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INTRODUCTION

The =zxpert Group Meeting on Instituticnzl Infrasiructure for

Industrial Development in the Lezst Developea Cocuntries of ~frica
orgznized by UNIDO was held at Arusha, the United Republic of

Tenzeania, from 13 to 18 November 197E.

The objectives of the Feetirg were to review and exchange

experience on the obstacles to the establisnhment and menzgerzent
5f an institutional infrasiructure thet would te conductive to
industrial development in the leest develored couniries of Africa.
The lieeting was a follow-up tc e stucdy previcusly underizken
by UNIZO entitled Institutional Infrestructure fsr Incdustrial
Develooment UNIDC/ICIS. 6.




ALLCCATICY C7 K=Y FUNCTIONS TC INDUSTRIAL INSTITUTIONS

The phenomenzl expansicn during the last ten years of
institutions dealing with industrializition in developiug countries
received an inquiry into the causes leading to their creation, the
procedures by which they were given their specific responsibilities

and the nature of the operaticns perfomed by those organizationms.

The question remzins whether the scarce mzanpower and financizl
resources of those developing ~ountires that nhave set up institutions
tc facilitate and promote industrial development have been wisely
invested because their estzbhishment has not zlways teen the
result of maiure considerztion ¢f well planned industrial or neiionzl
plans directed towards seif-sufficiency. In many insta.cis, institutes
hzve teen crezted to carry cut promotional or support functions
nefore any cleer netionel incdustriezl policy has been set. Reasons
for thzt incluce lack of cleaer thinking, the ambitions cf certain
officials and misguiced advice and technicel assistarnce from outsice.
wost cevelcping countries should, trerefore, exanine their
institutional infrasiructures ancd revise them continuzlly to ensure
that they zre rezlly designed 15 operazie in the context of current

industrial olen

m

Cazses zre 211 too numerous of institutions that have been
created in an attempt to rectify a prcblem thet another hes failed
to solve in the hope that the latter wovld not make the same mistake

or at least would be more efficient.

It is paradoxical that orgenizetiorn created to institutionalize
change in their immediate environment frequently become the most
conservative elements. The recognition of the need Iro change
owes its originis to governmental policies and yet when new priorities
are set znd pclicies a2lter, the existing institutions remain more

or less intact while new ones ere spauned to reflect current desires
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for change. The repetition of ithis process cen culainate in a
state of uncc-crdinated institutionzl chaos where yesierday's

agents of change are todey's imnutisble tradiiionalists,

When establishing or revising the instiitutionzl supersiructure,
cere must be taken to ensure that each institution is part of a
totzl ané coherent system. None of them should be ireated as
1solated units. The functions and activities of each either effects,
or is effected ty other institutions, for example, consultancy and
extension services interact with financing or beiter trzining of
employees; or expert promotion is dependent on stendardization and

cuality control.

In reviewing tre list of the most comncn functions conferred
upon industrizl institutions one cen see meny zrezs which may
give rise to duplicaticn of services and consecr:icnt Coapetiton

whicn is underlined zs one of the factors innibiting their success.

Thece functions are summerized as:

=1
.

Incdusirial Plannirng,

Investment Promotion and Finencing,

Resezrch,

Standards and GQuality Control,

TransTer of Technolngy,
Consultancy and Extension Services,

HManpower Training,

. Zxport Promotion,

O O 3 O\ BN

. Technology Information Services.

These are the most generic activities which are designed to
assict industry in general. There are, hncwever, sutdivisions of
responsibilities which further relate to: the size of indusiry,
i.e., small, medium or large; the spatial emphas.s, i.e., urban
or rural; *the sector of industry, i.e. textiles. metals, chemicals,
etc. The tendency is towards more and more specificity and

isololation.




L£lthough it mey seem besic, an industrial function or
institution dces not exist for itself, its value lies only in
its impect on incustrialization. It iz, however, in the numerous
independently operating institutions, 211 too easy to locs sight
of this basic idea znd to concentrate vpon a2 function or an
institution as having a life znd imporiance of its own and divorced

from its raison d'&tre.

The staff of such institutions are fregquently igncrant of ike
existence of viable industries bvoth large and small which flourish
without the slizhtest officizl eccurzgezent or assistance from them.
Tre perfsrmeance of industrial institution snould therefore be rated
aseinst the background of their potentizl clientelle or markei ancd
on &ll possible cccesicns institutiornezl steff should be encourzged

{10 work in a2nd wita incdustiry itself, and likewise those from

3
I

industry should work in pormotional institutions on an exchange

besis.

Co-ordinetion

Cne of <the ocst comzon pitfalls exserienced by African LDCs
has been the crezticn c¢f itoo many instituticns. The number must
te kept *o & menagezble size in order i5 ensure consistent planning
and effective inter-institutional co-ordinetion. Proposals for the
establisiment <f new institutions must te viewed with great suspicion
and much of ihe imegination which is nzi devoted to "institution
building" mezy b2 nore creatively emplcred in eleborating plans
for the destruction of institutions waich heve sutlined tneir
usefulneszs, or at least to devisigg methods to enhance the operation

. oL 2
end efficiency of existiing ones.

o :
—/ liajor Conceztuzl Iscsuez in the sinalyzis of Key Functions Assigned
to Indusziriel Institutions, L.L. Berder

</ Improving <he Ouiput <f Industriel Institutions, G.R. Latoriue




Trie more complex the institutional base, the more necessary
znd the more difficult it beccmes to co-ordinate prograzmes. Hermony
beiween incziitutions is unforitunately not alwyas pessible and it
is frequenily difficult ito avoid overlepping because of different
ministerial obligations and resronsibilities or because of conflicting
interests characterized by struggles for prestige between the
directors of the various institutions. To avoid such duplications
or friction, it is essentizl that the tasks which are 1o be performed

<
aie
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by each institution is clearly defined. Furthermore, zporecor

[WH

nsititutional stiructures must ve eaployed for ihis purpose regard-
less of whetner the nunter of institutions is large or small. There
zre severzl oriions relaiing to the size and nuzber of instituticns
such es Uzper Vaslte which fres many, Puerio Ricc which reas

a
Tego wnich lies somewhere in the middle. It is not ocesitle to

0
O
3]
13
o
3
ot
O
3
€
o
o
)
s
'
H
(o]
ol

rizteness 9of any one systemn cver the asther
or on how 2 couniry divices the furnctions amcng its institutions;
decisions on these issues must be taken in the light of every couniry's

otm experience end circumstances. It iz, hewever, important to

n

enprasize thet this division of responsibility zust te done unambizuous-

- in newly emerging countries ~"iere officials may be
inexperienced end precedents have not yet Teen sei, it is a safer
course of ithe government to make the distinctions between instituiions
well detined. It can be azrgued that those African countries which
have followed the Wrech code system of administiration are usuvally

in 2 more favourzble pocition in this respect than are those which
hzve followed the more flexitle and sometimes vegue 3British
acministrative practices.é/ Even .‘here the original duties and

rezponsibilitiec have been specified,whether by law or ministerizl

.
:/ Yejor Conceptual Iscues in the Analyzic of Key Funcstions Assigned
to Industrizl Institutions, L.L. Barber




regulatiocn, reallocatiion should te expected as times anc conditions
cnange. The centrel planning authorities have a responsibility o
zonitor this and to keep cdefinitions up to date and the duties
essigened or reassigned to the proper institutions. Institutions
gre ccmnonly sverloaded with excessive work which streiches their
humer end physiczl resources to the exireme; the iasks imposed on
such institutiions, particularly when they are newly esteblished,

nust oe in line wi-<h {rheir ability and they must receive consisient

tn

support nct cnly &t the time of their establishment but also
throughout their exis’ence. Vhet frecuenily neppens is that in the
nattier of issuing & decree or passing & lzw creating a new instiiution
Governments are particularly 'generous" in assigning tasks, but when

it comes to discussing zlloucations of th: national bucget the same
governments are notoricusly "parsimeonious™ in grenting funds 2o

perform the work.

Zffective co-ordination at 2li levels is vital to the success
of incdusirizl development. The idezl situztion would be to have &1l
industrizl insiitutions jeintly prepare their working programnes
which they could then present as z sizle entity %o <he plamming and
- =2
oudgeting autrsrities. The case »of Guineal'ls Interministeriel Develon-~
< & E

nent Council may serve as an exemple of now such work could be done.

Hore effort needs to be placed on exploring the possibilities
of linkages and joint field projects to cement practicel andé mutuelly
advaniageous relationships. This is particularly apt Letween financial
institutions and industrizl promotion bodies where co-ordinztion is

. . 4
possible in almost 211l stages of a project's cevelopment:—/

2) project preperation and identification;

project analysis and finencial viebility;

Q

invesinent guarantees

[o R o’
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trz2ining;

é/ Improving the Output of Indusiriel Institutions, G.R. Lztortue
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Co-operation in these zrezs develops greater objectivity in
the choice and evzluetion of projects, reduces the effectiveness
of intervening pressure groups, lessens the time spent on study-
ing and evaluating recuestis for financing, and facilitetes the
task of monitoring the use of loans, Finally ené terheps more
relevent to an instituticn's survival, it gives greater credibiliiy
1o the insitutions concerned in ihe eyes of both the country's
industrialists and international instiituticns which can be

instrumentzl in providing itimely zssisiance.
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tion, there is no need for a comglex instituticnzl inf
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This concept of simplicity should be epplied at {wo levels:

2) the number of instituiions end

b) the number of individuals in instiiutions.

ok

In the average and least develoned couniry  the supply of

menagerial ekille, indusiria
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. technicians, not tfo
mention public tudgetary recources, is so linited, that the number
of individuals, departmenis or divisionz of instifutions needs %o
be resiricied. Programme co-ordination can, therefore, be improved

by organizationel simnlification.
Y & :

Such simplicity is also necessery within instituticns .n order
to fit in 2nd utilize the limited number of cuzlified offic. zls
available. In meny couniries on finds in institutions numerc s
sections composed solely of a section head with 1little or no
secretarial support. This is a frequently used device to confer
prestige or & higher salary on thzt person. Other ways need to be
explored in this regar:i ané training is perhaps the most meaning-

ful wey to up-grade and promote ztaff. In any case, the proliferation

c
‘/ fajor conceptual Icfues in the Analysiz of Key Functions Ascisgned
her




of these "rghanicm" sections creates z cutzbersome bureaucracy.
it mekes supervision end co-orcdineticon difficult and lcads

scarce tecrnicel specizlists with unmecessary administrative
cuties and paper work thus divertinzs their time from the job

for which they have gquzlified - servicing industry.

There is 2 certzin amount of jusiificeiion for meking many

for meeiing ai least some if not most 5§ their budgetary recuire-
ments. Such action would certainly ze<e thnese institutions more
csensitive 1 the needs ¢f <heir merxet nazely the existing and
es in their host ccuniries. 1In addition, there
s likelihood of breeding cosmnlacency on the pari of
the staff, These institutions coulld zarhapns then develop greater
flexibility in staff recruitment znd rzounerations thereby

encouraging meore advancement throusr zchievement.

10 pgy inziiiuiions for their servicsz, thisz is not the case fer

smaller entercrises wiho are in greztar need of free services and
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regular service to industiry, specilizez te
requireda. Thre motivetion to assist irhis gzroup does not arise
necessarily frua altruism but from = F2stification based on many
eccnomic congiderations. Loreover, it should be remembered that
industrial service institutes are rari of & sysztem for the
cevelopment of the nation 25 a whcle. The rising expectations of
ihe New Zconomic Order are intendecd f:r the entire poovulation, not
merely for one group, class, trite zr region. Factors such as
poct-independence nationalicm and inziizenosus sociliem contribute o

thic feeling tret 2ll have 2 right %5 zhare in the expected economic

\l

socizl improvements. This concezt of "equi.lity" needs to be

enbodied in the programme targets o7 e institutional system.




Maulti-functionals

There are many who feel that the best way to ensure simplicity
and as a result co-ordination of functions is through a2n emphasis on
milti-functional institutions. These are single organizations which
combine several related functions including promotion, research,
finance, technicel and managerial assistance and external linkages,

This can generate three important resulis

a) It can enable the organization to adequately serve its clientel
both in the zapital and in the regions at a more satisfactory
level of technical performance., Favourable decisions a2t the
political level regarding policies and resources needed to
supoort and sustain industrial development can also be obtained
more easily when convincing arguments are brougnt forward in an

integrated mannmer,

b) T+ can facilitate co-ordination among various specialized
functions that are important {to launching and supporting
specific projects. Red tape can be cui{ or eliminated by
entrusting the responsibility to one director who has the
authority to simultaneously develop all the necessary
components of a project without having to solicit approval

from a lengthy chzin of intitutions outside his control.

c) It zan greatly simplify the problems enountered by the general
public or clients of the institutions who more often than not
require more than one type of assistance. This is particularly
appropriate when dealing with small and medium industries wnich
can not afford the time to esteblish simultaneous links with the

1

several institutions requested for a project's progress'.

7

Institutional Requirements for the Industrialization of Rural

Areas, C,T. Thomas.
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Premotional wark devoid of influence or contral over the recommended
inputs destroys clientel credence in the organization., 4 certain amcunt
of caution, however, should be exercised in combining promoiional funo-
tions with finance., This can frequently end in a situation where it
becomes politically enbarassing to foreclose a loan which has bean granted
on the intelligence prepared by the promotional department. The Tanzanian
Small-Scale Industry Institute (SIDO) combines promotional and input
assistance on machinery and training in a complete way, partial assistance
with marketing and provides no finance. In Botswana, BEDU offers a complete
package in its nursey industrial estates. Whatever the institutiors are uni -
or multi~functional, it is clear that the needs of industry must adequately
be attained., The prob. em with mumerous institutions is co-ordination and
whatever combination of functions are selected for an institution the
leading principlcs should be simplicity in siructure and satisfaction froz

those being served.

Even +hough many related func*ions may be combined in a siagle
organization. not all functions related {o industrial development can be
combined under one roof. The Centrzl Zark for example will continue to
allocate foreign exchange, the Electriciiy Supply Corporation will continue
with its programme which relates io many other nationzl objectives outside
of industry. In addition to serving its clients, industrial development
institutions will have to work with other agencies whose main concerns are
not with sndustrial development. Attempiing to persuade these organizations
to attach high priority to overall indusirial needs and specific cases which
come up from time to itime is not an easy task. Unless the institution has
sufficient standing in the competition structure of government it will be
unable 4o gain the necessary access to high level decision-mazkers in order
to exercise an effective lobby on behalf of indusirial development. The
real priority that governmments attach to industrial development can often
be guaged both by the resources they allot to such activities and by the

level at which they locate its functions in the bureaucratic hierarchy .

¥ajor Conceptual Issues in the Analysis of Key Functions
Assigned to Industrial Institution, L.L. Barber.




INSTTRITTON =TILIING

In es%zblishing instituticnel infrasiruciure gcvernmentis heve iwo
simulianscus tasks:
1) to build zné guide en orgenizaticn or network of organizeticns
cornitted to e ccmmon turpose and
individuzls which are impoertent to the successful zccemplishment
of its mission.
Trhe pu:pose of instituiion Ttuilding is noi merely to estetlish viedble

and self-sustzining orgenizeiicns. This, of ccurse, is essential Lut it is

(G

not z sifficiently valid criteriz feor pursuing institution ouilding. The
brozder purzose is to ensure that the innmovaiicns for which {he new crgani-
z-tion was fornded become accepied (insiituiionalized) and valued elezents of

the environzment in whica it ocerzles”,

The new institutie must teke into zccount and adent ito the realities of

society alderts and changes in response to the innovations intrcduced by these
organizations., In the case of a2 successful iasiituticn commiited %o industrizl
developaent, this would meen that other ege:ncies of government chenge or shift
the'r pricrities in full or partiel recognition of the need for indusiriali-
zation and <hat they incorporate this priority into their own cperaziiorns.

The liinistry of Education for example, might be rursuaded oy a prenmoiicnel
institute 1o adjust its curriculumn o include the training of skills

required in zanufaciuring. When thzse changes have been brecught gboutl, they

can be said to be instituticnelized within %the environnment.

I Developing and Managing Inziituticns for Industrial Development,
Miltcn J. Zzcman




There are six moain elements which need t2 te considered in crder fc

leadershiz: Tre leadership must be fechnically, zanegerially en

politically cempetent. I must be fully committed 1o the purpeses

for which ihe organizetion staznds and prepared to work herd in
faece of limited rescurces, skeptisn exd disinterest frca the

instituticnal environment it is irying to change.
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tnese funciions serves iwo main purpcses: it helps to esizblisa

cohesiveness and 2 commen purpos: within the orzanizeticen and i

projects an authcritetive image exiernclily of what the crganization

stends fer and how they can’expact fo relete o it; as such it

represenis an imgcoritent elexeni cof ihe orgeanization's stabilitly

Ty z S - Y -y i e < om g
Procrznze: This is represented by the ireansleticn of doeirin

nay csnift over time the programme ccazcrenis of an indsirizl develcp-

ment orgenizetion are likely to te

int
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(putliicity) and szelf-promoiion; 2) manegerial and technicel training;

3) research cn indusirial op
consuliancy; and 5) fire-figating cr helping to solve specific

problems ez and when they erise.

Resc .rcel: Mese are recuired +2 imzlement an crganizetion's
e recuired %2 intlement an £

progranne. The effective use of rescurces seis <ihe standards of
institutlionz. There are three major iypes of reccurcecs: 1) ge

t
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which must be enticed with job saticfzciicn; 2) information, whicn

[
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provides the intelligence for celerzining itne programie zand

3) funds which are necessary to pay for tbe inforzation and perscnnel.
One of +he main *asks of the leacership is to ensure a2 contirous
supply of rescurces. Coniinuily is very much degpendent upon an

institution'®s nast record aud the image it pcrireys to those

responsible feor budgetary zllocziions.

e) Internzl Structure: Zvery ccaplex organization zust have an internel

structure waich determines the cdivision of lzbour zzong cepartzentis
and individuels perforzing certain tasks. lhether the main treakdown

shculd te by funciion i.e. (research, ifechniczl assistance, mangower
development, financizl essistance, rudblic infermation, etc.) or by
1

gecgraphic -area (u.ban, rural, or regionzl) or by type of cliente

[{¢]

(small, mecium, large) or ty a combinaiicn of these principles de

ry
d)

upon specific factcrs in each ccuntiry®s situeiion. Within the struciture

+3 . ' o225 A4 + > - TSNS R o P _ted
there nust be sufficient rccz for cecenirzlizeticn cf denisicn-zaling

g

Contrcl frcm the top should be exercisad oy clear pelicy directicon

[N

reporiing arrangexenis ané mediieticn of conflicts, while encourazing
b5 <Y ? = S

staff to take initiative in dey to dey operatiocnrs. This is an

important element in mainteining steif ncral

13

[}

. In thie regard,
institutions must be encourased to exiend their services to the field
otherwise, ithe geograzhic pattern of industrial develormeni will

ineviiacly te skewed in favour of thz immedicte locale of <re

healgueriers.

f) Bxternal Linkases: 1o orgznization is self-suffcient necr does it

exist in & sociel end political vacuun. Cne of the teczis of succesziul

groups have been percuecded to accept and edcpt the velues and priorities

of the orgenizaticn as their own. These linkzges are viial to the
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atiliiy of the orgenizaticn Vo carry out its funclions and ere

therefo & major claiment on the tizc znd enarzy of *re lezdership.
The =c imporiznt linkeges zre wiih 1) clientis who whether they are
in the gutlic, privele or co-operaiive secicr, provide the orgeniza-

tion wiih recuesis ihat delerzine ihe werkload, 2) governzeni azen-
cies, who inevitzbly represent the institulions financial power base,
3) non-gevernmental crganizaiicns, «20 can assist in financing,

marketing, importing of scarce mzierizls, etc. end 4) foreign
SR =] ]

organizations, who provicde irnformaiicn and fechnical assistance.

of Instituticrnzl Success or Jizpilic:

Cre possivle apgrcech to Ik
variables involved in successful instiiiutiens end then
on the ways znd meens of improving th

are consi
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o conceniraie anelysis

. . e v .
ir values.. The following three properties

m

entizl for success ¢

Connctaiicn is the attitude ithat caople hold ebout the organizetion
and vhetiher trey regard ithe work teing performed as important or
insignifican%. 1If reople view %re wsrk es iImperiant ihen cennotation
is high if they regard the work inszizrnificent ithen it is low.

Purchasebles is money, people's tize, ecuirment, eic. These arz used

2s rescurces for implementing ihe prograzmne and effecting change.

industriel inztituticn can generaie: the continuetion of its good

positive ccnnotation, and the replenichment <f iis purchasables, it

z21id 4o Te viable. The degree will rzturzlly te reflected oy the cfun

the valuez fcr the threce varizole.
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Table I cuilines whet deta is necessary btath inifernally and extern

i

0 atiribuie velues to imege, connctetion end purcrhaseadbles.

Tne Service Teliverr Process

Having cdecided upron 2 "dccirine" and having prepered & "grograzse™ the
next stage involved is implementiaticn. This is ithe process of iransformin
irdusirial instituticnal service delivery tolicies and plans into the desired

result i.e. national indusiriel develcpment. There are four distinct phases

suitebility or feasivpility wiin regarc ic the reticnel objsctives.
. \J

the institution to deliver ir2 service, the initiaticn sTezz begins
This is a pericd of high aznd inncvaiive cciiviiy. The stelf verify
(and 2lter if required) implemeniziion plans, recruit ctrier suppor:
staff and esteablish azpropriete service procecures.

¢) Crereiions and Honitoring: At this point the service delivery acii

—-— T

can be szid to be fully cozerationzl znd the service tenefaciores

e

(normally incusiries) shculd e using the service in the exgecied =
This is the stage at which suppert iz expacied froem the externzl

environnent. Such 2 support is often depencent on meeting stipulzl

service cbjectives within *ime and cogi constraintz. Tadle IV 1s an

iz escential to implementaticn.

11

Viable Inctitutionel Delivery Mechanicms for Indusiriel Tevelopment:
An Inplementotizn Perspective, darcuz Ingle




v -
- s . By e -3 -k ~ <+
d) Iapzct issessment end Instituticnelizsiion: This is the final

elivery exparience on its clients and en indusirial
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develorment and then mekes any cranges which are necessary o
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improve the cguantiiy and cualily in the future. Teble 2 provides

a very gocod check list for eveluziing service 1o particular
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leaks are likely o occur. 4 liss of generic instituiicnel causes
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indusiries znd their comiridbuiticn to naiicnal indusirizl objsaciives

for service delivery impedizmenis zi each stage of the irplementaticn
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cycle is given in Ted
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leaks and conixibuting o e lack 28 incustrie
usuzlly the immedizie rewerds which Institutions receive for
delivering services fco indusiry arz net linked ic indusirizal
develcrzent onjectives, but ra2ther to burezucratic survival or
rencreticn ¢f funds, Tris grzduzlly ceoniributes to & situztion
‘here t2e instituiicns imaze beccnes uncleezr znd iis connotatiicn

risis goint wh
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or reputetion suffers. This culsminzies and reaches

‘ot

the purchasctles zre eventually ~ut vack and &
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is rersonnel. Vithout dymezmic leadership t
coniracts, and lobly for rescurces and wiihoul adequaicly trained end quelified
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ctafs to deliver the zevvices, W08 Qitoussion ol 21l otrher asgects o7 inziiiull

Zmerging the Crerational Inducirializztion Sysiem: Project Developmen

and Icplementation, W. Millager
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TABLE 1: VIABILITY

O, -

1
: PURCHASABLES
AR T OSABICIRLLS WL Tl e AT | 2

INTERNAL f o Cash on Hand
Y

o Plant, Consumables,
Materials, etc.

¢ Receivables
EXTERNAL h o Firm Backlog
o Monthly Expenses for

supplies, rent, other
bills

ORGANIZATION'S ¢ Endurance: the length

of time the institu- -
tion could exist with-
out Purchasables from
extarnal sources

SENSITIVITY
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BALANCE SHEET

CONNOTATION

IMAGE

AT A YOOI\ I g N

Image value for the in-
dustrial institution’s
members

JEF —T o = 4 TR

Amount of consensus among
leaders, members, etc. on
vhat the institution is
and does, etc.

Value associated with
image by those external
to the institution

Amount of ‘consensus among
clients, among sponsors,
etc. on what the institu-
tion is and does

o Do leaders and members
feal their efforts are
appreciated by indus-

“otry?

o Is their perception
accurate?

ST A NIRA L TR VN LA S EAIRAC L2 SO0 EES Y T AL SRS IO LA AR A0 2R AT A LSSV, AT S UMLK j

9 Amount of [nternal/Ex-

ternal agreement on what
the institution is and
does, etc.

o Internal accuracy at pre-

dicting what industry
sponsors, etc. think the
institution is and does,
elLc.

i

NELYRY

l

i

:
d




TABLE 2:

INDUSTRIAL FROJFCTS

-17 -

IDENTIFICAT!ICH RaTiti X

Projacts
and
Eval.

Seciors

Existing
Industry

Evaluation

critecin

Principal
fnterpriasss

Appropriate
Volume

Import
Voluvme

Demenid
Growth

Market/Finannial

Mkt

(Bom. ) ftial

E;EETT-E!port
Foten-

ke~
gec

[n-
eals

"rrxternal benat'ita!

local {Lin- 'I-.]mr—.l"miun

exchrnge
Gein

Pipeiine of new invontment

projects

Apperent oppor -
tunity

Under con
straction
or con-
mitted

Active in
negot ./

under con
cideration

Prel,
studies
but

inactive

for
further
effort

Food and Deverages
Tobacco

Textiles and Clothing
lLeather and Footwear
Nood Products

Paper and A.P.

Printing and
Publication

Chemicals
Pharnacecuticals
Petroleus and A.P.

Inukber ant
Plastic Prod.

Non-epatallic
Mirerals

Basic teotals

Matal Products

Machinery
non-elect.
Maclhinery elect.

Tronsport equipt.
Other

TOTAL

"lame ,

products,
size in-
[lication

Relative valucs

indicuted

by “lighe,

whacdiuwy,

or "Lou"

Nane, Products,

Size indicaticn

identifi.
cation of
document

Intuitive
or other
Judgrment
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"LEAKY-PIPE" MODEL OF THE INDUSTRIAL INSTITUTION SERVICE DELIVERY PROCESS -

FIGURE I:




TASLE 3

SERYICE DELIVERY IMPENIRENTS 1M _IXNUSTRAIAL TRITITUTIONS:

ILLLUSTRATIVE IMPLEMINTATION LEAKAGES 24D THEIR CAUSCS

STAGE IN THT SERVICE DELIVIRY TMPLEMENTATION PROCESS

CATEGDRY s
IMPLEMENTATION ARALYSIS & PLAKNING ORGANTZATION AND STARY-UP OPERATIONS AND YOHITORING EYALUATION & INSTITUTIGUALIIATIN
1. tong-range industrial develop- 1. Inttia} delays $n initiating Y. Established service delivery V. Fatlure to assess Yong-run fa-
rent objectives often overlooked. f{service delivery, targets ((n quantity and quality pact of 4ncustrial services on
terms) are not met, industria) development and rake
2. Qualified staff to operate ser- required changes based on chinges
2. laplenantation feastbility weak §vice progrem unavaflable. 2, Scrvices which are delivered arclin {ndustris) needs.
REPRESENTATIVE or completely ovevlooked, percetved a3 (nappropriate,
R 3. Delays {n gcotting cssenttal po- 2, Contiruation of non-viable ser-
TYPES 3. tittle attentton given tn sche- flictes enunciated, legislation 3. Lack of (lexible response Jo vice tnstitutfons,
OF duling and responsibility assign-  genacted, snd furwma) operating pro- | changes 1n 1adustrial environtent.
aent, cedures developed,
SERVICE
DELIVERY 4. Ho fornnal mechanism established
- . for monitoring and responding to
LOUSTRIAL LEAKACES chanye.
ISSTITYTICNS
EX THE LEASY N
CEVELORED 1. Concern over buresucratic sur- 1. Hanltoring of changes 11 not ef-| V. Services unsatisfactory due to: [). Fallure to evaluate due tog
CLUNTRILES vival focuses attention on short- fective Lecause procedure {3 highly a. Extentfve political interfe- o, Lack of Institutions) rexsrd
- run activities. structured and not altercd for ncw rence fn planned activity, structure to allccate resources
or evolving scrvices. L. High staff turnover due to ssed on long-range 9aal Impact,
2. Promation of individual “pet inadcquate Incentives, b, Lack of clearly specificd ob-
service programs™ rather than those?. Unexpected bureaucratic delays c. Mifficulties {n obtaining re- Jectives and Infonution to de-
Justified on basts of {ndustry 15 obtaining annrovals for staff quired hurcaucratic support. ternine whether, and why, they
GENERIC vecd 2nu extsting setting, and adequate salaries, are acccuplished.
CAUSES 2, Industrics are not actively {n-
of 3. Planning rigld; tendency Lo con-f 3. Policy-mskers and Industry repre- | volved 1n contlinuing needs assess- §2, Covernvent tupport for (rdus-
tinue same procedure b/c of tixed Pscntatives do not percedve the ser-§ ment, trial fnstitutions Lased on pre-
=L EAXKAGES™ annual budget. vice as o hoh priority endeavor, vious rcsource levels, not on

J. Progranming decisions are taken
only at fixed tirs and are nnt
basced on relevant tnformation,

assesurant of fastitutiona) viabi-
Yty.




in ine gest and cveon currently to some exient Africen LICs heve had

very limited Fzciliiies for ithez trazining or ihe institutional siaff they

requiza. 4As a result ihey have had to rely heavily orn external facilities

in many specizlized fechnicel
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r developing their cwn
national manpower. This has been 2 rool cause of acst of the ineffeciiveness

in industrizl institiuticns 7.

Internal manpcvwer planning and steff develorzment at all levels ihrcugh

on-the-job trazining, exchenge prograanes with incusiry, orientziion ccurses
and the celesgztion of respenzitilities are essential for the effectiive crera-

tion of instituticns premoiing indusirizl develcpmenti. Afier having defined

in clear terms ithe srecific prograzmes which the instituiion wishes 1o accomplish

it shculd be ezsy o esteblish job descripiicms and 1o delermine the {ype and

-

level of perzcnnel recuired o implement the progranze. Recruiiment and

the staf? immediately eavailatle rather ithan 1o aciively search for new perscnnel

ck

as % ~— Y ~ -~ Y 3 . -
or to up-zrzfe the trzining of their own sizil o

3]

eet %he needs of inncvaiive
programnes,

Personnel resources zre often under-uiilized when irnsiitutions are newly
establiched veczuse clezr details of exactly what is expecied from tnem are not
forthceming frox ire management. Cne reason for this is that all {oo olten the
top level of +he management is mede up of generalisis and civil servenis ho
are unzymoatheiic wiih +he professional aspiretions of the institute. The
practice of making the adminisirative class desinzile the ugper echelons in policy

meking and exescutive direction haz not coniripbuied to the grewth of prefessiona-

liem within ihe rank and file of many orgenizatlcnz, This situation coniritute

[

—
(W)

Menpewer Aspects of Instituticnel Infrazstiructure for Industricl
Develorment with zpeciel reference to African Least Develored
Countriez, 5.I. Zdokpayil




o 2 reduction in jcb setisfaction and morale. This is exiremely

insvituticns which by and
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large cperzie zs siatal or para-sizizl bodies; becesuse if job

avisfaciion is reduced, the selary sceles which are offered

es the only remuneratior., will certainly noi be sufficently

inticive to mzintain exisiing steff or %o atireci new cnes. Eighly
£ will push vizorcusly 1o serve the

motivated and satisfie

ol
instifuticon and industry, and will usuzlly achieve simmificant

leacership and z meanzgementi which is s
nzeds =7 its personnel.

LR

Cne meincd which could te further explored is to use existing

=]

training instiiutions such as universi<ies, techniczl <rzinin

vocational or nenagement institutes for upgrading the qualiiy of
neticnel perscnnel. Achievemen® in such courses could be used as
<

2 means 1o advancenent within
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FRINCIPIL 2UNCTIOQNS

#ith regerd to instifutional tesks to be performed there are four
main divisions under which nmest indusiriel service organizztions can
be grouped. These are: consultency and exiension, chnelogy

cevelopment and research, finaence, and training. Although they are

na 11y inferconnected they are each worthy of individual
inspection &nd amal;sis.
Consultancy and Zxtension

i:ore then any of the other three functiions, the object of con-
sultancy and extensicn is catalyiic., Its role is to icentify the
weaknesses in indusiry and then to mobilize whatever supplementary
services or resources are necescary is reciify the problem. In its
broadest sense extension is used 10 describe any form of ‘{raining
or advisory service which itzkes place ouizide the initiating central
insti®ute. It includes classroom ireaining, courses run in fielé
locations, mass mecia vbroadcasts, culiurel zanifestaztions, demonstra-
tions, village meetings as well zs individuzl zdvisers who zassist

. L . 14/
business enterprise their owm prenises.—/

-
-

s n

te}

V\

-

Table IV, 2 liszt of mnost &sks o be rerformed by

|_A

ing end extersicn instifutions is given and an exmaple

. . . ; . 15
of how many other organizations nseed o be consulted in the prucess.—l/

It is the special role of the extension organization +tc be able to

institutionalize a certain degree of change in each one of the

rganizetions with which it deals (its environment). iithout

ecrieving this change the extension institute suffers from a lack
g £

of credibility and its image is 1o Cn the other hand, should

sful in

it be succes in

fluencing its

institutional environment,

/
24 Industrial Consutency
li/ Energing the Operational

Development and Implement

- The Insctitutional Prcblem,

Ii. Harper

Industrialization System:
ation, ¥W. Millager

Project
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several vital elements which lead to more rapid industirizlizations
can be stimuleted: the educational institutes will become more
sensitive to incusirial needs, the Ministry of Health can assist
on quality conirol, the Department of Trade can help with market-
ing, the State Benk with finencing, the Ministry of Works for

infrastructure, etc.

<t

Research zmong large numbers cf different iypes of enterprises

Qor

1]

in meny different counitries both rich an uggests that most
55

0.
‘U

people who are in busiress believe that their mzin need is for
edditional finance %o procure extrz ecuipment or stocks. Clcser
analysis normally revezls, however, and tnis is particularly the
case with smaller enterprises,ihzt <{liese companies are not making

. - . . 1€
the best use of the capital they alrezdy have. —d/

Secondly, even if training, which companies feel is their next

largest obstacle, is identified as the criticel impediment, class-

¢

room trazininz seldom contributes to improved industirizl management.

ot

m; PR R P H P LR ¥ : — b s
The realities of tusiness zre ciffe.=nt .rom the clessroon and i

ct

is necessary o provide specific tzilsr-mede advice ic th

[0]
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»
is

er-

ot

prises cn~-the-spo

Conzultents must not only diegnoze the pr-ule suggest solutlions

{

M,
end zssist in their implementation, bui they must pass on their
own skille so that entrepreneurs cen, in the future, carry out the same
services for themselves without outsicde assistance. Many enterprises
may not be awzre of their need for consultancy, and therefore,
consultants muzt actively promote their services and not wait to be
¢csked. Such en active rcle requires &z large staff and experience;
in Kenya and elsewhere has suggestec ihat & mee-zble cost effective
and equitable spread services can be provided by a consultancy grouz
amounting to approximately 2% field officer per 1,000,000 of the

total population. Vhen dealing with such high numbers, it is esseniin-l

lé/ Inducstrizl Conzultancy - The Institutional Problem, 3. Harper




Activities Making ;? the Typiczal Instituticns Involved in
Project Life Cycle Establishing and lMenzzing Indusirial
s

Production Unit

ector plans and - Planning Ministry
~

anch analyses, etc. . ‘s .
New Project Cemmiitce (Inierministerizl
b) Iden itifying projects, setiing/~

priorities

) Lo
4

“inistiry ci Industry

*%) Planning Directerate
Licensing Burean

Indusirizl Develcpment Cenire
Invesiment Promoiion Cifice
Office of Project Impl

e
Industrial Cperaticns Divisicen

g legzl entity
. 1 Develormen orzerzati
j) Putting tcgaiher package incl. D *¢ Corperatien
finance, tech., mgi., eic. sirial Finance Instiiuticn
k) Detailed desigzn - Follow-up Depertment
1) Acquisiticn of ecuipment, ~ Prejects Depariment
technolozy, maznzgement

- Ceniral Zank

- Cusicms Service

1S n) Tt permed =
Qlgl rnverTrlse

q) Expansicn

T) Liguidation

L - Indusirial Consuliancy Service

-~ Consiruction Firm

'

Industrial F:sezrch znd Dev. Cenire

- Indusirial S

-

nézrés Ins*ituticns

ct
H]

- Bureezu c¢f Statistics
~ Free Trade Zone

- Universities

Incdusirial Tsiate

Managerent Institute

- Exgort Fromotion Office

*) These ¢o nct necessarily tzke vplace in strict s equential order

##) These lines illusirate the system's complexit v oy indicating institutions
playing sireng roles in cnly one task: that of project ideniificaiiocn.
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to utilize whatever skilied manpcwer is available to the maximunm

benefit of industry.

One of the most efficient methods of organizing such a
service is to trazin what might be called "barefooit" consultants.

Trhece people cculd be generalists who

ized consultancy services when it is necessary. Particularly in
the case of smzll and medium scezle enterprises, it is both
possible znd economical for z generzlist to give useful acvice on
his own. This implies 2 hierarchiczl pyramid-iype orgenization
wiih lzrge numbers of reletively inexperienced and less quelified

consultants with 2 smeall epex ¢f prcfessionels with far greater

expertise.

Orice 2z2in the cuesiion of financizl suppert for such an
(=~ - -

orgenization arises. Should a chaLge 2e mede or should the

service be free? Ceriainly & pcriion of

O

the clients will initielly
need some persuetion to accent ithe service and some may even be
suspicious or hostile. If even a small charge is levied form the
beginning they and others Jor whon 2 small charge is z significant
secrifice ani in their eyes z risk, will decline. This mey lead 10
the 2ll o0 common situztion where only those least in need will
actually be nelped while those whe can benefit the most fz2ll even
further “=hiné. FPerheps one solution lies in providing initiel
cervices free and then mzking = subsequenti charge based on the

capitzl of the enterprise and the services rendered.

I%¢ has proved extremely difficult to seleci an appropriate
institutionzl bese for & naticnal larze scale, economic and compre-
hensive consultancy service with the relevant tack-up support in
specialized fields. Attempts have been made to provide all the
cervices necessary in a package but the resultis have rarely :>ome
up to expectation end it seems more rational for consultency

organizaetions to only assume those funciione which are immediately
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essentizl to give e:xtension zivice in order to zuide ihe

=

and incentives wnich mey be designed 1o help tut more

frequently only confucse.

Technolocy Develocment

In generzl there are taree types of instituiicns in develoring
countries as indicated in table V which deal on e cagy to dey besis
with the 2pplication of incdustrial tecnnolozy. The first iype is

called the "Technologr Selector”. Tre function of the selector

mey be likenecd to that & a filter throusgh whica 211 techrnology
entering & counirr or region must pass. Thece insiitutions zre

Trequently Siate Banks which mgy conirol forei

— llg
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ol
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ot
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3
O
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de facto, control the imporiaiion of induszirie

Hinistries of Indusiry which grant frade licences and import licence

(]

4

or even in some ceses there exists already & specielized agenc
council created in order to monitor the selectiion and accuisition
of tecknology. In performing their dutiec theze inztiitutiions zare
continuelly evalueting epnlications for trhe imgorizticn of praductis
e cior ig

znd zrocesses. In the zejority of cases tie technclszy sel

e
rnot aware cof the full range of choices avzileble to him. The selecior

)
‘
i
4
]
"0
o
v
4]
falal

v cees the alternziives whrich crosc his desk, znd on the basis of
thege mckes whatever cdecision he feels is in keeping with the netionel
nolicies. Such indicriminate selection is plainly inadequate if
governnents genuinely desire tc promote aprropriate technology.

Often the acceptance of 2 foreign or importied technology pre-empts
eny future decisions wihich mzy be meade on the choice 9f subcecuent
technologies and fregquently the full implications of selection are

only realized when 1t iz too lzte to make significent changes.

Two forms of asgcictance can be rendered to institution involved
in the screening procezsz to encure thet consciouc,therough end

effective decisions ere mede >n the kindc of technology to be chocen.
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Tnitially the selectors need to be provided with the correct
information and supplied with, if nci ihe full range, at least

choose. Such
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with & grezter nuzxter of options
informetion rnetworks are extremely vzluzble in identiifying technologies
that cen be immeciately transferred, or ones that, with scme adaptietion,
may neve wicdespread potential in the couniry. These netwiorks need

not be large or expensive but must be cuick and responsive 1o the

needs 3f ihe selector. 1In oeny cases it is just a2 cuesticn <f

being hooked-up or connected with ithe indusirizl informetion banks

thet rrently exist.

Seccndly, es 2 direct consequence 2f increesing the nunber

of zlternatives for selection it is necessery for the sslection

process to beccme more siream-lined 1o hancle the expanded work
lcad. Greater numters of technicelly caompeient experts will be
required to meke correct eveluations, f>r if this instituiion dces

valuzable
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not operate efficiently the
foreign exchange mey be wested; teckhnsizzies mey be chosen which

irreversivly cdemezsz. the environment; l:zcel technologicel develop-

-

ments me; ve stifled; or incusiriezl trczrsss mey even be slcwed
devm to 2 halt. This type of insziituiion is fne focel point of
the wnole techinclzgicel transformatiorn crocess.

The secconcd most iaportant type 37 instidution that has a2 vital
role to sley zs far as stimulating indizenous technologicel
capabilities is the research instituie or what might be called

the "Technology Develcper'.

The role of the ceveloper iz iz correctly anzlyse the
technolcgical requirements of induziry (urban and rural/large ané
small) anc then perform applied research in order to satisfy industrial
needs, In meny cases this work takes the form of adapting to the
local conditions of manpover, materizlsz and machines, various products

and procescses wiaich have been successfully developed in other

countriecz.
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Research 1s reculred in every country to develor z sirong

¢

1oczl incustrizl base. Two dan S however eare 10 be erncountered
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in promctiing such institutes. The first is ik
tion wita industiry is generelly poor cr even nen-existeni. These
institutions are frecuently inwerd-looking and very reluctant <o

maintain a2 genuine and continuous dialogue with industry zndé they

ere frequently cut of touch with the daily prcblexs and recuire-

menis of incdusirialisis. Preference of the siaff is generzlly
for academic research waich in the siiort term is selcdom ezpplicektle
to the rezl situetions being experienced in indusiry.

Secondly, without proper governrmental support in filiering

>

imported tecnnclogy indusirial research insiiiutes Irecuently

-
fi

spend

&r

=

e periicns of their time in develsting technolesgies

vnich have alrezdy been imporiedc and for which ths derand hes

glrezcy been satisfied. Ccnsecuentily, xzuch tizme znd energy is

ma P + 3 4. Sept —— = 3 L5 et
L0 gUalt &jeln€y TIEEZ2 Wl IE&CUOre ever I"esearcn Lngulilute
Y 33 - P T Qe i+ POaN = P, 3 A +. 1
shoulc LNCIrTerate Witalnl 1uE 0ODeraiiclnt s eXTt2nIIln networx

co~ordirzted with ithe promcier which can a) effaciively iudge the
needs of indusiry and t) offer a2 consultancy service 2 indusiry
craving on iis cwn humen technicel rescurces znd knowledge at its
disposal. iHoreover, governmental support is regquired io ensure thet
2ll tecimologies importec are not ones that are in the process of
being cevelcoped by the institutes. ‘ithcut these safeguards, research
in epprocrizte industrizl technology can be & fruitless exercise

fraught with fustrations sn 211 fronts.

The third type of institution, criticel t: technolzicel growth

is the "Technology Prcmoter', The promoter hzs the very =zpecial

task of putting to use the technolgies which have been previously
selected, developed anc adapted by the former institutes. Within

this group of promoters come: the Development Bankes, the Minisiry




Information Nelwcork

Roles: Collect*on ard Dissemination of
O

ractical experience
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rTec““ og; 32lecicrs| < > [Technoliczry Develooers|
Institution: Hinisiry of Industry + Institutions: Industrizl Researe
tate Rank + Counci Institutes =+
for Science and Universities
Technolozy Roles: — Adapiztion o lo
Roles: - Conirol o’ fc eign exchazngs mzterials znd machirer
— Craniing of licences - Develorzent of new
- Naticnel pcl-c es Technologies
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Institutions: linistry of Indusiry
Bxtension Service
Industrizl Development 3Zanxs
Commercizlization of
Technology Tngtituies
Roles: - Marke: analysis, feasibiliiy
- Stimulzte a:i finance inncoveticns

in indusiry
- Promotieon of the us
technologies in indus

[Tccrnolozy Consurers)|

Indusiry (larze and small-scale)

Roles: - Commarcial Production and
sale to the community at
large
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of Incustry's extension services, ani commercizlization of

technology institules or corporations. st this stege the technologies
are aneglycecd from the coint of view of commercieal viebiliiy and

ease of manufecture by orivaie and pudblic industry. & great dezl

of extensior work has ito be done by the promoters to ensure that the
zzpreopriaie technologies aciually become used. Greater efforts in

C T
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in emnnzeizing this crucial asp f prcemotion have to be supporied

s

14 conzultancy services and sirengihened extensicn networks particu-

larly if the technologies are 13 te adopted in the rurzl area. COne
greze is tnrough the smell-sczle indusiry deperimentis and organizations
h

ic cbjectives 3f cudport o the smell-sczle inéustries

ariiy of Hinistries in ceveloaping csuniries.

ingtitution can be suamarized as the promciion, through proper extension

and consuliency services, of first the mznufzctiure by small-sczle

incdustries of approrrizie technologicel devices or machinery, i.e.

windmills, pumps, brick mechinery, etc. and second the use of

azoropricte tecnnologicel process which lend themselves 1o small-
2 b

scale manufacturin i.e. foundaries, suzzr znd 0il crocessing, re-
) ] = o =3}

crclinz of waste materiels, etc.

Tris form of promciicn and exiensicn nesds not, however, te
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limited to small-scale industri
& special role 1o pley in rural industrielization, but similar
functions could be added to existing liinistries or insitutions

vwhich dea2l with the medium and large-scale sector.

There needs to be 2 good deal of exchanze of information between
these three besic typez of institutions to ensure *hat meximum use
is made of the numan physicel resources with which the country is
endovied. Priorities need to be esteblished on a nationel basis so
thet wvork undertaken in various indusirial sectors is well co-or-

cinated anc yields positive results.
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Development finance instituticns zley & particularly
importent role in the industrializeaticn of the LDCes of Africe.
First they zre an effective instruzent for mobilizing public,
privaete and external financial resources and chennelling then
into indusiry as medium and long-isr— invesiments. Second, they
provide industriel promotional services %o help identify profitable
projects and third, they scmetimes previde follow-up assistance
during the initial reriod of &z zroject’s lie.ll/

These finzncial instituiions zust 27 necessity have commercial
motivations and nence their docirine «will be slanted in thed

directicn. In many of the Africex IZ-Cs, ihese organizations are

2]
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esponsivo 10 governments ané thereic-s zust select and eveluate

b

'CJ
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projects eccording to nationel oricriiies. 3alencing commercial

vigbility with governmentel priorifiss is zn unenvizble task and

one in wnich meny fail. Much like =221 other institutions in Zevelop-
ing couniries manpower is pariiculzrly; lizmiting, and it is mos
tempting for financizl srganizeticns i: concentrate on & few cecure
projects within easy reach of iis Zezizuzsriters, rather than on =2
number 2f less well documented tr:jesiz which mey be scattiered

througnout the wionle countrysice

The paitern of the instituticns which supply these financieal
cservices differs completely from couniry to country. The one

common and surprisingféature seems o te that in most cases there

is little shortaze of investible furis, either from domestic

=1
savings or from foreign resources. 7Trne croblem however is ie
channel those resources through 27feciive inestitutions to the

rojectz which will best improve *he ccuntry's industriel performance.

‘g

In many countries, it is not unusuzl =2 find large resources
epecifically =zet aside, for exeample, f:r smzll industries, whicn

have not been utilized for wani of tzrkeble drojects, and yet in

i Some Reflectionc about Finencing Iniustrial Development in
Africez, P. Nouvel




all African LICs oproriunities exist in almest every conceivable

area. The bankers complain of poor project preparstiicn by ihe
promciion irnstituies and the promoters in their furn criticize

the banks for their siringent ané often complicated pracedures

which eliminate 21l but the wezlthiest of entrepreneurs.

The power of selection znd zpovrovel of proposed industrial

ects for financing differs reiween tne public and privale sectors.

Ide2lly botz csould be contained in the raiionzl cevelopment plan

"

tut in practice the private projects are less likely to be listed
thzan the putlic cnes. Inclusion of a public indusiriel project
in the plzn is in effeci a form of preliminery apcroval and the
arrangenents for itz financing are ‘recuently zlready well advancec.

-

For privete projects tre decicion-meking powers of the financial

On the whole severzl comnon problems can te seen £or financial
;Q’
19

&

instituiions in developing countries:

2j There is a need for more and betier feasibility studies.
I v of czses ihese need nct be complicated as

p - y -+
n the nmgjorzt
i

. 2"
nx

p4

relzted to impert substitution leaving the marketinz aspect,
one of the major shortcomings of feesibilily siudy
less s

prevaration, more or

b) In meny of the African LDCs it is not yet certain whether
industrial development will be handled by existing finenciel
organizations cr given specifically t2 a new one. The un-
certzinty has caused hesitation on the paert of those

currently involved in moving forward with dynamic programmes,
c) They have not been able to effectively monitor their ongoing

investments and have concentrated too heavily on new

projects, mestly to satisfy their political power base.

18/ i A . . .
——/ Major Concepiual Iccues in the Analysis of Xey Functions
Assigned to Indusiriel Inctitutions, L.L. Baber
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Ir neny countries, they heve ccncenirated zn 2z nuaver of
0 ’
public investmenis in corporations which cue 1o lack of

trained menpower are not capable of making repgyments.

In zddition to remedying the z2bhsve problem, three consideraiicn
need to be tzken inio account: first, these institutions have to
be very close to the cusicmer in orcer ic te able to meel his needs
efficiently, zdecuetely and cuickly; second, ithe prccecures of
these instituticns heve 10 be ver; sizmcle; ihird, the clientis neec
access to the consuliing institutions for advise on the wnole range
service inputc necessary.lg/

Whether promotion end finencing should be hancdled by the same

institutions iz an open debate. Proviling ifechniczal and financia

(=]

essistance through the same instituticons nes its meritis in terms

of facilifetings both the co-ordinantion of the varicus services and
z speedy rezction on the part of thcse required {o crovide ik
inputs. There are however drawbacks, the main ones being trat ihe
ingtitutions may tend %5 Tecome deominzie  internally by one or sthe
of ihe nmain dapertments, thereby defezlinz the purpese of providing

ez halanced service o industry.

Cne need nzrdly enmphasize the importance of irzining for
industrizl develsment perticularly in African L3Cs where evicdence
shows both shortages and mismatches beiween aveilable skills and
the recquirements of industry. HMeny countries for example bear

testimony %5 the sld practice regerding university irained manpower

zg more important than the oroduction ¢f skilled manpower for

executive functions at the gress-roociszs level.

Initietives to crezte, operate or reorganize training to meet
real n :c3 ic ecsentiel at all levels end must be developed in the
conte . of & nzationel framewnrk providing a co-~ordinated iraining

policy which it ezimed a2t the priority cistribution of the resources

’

2 Some Peflections ebout Financing Incustrial Development in
Africe, P. Nouvel.
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needecd to produce indusirizl growth. Training is essentielly 2
suppeortive function which is incorporzied into zlmost 211 forms

of industrizl developmeni. The tendency therefcore is for it to

o]
oF
o
o7’
(]
m

in the process of developing netion strestegies for

. . . . . 20
training institutions the following are necess ry:——/

f assessing

RS
1)
o+
')
o]
)
3
®
[y}
£
n
rh
O
o]
0]
pas
I
=
H
m
5
b,
[
ot
[
[e]
3
)
'._l
=]
1]
ct
o
(o]
[o N
n
[S]

ille zre unwieldly and the pasti irends cannoi trovide accurate
guldances for the fuiure. Ceveral zttiempis are being mede to solve
this protlen but so far no really satisfzctiory mechanism hes

been developed. Further studies heve been propesed to provide

policy mekers with guidelines for Interpreting lzbsur market
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ztors cf employment perspectives and itraining needs

3
5
4]
0

o) Develoving and Designing Apcrooriate Prosr

Tre mzin problem in designing programmes ceatres around the
difficuliies in establishing the linkeges teiween the learning
situation and incdusiry itself. 3Because treining institutions ere
glready sverburdened, the ifendency is for instructcrs ts use rezady-
made cosurse materizl wnich may heve been eppropriate in one country
but more cfien then not is inepprorirate to the incdustriel milieu

in waich the courses are currently given.

c) Training of Indizenous Staff:

qualified instructors are required to have ccmprehensive and
threoretical knowledge and proficiency in particuler <kills as
well as subctantiel work experience. It is conservatively estimated
thet upon ccanletion of eight to ten yezrs et school a further
c€ix to nine years is recuired for a persgsn to become 2 fully quelified
instructor. iith fhose kinds of stivulationc it is easy %o see why

the problem may continue for generaticnz tefore it is solved. The

20 . o . . . . ..
—~/ Vocational Training and Industrial Development, Training Policiec
Brarncn, ILO
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Here there is great scope for moving training courses out
»f the formal classroom into other existing plants and institutions
building into the programme dynemic features of co-operation which
will ineviizbly rield their rewards.

of ihis uncderstandebly recuires the mobilizatlion of

vhom

>
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nessive resources which are not &t the disposal of the ifricen
LDCs of *odzy. Imeginetive sclutionz need 1o be explored
utilize existirg tealent, institutiscns znd funds tefore zpprecizhble

in-roads are i be mace in this erez.
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THZ SPZCIaL CASZ CF RUR-L INDUSTRIALIZATION

Perneps no other zrez of indrstriezlization generates =5 much
debeate znd yet suffers from such ez lack of understansing zs does
rural industrizlization. It is a ccnsequence of the persistent
urban bias which most African countries have not been zble to
shed since indepencdence, thet so little 1s really known ebout the

rurzl zreas. Although the common caich thrases of "utilization of

@

untapped rescurces, develsping loczal skills, and generuzting greater
participation in development", nave all come to be unavoidable
ingredients of industriel plans, few governments can boast of

having achieved startling success.

ost nave exhibited the politicel will invarying cdegrees for

such 2 rrogrenne however this has not been wicely raflected in the
structuring of their institutions even though these bodies are
recognized as the only meens of ensuring iis implementation.

Because the basgic stratesies and programme framewsrk are ill-conceivecd
schemnes for rural incdustrializeticn and are cften relegeted to

ceries of good intentions unsupporied by policies end stirong
institutions, the effect has been to recuce the issue to little more

then a slcgan.gl/

In zn effort to give more weight to the toliticzl dogma of
redistrioution of incomes through generazting more incusiries in
the rurel ereas most governments have given their greatest attention
to establiching institutions specifically to deal with the "rural
problem" and the mushrooming of small-scale incdusiry institutes
hzs been seen as the most effective way o°f remecdying the imbalence

wnich cheracterizes most African countries.
In generzl the services provided by such orgenizetions incluce:

1) vlanning and prozramming of small and rural industrial
development which mey or may not relate to the overzll

industrizl strategy of the country;

2) economic services to both government and entrepreneurs
including area development studies, sectoral surveying and

feagibility studiez on specific projects;

Inztitutional Reguirementc for the Industrializetion of Rural
Arei:z, ©.T, Thonas
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3) consultancy services in the Torm of providi

esigns, drewings lay-outs, nachinery details, rew material

n

uses, market research and on occesion standards and quality

control;

4) training courses which may itzke the form of collective
seminars, managemeni courses, technicel training, the organize-
ticn of fellowship programmes sverseas and infrequently on-the-

job training;
= |

©) providing machinery and ecuioment on hire-purchese terms,
in conjunction with feesibiliiy studies;
6) construction of industrizl esiztes and rural workshops

with common facilities and then lezsing out the sheds mostly
at subsidized rztes;

7) orgenizing credit guerantee schemes to make available
aédditional cepitel and workinzg czzital from the financizl

institutions.

Jericus other services eare rendered bty such instilutions fsr
instance srgenizing co-onerz.ives, siimuleting handicraft procduction

The major objective of these irstitutions is to mobilize the
hunan and pihweical resources of the itraditional sector and to

ssae

create emnloymenti by means of scaled-dzwn technolozies more relevant
Diloym )

to whatever market is being sought. Smell-sczle industries can
thus be seen az contributing to an expansion of production and avove
zll considerably increasing the emplsy:ent/product ratio thereby

reducing income disparities.

Let us for a moment aznalyze the prccess which has brought so many
countries to thig conclusion. The whole ides is small-scale industiries
sorang from & criticel aczecsment »f the negative effects which
naccelerated modernizaetion" (a thecrr which for a long time was at

<

the forefront of development thought) wes having on society.
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These critics who sozn became the zdherznis of z new school

rezalized thet the proce

w0

s of zccelereted growth from 2z low
income starting peint wes not merely & questiion of increasing
the rzte of savings or invesiment or for that mztter reising
the zverzge per capite income. Increasing capitzl intensity
end likewise labour productivity seemed to be accompanied by
completely unexpected negetive phenomena. First many of the
small traditiocnel procduction units disaopeered, then under-

enployment rose sharply and the income dispzrities became even

€

more excggerated. Thi

n

tendency was particularly felt in
cevelooing ccuniries where their econonies were wide open to
internztionzl zerkeis with their inherenti fiuctuetions and io
foreizn invesiment and technology. The solution provosed
entailed intervention hy governments with incentives and a whole
nge of zromotional measures in order to "breath life'" back
into the traditional sector and estzblish 1t once agzzin es a

- ) ; a . ze
source of employment gereretion and stebilization. ——/
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ced transition from & sector characterized by low productivity,
1ow incomes and disguilced unemployment, to 2 modern dynamic secter
vhich would creets internel narkets andé encure 2 constant supply

2f skilled mengower.

This encoureged widespread optimism in such interventicns
a2s industrial estates and rural workshops progremmes imrlicitly
aimed &t stimulating employment with large amounts of capital
ccncentrated uncer one roof. Such packeges have widespread
zppeal both emong donorz, whether they be banks, multi-laterel
technicel zcsistance agencies, or bileterzl srganizations, wha can
dispose of lerge chunks of their budgets with the minimum of over-

head cozts, andé among recinients whs cuickly identify such
' g T J J

22/

The General Problems of Small-Scale znd Burzl Incduztirielization
in the lizht of the Present Agriculturzl Crisiz, South of the
Sahara, J.P.E. Pecmans




orojects with the embryunic stages of Todernizaiions end advancec

i

tecrmology. In all,the tempiation is <50 great 1o resist.

I+ is not therefore surprising inat after fifteen years of
rursuing such & couise, the resulis fzve not maiched even the
pcorest of expectations. Some of the reasons for the lack of

succese in this rezerd have been:

1. Pew oF the African couniries zzuld start from zerc in
choosing either their ouiput =

- : -~ 0

specifications of goods 2 T
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assccizted with Turopeen znarkats determined the
tecinslogy which inevitevly created fewer jobs and

geve rise t2 less trezinirnz 2hzn wes crizinally anticisated.

2. The policiles of meny governzenis heve noi been sensiiive

o the reel needs of smell snsrprises and many inter-

venticne in the merke® siructiure have imslicitly
fevoured largeness. Smamtlas include the credit merket,

tex siructures, sutsidizeiiosn of large ruolic corporaiions,

eic.
3., Tre instituiions involved nzwz heen ineifeciive ir

of 211 dut the most immeziste arnt ghort ter: objectives,
The:; rave frecguently cariiulzszd on their originel ideels

n tke face of pressure to Zziiver within limited times.

[y

:tion to orizinal goals
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gultz therefore heer litszl

@

4. luch 2 the illucory =zucces:z .7 emell industries is due
t5 the increccing mininmun zrofitzdle size of praduction
ecuipment in the indusirialized countries. Smaller
procuction units with nere l:ztour intensive equipment
end workers which do n¢t mare excecsive wage demande are

therefcre ~ble for the time teing to profitably compete.

lection by Institutions of Zurzl Incductiriel Projects, J.Tomecko
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Thigs trend will cro
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Tiptuclley evors kin
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A 2F emz211 induvetre hae hoan
o el nas neer
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promoted elmost irrespective of the orizin of its
rew materizls or the destinztion of its products
liany such indusiries only survive on the prcfits

they cerive fron cheasp lebour.

6. In edcéition o *he monumnentzl difficulties in

[t

steblisning rurel incdustries beceuse 3f infrastructursl

ccnsiraints, esteblished leacership in the villeges hes
disccuraged in mzany instences the emergence or elevation

of industrielists who pose & potential threat o

4 +* -
usuroin [

= $ e § + {44
~eir cominant Dos11dn.
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It ic rot true to sgy thet 2ll Lezs been in vain,ihere hes
been some increase in income and employment lezding to a2 very
limited "tricle down" to the lower levels cf the rurzl populace.
4t the sazme time, however, it is just as velid to claim that the

tyope of smell-sczle industry emerging throughsut africe hardly

-]

measures up t2 the sbvjectives of meetinzg lcczl tasic needs or to

=3

mobilizing the human and ohysicel rescurces sf the couniry with a

3

view tc progressive transiormeticn of backuward

'3

egicns. wedded o
the idez that commercial viebility iz the sole criferien for an
industry's promotion, neny developing countriec have osverlooked
tne long range effects thnat such a2 policy would have on the
distribution cf income end the shft of political power within
their own countries. Seen in this context smell-sczle incdustries
zre merely "sczled down" versions of their larzer counterparts

N

filling in the gaps left in the wake created bty the rzpid increese
in size of production ezuiopment. The recsults of the proliferation
of such enterpricses cennot rezlly be czid to be much different
from what was generzted ty the misguided "repid mocernization”

24
movement twenity years ago.—*/

It could therefore be concluded that if this is the case

then +there is no neec {or cspecizlized institutions ts deal with

55/ The Generzl Problems of Sazll-Scale and Rural Industrizlization
in the light of the Present Agriculturael Cricic, South of the
Sehara, J.P.H. Peenans




small industries, and thetl zs gll induziry has but one common
objective ultimately, there is nc¢ need to spend vast rescurces

on promoting industries which, if tre zressnt market structure
eand profitability regimes persist, 111 exmerge in any case. After
all, the exzmple of Japan is strixing where the large scale
gsector has actively promoted with litile direct government
intervention, the establishment c¢f —&ry sdzll units for sub-
contracting purposes. Their motivaiicne for such acticn is clear.
Iioet African countries cn the other hand, are not encouraging zx
industrial sector domineted by foraign exports but a2 system based
ec much &s possitle on self-relience - +the convergence of

éomestic needs.

Although zovernzents end thei- rzepcmeible institutiions

have not been varticularly effectivs in producing the expexted
results, it should be remembered ihzi Zor any change 4o be
instituticnzlized it needs, &t lezs® Iz the beginning, = focal
point, an orgenizeticn to take ug ihe challenge. These agencies
could therefore in the future direct zrhemselves more and more 5
¢ concentratins *heir etlention s:clsir on ithe iype of small-scele
indusiry which helps iz zchieve ins zicic-zsliticel objectives
that are not being echieved Tty ths szz’ll indusiries linked
the internaticnzl system of cepitzl zccunmuletion. This implies
ez re-orientation towerds e more intrsszoeciive approach tec rurzl and

smell-sczle industrielization <hat szkes intc account the needs
znd uniapped potertial of non-metropolitzn areas and the unsetisfied

demend of existing locel markets.

- -

ince most of the populztion I 2frican countries are

gzged in esericulfure in the rurel zrzzg, it is worth exploring

the possgibilities of linking rurel iniusiry to a greater degree

()

with the procuction of food, the prizary tasic need. 1Most of
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policy. Ileny urban basec
to favour a "cheep-food” policy in orcer to cortain urban
industrizl wege claims and it should be rememberec that cheap
lzbour is efter 211 the primery advantage whicn industry in
develcping countries nas in the export market. With the relative

~

decline in the oprice sf loczl {s0d, production ccneeniraztion
in zgriculture shifts 1o export craps and slowly the preoduction
of loczl food drops off. The risky naiure of increasing loczl

food rroduction end the inaceguate returns zs 2z result of the

price struciure herdly ercourzzes the rurzl perulaticn to engzge

themcelves in this activitr. The effortiz +f the czpital intensive
"Creen Rewvwolutisn" to sclve this provlex heve more than anything

the rurzl to urktan zreas in search 27 their shere sf proceeds

vestness cf the iransfsrmeticn necessary 1o reve trhie irend
and smell-scelz ar rurel industiries must te csnceived in the

framework of an integrated davelopment peolicy itc sztisfy the needs
the bulk 5f the rurel pozulation. In this regard small-scale

industries need to te crientated first and foremost towards
increesing fosd production; such inpuis as smell tocls end
zgricultural implements suitable for increasins the atiractivenes
2f smzll-sczle fou procuction need tc be encourage. Fertilizers,
inzecticicdes 2nd other ezsentials snould be manufactured on a
ceceniralized tasis using as much lcczl meatericls es poscible.
Thie mey reGuire more rezsurces being given it5 protciycte develspmen

znd new Torme of extension but theze are smell pricecs to pey for

z aore ciedle srowth and ecuiteble cistritution of income.

Bzred on thic anelrsig, certain zuidelines emerse for those

instituticns crarzed with the tasck of uplifting, through incustry,
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the general welfare of rurel populetion. Initially, it should
te rezlized that capital is nct the most critical variztle in
the ecuetion. iore often than not, czpital has been used to
actually stifle genuine initiztive on the part of small-scale

rurzl production.

As previously mentioned, cezitzl intensive solutions such
es rurel worksrhops only exzcerbate trne situation ty further
concenireting production in those ereas already endowed with
the benefiis of suitably developed infrzstructures thus contributing
to & persisient neglect of those in ihe more "backwarcd” regions
cf Africa. This is not %o say that Tinence is not recuired, it is,
but mere careful scrutiny needs t5 be exercised over iis deploy-

ment in relation to & long term siratezr besed con encouraging
self-sustaining growtk. Fhysiczl infrastiructure can be positively
uced 23 2 "yerci-siick" in cetermininz the degree of "ruralness",
however, 1T Incisience by G:overnments cn hish levels of physicel
infresiructure for projects 1s meinteinad, then, cnly insignificent

in *he <Zisbursement 2f Turzl iniusiries will izke place.

‘h

Inceed, it is cne of the more zitractive feztures of small scale
incdustry crogramaes that they are zuch lezs reliant on this type

c¢f infresiructure then are mediun or large scale ones. Therefore

the developmen® of appronriztely cesizmed industriel institutional
infrzstructurs should be considered the key +tool for Governments
because the enphasis 1s scuerely placed on software rather then

capitzl. This kind of institutionzl service needs to go beyond

tre physiczl infrastructure pronotes and impects industrial
technoloszy 2t & level compatible with the existing socizl infrastructure
gencsr-ting investments which concentrzte on self-sufficiency which

cen be defined zs the convergence =f local demands and locel resources.
For change t> tzke place on any sczle z reorientation of priorities
in determining oprojects iz essentizl. 1In selecting and locating rural
z1le industrizl projecis ztienticn must therefore be given

fof
firet to unlezshing the energy 27 the laceal social infrestructure
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using corracily guiaecd institutlon Ior generating projecis which do
not rely on physicel infrazstiructure.
Secondly, the most critical input into progremme of rurzl
e

industrizlizetion is sofiwere trained to ccnsolidel
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existing socio-economic pcientizlities. Froject
on a car:ful assessmeni of the community needs, resources, skills

end markets. This cells for a re—evaluation of the methods used

for identifyirng and celecting approorizte

"

rcjects for centinued
support by rurzlly orientel instituiicns. 4Aside from changing the
nuzersus regulaiions governing indusirizl co-operztives and smell
nroducers, which have fracuenily veen designed crincipzlly for
urben tusiness and zre nst necesserily eppropriegte for rurel smell
erterrrises, there ig an urgent need ts chinge invesiment appraisal

. 25
nethcdologies. —‘/

Thircly, existing techriques of cost-benefit or even social
ccst benefit enelysis are not sufficienily censitive to meke
finerciezl institutions zccord rural insdustries with sufficiently
hizh priority in the perifslic of their srojec
commercizl vicrility chould 2e followed by subjective ranking cof

orajeects ¢n 2xn uncompliceted scele relzied 10 socio-ts
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mell industry promotion
mucst heve more exiensive end effective field contacis at the villacze
level. This mey require the recruitment of staff with far lower

than normeally accepted cuelifications and the tactful development of
effective links with politicezl and eaministretive leaders at the villasze

level.

Pal

2/ Celected 5y Institutionz of Rural Industrial Frojeetz, J. Tomecko




CCNCLUSICIS .2iD RUCCIZZNDATICHS

Rather tnan trying iv susup the mzjcr oonclusions of this study of
instituticons for irdustrizl developdent wiich are in eny cese embodied in
the main text, it should be noted in closing <hat all the elementis of success
already <«ist in most if not 2ll African Zzveloping countries. Theyr have
untolled naiurzl and humen rescurces whicz wren put fo use have indeed yielcded

some impressive results. While the simplast =7 solutions to remedy the slow

esteblisiment of amore and seiter instituiiznz, %his is net being reccamended.

immediate atiteniticn within 2ll the existinz indusirial orzaznizetions. whether

- ~

these instituiions should initizie or con<inue a2 policy of whole or partizl
¢ g
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remuneraiion frona their clier

careful and sensitive invsstigsiicr in evary instance.

Further progress will preotably ccze Irim giving added atienticn enc
authority &7 the righesi level <o exiztinz insziituilicns crherged wilih the
he

merwmg = fobs
Ciy e e -

functicn of co-srdinsting end harzenizing e aciivities cf %
organizations whether they te loczl, tilzzarzl, or mulii-lateral, whicz are

involved in urccess o incustrial develsgzent.

In this context, ‘here is alsc a rnezcd fo

3}

training at 211 levels <he types of insti<u<ionzl staff needed to imrslement ik

apprepriate.

there iz a vitezl need for lecel as well zz zulzi-laieral agenciss to develop
vell conceived aliernzie strategies for if:zcikling the problea in & more inte-

grzted manner appraising ceilh current pelisizes and reccomending futurs ection

VY

for csrecific ccuntriez,
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Surmary of recommendations made by the meeting

- Coverrments shouléd establish drosrarmmes fo trzin and develop staff
from different levels, different functions an? from nrivate industrr
itgelf in the sa~e drograrres, in order to develop their individu=zl
and institutional canacityr, and to fester co—-ordination between

then.

- Pnral small infustrr develanment institutions, ir addition %o

providine finance =nd nhysicel infrastructure, should stress the
vrovision of advice, training and ideas which complement existing
needs, resouvrces and skills, and which mobilise commnities!

2bility to do things for f{hemselves,

~ UNI™ shonld orepare a2 study of alternative institutional mechanisms
vhich the least developed couniries cen use in develoning small-

scala and rural industiries, to offer these countries 2 "basket" of
+

(R

nstitntionz2l ooptions.

- A nrofile shovl? be nrevared of 2ll existins industrizl consultencyr
ingtitutions in Africe, including narticularlr those in the least

develoned nouniries, in order to 2ssist the least develoned countries
in studvire small and rurel industria2l -~rojects, and to nrovide
theip involvement in nroiect anpreaisel studies in their owm and other

countries.

- In z2ccordance with the spvirit of co-oneration betwnen the least
Aeveloned rountries, UNIDC should encourare and facilitate attachments
for engineers and other senior staff, narticulerl-r those resvonsible
for technology choice, from industry and industrial development
institutions in the least developed countries of Africe, to enable
those engineers to work ir industries and technical institutions

in other develoonins countries,

~ In accordance with the spirit of prezent nlans to immrove the
seleciion and emnloyment of experts, international ar~ancies should
consider the nossibility of arrangines for final intervisws of lens
term eyverts to take place in the vrosnective host countries

themselves,
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SITT°A3TTI OF PUFERS

fa s

G. R. Latortue

Improving The Output Of Industrial fnstitutions

Most developing countries have in recent years set up institutions to
assist industrizl development; the estadlishment of these institutions
has not always been on the basis of an overall plan, but has often arisen
from attampts o remedy particular problems, or the failings of particular
institutions, by setting up further institutions whose responsibilities
are often not clearly defined, and which may duplicate the tasks already

intended to be carried out by existing institutions.

A more positive approach might be to identify the causes of failures in
existing institutions and remedy thex rather tharc dy establishing new
ones. However, estadlishment and control has beceme more a mattar

for inter departmental struggle than 2 well s2lanned attempt to promote
ivdustry., It is important from the outset to be clear zs to functions
that must be assigned to industrial developm:at institutions; these zre
planning, project identification, the identiZication of entrepreneurs,
financing, investment guarantees, inceatives, extemnsion including
consultancy before and during the establishment of an enterprise, export
promotion, standardisation and industrial trzining. Countries have
approachad the allocation of responsibility for these ten essentisl
functions in what may be summarised as three different ways; first,
some countries have created special institutions for almost every one of
the functions; some other countries have attempted to concentrate as
many of the functicus as possible into 2 very small number of inscitutions
while a third group of countries have adopted a compromise somewhere

between these two extrenes.




While there are aumerous problems involved in industrialisation, ard in
institutions established to premote it, the major difficulties may be

said to lie in the choice and evaluation of industrial projects, in
identification and selection of entrepreneurs, co-ordination between

the institutions and their own operating deficiencies. It is recocmended
that institutionmal proliferation should be avoided, that co-ordination
between institutions should be irstitutionalised, tha~ extension centres
should have certain financial responsibilities, that industrial institutioas
should have special legal status, that industrial planning should receive
priority, that industrial trainiag should have a privileged place 3ad that

small and medium sized industries should be especially promoted.
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Laurence L. Barher

Major Conceptual Issues In Analysis Of Key

Functions Assigned To Industrial Iastitutions

Every country must meke its own decisiomns as to the goals of

industrialisation, and must set up and operate industrial development

institutions accordingly. It

therefore not possible to suggest

is
7lobal solutions fcr specific indices of the quality of Industrial service,

but certain rather gemeral questions may reazsonably be asked concerning

most institutions and their answers will give useful guides as to their

effectiveness;

D

2)

3)

4)

5)

Has the institution been created from nztional thinking and cultura,

or does it copy an institution in some cther country?

-

.

Exactly what zre its functions, and what need(s) of the national

industry is it supposed to be ueeting?

What other institutions within the country also have any responsibility

for the same function or functiomns?

In what ways does the institution act to meet immediate needs? In
what ways is it acting to prepare for the needs which industry will

face one or two or more years in the f{uture?

What innovations or new ideas for industrial action within the country

has the institution produced with the pzst year? What evidence is

available to show their acceptance and zpplication by industry?




6)

7)

8)

9)

10)

11)

12)

13)

How do the economic planners and political leaders see the
institution's role as part of the total pattern of industrial and

economic development?

Wnat specific joint action programmes does the institution have with
other industrial development institutions?

-

How does the institutions' budget and staifing compare with those of
other ircdustrial institutions in the country, and what are the

reasons for any differences in scale?

In what documents are the functicns and responsibilities of the
institution and of its senior stz members specified? What methods

are used to emsure that these specifications are follrwed?

What actions have been tzken, and b7 whom, in the past two or three
years to review and simplify the institution's orgamnisational

structure?

Wnat specific data is available showizg the degree to which those
participation in the institute's precgrammed planningand actions
by industry as a whole? By appropriate sectors (such as small-

scale or agro industry)? By industrial workers? By consumers?

In exactly what ways does the institution supply irnformation
regarding its present and planned work? To industry? To other

institutions? To the political leadership?

What evidence 1is available to show positive effort by the iastitution
to provide its services equitably to all industrial enterprises and
industrial promoters? What evidence is available showing the ways
in which the institution is attempting to spread industrizl bemefits

to regions within the nation which zre presently less developed, or

to less privileged groups?




14)

15)

...53_

What data can the institution itself provide as evidence of industrial
satisfaction with its services?  What data regarding this is
available frcm cther sources, ;:rticularly from industry and its
workers? What devices exist to provide feedback, not ounly to show
satisfaction and dissatisfaction but also to supply irdustries'

suggestions for improvement of the institution's services?

Taking all the above into consideration, is the institution adequately

justifying its cost and existence by really fulfilling its fumction in

meeting some specific needs of the nztion's industry?
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Maleclm Earper

Industrial Consultancy - The Institutional Problem

Consultancy and other services should be made available to the marketing
and distribution sector or industry as well as to mznufacturing industry
itself, and public or co-operatively owned businesses that are in need

of consultancy as well as privately owned ones.

The majciity of industries believe that their major problem is their lack
of finan:ze but closer znalysis usually reveals that their employment of
existing finance is inefficient and can be ixproved often by very simple
manzgement changes. Even when the most participative fcrms of learniag
are used, classroom training can often comtritute very little to improved
industrial management, particularly in small-scale industries; it is
necessary to provide specific tailor-made advice to the enterprise in the
field. Consultants must not only diagnose problems, suggest solutions
and assist in their implemehtation, but must pass on their own skills so
that entrepreneurs can in future carry out the same service for themselves
without outside assistance. Many enterprises may be unaware of their need
for comsultancy, so that consultants must actively promote their services
to them and not wait to be asked for advice. Comsultancy must be
comprehensive and reach out to every business, of any size, in the country;
this implies a large scale service but 2lso cne which is ecoromical.

The services of consultants will often not have been actively solicited,
and their main task may be to diagnose problems, they should in the first
instance be generalists, who can provide access to more specialised
consultancy services when this is necessary; particularly in smzll and
medium scale enterprises it is both possible and economical for a gemeralis:
to give useful advice on his ownm. It has proved extremely difficult to

select and appropriate institutional base for a natiomal, large scal:,

economic, comprehensive generalist consulctancy service with appropriate




specialist backup where necessary; it may be that it is inapproprizte for

vide this service throughout the

(o]

one national institutiom to try u<u DT
country to all types and sizes of industry. Private coasultancy firms,
voluntary organisations working on a regional or local basis, Covernment
institutions concerned with particular sectors, industries or regioms and
even foreign consultants all have their role to play; consultancy is not
generally an activity which bemefits frcm economies cf scale and it may be
appropriate for Government merely to ensure that some sort of service is
available to all industries invthe country, tactfully to steer new services,
or the expansion of other ones, in the direction of gaps that are identified
and to enmsure that all organisations providing comsultancy are fully aware

of the various specialist financial, technical and other services which may

be available from other sources.




Some Reflections Abcut Financing

Industrial Develcpment In Africa

In the least developed countries of Africa it is difficult to identiiy
viable industrial projects, because of the small scale of local markets,
but it may sometimes be possible to develop industry ca a regicrnal basis

and there are products such as agricultural tools zné implements which

are widely demanded even in the smallest countries.

The institutions developiag industry, and ia particulzar those providing

-~

finance, must be free to operate cn their cwan imitiative within broad

"

@macro economic guidelines; when financial institutions nave been established,

Governments ‘snculd not interfere with-their day to day decisions.

Theve are numerous channels through which £inance can rezch industry in

the least developed countries, including commercial banks, direct Goveraozert
finance and development bank.ng institutionms. Iz 1s easy for a
corresponding proliferation cf financing institutions to come into being,
and it may be better to consider the esteblishment of multi-purpose
development banks wnich provide funds to iczdustry, agriculture and other
sectors. It i5 important to ensure that the small-scale and cottage
industry sector is adequately covered. Development banking iastitutions
usually consentrate on medium to long tera Zinance; it is vital to ensure
that adequate working capital resources are also available to the enterprise.
Interest rates should az the very least be positive iz real terms, and it
may be appropriate to encourage some foreign involvement ia Tanagement in
order to ensure objectivity in the allocation of Zunds. It is particularly
difficult tc establish appropriate institucions for channelling finance t¢

small industries, bur there is no doub:t that such institutions must have

field representation close to industry and their procedures must be extremely




-3

siople; entrepreneurs wust also have access TO SURPOIT services such as
technical advice, marketing, coasultancy aad so on along with finance.

A clear decision must be made as to whether these services should be
provided by the financial institution itself or by other specialised
institutions, but whatever solutions is reached there must be the closest
co-crdination between them. It is relatively easy to train local staff
in the appraisal and evaluation of projects but far more difficult to
provide engineering capability and experience and effective management
for the enterprises once establisned. In the interests of efficiency
and rapid implementation it may be necessary to adopt apparently
inapproprizta technologies which are tried and tested rather than to
attempt to develop more appropriate technologies. Skills and resources
that are available for developirg appropriate technology may better be

applied to comstruction and transport since industry has such a small

iopact on zmost of the least developed econcrmies.
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Manpower Aspects Of Institutional Infrastructure .

For Industrial Development, With Special Reference

To Africaa Least Developed Countries

Skilled manpower is the primary ingredient of industrial success, and it

is equally necessary that institutioms set up to develo» industries depend
on the quality of their staff for their success. Thers is a need to staff
a large number of different types of institutions; Government Ministries
in the field of Industry, Finance, Planning, Trade, Educatiom, Labour and
Science must be staffed with peoole who have the capability to plan, co-
ordinate and direct the various institutions rasponsible for industrial
development, as well as actually carrying out some of the development
functions themselves. Otaer institutions, demanding other skills, are
responsible for resource allocation, such as banks, specialised services
such as statistics, information and consultancy, research arnd development,
training and regulations by developing and imposing standards, price
controls, and so on. This list clearly implies a wide variety of skills
and the most effective institutional structure cannot funczion unless

these skills are available. Staff must be capable of direction and
centrol, planring policy formulation and review, eifective execution

and implementation and the provision of supporting services. All these
functions are important, but it may be said that the most vital groups, and
those perhaps to which the least attention has been directed, are the :
middle and junior levels responsible for execution and supporting services.
Clear 3iob descriptions must be produced and training and on-the-job staff
development programmes s2t ia motion to enable staff to perform the
functions demanded of them. In the majority of the least developed
African countries the population itself is fzairly small, and the rumbers

of appropriate training institutions, and thus the number of trainees

within them, is very limited. It is therefore unlikely that such




countries can cn their own develop all the skills necessary for effective
industrialisation or industrial development institutions and these ccuntries
must adopt a policy of collective mutual self-reliance in order econcmically
to train the necessary staff. In many couatries there is a dearth of
middle level technical training as opposed to higher level academic

training and this causes further difficulties. There must in any case

be extensive reliance ou outside institutions. University and even
secondary and primary school curricula must be modified in order to

prepare the population for comstructive dymamic industrialisation as

opposed to static administrative tasks.

Universities must play a major role both in terms of high level traiaing
and consultancy and research; post secondary technical institutions
providing vocational and mzanagement training also have a vital role to
play and enterprises must themselves develop and in-plant training
capacity for all levels of staff. There shoulid be a suitable Govermnment
structure for co-ordinating industrial training and possibly for funding
it through some form of industrial trainiangz fund. If Africa is to
achieve the plamned 27 shars of werld incdustrial trade by the year 2CCO
a massive training and manpower development effort must be undertaken;
training on its own however csunot ensure effective operation-and
institutions and industries themselves must be effectively managed in

order to make the best use of the trained manpowér which is available

to them.
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A. Le Vaan Chau

The Selection Of Foreign Technologies In

Relation To The Develooment Of Local Technical Potentizal

Before attempting to choose an appropriate techmology, it is vital to ask
certain fundamental questions. What prcducts are to be produced zad are
they to be produced for local consumptioﬁ or for exporz? What quantities
will be required and what production resources are available for their
manufacture? What types of enterprise, in what location, 1s to be

preferred for the production process?

The specific development objectives of the country ccnceraned must always
be employment creation, the use of local resources, the satisfaction of
the people's needs or szaving foreign exchznge must be tzken into account,
as must bpe the enviromment and the techno-economic conditionms. Suitable
technologies may in themselves trigger off the initiative for the
establishment of other enterprises or, i they are unsuitable, they may

lead to the establishment of enterprises which are incapable of attaining

viability.

Most of the least developed countries have no technical research agencies

for the monitoring of technical development and imports and development
banks, industrial prométion boards and state investment corporations must
co-ordinate their activities in order to ensure that appropriate technologies
are selected. It is probably appropriate to locate the responsibility for
technology choice within the industrial promotion institution, which can

advise the prospective entrepreneurs and investors and can also ensure

that appropriate technical training is provided.




Attention should be paid as much to existing industries which wish to
expand as to the promotion of new enterprises. There are numbers of
szall-scale appropriate technologies ia che Zield of ice :aking, aculded
paper packing material, food preservation and samnitary material which

can reasonably be adopted in any of the least developed countries,

Existing universities and other research izstitutions must be involved
and the international agencies must be used both in order to provide
advice and in order to foster establishment of effective and friendly

co-operation between the least developed countries in this vital matter

of technology choice.




Hilton J. Esmen

Developing And Managing Instituticas

For Industrizl Development

Every country must develop its own industrialisaticn strategy and on this
institutions responsible for promoting its developmen:t must be based;

it is impertant however to zvoid temptation to create a number of highly
protected import substitution industries which produce luxury and semi
luxury products at very high cost for only a small part of the populaticm;

a wide based industrial structure must be promoted and this has implicatioas
for the type of institution for development. Similarly Govermments should
hesitate to assume a major role in the operation of small-scale industries;
services and assistance should be provided but their actual establishment
and management 1s best left in the hands of individual entrepreneurs or

other Zorms of cwnership and management.

Certain basic guidelines can be stated for the design of suitable
institutions; the number of organisations should be kept as small as
possible and the aim should be to develop multi functional organisations
wherever possible, which make the best use of scarce human and Iinancial
resources and also simplify the problems of the entrepreneur who it is
thera to support. Institutions must be located high enough in the
structure of Government to enable them to pertorm effectively their
political as well as their linkage functions, and they must be effectively

co-ordinated at all levels with the variety of Governments a2nd other bodies

involved in industrial dev~lopment.
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In order to build effective institutions it is victal {u gemerats cflective
and dynamic leadercliip, whether tais be oa group or an individual basis.
An organisation must have a clear doctrine involving a sense of common
purpose within the organisation and an zuthoritative and consistent

view of the organisation to those outside it. The emphasis should be

on service and assistance rather than iastitutional self preservation

and growth for its own sake.

The orzanisation must develop appropriate programmes far achieving its
objectives and these will depend cn the creation of human, informational
and financial rescurces. The human rescurce is vitel; because of

fast turnover and rapid promotion which is important to develop a strong
sense of shared purpose and job satisfaction so that all employees can
give of their best. The intermal structure of organisaztions must
facilitate the achievement of their objectives and there must be a
combination of co~-ordination with genuine decentralisation and
encouragement of decision making at the lowest possiblc level.

Services must be extended into the field and irn the interest of stafrl
developzent and geod service those loczted in the field must be allowed

to exercise their own initiative.

Institutions must develop effective extermal linkages with their client
industries, with Govermnment agencies, with non-Government organisations-

and with foreign interests.

In general teras, institutions must continuzlly evolve and change
according to the dynamics of the situaticn in which they find themselves
and this involves a continuous learning process within the institution

itself,




- 64 ~

Viable Institutional Delivery Mechanisms For

Industrial Development: An Implementation Persnective

Institutions responsible for developing irdustry must prove their viabdility
in terms of their ability to deliver services which are rneeded and valued

by industry; in order to have this capacity an institution must demounstrate
technical capacity, a commitment to its final goals, imnovative thrust, a
consistent environmental image and spread effects whereby its forms are

adcpted by other institutioms.

An institution must be evaluated not in terms of its ability to survive
and grow but inm terms of its image, that is what people think and know
about its activities, its connctation, that is the aztizudes held

both within and outside it 2nd its purchasables, its resources in terms

of money or things that can be bought. Those responsible for institutioms
must evaluate them in terms of their ability to generate support both now
and in the future, their value as perceived by the market which they

exist to serve and their long term prospects.

Effective service delivery depends on turning out the complete process
from implementation analysis and planning, to crganisation and start up
to actual operations and their monitoring and to a feed back mechanism
whereby their impact is assessed. Leakages can occur at each of these
stages and institutional management must monitor and endeavour to correct

these leakages.




It is simple tc state some senerzl conclusions zbout institutions

currently entrusted with indusirizl development.

1) The curreni reinforcement siructure in indusirial instiiuiions
typicelly favours institutionsl zggrancdizement zbove apprepriate

service delivery.

Ny
o

Tetziled implementaiion analrsis end planning for industriel
services is insufficienti or inzccurate.

leny indusirial services are seriously impeded during their

(e
~—

initial srganisation and stari up phese.

4) lany on~going service sciivities zre neither properly monifored

ner evaluztied.

In osrier tc remedy these deficiencies institutions ithemselves and
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11liam Millazer

e

Energising The Operational Industrialisations

System: Project Development Arnd Icplementation

The drive towards icdustriazlisation rarely praocéeds 2t the pace required;
the project life cycle from initial izcsptioa to effective operatiom
11listrates tha need for activities ¥ larga numbers of imstitutions and

0
reveals possibilities for slippagze. In particular, the implementation
e

process 1s delayed by baphazard project selection, unequal negotiatiors,
lapses of politiczl will, slow decisicn making, weakness in marketize
P g » Y 3 D

»

and underutilisaticn of capacity. It Is possible to examine the

-

sericrmance ol th2 =x3isting sysctam by azalysiag the past success iz

teras of investment, employmement and cutput and investigating the
2 ot portiolic o Izpertzzt naw prolacts.
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If deiicienciss are identified, prelimicary steps may be taken im terms

Ltutions, rationalising
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of improving the co-operation of existi
responsibilities aud where recessary, zlthough this should be treated
with suspicion, proposing the establishment of new institutions or

departments for tasks which are not covered at all.

These delays, and inappropriate project selections, often occur because
sophisticated, and time consuming social cost benefit anlysis techmiques
are used, which even when they are ccmpleted are not necessarily valid.
It may be useful to adopt rather more simple systems to identify both
icdustries and particular projects which are ecoromically and technically
viabla and also pass the tests of internal and external benefits which
ruste be imposed befor- projects are finally approved. Conventional

cost benefit analysis does not measure factors. such as local involvemenut

in engineering construction, use of local materials, local production
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or availability of spare parts, the existence of suitable distribution
networks and linkages to other sectors cf the economy; an attempt Tust
be made to rank projects by these standards bSefore final selections are

made.

High level industrial conmsultancy can be used as a meaus of improving

roject selection but also developiz indizencus skills within industrial
pro] p12g

development institutions and ia industry itself.




J.P.H. Peemans

The General Problems 0f Scall-Scale Rural .

Industrialisation In The Light Of The

Present Agricultural Crisis In Africa

South Of The Sabara

The concept of rural small-scale industrizlisation has sometimes been

presented as a panacea for development problems but it is confused and
its results have not always justified the confidence placed in it. The
concept arose not in a positive way but as a result of the negative
effects of modernisaticn and the failure of "trickle down" approach to
development. Small-scale industrialisaticn has not generally achieved

its objectives because no clezr distinction has been macde between the

o

role of large and small-scale industries znd in any case neither the
employment nor the income distribution objective have beer effectively

achieved.

Two types of small-scale industry have developed, namely the micro
enterprises surviving in the informal sector purely because of their
low rate of profit, and rather larger factory type sub contracting
enterprises which survive at the will of large industries and produce

non-indigenous products at very low wages.

Neither of these types of enterprise contributes to efiective local
capital accumulation. The frequent conflict between co-operation and
entrepreneursnip has further complicated the issue. Small-scale
industry development must often be based on political and other noc-

ecoromic grounds so that i: does not genuinely contribute to self

sustained industrialisation.
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In the People's Republic of China, where there is total national commitment
to rural small industry and an appropriate political structure, only scme
307 of communities are said to have benefited even in & small way from

20 years of consistent programmes directed towards rural small industries.
In Africa, where the political system is more centralised, the markets far
smaller and the institutional infrastructure less developed the prospect
would seem to be even less favourabie. Pricing policies have favoured

the urban secter, credit has been directed mzinly towards cash crops and

food crop production has often been inadvertently discouraged.

A remedy may be to de-emphasise the promotion of rural small-scale industry
for its own sake and o concentrate on encouraging the producticn of food
crops in every way possible; this will obviously involve the promoticn of
rural small-scale industries to produce inputs and to process and distribute
the output and it may be that industries founded on this basis will be more
viable than some of those which have been established. Rural development
should be apprcached on an integrated total basis without emphasis on
small-scale industrialisation for its own sake. Profiles of suitable
industries for this purpose should be developed, and representative

regions within the least developed countries of Africa should be chosen

for the application of integrated rural development programmes.
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The Case Study Of A Development

Of A Viable Village Enterprise

Experience suggests that it is possible for village communities to start

He

and successfully operate their cwn industries if these are based cn their
swil needs znd resources. Qutside interventicn must be miniznal, and must
be based only on firm knowledge of what exists within the village. A
small, relatively poor rural comurnity ceeded an improved water suppply
and an outside agency intervened with suggestions for a suitable design
and the loan of simple tools. The villagers comstructed z form of pump
which appeared appropriate to them but was judged to be unsuitable oy

the wemen who had to operate it.

After this failure cne of the villagers himself discovered what appeared
to be 2 more suitable pump design in a neighbouring village zand the
outside agency restricted its intervention to the provision of tools and
advice as to the scurces of supply of materials. The villagers built

a prototype sump and after some mcdification installed it and it was

found to be suitable.

The villagers then went on to set up a small informal co-operative which
manufactured znd sold the pumps to the State Water Authority and to

commurnities which were in need of 1it.

Problems arose when the rew eaterprise had tc open a bank account in order
to cash cheques received for sales and because cf regulations designed f{or
agricultural cn-operatives iz proved difficult to register this activity

under the normal regulations. Conflict arose within the cormunity betweern

those who wished to maintain the activity as a workers co-operative and
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those who wished to run it as a village incustry, but these appear to have
been satisfacterily resolved and the induscry should continue to prosper;
this enterprise, which was never a "project” as conceived by an outside
institution, shows that resources and ideas exist within the village

which can be mobilised with a minimum of outside intervention.
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Selection By Institutions Of Rural Izndustrial Projects

There is a growing need to involve the rurzl areas in the process cf
industrialisaticn, 2nd the most efficient means to do this is through
the vehicle of smell-scale industries. This requires institutiomns
with the necessary ccmpetence to select the projects which are

"best" for the rural envirommeut; hnow cau public institutions of

this sort select suitable rural induscrial projects?

One method is cost benefit analysis, but this does not take into
consideration public interests such as exployment, income redistribution

or foreign exchange. Social cost benefit anslysis dces iacorporate

-

public interests 2ad attempts to weight =hem, tut in generzl it is a
complicated procedurs for rural projects auod the cost of a complete
social cost benefit analysis may exceed the investment required iz
the project. Social cost berefit analvsis does not relate to pelicy

Issues suci as encouragement of public over private or local over

foreign “avestzment.

What are the constraints that should be examined in determining what method

is best suited to selecting rural industrizl projects? There are three

types of infrastructure; physical, inscitutional and social.  Infrastructure
can be used as a yardstick in determining :the ''ruralnmess" of a leccality, and
the lack of it used as an excuse for overlooking rural projects. Insistence
cen the presence or provision of pnysical izfrastructure in fact automatically
reduces the "ruralness' of the environzent selected and thus should

disqualify the projects concerned. There is a neel to generate projects
which do not rely on physical but rather on public imstitutional

infrastructure.
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To avoid failure in selecting rural based projects, it is vital to be
intimate with the social environment in order to determine the areas of
economic activity and communities' receptivity to change. This can
be determined by examining whether the area shares similar problems and
where it had diversified resources which could be mobilised by
development ins:itutions in order to enable the community to solve its

own problems.

In developing projects in economically active areas capital is not the
answer and this capn frequently have a negative effect on employment.
The preliminary and vital input into rura: industrialisation should be
in the form of "softwara" which consolidates the already existing
poterntialities. Once this software has proved effective and a number
of project options emerged which method is best suited for selecting

them?

Commercial analysis does not consider the public interest, social cest
benefit analysis is too complicated and using cocmon sense is too vague.
Proper weighting should be given to the effect of projects as ca

satisfying basic needs, creating employment, redistributing income, and
stimulating further balance in industrialisation. This can be incorporated
into a two tier evaluatiom process wnich first examines the commercial
viability of a2 project and secondly aralyses its impact on national policy

objectives.
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C. T. Thomas

Institutional Requirements For

Industrialisation Of Rural Areas

The experience of Tanzania and some other countries indicate that it is
possible to draw some general conclusidns about the institutional approach
to industrialisation of rural areas. Rural industrialisation must be
seen clearly in its social context, and there must be a wholehearted
commitment to rurzl industrialisation at the highest level in Govertment.
Government must formulate clear policies and programmes to this end.

Industrialisation must be more than a slogan; it must be reflected in

effective prograzme implementatiom.

Rural industries zmust be clearly defined and institutions must be set up
by legislation to promote them. The education system must be realigned
towards self-reliant technologies and belief in local initiative, and
public institutions and large establishments must support this through
financial and moral assistance. The forward and backward linkages of
rural small industries must be clearly recognised in relation to larger
enterprises, the Government sector and above a2ll agriculture.
Appropriate regulztions on standards and quality, which may involve
unpalatable decisions, will have to be taken in order to encourage
initial efforts for rural industrialisation., Government must rely on
its own resources and not depend wholly on foreign aid for rural

industrialisation.

Rural industrialisation development institutions must usually ipizially
be set up by Government and it is probably necessary at least at the

out set to make no charge for their services, The actual implexmentation
of projects should be left as much as possible in the hands of the
entrepreneurs and the promotional organisation should restrict its

activiries to the preomotional function. The overall structure must
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not be highly centralised; the maximum asount of authority should be
decentralised and the institution should have compreheasive field

) representation in the rural areas themselves. The promotional

institution must have resources at its disposal other than project

selection and encouragement, such as traziping and individual advisory

services. It may on occasions be necessary to combine finance with

advice and assistance, especially for the tiny sector, but wherever

possible reliance should be placed on commercial banks and other

financing institutions. Extension workers should be carefully selected

and trazined, and in order to provide the rucbers necessary for comprehensive

' at rather lower than

coveraze it may be necessary to recruit "ccumsultants'
normally accepted levels in the educationzl hierarchy. The transier and
development of appropriate technologies mwust be fostered by natiomal and

international organisations and by traizing of all kinds and at z1l levels.

Rural industrialisation may appear uneconomic but ia terms of qualirty,
prices and standards but the advantages iz terms of income distribution,
employment, mobilisation of resources ard improvement of agriculture

generally more than outweigh the costs.

Promotion institutions must look for entrepreneurial communities and

groups as well as individuals and it is vitazl that the people should be
involved at every stage in the rural industrialisation process. Promotion
institutions must avoid the temptation to impose ready made solutioms, such
as "rural workshops' from z2bove; they must work with rural communities and
provide only such assistance as is necessary to help them to work out and

implement their own forms of rural industrizlisationm.




K. K. xanchandani

Institutional Requiremeats For Industrialisatien

Of Rural Areas: A Study In Deceantralisation

0f Multi-Functional Institutions

Small-scale industry can mobilise unemployed resources, provide jobs,
assist in discouraging urban drift and provide products which people
need; it can certainly not solve all developing problems but can make

a significant contribution.

Rural small industries must have a positivé commercial rate ¢f return
as well as providing intangible social benefits, and specialised
institutional programmes must not be zllowed to emphasise the distincticn

between rural and urban or small and large industries.,

In most of the least davaloped African countries the colonZal model of
industrialisation continued after independence; the service sector
predominated, what industries there were were concentrated in the capital
area and there were generally devoted to import substitutions rather than
exports or providing products required by the masses. In order to
correct this it is necessary to establish a central multi-functional
institution, and above all to find one person with the necessary commitment
and ability to lead and direct it. Assistance must be tzaken by certain
institutions to rural small industries and potential investors in rural
areas themselves and an effective extension force is needed for this
purpose. Both the commercial organisation and financial iastitutions
aust e decentralised and co-ordinated with one another in order to
provide service to the rural community and to compete effectively with
tradicional money lenders. Those imstitutions responsible for promoting
large and small industries must have effective links between them so that

they in this vay develop links betweea large and small industries themselves,
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There are appropriate technologies for promoting industry the same as there
are appropriate technologies to be used in industry itself and simple
unsophisticated techniques should be used whenever possible. It may be
argued that because small-scale industry is only a small share of industry
as a whole, it should not receive the same amount of support as large-
scale industry; on the other hand, the investment cost per job creatad

in small-scale industry is typically one teath or less that of large-

scale industry, and this allows a substantial margin for training,
promotion and other services. Feasibility studies should be carried

out in a way which is approprizte to the type of enterprise being

studied, and existing institutions should be used as sources cf information

whenever possible.

Although it may be attractive to consider totally packaged integrated
rural development programmes, experience has shown that these are
usually ver, expensive, and often ineffective, so that rural ircdustry
must be promoted effectively in co-ordination with but not as a part

of a general rural development prograrcme.
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Nils Sjoebolm

Small And Medium Scale Industry

Tnstitutions: A Case Study Of Ethiopia

The Ethiopian Handicraft and Small-Scale Industries Developmernt Agency
(HASIDA), is an iateresting example of a rural small-scale industry
prozotion institution which has been founded in aa izmediate post
ravolution situaticn and which incorporates many of the lessons which

have been learned from other countries’ experience.

The objectives of HASIDA are to formulate policies for the development

of handicraits znd small-scale industries, to supervise their implemeatation,
to carry out surveys and research, to identify new industry potential and

to study the market for small-scale iudustry and handicraft preduc:s,

They are to assist and encourage the establishment and growth of small
industries, to operate demonstration and training centres, to assist

in marketing, raw matarial supply and equipment, trairing, management

and obtaining credit, and to promote the social status of craftsmen and

the dignity of manual labour. The function of regulations and licencing

is also entrusted to HASIDA, as is the registration and supervision of

service and producers co-operatives.

HASIDA is divided into four major sections, namely the Industrial Promotion
Department, the Prcject Preparation Department, the Co~operative Promotion
Department and the Ethiopian Handicrafts Centre. Regional offices are
being established in the regions of the country and technical extensicn
officers and co-operative organisers will operate as mobile teams

throughout each of the regions.
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BASIDA will work through the rural peasants associations and urben
dwellers associations which offer a chanvel of comrunication to the
mass of the people. Appropriate technologies ~ill be identified or
developed and special assistance will be provided to areas with little

or no industrial develdpment at this time.

Experience suggests that while it may appear inappropriate to allocate

the regulation and licencing authority with a promotioral imstitution,

that the advantages of doing this in terms of ensuring that the regulations
are appropriate outweigh any of the normally accepted disadvantages.

HASIDA has started some regional offices on a private basis, aand school
boys with a totai of twelve years of educzation are being used to promote
co-operatives after a five weeks crash course in cc-operative development.
BASIDA appear: to be playing a uséful role in rural industrialisation an

in encouraging che rosurgence of community and individual entrepreneurship.
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