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Fart One

1ITRODUCPTON

The United Naticns Certre for Industrigl Develepiner.t Wwinhea
to draw the altortion of the represontat lem of ¢, sovesrn nta
participating in the Industris] SEVRLO Ment Syioosiun to tho ree
port ang recoumesaations nace b, t,¢ Jnited Catioan Interwragional
Working FParty oa Troindue of ~Conomic administrutovs ip Irductrial
Development, The voiking Farty vags organczad by the Uniled Faiiona
in cooperation with CosoCl rnd met at reris op Da}Q verterber
1965. It was attenced hy represeniatives o 25 governments and
ceveral expert Consultents,

The Wiorking ’arty was concerned with t:e tasiks of clarifying
the role of ecornomic administrators in expeciting the tasks i~
volved in Planning and inplementaticn of industrial develonment
Programmes, It wac also concerned with suggesting a Proiramme
of action to be implemented gt national and internztional level,

The report ang in particular the Tecorimendations of the
Working Party merit sericus attention of the govornments, The
discussion of recommendations in the lieht of the problens of
the countries themselves ung further recormendaticns on g region-

al level will be considerag ucelul,




1l During the last two decaces, alrost every developing country
has undertaken L folremmes of ecoroamic and incustrial development,
In this task, tie role of the Government has --sumed special signie
ficance. Ite tasis of preparing plans for devalopmeat, formulating
policies to foster growth, vstablishing an adequate institutional
base to promote and support industrial develepment and direct
participation in menufacturing proaucticn, have created special
responsibilities for the government officials, They are requirid
to be econonic ang industrial planners and public sector entre~
preneurs in varying degrees at different stazee of their cereers

in the Uovernment., Various tasks involved in the process of in-
dustrial development require a combination of skills such as
economics, accountancy, statistica, law, public administration,
ergineering, ote, It is conceivable that the economie and indus~
trisl adrinistrator h.s w background in one of them, but on the
other hand, he is required to handle questions that involve a
better appreciation of other discipliues,

2. The ‘iorking Party at the outset realized that it was oone
fronted with s difficult task, It was required in the firat
instance to understand ang appreciate a process of industrializae
tion whieh tukes various forms, Secondly, it had to examine the
form of organization which a country undertikes to foster induse
trial growth. Thirdly, it was necessary to identify the functions
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and levels of personnel working within the ordanizational siruce
ture, Finally, the Working Party was faced with the taslk of
suggesting a concrete prosromme of action that, by means of
training, would contribute to improve the capability and effici=
enoy of industrial economic administr.tors,.

3. The Working Part; w-s fully corscious of ita inability to

€0 thoroughly into all the acrects so as ‘sto do full justice to

the entire problem. The time availaole to it to undertake thia
was rather limited. Lven assuaing that there wis time, it would
TAquire tremcndous effor: and & vast orount of data ard a large
number of specizlized people to deal with such a question, levere
theless, it was felt that an spproach to this subject was pos3ible
at this meeting, whioh should be considered as only a first recte
ing dealing with problems of training in industrial developuent
for pudblic officials and economic administrators, The vorking

APty urges the United Natio

the 0.L.C,D. Develogment Centre.
$o tranomit jts fecotiendations to all inter eated pationasl and

Tegional bodies with g vi~ tg

4. 1n making these recormendations the .orking Party was con-
scious of the éxperience, resporisibilities and courage displayed
by the civil servants and publio officials who are olten working
in difficult environments. liost of them acquire valuable experi-
eénce on the jodb itself and appreciate the problems involved in
undertaking tasis of promoting industrial development in their
countries. Suggestions lor further trainin; for such officials

are based on the general estimavion of the magnitude of the probe




lems involved, background of the officiale and the time element
rejuired for pushing as rapidly as possible the implementation
of the indusirial development programmes, 4

5+ An effort is made thersfore to prasent primarily and to
the best of ability of those participeting in the liorking Party,
some salient featuras of these problens. The following sections
present certain aspects of the rroceas of industrial development
both as one sees it as it is and as it exists, Secordly, an
attempt will be made to indicate broadly the various levels and
funotions of the so-called economic edministrator, Finally,
some guide lines are offered to irdicate the direction in whioh
the training progr:mues ocould be formulated.

g,

I,

6. It is widely agreed that the need for, and the nature of
training programmes in incustrial development has its roots in
the process of industrislization itself, which involves a rather :
complex chain of activities, Lence the Working Farty considered ot
it useful to review a wice range of activities required for the élg%n
formulation and execution of industrial development programmes :
and projects as well as the skills and methods required for

the adequate performance of such aotivities,

7o  The process of industrialization forms an inteyral part of

the overall process of development and all problems related to
it have therefore to Le considered and solved within the frame=-
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work of an action having o wider perspective. Keeping this in
mind is a prerequisite if any results are to be obtained in
industrial development planning and plan implementation, and
if one wants to avoid sharpening conflicts and already existing
disequilibria between the various sectors of the national econ-
omy. This fact should oconstantly be .~ept in mind, not only by
polioy makers and Planners, but also by all concerr.ed with the
setting up and running of programmes wkich are partiocularly
geared towards training present and future economie ‘administra-
tore in charge of industrial development planning and impl smene
tation,

8. It is equally important to remember that industrialization
is a continuous chain movement, and that the strength of the 6hain
will be equal to that of its weakest link, Although it may be
worthwhile concentrating, temporarily, attention to some extent
on strengthening the weakest element of the ohain, this should
not turn into sone form of excessive concentration of efiort but
rather into a balance of effort - with continuous attention on
the weakest link - which alone can lead to satisfactory end re-
sults. In undertaking such an effort, it should conatantly be
remembered thet, as in a chain, each element must be related to
those whioch come befcre and after. In order to ensure that the
process of industrialization as well as the overall development
Process runs as smoothly as possible, it is most important to
continuously oolleot information on what has been going on in
order to be able to make, through the so-called system of feed-
back, the hecessary adjustments in the ccurse of the implementa=~
tion,
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9, 1t is generally recognized that overall, as well as
industrial, development can be greatly facilitated by woll-
organized planning. It should, bowever, be kept in mind that
such pianning should not be considered as a statio intellectunl

excrcise, but as a dynamio process ccverirg both the rrepara-
tory plamninz anc the iaglementation stages. Action should not
be pusiponed until the overall, sectoral and projsot plans are
fully -ateblishad, withtu:t, however, negl~ ~iing the impact of
such actions on the overall eccnom;. Such an attitude would
unduly delay the developmental process of any daveloping ocouniry,
loreover, the planser should realize that the valus of a plan
lies in its possibilities of execution. This impliez that the
planner should not isolate himself from those 1n charge cf the
plan execution, nor from thcse whe dccicw at the politi.al level,
This essential requirewent should be impreased upon participants
in any advanced and spscial training prcgramme related to eccrcmio
or industrial developmunt,

10, 80 as to ensure the establishmant of understanding betweon
the various persons or groups involved in the total planning B’
process, it is indispensable to suppiy them with some common
language. This alone will make it possible to arrive at a really
joint development effort in which the planner, the policy-maker
(either on a national, regional or local level) and those in
charge of execution down to the level of the running of a specifio
private or public enterprise will play their own role with the
knowledze and understanding of the role played by the others.

This means that any training effort towards a more efficient in-
dustrial developrent si:ould orient itself to the varicus levels
(policy-makers, planners and executives). The prograrmes offered

.
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to these various groups muzt certainly be different according
to their present ang future responsibilities in tre society,
What ocounts is that these various programmas or courses have
something in common so a8 to ccntribute to a better understande-
ing between these various groups,

ZHE BOLS OF INMUSIRIAL RCONOMIC ADINISTRATORS Ii PrANJING AND

IMPL L NTATION OF JIOUSTIAL DoVilOPldinT

11. The problem of olarifying the meaning of the economic
sdministrator was complicated by a number of factora,

The diversities in the functions that range over the entire
process of industrial development at all levels made it dif-
ficult to identify the role ang funeticn of the economic admine
istrator. There vas, in addition, the diversity of the adminige
trative systems which were employed by the developing countries
to tackle problems of economic and industrial development, Fine
ally, there was the diversity in the usage of words to describe
such persons. They werc referred to as civil servants, planners,
managers, tecianicians, etc. In effect, it wus all these that
the Working Party had to comprehend in order to arrive at an
identifiable classification, Its conclusion was that an induge
trial economio administrator is every person who has a responsie
bility for, or participates in, devising and/or implementing
policies directed torards industria; development,

12. Emphasis was put on the distinetion which needs to be made
between the functions themselves, ramely the formulation of a
Plan and its implementation, This, it was felt, would provide




a broad framework whereby it would be poesibtle to identi’y

functions as well as levels of p2rsons undertaking these

functions. In pointinz out this classificatlon, it was recog-

nized that these two fuactione in effect are part of a sinzle

eycla. Arother approac: was the digtinctios between the gencr- §
al administretor and the techaiecal adaninistrator. Here a.so,

it iz evident thut these two ciasses coulc not te divided into

water-iight corpartmerts =nd in parficuler tue tecinical edmin=-

fatrator may weil be called upon to pess to the role of the jan=

eral economic sdwinistrator if, apart from his tochnical quali-

fications, he also possesses the nececsary human auali.iea.

13. At the planning erd policy mekirg level, the econcm.ic admine-
istrator was meant to Le a senior official utilizing the knowledge
£ experts, in order to provice economis and coherent aryumonts to
be uzed as a basis fer adoption of key decisiona concerning the
gtructural chances of the national economy. In the field of imple-
nentation the econonic sdministrator was identified as a person
who gave shape and substancs to policies adopted for fostering
inductrislization., Ha wes required to translate targets into ’l
projects and to make subeprogrammes within the targects operaticnal,
loth categories, however, should possess a knowledge of the country
and a feeling of the people and their attitudes.

14, Although uppreciating the separaticn of functions betwoen plane
ning and implementation of industrial development plans, view~
points vere expreased in the heoting concerning the role of civil

servants &8s the nearest explanation of the ecoromic administrator.

He was not expected tc be a specialist, but to have the capacity to




-0 -

to organize hia own work and that of others. He was evpected

to take decisions on the b.esis of arguments presented to him

and discuss intellizently problems with the experts, Lecause

of tue various functions fulfilled in the course of his career,
he would possess enouch general krowled e and owing to selection
besed on intellizence teat: he would 2ls0 be abie to it ¢ prode
lem in ite proper peravectivs,

15, Reference war made and enphasis given to tne role of the
middle level personnel working in the various Miinistries and
organizations, They pley an essential part in preparing the
materisl, processing it and presenting it for policy eladoration
and decision-making, Training ie most important for this ca’ce
£°r7 as there ia a deficiency in both Quality and numbers avajle
able, kore compreiensive training progranmes can be devised as
these administrators ean devote longer periods of time for traine
ing than top levels, Their training should be oriented towards
inoreasing eofficiency in their present function and preparing them
to assume greater resporaibilities,

16.  The Working Party realized that, moreover, there are speci-
sliged functions which need to be given partiocular attention, e.g,
project preparation and evaluaticn, legislation to promote indus-
trial develonment, finaneing of industry. Training in these areas
becomes not so much a matter of seniority as of responsibility,

17. The profile of this administrator can best be indicated by
describing the qualifications he should possess, e should first
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of all have the ability to adninister, i.,e. to organi~e lis oun
work and that of others in such a way as to ascertazin tie hLith=
est possible degree of efficienc,. This requires not cnly pro=
fessional knowledge but also, end not least, the human quslitics
which make it possible Jor him to ccumunicote with all those con-
cexnied with the procesn of incdustrial Jevelopment. iz should have
a rouond knouledse of econiomic factors in order to be able to pase
Judger st cn tis economiy fessibali*y of it.e plan or poojact, on
ites e’fectn on the economic ecrnsequences for the eouniry's econ=
omy, and on how to evaluale the impact of policy deecisions, iFine

ally, such sn admiais*rator should be imaginative and {ynamis,

18, s rogards the clasaification of the industrial econoric
administrators, it scems preferable to adopt not the classic
clessification along the lines of hierarochy, but rather a funce
tiorial classifiecation which would lead to & distinotion betwsen
the gencral administrator and the technical administrator. It

is evident that these two claszes could not be divided into vater=-
ticht compartments, and in particular the teohnical administraior
nay well be called upon to pass to the role of the gen2ral esone
oemic administrator if, apart from his technical qualifications,

he a&lso ponsesces the necesazary human qualities,

FoTURL ATD CONL 1T OF TRAINIVS TROGAILS

Ay
—-— » a——.

19, When spealiirg about tihe meaning of the word "training” of
econcwic adninistrators, it shcould first of all be made clear

)

that questions aiccuisel hereaf{ter do not concern “edusation”

througa tecnnical schools or normal university progrormes. Ldu~
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cation is concerned with the development of the qualifications
of the individual, while training is concerned with the develop=
ment and improvement of the organization by enabling an indivie
dual to perform better. The Working Party, while emphasizing
training aspeocts, werc conscious of the need to improve educa=
tional standards generally, Both educatior and training are
inter-related and the effectiveness of & person in a given job
is dependent on the level of education and intensity of training,

20. The Working Party felt that the benefits of trainin_ are
self-evident, but the prodlem was to make it practical and ace
ceptable 80 as to serve a 8iven need. There were problems of
length of training which were linked to the question as to how
long persoas could stay away from the Job. There were probleus
of designing suitable programmes 80 as to meet a given need,
lioreover, the availadility of relevant teaching material on
various aspects of industrial developrent and the teaching per~
sonnel to make use of such material were considered as serious
handicaps,

21, Training Programres should be organized to the Ereatast
extent possible in the environment of the developing ocountries,
f.00, oither in a specific country or on a regional basis, The
role of the institutes located in the developed countries should
be more and more geared towards special subjects which are not
inoluded in training progr mees which are provided for in develope
ing countries, Loreover, they should assist training and research
institutes in the developing countries to build up and improve
their activities. The institutes in developed countries should
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cornstantly keep in mind the conditions under which participants
in such programmes will have to use their newly acquired kaow-
ledge, snd such programmes siould include practical vovk in the
economic administration or in a given industrial sector of tue

developed countries,

‘raining of Senior Level Industrinl Locnode administrators

22. The Vlorking Party considered that providing training to
top industrial economic administrators was both a furcilon of
time and of organization, since T-10 days wes considered rather
the maximum time such persons could be away from .heir jobs.
Problems of seleetins apnropriate subjccts, orgenizing entire
material and making available to such programmes high level ex-
perts were considered os matters reguiring attention. Such ef=-
forts on the other hand, are not uncommon in other areas., Re~
fresher Sourzes are held for top business executives regularly
by the business mana erment institutions. loreover, the United
Nations end other irternational organizations are engaued in

organizing technical meetings of experts.

23, The Viorking Party noted with interest the initiative taken
by the OLCD Develorment Centre to organize, on request of Gov=
ernments of developing countries, part-time seminars on the spot
for high level administrators and policy mekers. These seminars
last 3 weeks and aim through a detailed discussion of problems

related to cevelo-ment strategy and administration to oreate a

common lenuage o..d understanding of these problems,




24. The Working Party felt that consideration be given to
organizing short refresher courses in selected subjects of
industrial development. It should be possible through such
meetings to identify both administrative and technical prob-
lems within the organizations to which participants belong

and discuss measures, with the assistance of experts and refer-
ence to experiences of other countries.

25, The United Hations and other international organizations
should initiate, assist and organize short refresher courses
of this type in the developing countries, After organizing
some of these it should be possible for national organizations
to take over some of these responsibilities,

26, Subjects to be taken up for discussion ocould be problems
with which the top administrators are ourrently faced, They
could vary from industry project appraisal and procedures to
expedite early implementation to financing of industrial devel-
opment and foreign aid. The general idea, it was felt, was to
give the asenior economic administrator an opportunity to exchange
views with his colleagues in other branches and appreciate probe
lems involved in either planning for and implementation of ine
dustrial development progremmes, Finally, the training programme

would supply general administrators with & sufficient insight
into the technical problems whioh will be submitted to them and on
which they will have to give a final Jjudgement,




27. The iorking Party took note of the fact that economic
development training institutes, whether intra-regional, regionsl
or nationsl, have only until recent years incorporated into their
programmes courses designed for training in industrial develop~
mert planning and irplementation. As mentioned earlier, lack of
teaching material has indeed deen a bottle-neck in the smooth
functioning of existing industrial development training progranzmes,
auv well as in the organization of new ones. Dut even more ispor-
tant are the diffioulties encountered in the recruitment of
qualified instructors in the field of industrialization planning
and implementation. These difficulties are sugmented by the faot
that the industrializstion process involves & wide range of subde
jeots and specialisations and it is difficult to find instruotors
who can cover all subjects,

28, kany, if not most, of the existing training institutes which
offer courses in the field of industrial development are geared
towards the training of middle level industrial economic adminis-
trators wit! several years of practical work experienoce,

29. Since the industrial development effort required an inter-
disciplinary approach in which variocus professions are involved,
the view was expressed by the iiorking Party that for middle

level industrial economic administrators emphasis should be placed
on providing them with a common language. This would require
economic background to technicians and technical background to
economists, It would provide an idea of the process of indusirial

i
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development from the planning to implementation staze. In

such a programme the accent should be on project level planning,
study of technical and economie aspects of selected industries,
policy measures to promote industrial development, and the in-
dustrial aspects of regional planning. The members of the WOTK=
ing Party felt that a training programme with a duration from

3 to 4 monthe would be adequate for industrial economic adminis-
trators at this level,

30, While it would be useful to develop well-rounded programmes
to give an awareness of the process of industrialization to mid-
career officiale as indicated above, the Working Party also
recognised the need for training programmes in specified areas
of industrial development. They ocould be referred to, for cone
venience, as specialised training programme. Specialized courses
on such subjeots as market analysis, industrial project appraisal,
finanecing of industrial development, planning of industrial oom=
plexes, regional industriasl planning, industrial BAN=power re=-
Quirements, industrial policies and programming, regional indus~
trial integration, ete. could be mentioned. kany of these sub-
Jects, which in effect form an integral part of the planning and
implementation have been given more attention i~ recent years,
The United Nations and other international organisations have
organized several meetings on some of thess subjects resulting
in considerable documentation, which should be made available

to the largest possible extent., Such documentation could be
used in the regional and national training programmes and con-
sequently evolvin: further material on a national level,
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3. Notwitht;tanding the efforts undertaken by some national

and international institutes and training programmes, it is J
generally felt that particularly the training in project ela-
boration and project analysis is lagging far behind the needs
of the developing countries, The implementation of any indus=-
trialization po.icy or procramme is inconceivable without the
slaboration of specific projects, and it is in this field that
developing countries face the greatest difficulties. In order
to faoilitate training in project elaboration and project
snalyeis, as well as the work of the technical administrators
dealing with these problems, it 'wuld be most useful if some
standardization could be achieved in the methods used for pro-
joot formulation and eveluation, and investment criteria in

general,

32, Furthermore, when orgenizing training programmes, it is
most desirable to bring together government officials and
executives and leaders of enterprises and orgunizations, both
private and public. As it is necessary to establish a common
language botween them it is consequently useful to have simul= )
tansously people responsible for the general administration

and those responsible for the preparation of projects, their
execution and implementation within the framework of publio

and private enterprises participating together in the same
training programme. The participation of executives and leaders
of enterprises is all the more important since the absence or
shortage of managerial talent often constitutes one of the most

serious bottlenecks in industrial development.
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Existing treining facilities

33. There has been a rapid increase in the number of training
institutes and programmes wvhich are offered to people from
developing countries, both in the developing countries as well
a8 in the highly industrialized countries, kost of the pro-
grammes have concentrated on training in the field of macro-
sconomios, There is g deficiency as recards training for induse-
trialization in general, and more particularly with regard to
specific sectors and at the level of the enterprise. This does
not mean that one should necesserily increase the number of al-
ready existing institutes and programmes, There is rather a need
to revise programmes in the light of the requirements for train-
ing felt by the developing countries if they want to succeed in
elaborating and, still more, in implementing their industrial
policies and programmes. Those responsible for such training
programmes should constantly be pre~oocupied by the need to
evaluate their prograrmes in the 1ight of existing requirements,
It i8 realized that such evaluation is difficult to achieve.
Some effort should be made, however, to try to establish some
procedures which would help in getting a clearer idea of the
efficiency of the programmes offered, and at the scme time facil=
itate the efficaocy of such programmes and their conatant adapta~
tion. Studies centered on critical evaluation of implementation
processes of development projects in specific countries should
be undertaken by national and regional development training and
research institutes, as one of the methods to meet these needs,

34. As regards the services which could usefully be rendered
to the existing training institutes and programmes, these are
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indeed two-fold. First of all, there seems at present to be

a general shortage of adequate teaching material and doocumen-
tation. An important task could be fulfilled by a certain
number of institutions and orgsnizations in order to promote
the elnboration as well as a wider circulation of such teaching
material,

35, .hat is also importent is the assiscance thot is needed
for ovorooming ths shortage of qualified teaching staff for
troining programmes relcted to industrial development, Here
agsin the inctitutes located in the highly industrialized
countrics have a role to play and aid-supplying agencies should
see to it thet thece institutes can fulfil this task in the

nost efficient way. .3 & matter of f.et, such assistance by the
institutes of the industrialized countries would not only bene=-
£it those located in the develonin; countries or regions, but
would alsc offer ther an opportunity of increasing still more
their Lnowledge of the concrete problems of the development
process. Any such assistence in relation to incustrial develop-
ment should not overloolk the fact that it is not enouzh to
supply specialists in a given field or a specific industry or in-
dustrisl sector, but that such speciclists should also be awere
of the ways und mecns of opersting in the environuent of a given
develoning country, The number of experts coubinin_ these two
qualificetions is still fairly scarce and glthouzh it mcy not Dbe
possible to solve zll oroblems related to this ¢uestion, sowe
better organization end co-ordinction between the various potene
tial suppliers of such specialists misht lead to some improvement

ir the present situction, These tasks require full coopcration




and co-ordination between the internstional organizations,
regional and national training institutions, particulorly
in making documentation ang staff available to each other,

Joint treining programmes could be undertaken to rinirise
costs znd increase benefits,

v,

36.  The workin, Farty reconising the need to promote
training Frogrances for the general administrctors, as well
&8s for the tecinical administrators dealing with industriale
ieation in the develo “ing countries, and with dye re_ard to

_’, the efforts already made, recornends that the United laticns,
the 0,..C.D. Develorment Coantre and other international organi=
dations:

(a) should sponsor, at the most eppropriat: levels,
short sorin: rs or meotin s for topeleval
adeministr. tors in the develoying countries in
develoment strategy and administrotion with
dus emphasis on problems of industrisl development;

(v) should pronmote and undertalie trainirg progronmes
for the mid-career gener.l adiinistr.tor on g
national and re_ional basis;

(0)  should initiate 8nd organize training progruzmes
for technical adrinistrators in snecific or spe=
cialized subjeets of induatrialisatien, €,0,
project preparation, evaluation, industrial finane
cings




(?)

(e)

(1)

should provicde adequate financizl support
through tieir technical assistance and aid
prograrmes, should mzke available to coun-
tries and institutes, for training purposes,
expert assistance and docurentation and
teaching metericls on industrialization. In
particular the establishment of industry
stusies and a manual for the eladoration and
evaluation of projects i3 considered an urgent
matter;

should incresse their efforts towards helping
development trecining institutes in the less
advonced countries;

should give special assistance to those develops

ment training institutes in the lesa advanced
countries which oan serve as intensive pilot efforts
to test and develop training material and approaches,







