and training in project appraisal, the workings of the
various institutions within which projects are generated and developed are no beiter
understood, and there is still little agreement on the roles and functions of indus-
trial administrators within the institutions.

A CID and OVCD Working Party made an important start in examining the need for
training industrial administrators in a meeting in Paris in September 1965, The
nportl/ emphasized that industrialisation is an integral part of the process of
development. Figure 1 illustrates the steps in devising and carrying out industrial-
isation, indicating feedback from lower to higher steps. The entire process is
dynamic. Action 5n indiridual industrial projects contirues while national, sectoral
and programme plans are being made and revised. The impact of the individual efforts
on the econmy as a whole and Jn the plans must be taken into account, Individuals
responsible for each step in the progression should understand the functions per-,
formed in the sthor steps.

Industrialization itself involves the co-operation of many institutions and of
many disciplines. Developed coMntries have built their institutions and patterns of
relationships cver a very long""ﬁariaa. Developing countries must tuild their admin-
istrative machinery in a short time, while training individuals to operate it,
‘National organizations to prcmote, oversee or finance industrial development have
heen established in many countries. A wide variety of other institutions and
organisations has been created. !any ways of interrelating these organisations and
institutions in a national industrial administrative framework have been adopted.
Alternatives are necessary because of different political orientation, national goals,
and human and industrial resources in dev. oping countries.

The training of industrial administrators depends directly on who is classified
as an industrial administravor. As shown in figure 1, industrial administrators are

2/ OFCD Development Co-operation: d Policies of the Members of the

Development Assistance Committee (Paris,
3’ Training of "conomic Administrators for Industrial Development (United
Nations publication,

mfforts
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responsible for: assisting in establishing the natisnal administrative machinery;
directing and ¢n-ordinating industrial insti“utions and organizations; and providing
and co.ordinating individual projects and services. It should be stressed that
industrial administrators are primarily co-ordinators and managers of implementation
f industrial devel spment, and they should be trained accordingly.

In 7ne sense, individuals inv-lived in cach step of the progression are industrial
administratora. The CID/OFCD Working Party took this position, defining economic
administration as "every person who has responsibility for, or participatea in,
devising cnd/ar implementing policies directed towards industrial development" .

Its report viewed both senior and middle administrators as involved with planrning
and implementation.

lala paper-presented to the CID/OTCD Working Party, Celso Murtado stated: ..

"Although...the viability of the objectives of a programme has.to be
verified by comparing the partial results obtained with those objectives
in a contimious process, for practical purposes it is very important to
draw a clear distinction between the fornulation and scheduling of a
programme and its implementation. The reason for introducing this
clearly defined distinction is that, during the first phase, concerned
with formulation and scheduling, it is easier to rely on skilled per-
sonnel hired temporarily sut of the area or supplied by agencies
specialized in technical assistance. On the other hand, those respon-
sible for implementing the pProgramme must have a thorough krowledge of
the country and be familiar with the cultural patterns and aware of the
role of the leading eloments in the community. As the two kinds of
skills very rarely car be found together in developing countries, it
seems advisable to emphasize the difference between the formilation
phase, when technical requirements are most needed, and the impiementa-
ti'n phase, when knowledge of the social reality is more euantial."ﬁ/

The Paris mesting considered other important aspeccs of training, as outlined
below.

Industrial administrators should be trained to grasp the structural and
analytical concepts and tools used in industrial development. The International
Bank for Reconstruction and Development (IBRD) gave a course for govermment officials
whose work was directly related to the formulation and evaluation of industrial devel-
opment projects that included the following topicss definition of the industry
sector and its internal structure; main elements of industrial projects, defined in
§ terms of input and sutput, with the concept of value added; accounting and financial
i‘ analysis, differentiating bctween private accounting and social accountingj cost
analysis, use of break-even charts and ecomomies of scale; analysis of the market

4/ Idid., p. 5.
3/ Inid., p. 57.
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and role of transport and ‘isiribution costs, relaticaship between plaania ana
implementatio. and »etween en ineerin;’, costin; anc e ecuticn cf projects selected

.
for implamentaticn, promotion of industrial capital ez .ets and role ¢ level.pment
banke, evaluation of arganizaticon and management =:.¢ creaticn of an industrial lavour
force protection of new incustries; analys‘s of infrestructural projects closely
relatod to indurtrial crowih (e.:. power), and establisinent of various supporting
institutions such ae industrisl estates, productivity centres and technolo ical
institutes.

The industrial administrstor should also understand the relatioaship of iauus=
trisl development to the rest of the economy, and particularly to agriculture, the
obstacles to economic srowth in developing countriea_*?" aad the problems cf urben
concentration, income inequities and unemployment.

Tadustrial adminietrators should know how to extend the industrial planning phase
into detailed operational sub~programmes. These detailed plans filled the :ap between
peneral slans and schedules and the specific decisiors that the industrial administre-
tor was expected to make when he embarked on implementation. As Furtado pointed out,
thic operational sub=programming was necessary whether ithe industrial progranme was to

rationalige an existing industry, to establish & new indusiry in the public or private
sector, or to transform craft enterprises into an organized manufacturing in;‘.us:try.lf
The importance of the sub-programming stage had bee:i: ;reatly underestimated. 1t wae
one of the industrial administrator'e most important activities.

A variety of training programmes was needed: ~eneral and specialized projrammes,

national, regional and international programmes ¢ mphasizii; exchange of experiance,

onethe-job training; and pro;rammes in which govermnment officials and ececutives of
enterprises and organizations participate.

In the five years followin the Paris meeting, JVI'X initiated and conducted =

number o activities specificall addressed to incveoirisl adninictiration. These are
discussed in chapter III. On the basis of this e.perience, it concluded that a new

approach to the implementation phase of industrial development should “c adopted and
that training programmes for industrial administratore .seded thorough recasting.

- ININC therefore welcomed the su;cestion of the Covernment of Austria that a joint
meetin; Le held to explore possible areas of co—operation with UINC and the Jnited
¥ations Institute for Training and Research (UI'IVAlY) in training activities in
industrial administration, includin, the feagibilit of a centre for industirial

administration to be locrted i or near Vienua.

;;‘ A fom sunmary of these obstacles in Africa is contained in the heport
xI tha T"‘A, OA'] Conference of “inisters of Industry, Adlis Ababa, “lay 171

u}})

. L4
7./ Training of Teonomic Admiunistrators for Indusirial Development, p. (4.
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The three-day J.int Meeting »f the Government »f Austria and UNIDO to Consider
More Tffective Training in Industrial ddministration was held at Vienna in November
1971. Participants included representatives of the Austrian Government, of UNIDO
and UNITAR, of private organizations and internationally known professionals engaged
in technical assistance. One »f the backgrsund paperssr-{i Presented to the Meeting
described the features of industrial administration that differentiate it from
public administration in general. It made a strong case for training industrial
edrinistrators to use modern techniques of problem solving and programme implementa-
tion. It discussed how the training should be organiged, i.e. on which one (or more)
of the following bases: countries at a given stage of development; problems to be
resolved; content and level of training inputs; or a selected corps of key officials
from one country representiing the various interlocking organizations and institutions
forming the national administrative machinery for industrial development. A marked
advantage of the lgst named type is that it could achieve a "eritical mass" of new
management skills and new techniques for working in a changing enviromment. The
Teport of the Joint Meeting<summarized both the deliberations of the Neeting and
those of the Joint Committee appointed during the Meeting to carry on the work
initiated. There was agreement that developing countries would respond favourably
to a programme -r set of training programmes if they genuinely embodied a new
approach that could be expacted to lead directly to improvements in the implementa-
tion »f industrial development.

The Meeting then concerned itself with the contribution s centre for industrial
adninistration could make to a more effective programme of industrial development.
Among the points stressed were:

(a) Tmphasis should be placed both on developing the sophisticated skill
needed for decision making and on setting up adequate machinery for implementation
of decisionsg

(b) The centre should offer short-term programmes addressed to the immediate
upgrading of knowledge and skills of administrators; and long-term programmes based
on ressarch into the problems of industrial administration, conducted primarily by
by professionals from the developing countries;

(c¢) The centre should provide an environment in which industrial administra-
tors from developing countries could exchange experience and work together in areas
of mutual concern.

A

8/ R. N. Jai, with the assistance of the secretariat of UNI, "More
effective training in industrial administration" (IDMG.115/2) .

3/ "Draft report: the improvement of industrial administration" (ID/W0,115/3),
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The Joint Meetin; revealed the need for a subsequent meeting to su;gect practical
measures for improving inductrial administration services to indtstry in the devel-

oping countries, including modern management techniques that industriel administrators
could adopt, and to review and evaluate the work of the Joint Committee, which was to

cosoperate with IBE in formulating & scheme for the centre and its financin/.

This
meetins was held at Krems.
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The Meeting for the Improvement of Industrial Administration was attended by
42 participants from both developing and industrialised couniries, from organisstions
and agencies concerned with industrial administration and from UNIDO.

The Necting was opened by a Senmior Industrial Development Officer in the
Industrial Services and Institutions (18I) Division of UNIDO, who welcomed the
Participants. Welooming statements were also given bty I. H. Abdel-Rahman, Executive
Direotor of UNIDO, as read by the Director of the ISI Division, and by K. Rischks
(Austria).

The Neeting unanimously electod Mr. Rischka as President and Abid Hussain (India)
as Rapporteur. It was agreed to follow the provisional agenda and programme of work
and to hold panel discussions on each day of ‘he Neoting. A background paper
Prepared joistly 1ty IB and WNID0L2/and other papers vere presented +o the Meeting.

Tach panel consisted of a chairman, s panel leader and pansl members. The
following panel discussions were held: '

Bamal At The eavironment f£3r leadership

Chairman: H. ™. Ide Anak Agung Gde Agung ' o
Persanent Repressntative of Imdonasia to URIDO

Espel v The improvement of human potential
Chairman: . Rogowski
Senior Professor of Nanagement
International Centre far Adwanced Techadcal
and Vocational Training
Tarin

Papel C: The administration of technological innovation

Chairmam: H. 7. Jorge Pernandini
Permanent Representative of Peru to UNIDO

SRR s

10/ "A proposal for the establishment of the Intermational Ceuire for
Industrial Administration” (IDMG.129/4),
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Punel D: The decision-making proccss

Chairman: . Rogowski

Panel F: The International Centre for Industrial Administration

~hairman: Sir Genrge Pollnock
“rgaident
Institute for Industrial Stratoegy
London

C::»gc;usi ong

The conclusions reached during the last sesasion of the Meeting as summarised
By the Rapporteur are as follows:

™he Meeting considered that there was a need to accelerate the industrialisation
of less developed countries and that improved administration was a strategic factor
in a sound industrial dev.lopment programme., It was agreed that an action programme
was needed to assist these countries in promoting and developing industri-~l administra-
tion. To ﬂtitf; this need, it was recommended that IBE undertake a study of
the feasibility of establishing an appropriate organization (the proposed International
Centre for Industrial Administration), taking into account the discussion at the Krems
Meeting, and that an "office"™ be set up in Vienna with appropriate staff for the
implemontation of this recommendation.

Discusaion

The background paper prepared for the Meeting, which is contained in anmex II,
served as the basis for the discussion. It is urged that it be read at this point,
For ease >f reference, the summary f the discussion follows the cutline of the

The Krems Meeting defined industrial administration as the "planning, organi sa~
tion, co-ordination, guidance and control of all non-manuifacturing activities having
to do with the industrialization process". The interpretation of this definitiun
put the emphasie on the co-ordinating and implementing functions rather than on
those of policy and planning. Industrial administration was concerned with the
spocial techniques required by ndministirators responsible for various aspects of
industrial development, and these techniques had strong similarity to those used
in industrial management. The definition of industrial administrator would embrace
the following: government officials concerned with indusiry; sen’-r staff members

of an industrial development bank; heads of organizations such as export-promotion
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agencies, industrial rcsearch institutes, or a chambar of industry; kcy decision
makere in public and private enterprise; and members of public brards or industrisl
development authorities.

The Meeting dev-ted considerable attention t» the role of the entreprensur wh:
moved iixdustrial organizations 'ut >f the traditicnal model into a stage of dynamic
growth. The skills and orisntation >f the entreprencur were very different from
those >f the manager of an established organization. There was growing cvidence
that the entrepreneur found greater satisfaction from overcoming challenges and
from >btaining results than from financial success. Conversely, entrepreneurs were
frustrated by excessive rogulation; they required some freedom of action,

The discussion involved entropreneurship in two ways. First, it was recognised
that in the early stages of industrial development the industrial administrator
could play a creative role in recognising and encouraging the entrepremeur. This
was of key importance because entrepreneurs in developing countries played a vital
role in developing the base of small-scale industry, 8o nceded in the intustrializa-
tin process. Secondly, the Meeting regarded the industrial administrator as an
entrepreneur himself. ue‘had to move from traditional bureaucratic practices to
innovative snes. Helping create the machinery for industrial administration,
starting new industrial development organig=tions and institutions, managing snd
co-ordinating industrial development projects - all of these involved entrepreneurial
challenges and rewards.

The background paper described 15 requisites for improving industrial administya-
tion, Manctionally, they related to training and education, motivation, administra-
tive systems, staff development, information and communication and resource utile
igation.

The Meeting stressed that improvément of indusirial administration required
both the development of the capability of industrial administrators and the oreation
of an environment that would enhance industrial administrative development., It
agreed that an effective industrial administrator was educated in one discipline,
but that he should develop gencralist knowledge and skills so that ha could function
in interdisciplinary teams na required in indust:ial development. It was recogni ged
that no scientific body of knowledge presently existed concerning the skills necded
for effective industrial administration. The taak was mire comprehensive and complex
in developing than-in developed countries., In pacrticular, the wors of industrial

administrators varied from country to country according to its stage of industrial
growth,




Role of the prop.sed Internaticonal Centre for Industrial Administration

The background paper e.l=rged -rn the reaciions ~f thc Vienna preparatory
meeting to the propescd international contre. It pointed cut that although training
at the centre could demonstrate and stimulite new attitudes and practices, on-the-job
training, designed largely by cxperienced senior industrial administrators, would
produce the lasting btenefits.

The Mcating noted the need for flexitility in programme design at the centre
as well as the importance of brozd participation in its activitics. Executives of
public and private enterprises, consulting organizations, and specialists from United
Nations agencies shruld be encouraged to participate in the work of the centre. The
discussion of the centre's programme focused on four topics:

Environment for industrial administrative leadership
Improvemont of the human potential

Administration »f technslogical innovation

Decision making

Toaviromment €r industrial administrative leadership

The Meeting identified the principal interactions between the industrial
mﬂﬁwr and his environment as the following: interaction with othexr indivi-
duals in his own industrial development orgnnization; with the other organizations
that make up the national administrative machinery for industrial development; with
industry, public and private, in his own societly; with the larger society; and with
tha outside forces that affected the industrialization process.

In these interactions the industrial adsinistrator played many roles. As an
{imnovator of ideas, mich as ideas for now industirial legislati~sn, he influenced the
industrial policy makers; as a negotiator with the private sector he mediated
between the interasts of investors and the broader socios-sconomic interests of the
government; as a manager and co-ordinator he had t> understand the structure and
dynamics of his national adminietrative machinery and how to operate effectively
within it. The Meeting cautisned that in creating new machinery and new attitudes
the positive elements .f the present system and culture had to be taken into account,
It was sounder t» build on elements that were in place and working thaa -to iatroduce
wholly new opes.

Improvement of the human potential

The background paper introduced new techniques for improving administrative
ekills and motivations, such as orgauization development and achievement develop-
ment, which the centre might utilize. The Meeting took nd>te of these, tut was




mire concerned with how the contre oxld specd the professionilization of industrial
administration. GSome .f the suggesti-ns in this regard were ¢ ¢stablish a common
tody »f knowledge; t° create a code of ethics; to s»t up 1 career devel opment system
with a clear-.cut pcint »f entry; and to f>rm a praifessional asscciation of industrial
adminietrators. It was beliasved that dirlogues neld at the centre could, over time,
be a valuable means >$ huilding the commsn body of knwledge that would in turn be
the basis for professional training.

Administration °f technslogical inmyvation

The background paper described the challenge that new technologies presented t-
industrial administrat.rs and introduced the subjoct .f development technologies
that were appropriate to the exuniry °f use rather than the country of arigin. The
Meeting noted that the administration of technology in developed coumtries had been
inadequate as evidenced by the envirommental crisis now being experienced. The
developing world would have % forge new and improved criteria for administering
technology.

The Meeting expressed concern sver the low rate at which technology flowed to
developing countries and its high cost. This technology included processing know-
how as well as engineering. The role of industrial research ingtitutions in
increasing the amsunt and improving the type of techrology being transferred was
brought cut us was the role of the industrial administrator in helping to tuild the
internal institutional structure to receive and to adapt the technology.

Perhaps the most important point made was that the developing countries shomld
determire effective policics with regard (. present inadequacies in technology
transfert it was unlikely that the develuped countries op the multinational
companies would come forward with solutions on their -wn initiative.

Decision making

The Neeting discussed new management techniques that might be among those
employed in the centre's training activities, such as the use of matrix organi ga~
tions and project management in industrial administration. These and other
techniques are discussed in chapter III.

Prome of the proposed centre

The background paper presented a carefully elaborated programme for the centre.
" The Meeting did not endorse the programme or any of the particular proposals, but
did offer guidelines concerning four types of activities that it agreed should be

carried out at the centre:
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(a) Research and d.

at centre headquarters; the research should bte 1:nc¢ t: the maximum degree by

sentation should te carried on in the field as well as

developing country experta;

(v} consultati-ons and discussion meetings were scen 18 means of identifying
and dealing with specific industrial administrati-n pritlems, chiefly through the
dialogue methyd rather than the conventinal lecture mothods

(c) Advisory scrvicos should be patterned after those consulting services
that had proved to be effective instruments of national growth. The chief charac-
teristic of these succossful services was adaptability t- local conditionss

() Training programmes were viewed as evolving from the other activities
and integrated with them. Those conducting the training should be closely associated
with the local culture.

The backzround paper listed Austrian organi-ations that might be associated
with the centre's work and international, national and regional organigations that
might co-cperate in carrying on the activities of tho centre.

The Meeting considered the proposals put forward in the background paper and
the recommendati-n made that IB™ undertake a feasibility study »f the centre, taking
into account the discuassions of the Meeting. IBT expressed willingness to make the
study, subject to the availability of financing. Since there was a saving out of
the funds contributed by the Austrian Government and by UNIDO for the Neeting, it was
recommended that the saving be placed in a trust fund to bte used by IB™, when matched
two to one from other sources, for carrying out the feasibility study.

With regard to the financing of the centre, it was made clear that the Government
of Austric and UNIDD could not individually or together assume responsidility for
this. Participants at the Meeting expressed their belief that if full information
on an action programme for assisting countries in promoting and developing industrial
administration could be circulated, financial support could be enlisted,




IIi. REL.TE)H UNTDO ACTIVITIES I INDUSTRIAL ADV INISTRATION

“he Internationa) sympesium on Industpial Development held in 1967 at
Athens, Urocos, emphasized the ueed for effactive machinery for industrial develop-
ment and gave UHIDO & gpecific nandate to assigt devaloping countries in this regard.
TAIDO' s prosramme in indusirial administration was established in the Industrial
Services and Institutions Divisit)g. In addition io industrial administration, it
is concarned witl industrial lagislation, patents and licensing. The activilies
include studies, consultation and training. The i:rainiug activity has been the

vehicle for ideniifying, defining ang developing indurtricl adminietration as a
field of specialization.

Administrative machinery for indusirislization

There is a special need fop cenirally orgunized industrial servicssg in
develnping countries. The creatiun of such services camnot be left to chance, On
the contrary, a comprehensive and co-ordinated programme to establish and sirengthen 7
industrial sexvizee should be ar integral part of a dountry's industrial development
plan, Howaver, a country rarel iz the opportunity to create a complex of services
a1l at onca; genaerally %}ié Proviem 18 v urgunige existing services into a more
sfficient systen,

In organizing the system - or machinery - for i.udustrialigsation, a key question
15 vhether the services should be grouped to the extent possible in a central agency;
aud if wo, whether that sgency should be autonomous or within the Rovernment. Many
veriabies enter inio i;he right solution for each country, It is the position of
this monograph that the type of structure is less important than the creation of a
vicble system, one with the followi.:z fea'uress (&) the parts (arganimtions/
-nstitutions) and their roles are defined, and interrelationships among

——

1Y/ This subiect i3 dealt with extensively in administrativ

in the geries Honographs on Industrial Development ('nited Nations publication,
“ales . €9,11.3.39, Vol, 1),
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them made clear, (b) the process bv which als will be aclieved is elaborated and

includes = feedhack mechanism for reportin- the results achieved.

In settin; up and manaring industrial sefvicen, ihe end user = industry - should
be treated like a valued client, that is, like & partmer. This means industry should be
consulted on major plannins and policy decisions. Ii means that the agency providing
servicesr should reach out to establish anu maintain contact with clients during
éasr&tiene.

The internal structure of indusirial administrative services will vary with the
work performed, but the following suidelines are generally applicable:

o (a) Zstablish = simple, flexilule atmuim, not one with highelevel, unfilled
posts; |
' ﬂ( b) lecognize that the informal cultural and social relationehips in an
‘;;ijtatim may heve as much bearing on operations as the formal ones of position
gk ;
(6) Yeep the number of s*ta:ff peaitiem ugartim’; to the head of the
organization lew, in order to have @qhgstian of responsibility clear and effective,

Edpiristration at

' The Hemina® on the Crganigstion end Adninietration of Industriel Services for
- Asi® snd the Middle 3ast, huld at Tashkent, USSE, in Cetober 1970, concerned itself
prim rilvy with i%izf industrial services: induetrial research; | standardization and
_qumdity control; industrial information; and industrial consulting sewmes.l
a i M few aa;.isnt points of the discussion of the four services are presented

I o

12/ Crpanization and Administration of Industrial Services for Aeia and the
Niddle Ea.st United Nations publication, Sales No. J1.11.B.20).
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Industrial research

LR s

»

The Workshop devoted considerable effort to the promise and problems of
industrial research institutes. Autonomy of operations was stresesed, both for
the institute vis-A-vis the government and the director of the institute vis-d~
vis his board (as far as operating matters were concerned). Direct government
supporty of processes and projects developed by institutes was recommended,

Standardisation, quality comtrol and metrology

It was pointed out that standardisation, m\alsty control and Mraiog were
interrelated, and all had a direct bearing on the production of goods of the
‘high quality necessary for exports. The govermment had the dual role of sesing
that standards were established, preferably W 8 single institute, and of
sesing that they were enforoced.

Industrial Information

The Workshop found that the amount and complexity of new techno-scomomdo
data had made it inoumbent on all governments to concern themselves with contimuous
and systematic access to industrial information, In the case of developing
countries, the services provided by international agencies and foreign countries
should be incorporated into their own national information systems, The agency
responsible for selecting and disseminating informstion had to be acutely aware
of the partioular country's information needs, Dissemination alons might not 'fu
ad.qntn an information extension service might Le necessary.

Industrial consulting services - e iy

The Workshep discussed means of strengthening local consulting skills, It
was suggested that oontracts to aut-idc conmultants should provide that local
firms be associated in the work, and that w should give preference to
local oonsultamts. It was stressed thai looal consultants made valuable ocontridu-
tions through their knowledge of Prevailing eoonomio, aocial and technological
conditionn,
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Re@_‘ onal Ho;kahog in Kuwait

The Training .orkshop for Public Industrial Administrators of tac Arad Countries
of the Middle East and North Africa, held at Kuwzait, liarch - April 1072, was
sponsored jointly by the Industrial Development Centre for irel States (IDCAS),
the Kuwait Institute of Economic and Sociai Planning in the l'iddle East and UNIDO,
The Workshop analysed fundamental definitions and conccpte necessary to an under—
standing of indpstrial adainistration and thon applied them to the problems ’
presented by the participants. Some of the fundamentals examined were the
industrialization process; the principles of organization and administration;
and orgenisational roles and relationships in industrial development. The
separate organizations were viewed as sub-systems within a system. i

* .
The Regional Training Workshop for Industrial Administrators in English-
speaking African Countries, held ot Addis Ababe, ¢ - 20 October 1972, was organiged
by UNIDO in co-operation with the Economic Commission for Africa (ECA). The %asks

of the Workshop were:

(a) To advance the understanding of industrial administration by
defining it more precisely;

(b) To find elements common to the work of all industrial administrators;

(o) To illustrate how modern administrative techniques may be used to
improve performance of industrial admwinistrators and accordingly to upgrade the
field itself, T

The Workehop viewed industrisl administration from three angles - the vertical,
horigontal and structural. These are described below and illustrated in figures .
IT, 111 end IV.

Figure 1I shows the hierarchy of administrative positions. The top position
is Principal or Permanent Secretary of o Kinisiry of Industry or lead of an
Industrial Development Authority. Ninisters ore a part of the national system for
industrial development, but are polic’ mekers, not administrators. Not every
bureaucrat in a ministrv or industry or development authority is an industrial
adininistrator - only those who perform the functions of industrial administra-

tore as described in the nevt gection.
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PMent/Princiral Secretary, Mini ey of ‘&’ndnstrg,"
Managing Divectnr, Induetrial Deveopment Authopit.

T :
| Prinqipgls/mmtorgg g&ni;t?y of‘ﬁ lndustry and Development Anthorit;r l
¥inisiry of Trdustry srd Nevelopment Aﬁth;aritx |

miaaﬁmi; sach aa i

| Pivectors of intustrial servine.
otmeroh and Sraining institutes and remlstory bosrds

| Heads of other mervices related |
 to industry, such as customs
23 currenoy controls
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Figure III shows that the industrial admiristrator accupies a central poeition
between the planners »f industrial economic policy and the industrial managers who
operate individual public and private enterprises. He serves as a bridge between
governmment policy makers and industry, bringing sbout understanding and acceptance

of government measures to assist and regulate industry and feeding back industry's
neede ard problems,

{planners/economists | L ... |administretors e | and entreprencurs |

S A———— - * -y

Figure IV views industrial administration from a structural angle. There is
no single right way to >rgonize the indusirial administrative services for a

country. In general, industrial adminietrators work in ministries of industry,
developuunt authorities, development banks, and various industrial service organisa-
tions and institutions, They call on mnatiohal and external entities to assist them.
The central column of figure IV gives examples of organizations in which industrial
administrators work, and the side columvg some of the entities they call on for
assistance, )

The elements common to the work of industrial adminictrators adopted by the
Addis Ababa Workshop were subgequently reviewed in Vienna and further olarified and
consolidated. The five elemerts finally agreed on are described bolow,
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Natiomnl indusiprial develomment policies and rlans

v

National Jaws and reculsd iomg

P—

; Ministry of Industry Industeial information |
Legislative bodies Kational Development Authority Teehnical anmistamce
Bineation/tratning Dewelopment finance institutes h!ﬁam sournes
institutions | Statutory hoavsg e B Rducation/treining
Prade unions i Imdustrial pesearch ingtitutes institutions

Baring system Industrial treining inetitutos § Consultants

eAl oonmultants Trdustirial foeoperatives ' it o

e ———— - Industrial information ami

statistios orpurigations
Conmulting groups i
Pederution of inlusiries
| Chambers of fomerce
Professional assonintions
Stamiardization, testing ami
quality comirol orpguaimntioms
| Special indusirial institutionn |
(Pesion ami development ommtres;
Smallesonle indurtry centrag;
¥apket regearch or industrinle

| aohievement of imiverrial developnent gonls

; mefits to arﬁm
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Turthering national and regional (multi-country) goals

Industrial administration is concerned with the fuifillment of national industrial
goals. Exanples of such foals are decentralization o7 industry; linking of agri-
culture and industrial development so inat demand in one sector will increase supply
in another, encouraging gma.ll industry az a means of transition from traditional to
modern life; and encouraging many small improvements in existing technology rather
than jumps in technology through large production unitis.

The industrial administrator must know the objectives, the strategies and the
content of the programmes and projects of the national industrial plan. He should
be aware of plan priorities and of resources and fiscal limitations. He should know
the factors that go into the social benefitecost estimates.

The industrial administrator can further naticnal and regicnal goals in three
principal ways:

(a) Dy providing feedba % to the national policy end planning bodies. This
oan be through formal and informel reports on which progranmnes are, or are not,
functioning effectively. It can be throurh innovative ideas for improvement and
redirection. The industrial administirator should also be ihe feedback channel for
the public and private enterprises he serves. Oenerally, feedback tc the national
policy and planning bodiee is made by senior industrial administrators, but come
munication channels should be open for inputs from all industrial administrators;

(v) By evaluating his own activities in implementing industrial development
and taking corrective action where results are deviating from the requirements
or the intent of the plan goals. For a senior administrator thie evaluation can mesn
dropping some projects and reorienting others. TFor all administrators, it can
mcan dropping some activities and assigning new priorities to others;

‘¢) 3By monitoring activities of others in implementing development and taking

corrective action where plan goals are not being fulfilled. This can occur, for
example, in monitoring the work of consultants or of contractors.

Fostering co—operation among industrial development

organizations, institutions and enterprises

The industrial administrator needs special skills as a co-ordinator. Ior example,
he may nced to co-ordinate the diverse activities of povcrnmerntal orcanizations for
research, promotion and regulation. In addition, his responsibilities may extend
beyond governmental ormanizations to include organizations of investors and entre~

preneurs.
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A viable administrative system has the means of co-aperation built into itse
design. When the scope and function of each rganization or institution in the systom
are determined, the relationship of the organization t. >thers in the system should be
made clear. This relationship may be specified in terms of the services offered to and
received from tho other organigations. It may he in terms of joint efforts to carry
out sne or more of the national industrial development programmea. It may be in terms
of mutual representation on boards or on interorganizational committees.

Senior industrial administrators assist in creating the original system, and they
recommend revisions based on operating experience. A suggested technique is to make a
work-flow diegram illustrating how one of the major national industrial goals is to be
accomplished. The wcrk flow shows the sequential and/or parallel steps to be taken
and each participating organisation or institution. Study of the diagram will
generally indicate whether the selocted means of co-ordinaticn is adequate. It may

§ suggest, for example, that better means of interministerial co-operation in the field

will be required during implementation or that technical training is not in nhn
with project needs. '

Senior industrial administrators who direct individual industrial services need
strong indirect leadership skills to make their services effective. These are the
skills that enable a leader to obtain remilts from others without exercising direct
authority.

The goals »f the industrial development plan provide the indirect leader with the
basis for solving interorganisational problems; from his position within the national
administrative machinery he derives the mthbrity to communicate his proposals and to
| sec the issues through to a resolution that can then be documented and acted upon.
There is no formula for the solutions. The answer to a particular interorganigational
problem depends on the traditions of the organigations involved, on the degree of
formality or informality of their relationships, on the frequency of contacts, on the
nature and durstion of the work and probably on the personalities of the individuals
involved,

The indirect leader is characteristically self-starting, articulate, diplomatic
and persistent. These are the same qualities that individual industrial adninistrators
need in their efforts to foster co-operation between enterprises or between investors
and the govermnment.




-0 -

Planning and programming tne work of industrial

development organizations and institutions

A systematic approach to industrial administration involves viewing the tradi-
tional elements of administration - planning, organizing, co-ordinating, guiding and
controlling - as an integrated whole. Thic perspective enabl:zs the administrator to
think through each of his major work responsibili‘ies in advance. For each, he con-
siders the objectives, the work programme, the planned use of resources, the measures
by which he will evaluate results and the corrective action he will take.

This approach is called "administration-by-cbjectives" (AM)), Individual parts
of industrial organizations have always had objectives: finance has budgets; sales
has targets; and production has quotas. ABO provides the objectives for senior
management, incorporating what the other parts of the organisation are doing in a
logical and effective pattern.

A more specific applicatisn of AB) methodology is shown in figure V. The
sdministrator analyses the work sssigments of his srganiszations to determine the
inputs (resources to be applied), the sutputs (specific tasks to be accomplished) and
the sbjectives (what conditions are to be attained as result of the offort). In addi-
tion, the administrator establishes, as specifically as possible, how the ocutputs and
objectives are to be measured. For cxample, the outputs can be measured by the mumber
of licence agreements negotiated, rescarch projects completed and technicians trained.
The nbjectives can be measurcd in terms of an increasc in manufactured exports
resulting from export promotion or of the effects of investment promotion on employ-
ment. The Workshop felt this methodology could be usefully followed in planning and
organising the work of an industrial administration agency and in carrying out other
work elements.

The Workshop observed that the ABO methodology had two major advantages over
traditional administration. The traditional administratio>n had a strong tendency to
emphasize proocedures; the ABO methodology emphasized results (inputs leading to out-
puts etc.). The traditional bureaucracy spent more time on detailed supervision and
in solving specific problems; the ABY methodology devoted more time to selecting,
defining and commnicating objectives and in evaluating alternative means of achieving
them.

Defining the work of an organization in ABO terms greatly facilitates the steps
of the administrative process:

(a) It facilitates planning by establishing a planning framework - the
objectives of the srganization itself or >f a part of its work; the means selected
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to abtain the o bjestives (the 1nputs and the outputs ; ~nd the method ty which results
are t. be measured. he administrator has to 1dentify all the major tasks t5 be
arcomplished (outputs) and the major ressurces (inputs) that *hs organization will
nced to accomplish tiem., [his excrcise prepares the way fur the pmm stage of
the works

(b) It facilitates organizing, since the structure ot the organigation should
correlate closely with the objectives and the tasks t> be accomplished. Delegation of
responsibility is also aided for the same reason;

() 1t facilitates go-opdination, since the identification >f tasks takes into
account the relationships with other organizations and entities; and the idemtification
of resources involves sources outside the organizations

(4} It facilitates guiding, since the objectives are communicated to the staff,
who then understand the nrganisation's direction and the criteria by which their work
will be judged. This improves motivation and morale. If the members of the staff

participate in the ABO process, the benefits are even greater;

(o) It facilitates coptrolling, since the guidelines for control - the Mt&ria
for measuring results - are built into the ARO system.

Programming is 2 weak link in present industrial administration practices.
Programming translates plans and mejor tasks into the detailed operational information
needed for implementation. The Workshop examined ths 'Secision-tree”method of breaking
tasks down, level by level, and systematically examining alternative courses of action
for each work level and choseing the most appropriate course.

| Other aspects of programming are establishing priorities among tasks; scheduling;
and peconciling the resources of men, money and matcrials needed with the ratml'
available. Practices and techniques from industrial management are useful in all
these dspects and should be included in training programmes for industrial
administrators.

When the detailed operational programmes are ready, they can be carried out as
projects or as industrial services. The Workshop agreed that much of the industrial
adminigtrator'e work could be Qrganiz;d on a project basias, The advantages were that
objectives were set cver a fixed pericd and that results were therefore more controll-
sble and measurable. Fryjects carried more sense of urgency, which was relevant in
development work. There uas more reliance »n individuals or on a team to solve
problems and thus less red iaspe.




The Workshop studied the use 11 industy- of a new type ~f armanizationel]

structure, the matyix orznization,

The matrix organization 1s designed for the project approach. Project
munagers are directly respongitle to general manc.gementi., As implementation
prasresses; the project manager sees that a vinble and visible plan is maintained
for the immediate period, that consistent Progress is made towards project objectives
and that the integritv of relationships ig maintained, The project manaser ig
supported by a team made Up of individuals drawn from other parts of the organiza -
tion, e.g. finence, marketing, or engineering., The- remain as o team as long as
nceded and then return to their originel positions,

The Workshop examined other project management techniques that &ppeared
applicable to imdustrial administration, in particular, the contribution of net-
work analysis to Project planning and to improving the allocation of resources
during implementation, ~ liodern project-control documents and reports were reviewed
and found usefuly it was noted that numeroue changes were to be expected during
project implementetion and that the proper response was quickly to establish and
maintain new control points,

The Workshop studied means of improving ihe administration of industrinl
services. The following pointe were stressed:

(a) Improving delegation through clear etatements of responsibilities,
authorities and relationships, The authority for spending funde should be
commensurate with the responsibility, The senior industrial administrator had to
find the right limit to delegation; it should not €0 beyond the point where he
was no longer personally identified with the operation;

(v) Improving leadership practices. The modern wobk enviromment called
for team effort among specialists, and the modern manager had to acquire skills
in organizing teams, The Workshop expressed interest in new training techniques
erabling groups to analyse their problems and to work together better to achieve
group objectives;

(c) Improving the cost-effectiveness of the mervice. lodarn benefit-cost
techniques were found applicable to industrial services, Recent developments
Permitted social as well ag economic benefits and costs to be considered. Management
acoounting and the management audit had made rapid progress in industry, and the
Workehop felt that their application to industrial sdminietration should be
encouraged. The same view was held with regard to modern purchasing ( supply
Management ) techniques such as value analysis.
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The Workshop found it useful to classify the work of industrial administrators

into four main functions. For each function the Workshop listed the principal services
offered:

(1) Assisting existing industry byt

(a) Providing consulting (extension) services. The Workshop noted that
industrial administrators performed advisory services themselves and also called on
~ outside sxperts for advice;

(b) Fostering linkages and service industriess
{c) Providing industrial information;

(&) cCarrying on industrial research. It was noted that some imstitutes
. ongaged in pesearch on marketing and management as well as on technical aspects

(o) Providing training facilities. The importance of specifying tmm
progreames ooncerned with formulating and negotiating investment proposals was Mﬁs

(£) Improving the investment environment. This covered such varied
services as standardisation and testing programmes, promotion and proteotion of
isfividual property rights and licensing arrangements;

(6' Initiating appropriate legislation and controls.
(2) Attracting private investment (mixed ecomomies) by:

: (a) Promoting opportunities for investmont (assuming prefeasibility studies
have besn made). The potential saving in cost and time by shifting detailed project
welopment to the interested participants was noted; |

(v) Offering adequate financial incentives, including direct and indirect
‘assistance to domestic investors and incentives to attract foreign investment}

(c) Meking suitable plant sites availadle at reasonable costj

(4} Providing full information on the investment environment and data for 7
investors' feasibility studies.

(3) Assisting implementation of new ventures (mixed economies) by: ‘
(a) Conducting negotiations with domestic and foreign partners; 1
(b) Aseisting in arranging finance;

(¢) Con-ordinating and expediting government approvals. It was noted that
ease of doing business with the government was one of the most important aspects of
the investment environment. )




\

joperating experience in industry through secondment, empioyee exchange programmes, or
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(8) Generating and managing public investment projects from the initial pre-

j investment feasibility study through implementation,

Promoting personal growth

The modern administrator works to create an enviroament in which personal growth

Jcan take place. He pays more attention than earlier administrators to how individuals

in his organigation relate to each sther. ™fforts spent in improving relationships
benefit the nrganization just as much as the individual. Objectives become more
widely shared, and there is more emphasis on getting the job done.

"The Workshop felt that the field of industrial administration offered great
promise for personal growth. It was at a critical stage, and opportunitics

Wio contriute to its development were great. It required the type of skills and
Rinowledge that could lead to its becoming a profession. Most important, the field was

being formed primarily in developing countries.
The Workshop felt it would be use~.1 for industrial administrators to odtain

raining-in-action in the industrial setting.,
The Workshop emphasiged the importance of identifying entrepreneurs and of

gencouraging them to participate in the industrialigation effort. This was one of the

asks of the industrial administrator. He should be able to recognigze entreprensurial
reits and to develop them himself.

Testing techniques now exist for identifying the individual who has the tempera-
nent of the entrepremeur. The ontrepreneur likes to Jtake personal responsidility for
is actions and decisions. He aggressively seeks information on the results of his
decisions and uses the infomtfﬁ obtained to modify his behavicur and to revise his
poals, He sets goals that are challenging yet realistic,

The Workshop recognized that industrial admini strators lived in an environment of
hange, sinoce change was inherent in development. The Workshop took note of the appli-
ation of behavioural science techniques within the general field of organisation
Aevelopment (OD), which was primarily concerned with the effective and efficient
introduction of change, i.e. the transfer of technology.

OD may help administrators to bring about desired changes and to learn to manage
he process of change. It is beginning to be used in developing countries. The
orkshop felt that the field of industrial administration could benefit from a pilot
'D programme in an industrial service organization that wanted to improve drastically
its work emvironment and performance.
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Mastering the selective use -f national and international

resources for industrialization

An industrial administrator can serve in one »f 20 or more industrial devel cpment
organizations, institutions and services (sec figure IV), He calls on national and
external entities for assistance. The Addis Ababa Workshop saw the industrial admin-
~ istrator as an agent that could bring about a more selective and effective use of these
entities as ressurces to be used in the matinnal interest.

An industrial administrator working in one industrial service organization may'
feel himmelf isolated from the total industrialization effort. But if he is to confyi -
- bute to the functioning of the national industrial administrative system, he must kesp

informed of the activities and plans of other national organizations, and look for
possibilities of collaboration and opportunities to build up the national inﬂitﬂtim
before calling on cutside resources.

When the industrial administrator does look abroad for aasistance, he is faced
with the monumental task of evaluating the tcchnical capability, motivation, and
ability to produce of the large nmumber of sources of assistance such as consulting
firms or training institutes. The Workshop defined some interim guidelines for this
- %ask, but felt that the developing countries themselves should give more attention to

sstablishing criteria for evaluating foreign sources of assistance. The interim
guidelines included:

| (a) Foreign entities should provide documentation on actua’ resilts
accomplished in developing countries;

(b) It should be determined that foreign consulting firms or training insti-
rnm or other sources of assistance had studied the national industrial devel opment
pl;a and were mthr to adapt their programmes accordingly. Tests could be devised to
determine whethor they understood the problems of developing countries and regions
and had basic sympathy for the people;

(¢ High priority should always be given to 1ocal manpower training and
development by foreign personnel providing assistance. The most certain means would
be for the developing country to provide its own training criteria and to have
foreism tiraiiers work tea thesc local plans. This moant assigning professionall;;
educated and experienced local officials to carry out the training. The Workshop

examined one country's training criteria, which included: emphasis on relevance cf
content to local conditions; emphasis on on-the-job t{raining supplemented by training
of local personnel in foreign plants} and emphagis on training of trainers and the
release of foreign experts according to a schedule.
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Ile Workshop recogriced that many of the difficulties in iniustrializing <ne
ceveloping countries had arisen from lack of skilled negotiators
/ho could deal effectively with entities providing aceistance and with forcign
investors., The Workshop felt that although UNIDO offered assistance in specific areas,
nuch ae industrial legislaticn, patents and liceneing, attention should be directad to
the regotiating process ituelf. The Workshop did not offer a prescription fop

div2laying skilled negotiators, wut in discussing treining methods
following ideas were sugzested:

in these countries

and programmes the

() International and natisral industrial information services should put more
cipbasis on marketing data, which could then te reflected in training rrogrammes. The
developing country negotiator needed to Imow how to evaluate produc: markets to deter-

| yinc his bargaining strength when dealing with investors;

(b) UNIDO should undertake a major comparative study of negotiating practices
i developing countries which would provide the basis for a series of case studies to
ts used in training programmes. The cases would illustrate the strengths and weake
ncsses in present negotiating practices and muggest improved practices. The cases
should ~over dealings with Governments of industrialized countries, internmational .
irstitutions, multinational corporations and othcr private firms, including syppliers
of capital equincent, whare weakness in bargaining was sarticuiarly damaging;

(c) Check Tiste tc be used in negotiating agreements vwith assistance agencies
exd with investcrs should be prepaced, siailar 1o the check list of contract provi-

clors contalmed in the Mamual on the Uss of Copmu multants in Developing Countries.d/

Although the Workshap only touched or. the sabject of application of technology,
it olearly belongs on the list of work elements of industrial administratora, and
under this last item, the selective use of national ard intermational resources for
indu=trialization. Pap* of the transfer of technology takes vlace through licenning,

A more compler aspect is the development nf technologiss appropriate to the
conditins of ths developing countries, The evaluation and selection of imported
technologies, and in dus course the development of required technologies locally, is
more the province if the scientists and technicians in industrial research institutes

than of industrial administreicos in genaoral. Hovever, a rnumb:r of points of bread
interest to industrial administrators may be mentioned.j-d‘/

. i - -a—

13/ Uni+ad Nutions publication, Sales No. 72.11.B.10, pp. 25-27.

_1_4_/ This subject Las been discussed extensively in Appropriate ng%lp_{gﬂ_%g )
Reservel for Indv,strigl Davelomnt (United Nations publication, Sales No. 72.I1.4.3).

|
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A choioce of technologies, suchh as labour-intensive technology to promote employ=
ment, is not always possible. Thero is a spectrum of poseible industries, ranging
from thogse for which there is no practical or erpedient alternative to capital-
intensive technology, to those where capitalesaving (and thus labour-intensive)
technologies are in use. Industries falling between the extremes offer possibilities
for choosing technologies. The industrial administrator should try to achieve a
balance between types, but with a ;reater emphasis on capitalesaving industries than
is uraal in deeloped countries.

The industrial sdministrator who seeks to develop low-cost, competitive technology
suitable to local conditions should be aware of the many oonstraints in his path:

(a) 'he inflexibility of most foreign investors concerning the type of
teohnology to be used; ' ' |
| (b) The fact that bilﬁﬁral‘ financing frequently requires purchase of
uxisting equipment; S ol S

(o) e tendency of technical advisers to favour the technology they are
trained in;

{d) The persistence of equipment salesmen who push their products;

{(e) e attitude of plant managers who are trained in labour-saving
management methods, backed by their foreign owners.

Despite his limited ability to influence the sslection of technology, the
industrial administrator should not forget that as various institutions expand Qg
come into being in developing countries, information cn technologies, designs o
practical experience from other developing countries will become available.
technology will be free of some of the preseat comstraints.
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INTROTYCTION

le A number of discussions were held in 1971 between the Governaent
of Austria, the United Mations Industrial Development Organization
(UNIDO) end the United Kations Institute for Treining and Research
(UNITAR) on the subject of more effective means of improving pudlic
administration. 1In a letter to UNIDO written by the Government of
Austria in 1971, it wes suggested that they contimue these discussiona
"with the objective of exploring how Austrian organisations may best
co-operate with UNIIO to undertake training in industrial adsinistre~
tion." The hope was expressed that "these further discussions may lead
to a plan for the establishment of an Industrial Administration Centre
to be locsted in Vienna." It was suggested "that the Austrian
Government, UNIDO and representatives of UNITAR hold a preparstory
neeting for approximately three days later this yoar to sualyse in
some detail the practicality of such a Centre and, if found Qemt&u,
to draft {nitial plans.”

2. On ﬁ-& November 1971, a Joint Meeting was held in Vieana between
the OGovernment of Austria and UNIDO to &ive practioal shape to the
expressed desire of the Austrian Covernment to assist industrialisation,
and in partioular the work of UNIDD at what appears to be a prodlem in
estadlishing systeus of administration fully adecuate for the implemen-
tation of national progranmos in the developing countries. The meeting
proposed to discuss the feasibility of setting up a joimt programme for
industrial administration to include a centre for industrial administre-
tion, proposed for establishment in or near Vienna and for which the
Austrisn Government and UNIDO might jointly agree to either provide

or to obtain the necessary facilities and finencing in co-~apsration
with the United Wations Institute for Training and Research (UNITAR).
The planning and the adninistration for the proposed Centre as well

s the design of activities were ales pointe of discussion. 1/

3 The twenty-eight (28) participants at the Joint Meeting included
representatives from the Austrian Foreign Ministry, from Austrisn
orgsnisations, from organizations in the 4developing and industrialised
countries, from UNITAR and from UNIDO. A Joint Conmittee was formed
to carry on the deliberatinms, particularly.with regard to the
sdoinistrative design and finanoing of the proposed Centre.
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4 1t wae agreed that & follow=up to the Joint Meeting would be
practical so as 1o allow disoussions to take place a:0ng top~level
sd.inistrators and other concerned parties on the resulte of the
£indings of the Joint Meeting and of the Joint Cormittee.

Se The Meeting for the Iaproveaent of Industrial Administraticn
will be held at Krems, Austria, 4~8 June 1372, organiced by the
Institute of Research in Fducation and Developuent (Institut flir
Bildungs- und Entuwicklungsforschung (1BE) in co-operation with the
Governient of Austria and UNINO. The Kre.s Meeting will be held
{imediately after the olose of the Sixth Bession of the United
Nations Industrial Development Board in Vienna on 2 June 1372.

6 The purposes of the Xreus Meeting are to disocuss the provision
of rore effective industrial adninistrstion services to industry in
: ﬂn developing countries and to suggest practical measures for

' stpengthening and inproving these servioes. For exanple, the Neeting

‘will endesvour to identify certain of the nodern sdninistrative
ssohnicues which gowmaent sdministrators should have at their
ooimand, including the new technicues now availaeble to modern
business executives.

7+ The present report has been prepared jointly by IBE and UNIIO
‘wiih the assistance of the Joint Co:mittec. It is intended to serve
as ackground for discussions at the Kreus Heeting, and is concerned
with the role that the proposed Centre might play in inproving
administration, a possible programe of action, av available resources,
suggested adninistrative as well as financial rormiﬂmnta of the

_ proposed Conire.
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CHAPTER 1 - THE CCNCEPT OF INIUSTRIAL ADMINISTRATION

Definition of Terns

*

8. In this paper "industrial ad dinistration" has been defined as

the planning, organization, guidance and control of all non-wanufacturing
activities having to do with the industrialization process.. Such
sotivities are carried out by governnent agencies, organizations and
institutions. Also inoluded are sctivities which ..ay be none
goverumontal, such as associations and chambers of commerce. The
related term "industrial wanagement" describes sinilar functions in
manufacturing enterprises = both publie and private.

e *Industrisl adninistration” is a highly specialiged funetion
under “public administration” and differs from public adninistration
in much the sane way as industry differs frai other sectors in the
soonoiy. Some of the distinguishing charscteristics of industry

1a this respect are as follows:

10,  The manufacturing sector is generali; required to operate on

& imoh shorter operational oycle than do other seotors. The develope

nent of & new cormercial forest can hgn 8 oycle of decades, of public 3
health or of educetion programes » nyole of years; but for indusiry o
to mest ever-changing dowestic and foreign market requirenents, the

avcle may be s matter of ~onths. Thus fewsr delays in decimion-naking

Yy iadustrial edninistrators osn be tolerated for effective industirial

established make the technologies to ™ coneidered for the industrial
seotor far more mumerous than for other sectors. A hch level of
Skill is vemuired to transfer, adapt, or develop spproepriate.
technologies for industyy.

2.  Industry varies not only iu the' types of technologies employed
but in the variety of organisation patterms found. Individual units
nay vary from those employirg 10,000 or .ore down to ten or less

workers. Orgenisstions may include the spectrum frem wholly public
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enterprises to wholly owned foreign subsidiaries and every combination
between the two extremes. The complexity of decision-making waich must
stimulate individual initiative as well as direct public initiative

is increased.

13¢ Public industrial administrators are concerned with the techniques
used in pudblic administration plus those special techniques recuired

t0 acoslerate industrialization. This study is not particulariy
concerred with the technicues of public ad.inistration per se, for
example, organisation and management, on the assumption that such
techniques are widely known or can be acquired through existing
national, regisnal and international institutions. The conocern at
present is more with the special techniques which a public administrator
requires if he is to properly function as a public industrial
sdministrator. These special techniques asre common to all types of
orgaization just as industrial management is oconcerned with the
problems comnon to all manufacturing enterprises irrespective of
whether the product is steel, chemicals or textiles. Ir fact, publiec
industrial administration hao much in comon with indusirial manage-
nent since many of the more advanced technigues found practical in

the latter can be adapted to the needs of industrial administration.

Field

14, The Public Administration Division of thre United Nation: hes
assisted in establishing and/or strengthening a number of national
training institutes. Inoreasing need has been felt by these institutes
for providing training prograrmes for officials holding posts at the
senior levels. This was reinforced by the Report of the Expert Growp
Meating on United Nations Programmes in Public Administratisn, convened
in Janvary 1967, which recommended, inter alia, that the United Nations
assign high priority to initiating and supporting development progre
for senior administrators.

15, At the United Nations International Seminar sn the Dewvslopnent «f
Senior Administrators in the Public Servioces of Develeping Countries,
held in Geneva in August 1968, s nymber of recommendations on this
subject were made including the fellowing:

~ The role of the senior administrator in the gevermment
service = including publie¢ corporations - sheulﬁ be more
precisely defined, clarified and strengthened in all developing
oountries;
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- National policy makers should strive for a mere prefound
appreciation of the principal motivation factors governing
the work performance of senior administraters, and proviae
increasad recogrition of their contridution to natisnal
goals;

= A valid assegsneont must be made in each developing country
of the precise range of development needs of the senior
administratorsi and

= Investment by developing countries in the dynamic growth
of the capability of senior administrators should be
considered as a major asset which in ocomparison to other
development investments in. in financial terms, relatively
small,

36, The importance of improved industrial adiinistration has been
the conoern of UNIDO and its predecessor, Centre for Industrial
Mministration.& 1In 1965, the Centre for Industrial Developument,
in co-operation with the OBCD,y held & meeting in Paris on the
Training of Boonomic Administretors for Industrial Development. y

17 Problems to be anticipated in launching an intemationsl programse
in industrial administration were underlined in the opening vtatesen’
of the Executive Director of UNIDO, Mr. I, H, Abdel~Rehmen, then the
United Mations Coumissioner for Industrial Developments

*Your deliderations frou my point of view will have s
"touch of originality' and a 'flavour of pioneering', and
they will also involve a '%it of tm-&m' in formhting
positive action.

m I w that your deliberetions will heve a touch of

:ty,z-n&nymﬁamm mmmr
; ﬁtﬁm mesting to tackle aystema r th
of training of public efﬁ‘ £




- b -

¥ho would have thought of it in the later fifties and in

the early sixties as scnething basic that resmuires systematic
national and international action? Il has now been realized
that it is en acute proble.: and a matter of reality.

1t is a fact that the State plays a tasic role in promoting
and accelerating industrial developaent. In this task, the
Governnent and other public officials heve to act as 'publio=-
gector entrepreneurs'. The incentive of profit, at least for
the fommative period, is replaced by the incentive of
responsibility. Government action or the concerted and
comordinated action of governaent of ficiala nake all the
difference between a stagnant and inef{icient industry and

a throbbing and suootherunning industiry. In a positive
sense, the Government becones an entrepreneur in under=
teking risks, investing and running industries. In another
sense, it injects vitality through a series of policy measures.
Thus the Government and public officials are called upon to
shoulder inpertant responsibilities. .

From the .quick observation of the matérial in front of you,
I notice that suggestions are made for the training of
different categories nf persoms, inclucing politicians,

I fully reslisze that government officials do not work

separstely from the politicel decision makers. The effectivensss

of their work will depend on the understanding and support of
the final decision makers. This means that there is & need
for comunication with the highest suthorities and an
sppreciatien of the political environsent. To understand
politicians and influence thea is one question, end to
recommend training for the highest decision makers is, to

my mind, an entirely different question."”

18. An importent oconclusion of the Paris meeting was that the
funotions of "economic administrators” were sufficiently different
fyom those of traditional al.inistretors to warrant npcoid&mf
study and training.

19. The importance of iuproved industrial adsinistretion to the |
developing countries mnd the role that UNIIO oculd pley in providing
asuistence in this field were discussed at the International
Synposiun on Industrial Jevelcpuent held in Athens in Duosaber 1967
The Report of the Bynposiuc esphasised the need for effective
administrative machinery for industrial developuent in aecor ‘

with political, social and economic conditions of the countey.V




{
"Developing countries should review the present adaiinistrative
wachinery for industrial developwent, its structure, functions
and potentialities. UNIDO is requested to assist developing
countries in this task. On the basis of this review, the
countries would be in a position to modify their civil service
systens 10 suit the requirements of industry and/or consider
the establishnent of autonomous industrial developnent agencies.

UNIDO should assist Govermments in this connexion if requested
to do so,

"UNIDO in comoperation with other concerned orgmisations,
should assist in the training of personnel mesded for the
administration of industrial services, including industrial
property.

mmuam,mmmm, % appropriate,
10 requests submitted to it YW National Covermsenis for
 essistancs in improving the efficiengy of these institutions.”
20s  Accordingly, UFIO established s major activity group on
infustrial esfninistration of public spencies desding vith the
freft progremms of work for UNIIO in this
'40%h Session of the United Nations
XMic agencies dealisg vith industrisdises

*

Bis field: The firet held
Msda ond the Niadle hmff
rs from sixtesn (16) countries.

i Borth Afries wes held in Kuwait in
“sttended. A third eeninar for S
strators fyem Africen countries is
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CHAPTER 2 - ECTECTIVE IVTUSTRIAL AD 1UISTRATION

22, In countries where the .overnuent is largely responsible for
promoting industrielizaticn, it is of great inportance that modern
adrinistrative technicues be applied to public agencies concerned with
industry and kept up to date. It is also importent to upgrade the
skills of their employees, as the lack of adecuately trained
adrinistrators is a major ctstacle to the achiovement of the targets

of industrial development programmes. In many of the developing
countries, more attention has been given to the planning of development
than to the implementation of the projects comprising the plan.
Similarly, more attention hae often been 7iven to the acquisition,
discovery or mobilization of physical resources than to the development
and improvement of skills and motivation recuired of key individuals
10 invest effectively the available physical resources. The need for
improving the decision-making process for industrial development is

by no means limited to the industrializing countries.

23, In & recent speech, a minister of an industrialising African
country considered weakness in his country's high-level manpower as
one of its leading problems, they have become so used to thinking of
themselves (with the encouragesent of foreign ad:irers) as possessing
& very capable ruling class. He felt it fortunate for his country,
however, that foreign commentators add the rider "in comparison with
other African countries”. This, he felt, robe the compliment of most
of its meaning.

24. He went on to say that his country mst get rid of the comfortable
national self-delusion that they are already a very competent and
efficient people: they are not. He added that in watching the cﬁul
ineffectivenese with which so much expensively acquired esuipment is
operated, in realising the inebility of most parts of the administrative
snd managerial machinery to deliver the high quality performance recuired
for a more repid pace of national progress, his countirymen would realise
thet while they may possess an articulated and polished elite in compari~
son with other African countries, they do not yet possess the uanagerial
resources for running a fully modernized country. It was his expressed
hiope that his countrymen would still be hutble and realistic enough to
acknowledge these deficiencies, anl that as they travelled arcund the
world they would keep their eyes open to measure, learn, and adopt the
standards of managerial end administrative perforiance, the skills and
the application that go into sustaining a aodern economv.

*
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Factors Cont;ibutig to Ineffective Indusirial Ad:.xix;iatration_

25. The actions of industrial administrators are restrained by a
variety of organizational, political and social factors in addition
to those generally restraining the effectiveness of industrial
mansgers. Thus training programes and the use of consultants can
be frustrated by factors which cennot be effected by the normal
techniques of adrinistrative improvenent. Some examples are:

= Inadequacies in the design of the adiinistrative
weohanisa for the implermentation of industrial plans
and the provisjon of industrial services;

= Lack of understanding by hig- governnent officiale,
particularly politicians, of the gap between the plans
they msake and the end results actually obtained;

= Further lack of understanding by such individuals that
S0 part of this gap could arise cdue to inadequate
knowledge of wodern administrative techniques and
lesdership skills. .

« Lack of awarensss that these deficiencies at least in
.Part oould \s corrected by training.

26, PFroa the above, one is foroed to the conclusion that it is a
gross over-eimplification to state that the gaps or defioiencies
betwesn planning and inplementation of industrial programes result
wholly from an abeence of modern administrative techniques, leadership
skills, or a not so tfﬁﬁtm muﬁ@. Thus one can anticipate
& questioning sttituds W govermmente when suggestions are made that
& nev proposed Centye m daveloping & higher level of sdiinistrative
skills will benefit indws










e The difficulties and delays that are er.countered when inplementing
industrialization progra mes must be put in the corntexti of the overw
whel "ing and often really titanic scale of tue tasks which adiinistrators
have to face. In many instances, to achieve civic order and legal
government is in itself 2 for.idable tas': and aciaieverent. To

ad:inister in addition a dyraauic economy planned for welfare and
developnent impliec a range of responsibilities of cuite a taxing

iind, especially when allowing for the .uch compressed time framne

within which results are sought to be achieved,

Reguisited fcr More Effective Industrial Adninisiraticn

29. The provision of appropriate training end related supporting
ectivities - such as counselling services Tor new adiainistrative
technicues = can meke a vital contribution to iaproving the
implementation process,

30, Training for industrial adainistration has to involve the

concrets problem situation and must relate to the actual manner in

which suthority is exercised. Among the tasks of the industrial
adninistration are the development of forms of openness and etimulation
8o that & real eagermess and cowoperative spirit emerges for identifying
and solving prodless and for avoiding organizational lethargy.

31s ﬁoe&ﬁa@mﬁing skills cannot be easily transferred fron one
country to another. Thus, it is essential that there be open channels
of communiocation. A valid strategy should be devised for more
constructive use of information systens.

32, It is important that training efforte be integrated with changes
in sdninistrative systess. This is difficult to inprove from outside;
the initiative should come from within. Thus, it is important to
have & oritical concentiation of Puller understanding of modern
mansgement techniques and of enhanced motivation wmong & sizeable
number of senior sdiainietrators, especially mong those whose wopk
interlocks or who form ocperating teams for industrial development
programmes.

33 Training should also be carried out in close cowordination with
research findings. Studies must feed in ocnstently information on ney
and appropriate techniques thai would have practical application.




34, Without a major chenge in orientatior - ihe creation of an
aimosphere in which quick and decisive ection can replace the present
bureaucratic place of implementation - little improvement can be oxpected
regardless of the resources poured intc teaching modern techniques.

35  One of the pressing needs for the public and private

administrative sector is the development of creativa Judgement on

the part of key officials, 1In the past, misteles have been made

which were costly in hunan and financial terns. Major companies

have been ruined; ineffective stralegies have Yeen used by governments
with catustrophic results, Some of the mistaken Ihdgements are due
both to the lack of cuantitative modele ard t¢ 2 lack of understanding
of the broader political, economic and psychological factors involved
in decisionwmaking,

36, The task of the decision maker in industrial administration

is not only to display his own capacities bdut to create opportunities
for staff development so that combined talents can be used in a
Prodlemesolving situation. In this sense, the decision meker has

an educational function. His style involves co-operative effort

and application to improve both the spesd and quality of decimion
implementation,

37. Among the industrislising countries the need to improve the
decision=implementation process is especially great. This demands
the development of an entrepreneurial pereonality, the meving away
from & static oondept of administration to in*egratud schemes of
inplenentation, Horeover, the problem of motivation and servioe
combining theory and practice has to be oclarified,

3B, The decision meker is frequently in a lonely position, His
traluing may be insdequate both in technical and psychological tervs.
Often he iy involved 1n so nany detatls and has %0 cope with so

Bany orises that he ocanmot reflect about principles and he hew
1ittle time to oconsider innovations. He needs continuous

oducation and expansion of perspective snd dialogues to provoke

new ideas. Yot there exists no adequate institution which brings
together thinkers and decision makers in a problem=solving setting
and whioh ocombines theory and practice for the consideration of
strategies involved in the industrialiszation process.




3. Because of this gap, a programe uniting the resources of

public ar private organizations through the proposed Centre, can
have an impact which may affect industriszl development on a broad
scale. A limited, experinental pilot progra.me could be flexible
and be more dynamic than one which is held Lac. by conventional

training and static patterns of performnance.

40, The programe may clarify such broad cuestions as: How can

new perspectives in the implementation of industrialization be
identified? How can the relationship between the industrialiged
nations and the industrializingz nations becowe more constructive?

How can humsn and technological resources be used in the most
e¢ffective marner? How can the behavi~vral sciences be best applied

in the process of industrial growth? How can additional international
linkages at multiple levels be oreated? How oan decision-making be
decentraliged and how can bottom=up planning be effected?

41.  The prodlems of implementing industrialization are so complex
that they should be addressed Yy inter=disciplinary teams, Vin the
field of administration, however, decisions must be made by
individuals not ‘ears. Thus the donclusion that industrial ‘
sdninistration requires an "inter-disciplinary man" whose development
should be the nbjective of any orgeniza*tion, public or privats,

ooncerned with sccelersting indusirial £rowth.

42. The practicality of preparing your adninistrators for
Positions of leadership should be further tested along the lines
used in public and private businees concerns for developing top
hanagers out of the middle management group.

43. Questions of a political nature constantly intyuds on the
Cecision-making process. Effectivensss of the work of industrial
lealers will depend on the understanding snd support of the final
political docision mskerw. Tais means, that there .s a neec for
compunication with the politiosl suthorities and en appreciation of
the politice) eavirorwent. However, to unlerstand the political
environment and to influence this environment is one question mg,
to recommend training for the highest level of decision makers is
an entirely different question.




-13 -

CHAPTER 3 - ROLE OF THE PROPOSED INTERNATIONAL CENTRE

FOR INDUSTRIAL ADUINISTRATION

44. The Joint Meeting held in Novenmber 1971 to Consider More
2ffective Training in Industrial Administration devoted consideradble
attention to the contrivution that the proposed International Centre
for Industrial Administratior. could make in the field of industrial
adninistration.

45. The Joint Meeting, taking into consideration the multifarious
prodlems facing developing countries with regard to industrial
edministration, concluded that o new programme strategy was needed
which could remove certain of the restrainte mentioned previocusly.

46. The proposed Centre, it wes stated, should not develop into o
school with the orgmisation of formal treiniag courses. Ite major
contritution should be the provision of an environment where industriel
sdministrators and other concerned parties from different countries and
regions could exchange Sxperiences, discuss mutual prodlems, and gain
fros sach other's experiences. Tis lesrning enviromment, vhich night
foous on the art of decision-making, ceuld be reinforoed through the
introduotion of mpecial subject matter which might provide the
substance on which decision-meking oould be tested. It is mtiocipated
that the proposed Centre nay wamt to give considerable attention %o
ppropriate professional sudbject matter.

47. muumwmmwmmﬁwmmm
miuyhmmmmmn or syndicates. Case studies
mumzmmmmummm)u aduetria

srowth,

toguther with other Enowledgeadle persons.

49. mm«mmxmumnm
should not e left solely for cecisions by the proposed Centre's
training ssafr and related enperts. T™he observation was made that
training institutions often have an understandadble inclination to
eﬂorndﬁmhhtﬁqmbhtﬁﬁinﬁomﬂmor
expertise availadls.,




%0« A purposeful involvement of senior administrators themselves
was viewed as helping considerablv to define these needs and, at
the same time, establish more support for the programme designed
to meet these needs. ’

51. Further, manv participants stated that there 8should be a clear
acceptance b the training programme staff and the pariicipants that
the development of dAvmamic attitudes and realistic practice in the
use of quantitative and ron-quantitative administrative skills would
mt take place at the proposed Centre. The off~the-job training
programme at the proposed Centre oould omly inform, indicate,
demonstrate and stait a process of development that must dbv necessity

culminate in actual application bv the trainee on the job.
E 2

52. The Meeting felt that in view of the varied requirements, mw
single progremme oould sexve the needs of the developing couutries.
Tailor-made progresmes varving in level as well as in scope should
be undertaken. Special programmes should be designed on a country
basis, or on the basis of mall groups of oountires having similes
problmms. Case studies relating to specific situstions should Yo
Sollected and eladoraied. Other Programes would aim st establishing
& dialogue among administrators from different countries who por=
formed sinilar functions, in order to determine solutions to common
problems,

53+ Murthermore, the Meeting emphasized the meed fop an artioculate
end flexible approach to be followe: in the design of the genere)

Progreams of aotion and in the develomment of sach individual pro-
aremme. It was 2180 ocomsidered essential that there bde elasticity

‘and openness of perspective within each programe,




54. The Meeting agreed that there were several echelone of
adninistrators ranging from policy nakers through planners te
implementors who could benefit from the progranre. 1t was algo
stated that the function of the person should determine the kind
of training,

55. It was thought that the aseistance recuired would have to be
formulated in two ways. One approach would be to develop long=tem
programmes based on research. Also, it would bve necessary to identify
suitable approaches to retraining and up-grading existing administrative
staff on & shopt-ter, basis. The long-term programe would involve a
new approach fopr preparing the new type of adninistrator needed fop
industrial development.

56, It was felt thet in the Prccess of selecting individuale to
participate ir the shortetepn Prigraumes, proper sttention should be
given to the actual needs »f the country. A decision would have to
be made whether the Proposed Centre should deal with genersl prablems
related to industrialization or be more concerned with the wﬂnm%
of & particular branch or sector of an industrry. Another type of
programe might deal with the pPlanning and implementation of large-
soale projects. A feature of the proposed Centre's activities might
be a prograwme of interdisciplinary seninars, with participation by
such individusle es directors and executives of public and private
euterprises, and of financial inetitutions for industrial development.

57. 1t was recognigsed that st an aprropriate stage and in close
oollaboration with the proposed United Nutisne Staff College and
other interested international agencles, selected interns’ional civil
Iorvants and technical assistance sgpest  might be inoluded s

partieiparts in the m; M&mx, the view was sxpressed
that partioipmte ¢ govern.iental, consulting and indgstrial organie
sations would .iso Benefit from the programmes ~f the prepossd
Contre,




Possible Subject Metter ior Consideration by the
Proposed Centre

5« The proposed Centre may wish to consider the following four topics:

as Invircoment for Leadership,

be Improvement of the iuman Potenticl;

c. administration of Te hnological Innova‘ion;

de The Decision-fiaking Proscces,
53 It is interesting ‘¢ note, in this connexion, that the following
subject: have been inclidsd in the 1972 administeative and menagement
training prosremme to be ffered by the United Hations Secretariat at
Hew Yo.X head uarters: cur-ent concepts in authority; motivation and
loadership; spervisory development programme; inter-personal factors
in management; managerial iutroduction to electronic data processing;
interviewing; job briefing ard selling: design and use of wanagement;
information aystems; PER-CPH workshops and statistical science for
oanagenent .,
uvaronment for leaders Q.E

60. Industrial leaders are much more influenced by their rospective
economio-gocial environments than are the managers of the larger
induetrial enterprises, The latter through the wide-spread adaptation
of modern management techniques and under the influence of intere
national linance, are more likely io have an in*ernational understanding
of the profession and to use commen techriques. This inoreasingly

is becoming true in spite of differences in economic or political
systems or the geographic location of the country. Tie industrial
!mr hae a higher sense of profeseionalism than the industrial
administrator and is more likely to have been trained apecifically

. for his new profession at least through short courses for sominars.
61. The influenoce of past colonial traditions on the enviromment of .
the industrial administration may be seen in many of the developang
countries, Almo, many of the governmenta of these couniries are
similarly influenced by these anvironmental factors and terd to be
conservative, non-innovative and-risk taking in their approaches.
Until recently, most administrators in these countries were devoted to
law and order and to maint~ining the status quo with regard to socio-
economic development, Thus, they were limited in their ability to

provide the vitally needed adminietirative support for prescnt s0cio~
economic development goals now envisaged by the developing countries,
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62. While it may not be possible to mild Up a scientific body of
lnowledge with regard to the appropriate eivironment for leadership,
mach can be learned {rom eamination of studies in this area as well
a3 fron an examination of attitudes from the past in relation to thoge
needed for the present.

63. Some of tho factops that may be considered under this heading
are as follows:

8  Cultural and socio=economic factors = past and
Present - that have influenced the adninistrative
patterns in various countries; positive and negative
factors

b, Desicobility fﬁfﬁ%tleetive adeptation of existing
industrial management teckniques:

e %al;ﬁmhip to the work situation infiuenced by sueh
factors as tradition, history, religion, ocultural
situstion, and world enviromment.

d, Pm&i&g dosestic economic and political problems;

“e, Influence of Toreign factors : ‘

fo Soope for new initiatives in indurtrial administration,

mprovensnt of the husan potentisl

€4,  The objective of the Proposed Centre is not just tc make kuown
thg potentinlities of improved industrial administration bt to do 80
in such & way that the individuals in contact with the Centre do
indoed become better aduinistratore. '

€5¢  There is a1 abundance of eiperience over the last few dcoades
conocerning the impact of the training of civil vervants from the
industrialising countrise, The results tell us that it is possible
for participmts to go to courmes, to take part in discuseions, to
obtain libraries of reading material, and to be given certifioates
that the ooures's requiremente have been fulfilled. The evidence
continues that often once the Participants go back to their country
ad to their jodw in ihe Government, the adaaiional skills or the
sddi tional experience gunined during the course are not utilised.
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Based on this, it may be possible thet additional training alone at
the proposed Centre in Vienna may not lead to the results desired,
namely, the improveuent of industrial administration with the resulting

acceleration of industriel development.

t6. From past experiencey, it may bc seen that the random selection

of participants fronm training courses taken from many organizations

or industrial ontefprises may bring a*out minimun change in the
functioning of the organization or enterprise., It is clearly recogniged
that an individual cannot bring about the deaired change if the nenior
administrator is left with a staff not ready for change; or if a junie!“
adninistrator finds it impossible to provail upon his superior to make
the necessary changos.,

67« The approach found effective is one of looking at the entire
organizational unit and selectively improving the skills of key
individusls within the organization. This approach, besed upon modern
behavioral science, is rapidly gaining acceptance in industrial enterprise
under the term “orgenization development", tho basic objectives of which
are toi
8. Inorease the capabili ty of an organigation to initiate
and nansge change. This reouires tackling its social,
economic, iechnological and organizational systems in
an integrated mannor:
b.  Improve the performance and value of the organigzation's
humen resourcaes.
Hithin "organization development™ can be incorporated skills in achieve=
ment development which ascist in understanding ontreprencurial behavior,
that is)behavior which accepte innovation end is willing to make
dscisione involving o caloulated risk, '

68, Sume of the issuecs that may be considered under this heading are
as followm: |
8. Persoral communicetions and relationships;
b.  Development of leadership; forms of authority and
participation; types of adninistrative skills needsd;
¢« Motivation and understanding of subordinate o%yectives,
motivation and personal disposition towards work;
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d. Achievement motivation to enhance entrepreneurial |
Personality charactoristics

2. Goal formulation and syctens for measurement of goal
fulfillnent and

fo  Orgzanization develenment,

sdudaiotratio, of teciaolo, de.l danovation

69, As pre:viously stated, industrial administrators bound by
traditional practices mst learn innovative preblm:xlving approaches,
In sddition they mst leern to manage innovation, Partiocularly that
resulting Trom now enginocering technologizs, The critoria used in

the past for the wdministration or teclologicel innov. tion in the
industrialized countrics heve now beon found to be moat inademate with
the result that pollution of the air and the water has become a major
problems Thus the oritcria of Scononie viability for the individual
enterprise has to he modified to take into Account the entire socolcgioal
system surrounding the enterprise. A

70. Similarly, there is also a technology nanagement problem in the
industrializing oountries. Decisions have been made to accept new
technologies without regard to the effect on unomployment, the future
balance of payment position of the country, and often with distorted
faotor costs fop capital and labour inputs. ﬁeesﬁﬂy, however,
considerable attention has been given in the doveloping countries to
the utiligation of more appropriate technologies = &aﬁ is, technologics
WProbriate to the country of use (rather that the country of origin)
vith respeet to the av-ilability of capital and labour, the size of the
m, problems of repair and maintenance, and the quality of raw
materials and components denanded by the technology, "™his new aproach
to the selection and adaptation of industrial technologies requires s
‘ch more sophistioceted indus®rdal administrator,

Tte The industrial adminietrai.p can acquire these new skills for
decision-making without having to be skilled in the various technioal
fields related to the technologies in cuestion,




72. Some of the issucs that way be considerced under this heading are

as (ollows:

a. Viability o° the technolosv rith respect to the
availability of the tactors of production,

b, Viability o the t. chrolosy with respect to the
ef'lcet on the physical envirouacnt:

.  Telrtionship of the tcecinology to priority policy
decisions of the Government oe, Tor example,
unemployment and geographical location,

d.  Relationship of the technolosy to the quality, as
well as to the cuantity, of aconomic growth,

The_decision-making process

73« The outward manifestations of an organization include the
quality of the decisions made in relation to time. Decisionemaking
need not be a haphagord activity carried out only in responsg to
external stimuli but can be an acquired art, if not a scicnce. The
technicues of effective decisionwmaking widoly in use in industrial
entorprises can also be adapted to the noeds of industrial
administration.

T4« A prerequisite for improved decision-making is an offective
organization informatisu system designed to give the uger objective

end reliable infomation acceptable to the user and of value to him

in the achievement of his objectives. The system will generélly

include the retrieval of information praviously generated by the
organization plus the desimed flow of the recuired infomation frem
sonrces outside the organization, Tor certain large=scale atﬂgm}ls&%m;
slectronic data proceesing may be necessary but is generally not f‘eaiihhf
for most organiszations in the industrializing countries.

75. Once motivated to improve his level of decisionwmaking and hawing
available improved information systoms, the industrial administrator
can utilige a number of lechniques including the feed=back tyele to
improve his performmmice. Then through the use of the techniques of




orranization management, the seniop administrator may be willing to
share decision—making résponsibilities with subordinates. Thus the
organization’s effoct on industrial growth can be significantly
improved.

76, Some of the jssucs thet may be considered under this heading arc
as follows: '

8. Infomation systems:

b.  Pacters that influence dacisions and can be measured
cuantitatively:

¢ Socio-economic and related (cualitative) factors
which have an influenece on decisions;

d. The quality of decisions in reletion to time;

e. The foed=back cycle and other techniques for
improved &ccinion—mdcén'g: and

f. Decentraligation of decision-making.

The bdeginning of » new profession

77. A number of Participants at the Joint leeting spoke of the nesd
for a new type of edninistrator, as contras 6d to the traditional
edministrator, to assigt the acceleration of industriaslisation. It
has been suggested that thie new type of sdiministrator might be
termed the "development engineer", The ‘concept is “that industrisl

and the implementors of Projects on the other. They are not necessarily
enginsere in the technical menge but have acouired the sbility to
"engineey development", '

8. Because of his ability +o communi cate with industrial planners,
the "development engineer" oould improve the quality of planning, He
mighty in fact, help modify the situation descrided ms follows Ly a
recognised international consultant, Dudley Jeorse: 1/

"During the 19%0s, :thtre was & widespread belief that »

plamning would Play a dig part in solving the probtlems
of under-development; in the 19608, thore has been a

1/ Oonference on the Crisis in Flanning, Institute of Development Studies,
Brighton, , 1969,
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£ood deal of disillusion. Results have ofien fallen

far short of cupcctations. Many planncers reel deeply

disturbed about the nature of their worly, and arc

csearching for ways of making it morc useful,’
79. The proposed Centrc, as cxperience was #eined, might want to
consider a curriculum of courscs tiat would prepare individuale as
"development cngincers" in anticipation of {heir taking on higher
pocitions of industrial leedership, Thosc individuals will have hagd
si:mificant cxperione: in tccision-making in cnterprises or organigzetions,
and will heve hpd o denonstrated capebility of accuiring the broader
skille recuired of industrial administrators.

Iudusirial ctrategics
TR e i ool sy .

fo, The proposed Cerntre may wish 10 consider the role it oould play
in improving industrial strategies. While the field of industrial
strategies covers & brond area, it might be beneficial for the Centre
1o at least bo aware of the basic responsibilitics of the industrial
administratorc with whon the proposed Centre will be involved. PFor
example, it may be found that en industrial administrator of a research
inatitute may be more intereeted in improviag thc researeh atratogien
for accelerating industrial growth than is improving his skills as an
industrial adninistrator; similarly for the administrators of licensing
and patent offices, mmallescale industiry progrumes, etc.

€1, Thus a dilemma is nosed for the proposed Centre to become too

deeply engaged in the substance of each area of administration which

would fragment its work and duplicate the worl: of other institutions.

On the other hand, to complately disrezard the eudstantive responsibilities
of the individual adrinintrators would be te lome rapport with them.

£2, The proposed Centre may want to congider & mumber of approaches
to this problem: d

8 To use case studies that cpply the principles of
industirial administration to the variety of practical
» ®ituations in which industrial administrators find
themnselves; *
b, To give preparatory training to industrial administrators
who later will have specialized training in the field of
their particular interest in emgociated institutions;
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¢e To undertake, at a later date and through the use of

consultants, studies and training for certain broad
strategic problems such as unemployment.,

s i
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CHAPTF? 4 - ILLUSTRATIVE PROCRAMME OF THE PROPOSED INTERNATIONAL

CENTRE FOR INIUSTRIAL ATMINISTRATION

C3. The programe of the proposed Centre would be develnped in line
with client requestes for services, which might cover the following
types of activities:

(a) Studies and consultations involving the proposed Centre's
staff and interested parties with the view to identifying
needs and determmining the most effective ways and means of

' meeting these needs;

(b) Training seminare and courses aimed at (1) establishing a
dialogue among participants with similar problemz associated
with their enterprises, institutions or government agencies
and (2) acouiring new or upgrading present skills needed
for effective industrial sdninistration;

(o) OConsulting services of o problen-solving nature;

(4) Bvoatually in comoperatien with international and national
organisations or under direct contract with developing
countries, the proposed Centre may de able to offer a
"package” of activities draving on all of the above plus
other services which misht be developed. The proposed
Centre with rapid grewta and good management might be
sble to undertake such activities in its third or fourth
yoar.

€4, 'Thus, it is envisaged thut the programne of the proposed
Contre would be entirely flexible and suited to the individual needs
of its olients while at the same time uilding up a reserveir of
Prectical knowledge and proven technicues for solving problems of
verying nsture in the fieid of industrial aduinistration. Moreover,
by serving s variety of clientele with a wide spectrum of industyial
sdninistration problems, the preposed Centre ocould offer high cuality
servioe, flexidle delivery and innovative prodlem=~solving approaches.
The recipient of such services would benefit from the wide range of
specialised gotivitise.

5. ‘the propesed Centre - as a Private, non-profit organization =
oould respond to :ecuests frem governments, organisations and agencies
in both the developing and the develaped countries. It is antiocipated
that the main focur of the proposed Centre's programme would be
institutions and erganizations in the developing world - the proposed




Centre's services being provided citqer through direct contact with
clients in these countries or through inturnationnal or bilateral
egencies sponsoring the propoged Comire's scrvice. While the proposed
Centre's services may e contracted on shorte &3 well as long-term
beses, it is f.lt that the optimal benefite will be derived by clients
from a comprehensive package of services provided over a2 long period.
In this matter, new services could be undertater that would reinforce
those already carried out and over a period of time, imnrovements and
adjustments could be mede in the ruslity of the client's administrative
operations.

€6, The proposed Centre, at the initial stages of its operations,

might considey establishing special co-operative relationships with
certain organigetions having similar interests. For example, the

proposed Centre would be in a position to contritute significantly to

the programme of UNIDD by undertaking, in a flexible manner, certain

tvpes of projects on a subcontract basis. Similarly, the proposed

Centre might seek to cowoperate with UNITAR in certain aress whicl might
eventually involve the proposed Centre's being an affiliaste in the complox
activities leading to the cstablishment of the United Nations Stafr
Colloge. The International Atomic Energy Agency (IABA) and other
concerned regional, national, and intornational organizations and
egencies both within and outside the United Nations Family and in partioular
those located in Buropo, might wsnt to meke us2 of the proposed Centre's
services, 1In this connexion, it could lead assistance to the
efwss%ient’/ agencies' programmes for tho developing world, and at

the same time engage in staff &eveloﬁuent activities for these lodios.

- B%. It is a recognised fact that the leaderchip of the proposed
Centre must %o dynanic and highly cualified, so that within & short
period of operation it would have the samc quality standards now found
aong a ﬁuﬁted mumber of institutions concerned with the problems of

industrial management.

88. The proposed Centre, lacking an initial ondowment or an assured
annual income of mny significant proportions, would need to maintain
top=level performance for all activities. There would be a builtein
evaluation process through the decisions to fiiance activities medo
by sponsors of tho proposed Centre. Thus, the proposed Centre would
only advanoe through the provision of well-designed and effectively
implemented services.




« J» The following should be -angidered as illustrative of the types
of activities the propused Centre night undertaze additionsl
activities could be added t~ the Programme ar recuired.

I. Studies and consultatirng

2. On the initiative of the prcposed Centre snd with the
agreement ~{ governmentu ¢’neerned, consu.tatiens of an
exploratory nature Ooula be undertaken in a selected number
of countries for short periods during which the preposed
Centre's representative wouid discuse vith concermed national
parties the needs of agencies, orgenisations and instity-
tisns in the country with respect to industrial
adninistration development, and identify specific preblem .
aress in which the proposed Centre could be of assistance.

* : It is felt that these consultations would be undertaken by
the directnr of the propossd Centre or by a *0p industrial
adminimtrator contracted for this purpose.

b Vienna conrultations - Incressingly, many topelevel
administrators from the developing countries are visiting
the Buropean headruarters of internatienal organisations

a8 well as national organizations providing finaneing and
other development resourcesn. They vight bYe invited during
their Buropean stay to vieit the proposed Centre for a few
dave each for consultation with the Cuntro'e leuders and
with other muest administrators during vhich time discussions
could take place on industrial adninistracion development
problesis in their respective countries,

¢+ Through a "Consultant -in-Fcuidence Progrerme”,
distinminshed adrinistrators might be invited to the proposed
Centre for periods of a few weels or months, as appropriate,
to undertake studies and/or tc ta'> part in the proposed
Centre's &e:ﬁvities a8 lecturers,

II.  Training Ee.inars, confarences &1l_courses

a.  Conferences of two to three eeks could be arranzed
by the Centre, upon reruest, in tlie countries remiesting
such. Modelled after the "nanagertent clinics” now being
successfully carried out by UIITO, :he eonfapesices would seek to

involve the pariicipation of top adniinistrative personnel
concerned with industrial administration, supported by
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two or three senior industrial administretion consult ute,
Discuesion would take place on spacific problem areas as
well as on common problems with the view to finding new
approaches and technicues for colviaug both types of problems,
It could be envisared that the Proposed Centre could hold

A5 many as two conferences each vaar,

b. National training seminars - “hile the above-mentioned
conferences would seek to establish dialogues anong tope
level administrators, the training of middle echelon
adainistretors could take Place at national seminaprs held
in recuesting countries for three= or foure-week periods,
The emphazis here would be on training in new and improved
Banagement techniques that would have application to the
pariiculay ocountry's situation. It would be necessary

t0 use two or three consultmts to sssist in these training
sfforts. It could be envisaged that eventually the
Provoeed Centre might hold two %o three national training
seminars sach year.

¢« Training sessions at the proposed Centre's Vienna
headouarters - Bventually, the proposed Cantre may want to
hold training seseions in Vienna for period of three months
to cater to the needs of middle-level adminietrators. These
sessions would combine practiocal training in effective
edninistrative practicss with theoretical training obtained
through lectures. It is envisaged that the proposed Centre
would be able to Wyilg Up a library of case studiss and
. Wppropriate training material to undertake this type of
aotivity in its third year of operation. At this time,
it might also be prepared to offer even longer training
programes for the preparation of the new type of
sdministrator, the "development engincer”,

d.  Ssminars at the proposed Centre's husdoruarters « It
might be feasible to hold a seminar annually after the
mesting of the United Natione Industrial Development Board -
similar to the present meeting in Krems in which government
representatives would be further accuainted with the actual
and planned programes of the proposed Centre and also would
be updated with regard to latest developments in the field
of industrial administration.




111, Consulting services to international, national and regional
organizations, epencies and instiuutwns
The proposed Centre might =ssist the work of inter-
national, national and repional organizations, agencies and
institutions in areas of their work relating to industrial
administration. For example, it might be in & position to
undertake subcontracting fo- the provision of consultants.

IV, Package programes
Bventually in cowoperation with international and

national organigations or under direct contract with
developing ocuntries, the proposed Centr= may be able to
offer a “package” of sotivities drawing on all of the above

- plus other services which might be developed. The :
Centre with rupid growth and good menagement might h ﬁi&
%0 undertake such wﬁﬁﬁﬁ in its thiid or fourth m
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CHAPTER 5 - NICSOURCES AVAILABLE TO THT PROPOSED
INTERNATICNAL CENTRE FOR INDUSTRIAL ADMINISTRATION

90, While building up and strengthening its own resources, the
proposed Centre would be able to draw upon those of other organizaticns
with regard to consultantas, iraining material, studies, etc. As 2
result, the proposed Centre would require only a suall permanent full-
time staff to provide r growing range of services. (See Ohapter 4 for
further details.) Tha proposed Centre would bo particularly favoured
by having within Austria a nuuber of associated organizations. In
addition, the potential e:xists for close working relationships with
intemational, nationnl end regional organizations and agencies con~
cermed directly or indircctly with industrisl adainistration.

40 Vienna
91.  The Acatemy hes over 40 professors sarefully selected for depth,
oultursl background, snd technical expurtise. It has a lidrary of over
54,000 books which rolate to the wider applications of leadership. Its
student body is cosmopolitan and includes partioipants from Austria,
Poderal Republioc of Germany, Finland, Oreece, India, Japan, Poland,
Runenia, Sweden, and the Unit~d States.

92. The goal of tho Acedemy is not only to advance the students in
the art of statesmanship but also to give them a grasp of the relations
ship of foreign policy to the social end ecoonomic sciences. The head
of the Academy is & noted suthor on Kotternich, Ambassador Arthur

 BreychasVauthier, who represented Austria in Lebanon and was formerly

director of the archives of the League of Nations. In internmationel law
¢+ Karl Zemanck is heading a distinguished faoculty which is currently
engaged in research to expand the legnl bases of internstional industry.

93. The Diplamatic Academy sponsors nuiercus seminars during vhich
noted alumni relate their experiences in various international
organigations.
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Cewaerboe=Vere in
Isci.enbacherasse 11
1010 Vicnna

s%  This organizetion was founded in 1839 and has over 44500 members
vho arc mainly engaged in saallescale industry. Its goal is to unite
the various Austrian trndes in the consideratio~ of public issuce and

to stimulate thc members to become more active ia pelitical organizotion.
Its president ic Dr. Brich Fritsch, = noted tax consultant., Its
sacretary is Dr. Josoph Bitner, whose baci-mround is in food proceasing
and also in textilcsy the rssociate sseretary is Dr. Re Niamen, vho

wor eotive in the construction industry.

95, Since 1921, the organizetion annuzlly swards the Dxner Medal
which is one of the high horours awarded to outstanding indiyidualg

in fields of technology and industry. Several llubel prirze wimners have ,
also been recipients of this honour.

96. Tho Gewervo-Verein has a carefully selescted library with munerous
boocks on national and international industry. 1t features prominent
speskere = Eont and West ~ and currently ic oxploring closer contacts
with Asisn industrialists, especially with leaders of Japanese industyy.
It is exploring ways and weans to bring about harwonious oo-operation
between Eastern and Wostern Buropean economio syatems,

Institute of Higher Studies

] tumpergasse 5
1060 Vienna

97.  The Institute was originally founded bty the Ford Poundation to
accelerate graduate study in the social sciences in Austria, with
particular attention to the a@},:{eaﬁm of ruanrtitative technicues to
sociology and cconomiocs. Its student body is worldewide with many
coming from Bastern Burope. It has both a resident faculty and visiting
foreign professors from such universitics zs Prianceton, Berlin,
Stoclholm, Moncow, Leningred, Sorbonne, and Oiford. Ite current research
omphasizes empocially the application of spectral enalysis on ceconomic
data, decisions under uncertairty, and the theery of optimal order.

e The director of the Institute, Dr. Geriart Bruckmonn, is well
‘nown for his rcscarch in statistice and is sssociastced both with the
Institute and with the University of Vieuna. Ho has headed many

acvisory commigsions for the Austrian Governient.
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93+  The Institute is expanding its lectures a.d scoinars 1. 0~

e d

interdisciplinary way. Its lidrary incluces numerous Journals of
importance in the study of iadustrial administrotion and leadership.

Hochschule flir ! clthandel
Franz Klein Cassc 1
1019 Vienna

100, This is one of the two graduate businces scicols in Burope which
hes an internationally known faculty including Professor Heinrich,
Profesgor Xrasensky, and Professor Theuer. It enphasizcs both
theoretical foundatione of industry and currcnt nroblems of largo-
scale economic onterprises. It specializes in managoment training
based upon interdisciplin.ry studios. Research is conducted on
selected problems of tochnology which affect coonomic growth, Its
student body includes meny nationals from the developing countri 8.

101, The Junior Chamber of Gemtree of Austria is one of the most
active ohapters of this international organization which has a membershij
of several hundred thoussnds. I%s leadership includes Dr. Heins Holser,
managing director of one of the branches of the Creditanstalt, who is
also an expert in internstional finance, and liss Rmurg-bnthﬁnm,
Who has specialized in agrioul turad soonomics.

102.  The ain of the Austrian chepter is to develop leadership capecity
anong its constituents. At the same time, it has close ties with
ehmwl in the devaieying wuntrieg, and its members fremuentlv
serve as sdvisors to the African and Asian countries

103, The argmimﬁen in dsvslegiag systematic courses f&r Seadbrakis
training. '

101 Vienna

104. This is an organization which comdines the resources of over
50 American universities. It is headed by Professor Edward Yqwatt,
who has studied at Oxford University and whoee interests inolude



contemporarv philosophy and contemnorary socizl issues. It has both

n resident and a2 visiting faculty, includiny somc of the preminent
profcssore of the University of Vienna., It is especially outstanding
in the field of economics and indusirial adninisiration, with the noted

Professor Adolf Nuesbaumer »s5 lacturer.

105. The extension division of the Institute conducts seminars for
industrial leaders of “Yestern Purope and the United States, and it
features trips to Esstorn Eurnp: to eyplore closer cultural and
economic ties.

Institute for Modern Industrxal Leadership

Schwarzenbergplate 2

1010 Vienna
106, The Inatitute is part of the Austrian Federation of Industriee
which is the dominant organization for large=-scale bueiness in Austria,
The presidenteglec’ is Dr. Hans Igler, director of the Schoeller Bank
and former director of all state industries of Austria. The director
of the leadership training program is I&fn. Karl Leitner, who has
extensive experience in industry and groadusto study at Harvard Businees
School. The Institute's pProgramme emphesizes technicues of management
development, modern leadership techniques and concepts, problen analysis,
end dwisim&in@ It relies upon small Zroup work ond uases the
 Harvardecase method. The oourses are given at Glsing and at Hernstein.
The faculty inoludes not only Austrian specialists but also experts
from other Burcpean countries and from the United States.

ringer (lirte.
nea Vienna

107 The Institute's programe emphasizes marketing, pt and
personnel management, long-term planning, fhewae; the use of
computers in tusiness leadership, and group dynamics. mﬂy it
is conduoting research both on theoretical and operational levels
regarding the advancemént of creativity in industrial organiszations.

108. The Institute is headed by Dr. Max Fink, who has & wide
internatienal background in management, especially in Brussels and
the United States. The Institute conducts joint operstions with
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Cestern Buropean industrialists and features st
especially to Japen,

udy trips to Asia,
It sponsors public forums during which
participants relate their experiences to 2 wide industrial audience,

OPz SSeterreigh‘i_ggﬁes Produktivit¥tszentrum)
Renngasse 5

1010 Wien

109. This Institute wes founded in 1950 and includes representotives

of industry, labour, as well =s government. It is headed by Dr. Hemnann
Reischitz who has been active both in industry and in public service.
It sponsors seminars, formal courses, as well as large conventions

which attract leaders of internaticnal industry. The programme features

the latest methods of organizational leadership, pereonnel development,
ndustrial adminisiration, production, investment and marketing, new
nethods of automation, as well as extensive preparation in humen
relations, Its prograrmes are of a shorter duration and have appeal

to leaders in government service, Research projects deal with
pragnatic ways in which new consepts of leadership can be applied to
the conduct of industrial enterprises,

0 Vienna

110. The Institute is headed by Bee Herbert Solsipuwmn.

112. The members of the proposed Oentre oan work together with the
outstanding Austrian universities, such as the University of Vienna,
Lins, Innsbruck, Ores, and the new University for Educational Sciences




1t Klagenfurt. It can avail itsclf oft the institutes of Professgor
Clement at Innsbruci, who has made fundamental contributions to
cducational cconomics Prof. Walter Sch8ler at Klagenfurt, who has
studiod the manageaent of technology both for industry and education;
Prof. Ernest Kulhavi =t Linz, who is internationally knowr for his
research rogarding marketing motivation =nd industrial growth; Prof.
Clemens A. André at Innsbruck, who is an odvisor to foremost Buropean
industrial leaders; and Prof. Adolf Yussbanuer, whose work in economics
and industrial administration is internationally recogniged.

7 Wi ' LI i &F 3 ,,f,,aﬁ ,Qf Y t .

113, Discussions with UNITAR on possible co-operative activities
are taking place. In addition, contact hec already been or will be
ostablished with the following institutions undertaking programm
related to the suggestod activitios of the proposed Centre.

= African Institute for Econsmic Davelopment and Planning, Dakar;
= Msian Institute for Econamic Planning -and Development, Ba gkok;
« Bconomio Development zao%sin&, IBRD, Wnshington, D. €. ;

= Acedeny of Foreign Trade, Moscow,

= Institut Buropéen d'Administration des Affaires (1M8RAD),
Fontaineblean:

= Institute of Social Studies, The Hague:

= Instituto Latino=Americano de Planificacién Eoonomica Y
Social, 8&5%&&@0;

= Internationel Center for Advanced Technical and Vocational
Training (ILO): Tarin; ;

= Intemnational Institute for the Managenent of Technology, Wila;
= Iuternational Instituto of Management Sciences Conter, Berlin;
« Research Institute for Management Science, Delft.
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CHAPTER 6 -~ SUGGESTED ATMINISTRATION AMD
PROPOSED INTERNATIONAL CENTRT FOR INIUSTRIAL AIMINISTRATION

114. The system of administration and the caliber of administrators
under which the proposed Centre is to operatc is the critical factor
leading to its success or failure,

115. To obtain flexibility and to romain innovative, the proposad
Oentre should be established a8 b non=profit private organization under
the laws of Austria, Initially, the Irstitute of Research in Bducation
ad Development might operate the proposed Ccnire s an autonomous
division, under its presont charter. The Inetitute has an adminietrative
office, a library, and a seminar room which could be shared with the
proposed Centre. Additional seminar rooms arc available from associated
organisations also located in Vienna, Later, following at least three
yeare of operation, the proposed Centre would probably require larger
and separate facilities including residential accommodation for the
participants and starr.,

116 ™e proposed Centre would require a Board of ?;ustm composed,
for example, of representatives of comoperating organizations that are
receiving services from and/er are providing resources to the proposed
Centre. The Board might meet annually - perhaps at about the same
time as the United Nations Industrial Devclopment Board, A smaller
management oommittee might be appointed by the Trustees, which by
meting quarterly could assist polioy implementation.

117. Most important will be the cuslifications of the director to

be recruited for the Centre. This individual should have had consider-
able oxperience in administration in the developing world (or be a
citigen of a dsveloping country), be fluent in Inglish and either in
French or in Spanish. His educational background should be in
administration, managemont or related subject areas An entrepreneurial
porecnality plus the ovalities of leaderehip are considered essential.

18, Sinoe the director will make a substantive contritution to the

progosed Contre as well as provide the administration, it is not envisaged
that during the initial perded, it will be necossary to have additional
full~time professional staff members.




119, Additional profussional staff skills oould be made aveilable

by the use of consultanis fprom associated institutions,

120, The supporting staff will he obtained bv augeenting those
slready at the Ingtitute,

121. The proposed Centre's budget would be broken do.m into: fixed
adninistrative costs, and project costs. The aduninistrative costs
would have to be obtained through contributions direct to the proposed
Contre; projcet coste would be obtainog through contracts entered into
with sponsoring organizetions for the provision of services. In time,
tho overhead charges for Proje-ts (40 per cent ussumed to be reasonable)
would meet an ineressing portion of the ndministrative cogts,

122, The minimum administrative costs can be estimated with some
degrec of accuracy. They would have to cover those aetivities
necessary to demonsirate that the Proposed Contre is a practical
institution, and o ensure that the semvices provided are of high
professional standards,

123, Any estimate of the project costs is far less sccurate since
they depend upon the demmnd for services and th willingness of
sponsoring organizations to finance such-services. A low estinate
hes been made of what tfm proposed Centro might cxpect during its
first five years of oporation.

124, The following estimates gover the two cost categories over
the initial five=year period of opeation,

AIMIN ATIVE €0878 (uss thousands)

Year

Director plus amssociated expenses 0 0 2 g5 s
Professional Staff (starting in fourth ‘ ‘
yoar could e supported by direct
Project expendi tures) - -

Consultants to undertske studias,
preparation of course meteriale,
consultations leading to the
oxpansion of quality projects,
loctures, prodleme=solving

missions, etc, 10 15
Rent of administrative offices and

seminar rooms plus utilities 10 10
Supporting Steff 5 10
Travel 5 5
Materiale, au‘n:nliee, aminmant & 8
Contingencies 15 15

TOTAL T0 20
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PROJECT COSTS (US$ thousands)

Year

1 2 3 4 )
Direct project expenditures 25 ’0 &0 150 250
Project cverhead (40 per cent) 10 15 30 60 100

NIT OPERATING COST (us3 thousands) Yerr

1 2 3 4 5
Adninistrative costs 10 PO 80 110 110
Project overhead income 10 15 30 60 100
Net operating loss 60 65 50 50 10
Curulative opera ting loss 60 128 178 225 235

125. 8o many uncertainties oxist in preparing such financial projections
that it would bo unwise to launch the proposed Contre until some
Assurance was available that total ma-ﬁm.i&et resources,to the extant
of approxisately US 23004000, were to be tvailable in cash or in kind
over the fivewyear period. |









