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INTROSUCTION

The Expert Group Meeting- on In s t i tu t io n a l  In fra s tru c tu re  fo r  

In d u str ia l Development in  the Least Developed Countries o f S ir ic a  

organized by UNIDO was held a t Arusha, the United Republic of 

Tanzania, from 13 to  18 November 1978.

The o b je c tiv e s  of the Meeting were to  review and exchange 

experience on the o b sta c les  to  the establishm ent and management 

of an in s t i tu t io n a l  in fra s tru c tu re  th at would be conductive to  

in d u s tr ia l development in  the le a s t  developed cou n tries of A frica .

The Meeting was a follow -up to  a study previously  undertaken 

by UNIDO e n t it le d  In s t i tu t io n a l  In fra s tru c tu re  fo r  In d u s tr ia l 

Development UNIDC/lCIS.36.



ALLOCATION C? KEY FUNCTIONS TO INDUSTRIAL INSTITUTIONS

The phenomenal expansion during- the la s t  ten years of 

in s t itu t io n s  d ealing  with in d u s tr ia liz a t io n  in  developing cou n tries 

received  an inqu iry  in to  the causes lead ing to th e ir  c r e a tio n , the 

procedures by which they were given th e ir  s p e c if ic  r e s p o n s ib il i t ie s  

and the nature o f the operations performed by those o rg an izatio n s.

The question remains whether the scarce  manpower and f in a n c ia l 

resou rces of those developing cou n tires th a t have se t up in s t itu t io n s  

to  f a c i l i t a t e  and promote in d u s tr ia l development have been w isely  

invested  because th e ir  estabhishnent has net & lways been the 

r e s u lt  of mature con sid eration  of w ell planned in d u s tr ia l or n a tio n a l 

plans d irected  towards s e l f - s u f f ic ie n c y .  In  many in s ta n ce s , in s t i tu t e s  

have been created  to  carry  cut promotional or support fu nctions 

before any c le a r  n ation al in d u s tr ia l p o licy  has been s e t .  Reasons 

fo r  th at include lack  of c le a r  th in k in g , the ambitions c f  c e r ta in  

o f f i c i a l s  and misguided advice and te ch n ica l a ss is ta n ce  from o u tsid e . 

Most developing cou n tries should, th e re fo re , examine th e ir  

in s t i tu t io n a l  in fra s tru c tu re s  and rev ise  them co n tin u a lly  to  ensure 

th a t they are r e a l ly  designed to  operate ir. the context o f cu rren t 

in d u s tr ia l p lans.

Cases are a l l  too numerous of in s t itu t io n s  th at have been 

created  in  an attempt to r e c t i f y  a problem th at another has fa i le d  

to  solve in the hope th a t the l a t t e r  would not cake the same mistake 

or a t le a s t  would be more e f f i c i e n t .

I t  i s  paradoxical th a t organization  created  to  in s t i tu t io n a l iz e  

change in th e ir  immediate environment freq u en tly  become the most 

conservative elem ents. The recog n ition  o f the need fro  change 

owes i t s  o r ig in is  to  governmental p o lic ie s  and y et when new p r io r i t ie s  

are se t and p o lic ie s  a l t e r ,  the e x is t in g  in s t itu t io n s  remain more 

or le ss  in ta c t  while new ones are spaur.ed to r e f le c t  cu rrent d e s ire s



fo r  change. The re p e tit io n  of th is  process can culminate in  a 

s ta te  of u ncc-crd inated  in s t i tu t io n a l  chaos where y esterd ay ’s 

agents of change are tod ay 's immutable t r a d i t io n a l i s t s .

Vihen e s ta b lis h in g  or re v is in g  the in s t i tu t io n a l  su p erstru ctu re , 

care must be taken to  ensure th a t each in s t i tu t io n  i s  part of a 

to t a l  and coherent system. None of them should be trea ted  as 

iso la te d  u n its . The fu nctions and a c t i v i t i e s  o f each e ith e r  e f f e c t s ,  

or i s  e f fe c te d  by other in s t i tu t io n s ,  fo r  example, consultancy and 

extension  se rv ic e s  in te ra c t  with fin an cin g  or b e t te r  tra in in g  of 

employees; or exp ert promotion i s  dependent on stand ard ization  and 

q u a lity  c o n tro l.

In  reviewing the l i s t  o f the most common fu nctions conferred  

upon in d u s tr ia l in s t itu t io n s  one can see many areas which may 

give r is e  to  d u p licatio n  of se rv ic e s  and conser•:cr_t oompetiton 

which is  underlined as one o f the fa c to rs  in h ib itin g  th e ir  su cce ss .

These fu n ction s are summarized a s :

1. In d u s tr ia l Planning,

2. Investment Promotion and Financing,

3 . Research,

4 . Standards and Quality Control,

5- T ransfer of Technology,

6 . Consultancy and Extension S e rv ic e s ,

7- Manpower Train ing ,

8 . Export Promotion,

9 . Technology Inform ation S e rv ice s .

These are the most gen eric a c t iv i t i e s  which are designed to  

a s s is t  industry  in  gen eral. There a re , however, subdivisions of 

r e s p o n s ib il i t ie s  which fu rth e r  r e la te  to :  the s iz e  of ind u stry , 

i . e . ,  sm all, medium or la rg e ; the s p a t ia l  emphasis, i . e . ,  urban 

or r u r a l ;  the se c to r  of ind u stry , i . e .  t e x t i l e s ,  m etals, chem icals, 

e t c .  The tendency i s  towards more and more s p e c i f ic i ty  and 

is o lo la t io n .



Although i t  may seem b a s ic ,  an in d u s tr ia l fu n ction  or 

in s t itu t io n  does not e x is t  fo r  i t s e l f ,  i t s  value l i e s  only in 

i t s  impact on in d u s tr ia liz a t io n . I t  i s ,  however, in  the numerous 

independently operating in s t i tu t io n s ,  a l l  too easy to  loos s ig h t 

of th is  b a sic  idea and to  concentrate upon a fu n ction  or an 

in s t itu t io n  as having a l i f e  and importance o f i t s  own and divorced 

from i t s  ra ison  d 'ê t r e .  ^

The s t a f f  of such in s t itu t io n s  are freq u en tly  ignorant o f the 

ex isten ce  of v iab le  in d u str ie s  both large and sm all which f lo u r is h  

without the s l ig h te s t  o f f i c i a l  ecouragement or a ss is ta n ce  from them. 

Trie performance of in d u s tr ia l in s t itu t io n  should th ere fo re  be rated 

again st the background of th e ’ r  p o te n tia l c l i e n t e l l e  or market and 

on a l l  p ossib le  occasions in s t i tu t io n a l  s t a f f  should be encouraged 

to  work in and with ind ustry  i t s e l f ,  and likew ise those from 

industry should work in  pom otional in s t itu t io n s  on an exchange 

b a s is .

Co-ordination

Cne of the most common p i t f a l l s  experienced by A frican LDCs 

has been the crea tio n  c f  too many in s t i tu t io n s .  The number must 

be kept to a manageable s iz e  in  order to ensure co n sis te n t planning 

and e f fe c t iv e  in t e r - in s t i t u t io n a l  co -ord in ation . Proposals fo r  the 

establishm ent c f  new in s t itu t io n s  must be viewed with great suspicion 

and much of the im agination which i s  now devoted to " in s t i tu t io n  

bu ild in g" may be more c re a tiv e ly  employed in  e la b o ra tin g  plans 

fo r  the d estru ction  of in s t itu t io n s  which have outlined th e ir  

u sefu ln ess , or at le a s t  to devising  methods to  enhance the operation
o /

and e f f ic ie n c y  of e x is t in g  ones.—'

to

y

or Conceptual Issues in the Analysis cf Key Functions Assigned
Industrial Institutions, L.L. Barber

the Output cf Industrial Institutions,Improving G.R. Latortue
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The логе complex the in s t i tu t io n a l  b ase , the логе necessary 

and the more d i f f i c u l t  i t  becomes to  co-ord inate programmes. Harmony 

between in s t itu t io n s  is  u n fortu n ately  not alwyas p o ssib le  and i t  

i s  freq u en tly  d i f f i c u l t  to avoid overlapping because o f d if fe r e n t  

m in is te r ia l o b lig a tio n s  and r e s p o n s ib i l i t ie s  or because of c o n f l ic t in g  

in te r e s ts  ch aracterized  by stru g g les  fo r  p restig e  between the 

d ire c to rs  of the various in s t i tu t io n s .  To avoid such d u p lica tio n s 

or f r i c t i o n ,  i t  i s  e s s e n t ia l  th a t the tasks 'which are to  be performed 

by each in s t i tu t io n  i s  c le a r ly  d efin ed . Furthermore, appropriate 

in s i t i t u t io n a l  s tru ctu re s  must be employed fo r  th is  purpose regard­

le s s  o f 'whether the number of in s t itu t io n s  is  large or sm all. There 

are sev era l options r e la t in g  to  the s iz e  and number of in s t itu t io n s  

such as Upper V olta which has many, Puerto Rico 'which has a few and 

Togo which l i e s  somewhere in  the middle. I t  i s  not p ossib le  to 

comment on the appropriateness of any one system ever the other 

or on hoi; a country d iv id es the fu nctions among i t s  in s t i tu t io n s ;  

d ecisio n s on these issu es must be taken in  the l ig h t  o f every cou n try 's 

own experience and circu m stances. I t  i s ,  however, important to 

emphasize th a t th is  d iv is io n  of re s p o n s ib ility  must be done unambiguous 

ly .

E sp e c ia lly  in newly emerging cou n tries ''here o f f i c i a l s  may be 

inexperienced and precedents have not y et been s e t ,  i t  i s  a s a fe r  

course of the government to  make the d is t in c t io n s  between in s t itu t io n s  

w ell d efined . I t  can be argued th a t those A frican cou n tries which 

have follow ed the ^rech code system of adm inistration are u su ally  

in a more favourable p o sitio n  in  th is  resp ect than are those which 

have follow ed the more f le x ib le  and sometimes vague B r it is h  

ad m inistrative p r a c t ic e s .-^  Even .'here the o r ig in a l d u ties and 

r e s p o n s ib il i t ie s  have been s p e c if ie d ,whether by law or m in is te r ia l

Major Conceptual Iscues in the Analytic of Key Functions Assigned
to Industrial Institutions, L.L. Barber
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reg u la tio n , re a llo c a tio n  should be expected as t in e s  and conditions 

change. The c e n tra l planning a u th o r it ie s  have a r e s p o n s ib ility  to  

monitor th is  and to  keep d e fin it io n s  up to date and the d u ties 

assigened or reassigned to  the proper in s t i tu t io n s .  In s t i tu t io n s  

are ccrxionly overloaded with, excessive work which s tre tc h e s  th e ir  

human and physical resou rces to  the extrem e; the task s imposed on 

such in s t i tu t io n s ,  p a r t ic u la r ly  wh^n they are newly e s ta b lish e d , 

must be in lin e  wi"h th e ir  a b i l i t y  and they must receiv e  co n sisten t 

support net only a t the time of th e ir  establishm ent but a lso  

throughout th e ir  e x is te n c e . What freq u en tly  happens i s  th a t in  the 

m atter of issu in g  a decree or passing a law c re a tin g  a new in s t itu t io n  

Governments are p a r t ic u la r ly ’senerous" in  assig n in g  ta s k s , but when 

i t  comes to  d iscu ssin g  a llo c a tio n s  of tha n a tio n a l budget the same 

governments are n o to rio u sly  "parsim onious" in  gran tin g  funds to  

perform the ’work.

E ffe c tiv e  co -ord in ation  at a l l  le v e ls  i s  v i t a l  to the success 

of in d u str ia l development. The id e a l s itu a tio n  would be to  have a l l  

in d u str ia l in s t itu t io n s  jo in t ly  prepare th e ir  working programmes 

which they could then present as a s ig le  e n tity  to the planning and 

budgeting a u th o r it ie s . The case of Guinea’ s In te r m in is te r ia l  Develop­

ment Council may serve as an example of how such work could be done.

More e f fo r t  needs to  be placed on exp loring  the p o s s ib i l i t ie s

of linkages and jo in t  f ie ld  p ro je c ts  to cement p r a c t ic a l  and mutually

advantageous re la tio n s h ip s . This i s  p a r t ic u la r ly  apt between f in a n c ia l

in s t itu t io n s  and in d u s tr ia l promotion bodies where co -ord in ation  i s
d/possib le  in  almost a l l  stages of a p r o je c t 's  d e v e lo p m e n t'

a) p ro je c t preparation  and id e n t i f ic a t io n ;

b) p ro je c t an a ly sis  and f in a n c ia l v ia b i l i t y ;

c) investment guarantees;

d) tra in in g ;

Improving the Output of Industrial Institutions, G.R. Latortue
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e) m arketing;

f )  on the spot extension advice.

Co-operation in  these areas develops g re a te r  o b je c t iv ity  in  

the choice and evalu ation  of p r o je c ts , reduces the e ffe c t iv e n e s s  

o f in terv en in g  pressure gToups, lessen s the time spent on study­

ing and ev a lu atin g  requ ests fo r  fin an cin g , and f a c i l i t a t e s  the 

task  of m onitoring the use of loans. F in a lly  and perhaps more 

re lev an t to  an in s t i t u t io n ’ s su rv iv a l, i t  g ives g re a te r  c r e d ib i l i ty  

to  the in s itu tio n s  concerned in  the eyes of both the country ’ s 

in d u s t r ia l is t s  and in te rn a tio n a l in s t itu t io n s  which can be 

instrum ental in  providing tim ely a ss is ta n ce .

The forem ost guiding p rin cip le  in e s ta b lish in g  in s t itu t io n a l  

s tru ctu re s  is  " s im p l i c i t y " .^  In  the e a r ly  stages of in d u s tr ia liz a ­

t io n , th ere i s  no need fo r  a complex in s t i tu t io n a l  in fra s tru c tu re .

This concept of s im p lic ity  should be applied a t tv;о le v e ls :

a) the number of in s t itu t io n s  and

b) the number of ind ivid uals in in s t i tu t io n s .

In the average and le a s t  developed country the supply of 

managerial s k i l l s ,  in d u s tr ia l s p e c ia l is t s ,  te ch n ic ia n s , not to 

mention pu blic budgetary resou rces, i s  so lim ite d , th at the number 

of in d iv id u a ls , departments or d iv isio n s of in s t itu t io n s  needs to  

be r e s t r ic t e d .  Programme co-ord ination  can, th e re fo re , be improved 

by o rgan izatio n al s im p lif ic a t io n .

Such s im p lic ity  i s  a lso  necessary w ithin in s t itu t io n s  .n order 

to f i t  in  and u t i l i z e  the lim ited  number of q u a lif ie d  o f f i c .  a ls 

a v a ila b le . In many cou n tries on finds in  in s t itu t io n s  numéro is 

se ctio n s  composed s o le ly  of a sectio n  head with l i t t l e  or no 

s e c r e ta r ia l  support. This i s  a frequ ently  used device to confer 

p restig e  or a higher sa la ry  on th at person. Other ways need to  be 

explored in th is  re g a ri and tra in in g  is  perhaps the most meaning­

fu l way to  up-grade and promote s t a f f .  In any ca se , the p r o life ra tio n

5/ Major conceptual Issu es in the Analysis of Key Functions Assigned 
to  In d u str ia l in s t i tu t io n , L.L. Barber
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of these "phantom'1 se c tio n s  cre a te s  a cumbersome bureaucracy.

I t  makes supervision and co -ord in ation  d i f f i c u l t  and loads 

scarce tech n ica l s p e c ia l is t s  with unnecessary adm inistrative 

d u ties and paper work thus diverting- th e ir  time from the job 

fo r  which they have q u a lif ie d  -  se rv ic in g  ind ustry.

T2:ere is  a c e r ta in  amount of ju s t i f i c a t io n  fo r  making many 

of the in d u str ia l in s t itu t io n s  in to  seni-a.utonomcus bodies resp on sib l 

fo r  meeting at le a s t  some i f  not most of th e ir  budgetary req u ire­

ments. Such action  would c e r ta in ly  make these in s t itu t io n s  more 

se n s itiv e  to che needs of n heir market namely the e x is t in g  and 

p o te n tia l in d u stries  in th e ir  host co u n trie s . In ad d itio n , there 

would be le ss  lik e lih o o d  of breeding complacency on the part of 

the s t a f f .  These in s t itu t io n s  could perhaps then develop g reater 

f l e x i b i l i t y  in  s t a f f  recruitm ent and remunerations thereby 

encouraging more advancement through achievement.

At the same tin e ,w h ile  i t  may be 

to pay in s t itu t io n s  fo r  th e ir  s e n d e e : 

sm aller e n terp rises  who are in  g reater 

whose small overheads do not allow fc r  

commercial r a te s . For the sm aller ind- 

has opted to e s ta b lis h  a sp e cia liz e d  i: 

co-ord inate the work com pletely w ithin 

regu lar serv ice  to in d u stry , sp e c iliz e : 

required . The m otivation to a s s is t  th 

n e ce ssa r ily  from altruism  but from a y 

economic co n sid eration s. Moreover, i t  

in d u s tr ia l serv ice  in s t i tu t e s  are part 

development of the nation as a whole, 

the New Economic Order are intended : : :  

merely fo r one group, c la s s ,  t r ib e  or 

post-independence n a tio n a lise  and ir . i i  

th is  fe e lin g  th at a l l  have a r ig h t to 

and s o c ia l improvements. This concept 

embodied in the programme ta rg e ts  of f

fe a s ib le  fo r la rg e r  industry 

, th is  i s  not the case fo r 

need of free  se rv ices  and 

consu ltan ts to be h ired  at 

u s t r ie s ,  -whether the country/ 

r .s t itu te  or p re fers  to 

the ministry- of in d u stry 's  

d terms and a ss is ta n ce  are 

is  group does not a r ise  

u s t i f ic a t io n  based on many 

should be remembered th at 

of a system fo r  the 

The r is in g  exp ectation s of 

r  the e n tire  population, not 

region. Facto rs such as 

genous so cilism  contribu te  to 

share in the expected economic 

of "e q u a lity " needs to be 

he in s t itu t io n a l  system.
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M u lti-fu n ctio n a ls

There are  many who f e e l  th a t the b est way to  ensure s im p lic ity  

and as a r e s u lt  co -ord in ation  o f fu n ction s i s  through an emphasis on 

m u lti-fu n c tio n a l in s t i tu t io n s .  These are  s in g le  organ izations which 

combine sev era l re la te d  fu n ction s in clu d in g  promotion, research , 

fin an ce , te c h n ic a l and managerial a ss is ta n c e  and extern a l lin k ag es. 

This can generate th ree  important r e s u lts  :

a) I t  can enable the organ ization  to  adequately serve i t s  c l i e n t e l  

both in  the ca p ita l and in  the regions a t a more s a t is fa c to r y  

le v e l o f te ch n ica l performance. Favourable d ecisio n s a t th e  

p o l i t i c a l  le v e l regarding p o lic ie s  and resou rces needed to  

support and su sta in  in d u s tr ia l development can a lso  be obtained 

more e a s ily  when convincing arguments are  brought forward in  an 

in teg ra ted  manner.

b) I t  can f a c i l i t a t e  co -ord in ation  among various sp e c ia liz e d  

fu n ction s th a t are important to  launching and supporting 

s p e c if ic  p r o je c ts .  Red tape can be cut or elim inated by 

en tru stin g  the re s p o n s ib ility  to  one d ire c to r  who has th e 

au th o rity  to  sim ultaneously develop a l l  th e  necessary 

components o f a p ro je c t without having to  s o l i c i t  approval 

from a lengthy chain o f in t itu t io n s  outside h is  co n tro l.

c) I t  can g re a tly  sim p lify  the problems enountered by the general 

p u blic or c l ie n ts  o f the in s t itu t io n s  who more o ften  than not 

req u ire  more than one type o f a ss is ta n c e . This i s  p a r t ic u la r ly  

appropriate when dealing with small and medium in d u str ie s  which 

can not a ffo rd  the time to  e s ta b lis h  simultaneous lin k s  with the
7

several in s t itu t io n s  requested fo r  a p r o je c t ’ s progress .

7 In s t i tu t io n a l  Requirements fo r  the In d u s tr ia liz a tio n  o f Rural 

Areas, C .T. Thomas.



- 9 -

Promotional w o r k  devoid of influence or control over the recommended 

inputs destroys c lie n te l credence in the organisation. A certa in  amount 

of caution, however, should be exercised in combining promotional func­

tions with finance. This can frequently end in a situation where i t  
becomes p o litica lly  enbarassing to  foreclose a loan which has been granted 

on the in telligence prepared by the promotional department. The Tanzanian 

Small-Scale Industry In stitu te  (SIDO) combines promotional and input 
assistance on machinery and train ing in a complete way, p a rtia l assistance  

with marketing and provides no finance. In Botswana, BEDU offers a complete 

package in i t s  nursey in dustrial e s ta te s . What ever the in stitu tio n s are uni 

or m ulti-functional, i t  i s  c lear that the needs of industry must adequately 

be attained . The probi em with numerous in stitu tion s is  co-ordination and 

whatever combination of functions are selected for an in stitu tio n  the 
leading principles should be sim plicity in structure and sa tisfa ctio n  from 

those being served.

Even though many related  functions may he combined in a single

organization, not a ll  functions related  to industrial development can be
combined under one roof. The Central 3ank for example will continue to
allocate  foreign exchange, the E le c tr ic ity  Supply Corporation w ill continue

with i t s  programme which re la te s  to  many other national objectives outside

of industry. In addition to  serving i t s  clien ts , industrial development

in stitu tion s will have to  v/ork with other agencies whose main concerns are
not with 'n d u strial development. Att&mpting to  persuade these organizations

to attach high p rio rity  to overall industrial needs and sp ecific  cases which
come up from time to time i s  not an easy task . Unless the in stitu tio n  has

sufficient standing in the competition structure of government i t  w ill be

unable to gain the necessary access to high level decision-makers in order

to exercise an effective lobby on behalf of industrial development. The

real p rio rity  that governments attach to industrial development can often
be guaged both by the resources they a llo t to such a c tiv itie s  and by the0
level at which they locate i t s  functions in the bureaucratic hierarchy .

Ï Ï Major Conceptual Issues in the Analysis of Key Functions 

Assigned to Industrial Institu tion , L.L. Barber.
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in stth itto î: r jild in g

In  e s ta b lis h in g  in s t i tu t io n a l  in fra s tru c tu re  governments have tv:o 

simultaneous ta s k s :

1) to  b u ild  and guide an o rg an isa tio n  or network of o rgan ization s 

committed to  a common purpose and

2) to  manage i t s  lin kages with o ther o rg a n iz a tio n s , groups and 

in d iv id u als which are important to  the su c c e ss fu l accomplishment 

o f i t s  m ission .

The pu:pose of in s t i tu t io n  b u ild in g  is  not m erely to  e s ta b l is h  v ia b le  

and s e lf -s u s ta in in g  o rg an iza tio n s. T h is , o f co u rse , i s  e s s e n t ia l  but i t  i s  

not a s u f f ic ie n t ly  v a lid  c r i t e r i a  fo r  pursuing in s t i t u t io n  b u ild in g . The 

broader purpose i s  to  ensure th a t the innovations fo r  which the new organ i­

zation  was founded become accepted ( in s t i tu t io n a l iz e d )  and valued elem ents of
o

the environment in  which i t  o c e r a te s '.

The new in s t i tu t e  must take in to  account and adapt to  the r e a l i t i e s  of 

the so c ie ty  in  which i t  o p era tes , but i t s  primary ro le  i s  as an agent of 

change. Therefore when v ia b le  or su cce ssfu l in s t i tu t io n s  predom inate, 

so c ie ty  adapts and changes in  response to  the innovations introduced by th ese 

o rg an izatio n s. In  she case o f a su cce ssfu l in s t i tu t io n  committed to  in d u s tr ia l  

development, th is  would mean th a t other agen cies o f government change or s h i f t  

th e :.r  p r io r i t ie s  in  f u l l  or p a r t ia l  re co g n itio n  of the need fo r  in d u s t r ia l i ­

zation  and th a t they incorp orate th is  p r io r ity  in to  t h e ir  own o p era tio n s.

The M in istry  of Education fo r  example, might be pursuaded by a prom otional 

in s t i tu t e  to  ad ju st i t s  cu rricu lu m  to  include the tra in in g  o f s k i l l s  

required  in  m anufacturing. When these changes have been brought about, they 

can be said  to  be in s t itu t io n a liz e d  w ithin the environm ent.

Developing and Managing In s t itu tio n s  fo r  In d u s tr ia l Development, 
M ilton J .  Eccman

9
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in s t i

There are s ix  main elem ents which need to  be considered in  order fo r  an

rutio.n to  succeed;

a) Leadership : The lead ersh ip  must be te c h n ic a lly , m anager!ally  ar.d

p o l i t i c a l ly  competent. I t  must be fu l ly  committed to  the purposes 

fo r  which the o rgan ization  stands and prepared to  work hard in  the 

fa ce  o f lim ite d  re so u rce s , skeptism and d is in te r e s t  from the 

in s t i tu t io n a l  environment i t  i s  try in g  to  change.

b) D octrin e : D octrine which i s  a statem ent o f the o rg a n iz a tio n 's

purposes and p r io r i t i e s  ar.d the methods by which i t  w ill  carry  out 

tnese fu n ction s serves two main purposes; i t  helps to e s ta b lis h  

cohesiveness and a common purpose w ithin tho organ ization  ar.d i t  

p ro je c ts  an a u th o r ita tiv e  image e x te rn a lly  o f what the organ ization  

stands fo r  and how they can 'exp ect to r e la te  to i t ;  as such i t  

rep resen ts an im portant element c f  the o rg a n iz a tio n 's  s t a b i l i t y .

c) Programme: This i s  rep resented  by the tra n s la t io n  of d o ctrin e  in to

d a ily  operation and how i t  would a llo c a te  i t s  resou rces among 

competing a c t i v i t i e s ,  fo r  example, what kinds c f  se rv ic e s  w il l  i t  

o ffe r?  and what kind c f  c l ie n t s  w ill  i t  serve? While the emphasis 

may s h i f t  ever time the programme components o f an in d s tr ia l  develop­

ment organ ization  are l ik e ly  to  b e : l )  public inform ation

(p u b lic ity )  and se lf-p rom otio n ; 2) m anagerial and te ch n ica l tra in in g ;

3) research  or. in d u s tr ia l o p p o rtu n ities ; 4) te c h n ic a l exten sion  ar.d 

consultancy; and 5 ) f i r e - f ig h t i r .g  or help ing to  solve s p e c i f ic  

problems as and when they a r is e .

d) R c s c .rc e s : These are recu ired  to  inclem ent an o rg a n iz a tio n 's

programme. The e f fe c t iv e  use of resou rces se ts  the standards of the 

in s t i tu t io n s .  There are th ree major types of re so u rce s ; l )  person nel, 

which must be e n ticed  with job s a t is f a c t io n ;  2) in form ation , wrier.
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provides the in te l l ig e n c e  fo r  determ ining the programme and 

3) funds which are n ecessary  to  pay fo r  the in form ation  and p erson nel. 

One of the main ta sk s  o f the lead ersh ip  i s  to  ensure a continous 

supply o f re so u rce s . C ontinuity  i s  very much dependent upon an 

in s t i t u t io n 's  past record  and the image i t  portrays to  those 

resp on sib le  fo r  budgetary a l lo c a t io n s .

e) In te rn a l S tru c tu re : Ever;,' complex o rg an izatio n  must have an in te rn a l

stru ctu re  which determ ines the d iv is io n  o f labour among departments 

and in d iv id u als  perform ing c e r ta in  ta s k s . Whether the main breakdown 

should be by fu n ctio n  i . e .  (re se a rc h , te c h n ic a l a s s is ta n c e ,  manpower 

development, f in a n c ia l  a s s is ta n c e , p u blic  in fo rm atio n , e t c . )  or by 

geographic a re a  (u .b an , r u r a l ,  or re g io n a l) or by type o f c l ie n t e le  

(sm a ll, medium, la rg e ) or by a com bination c f  th ese  p r in c ip le s  d e r e r 's  

upon s p e c i f ic  fa c to r s  in  each co u n try 's  s i tu a t io n . W ithin the stru ctu re  

there must be s u f f ic ie n t  rccm fo r  d e c e n tra liz a tio n  c f  decision-m aking. 

Control from the top should be e x e rc ised  by c le a r  p o licy  d ir e c t io n ,

rep ortin g  arrangements and m editation of c o n f l i c t s ,  w hile encouraging 

s t a f f  to  take i n i t ia t iv e  in  day to  day o p era tio n s. T his i s  an 

important elem ent in  m aintaining s t a f f  m orale. In  th is  regard , 

in s t itu t io n s  must be encouraged to extend th e ir  s e rv ic e s  to  the f i e l d ,  

otherw ise, the geographic p attern  of in d u s tr ia l development w ill 

in e v ita b ly  be skewed in faveur o f the immediate lo c a le  of the 

h ead cu arters.

f )  E xtern al L inkages; Wo organ ization  i s  s e l f - s u f f c ie n t  ncr does i t

e x is t  in a s o c ia l  and p o l i t i c a l  vacuum. Cne of the t e s t s  of su cce ssfu l 

in s t i tu t io n  b u ild in g  is  the degree to which re la te d  o rg an izatio n s and 

groups have been persuaded to accept and adept the values and p r io r i t i e s  

of the organ ization  as th e ir  own. These lin kages are v i t a l  to the



a c i n i y  o i  kr»e o u »  i. c i  i. u:i<~ >,i u r ic  i n a .  a r e

th ere fo re  a m ajor claim ant on the t in e  and energy* of the le a d e rsh ip . 

The r.est im portant lin kages are with i )  c l ie n t s  who 'whether they are 

in  the p u b lic , p riv ate  or co -op erativ e  s e c to r , provide the organiza­

tio n  with requ ests th a t determine the workload, 2) government agen­

c i e s ,  who in e v ita b ly  rep resen t the in s t i tu t io n s  f in a n c ia l  power b a se , 

3) non-governmental o rg a n iz a tio n s , who can a s s i s t  in  f in a n c in g , 

m arketing, im porting o f scarce  m a te r ia ls , e t c .  and 4) fo re ig n  

o rg a n iz a tio n s , who provide inform ation and te c h n ic a l a s s is ta n c e .

Elements o f In s t i tu t io n a l  Success or V ia b i l i ty

Cre p o ssib le  approach to  the question c f  v i a b i l i t y  i s  to  i s o la te  the main 

v a r ia b le s  involved in  su cce ssfu l in s t i tu t io n s  and then to  con cen trate  a n a ly sis

on the ways and means o f improving th e ir  v a lu e s ..  The fo llow in g  th ree  p ro p e rtie s

. . .  . . . ,  10 are considered e s s e n t ia l  :o r  su ccess :

kr.ov.’le dge th a t people have both w ith in  and 'without chs

as to i t s  fume tier , and ra iser, a ’ê t r e .  I f  the knowledge

:ute ’ s d octrin e or programme is poor then the image is

: good then the image is  h igh.

s the a ttitu d e th a t people hold about the o rgan ization

and whether they regard the work being performed as important or 

in s ig n i f ic a n t .  I f  people view the work as important then connotation 

i s  high i f  they regard the work in s ig n if ic a n t  then i t  i s  low.

c) Purchasables is  money, p eop le ’ s tim e, equipment, e t c .  These are used 

as resources fo r  implementing the programme and e f fe c t in g  change.

An organ ization  'which has these th ree v a r ia b le s  e x is t s  and the exten t to 

in d u s tr ia l in s t i tu t io n  can g en erate : the con tin u ation  of i t s  good

image, a p o sitiv e  connotation , and the replenishm ent o f i t s  p u rch asables, i t  

can be said  to  be v ia b le . The degree w ill n a tu ra lly  be r e f le c te d  by the sum 

to ta l  of the values fo r  the three v a r ia b le .

wnicr. an

^  V ia b le  i n s t i t u t i o n a l  D e l i v e r y  Mechanisms f o r  I n d u s t r i a l  Development : 
At. 'Inplc.mor.tation Forrp^cm.iv«, Marcus In g le s



Table I  o u tlin e s  what d ata i s  necessary  coin  in te r n a iiy  ana e x te rn a lly  

to  a t t r ib u te  values to  in ag e , connotation  and p u rch asab lss.

The S erv ice  D elivery Process

Having decided upon a "d o ctr in e " and having prepared a "programme" the 

next stage involved i s  im plem entation. This i s  the process o f transform ing 

in d u s tr ia l in s t i tu t io n a l  se rv ice  deliver;.* p o lic ie s  and plans in to  the d esired  

r e s u lt  i . e .  n a tio n a l in d u s tr ia l development. There are fo u r d is t in c t  phases 

in  the process :

a) Implementation. A nalysis and P lanning: Cnee the s e r v i c e s  are te n ta t iv e ly  

agreed upon the management c f  an in s t i t u t io n  needs to  determine i t s  

s u i t a b i l i t y  or f e a s i b i l i t y  with regard to  the n a tio n a l o b je c t iv e s .

Key fe a tu re s  o f th is s ta g e  in c lu d e : d e ta ile d  sch ed u lin g , assignment of

r e s p o n s ib il i ty , and contingency planning which may in d ic a te  second 

b e st a lte r n a t iv e s . In stead  o f so p h is tic a te d  and lengthy co st/ b e n e fit 

a n a ly s is  fo r  s e le c t in g  p r o je c ts ,  simple rap id  techniqu es which take 

account of s o c ia l  and p o l i t i c a l  o b je c tiv e s  should ce used.

b) O rganisation and Start-U p  A c tiv ity : Follow ing a f in a l  d e c is io n  w ithin

the in s t i tu t io n  to  d e liv e r  the s e r v ic e , the in i t i a t io n  soage b eg in s.

This i s  a period of high and innovative a c t iv i t y .  The s t a f f  v e r ify  

(and a l t e r  i f  requ ired ) im plem entation p la n s , r e c r u it  o th er support 

s t a f f  and e s ta b lis h  appropriate se rv ice  procedures.

c) Operations and M onitorina: At th is  poin t the se rv ic e  d e liv ery  a c t iv i ty

can be said  to  be fu l ly  o p eratio n al and the se rv ice  b en efacto rs  

(norm ally in d u str ie s ) should be u sing the se rv ic e  in  the expected manne: 

This i s  the stage at which support i s  expected fre e  the e x te rn a l 

environment. Such a support i s  o ften  dependent on meeting s tip u la te d  

se rv ice  o b je c tiv e s  w ithin  tin e  and co st c o n s tr a in ts .  Table IV i s  an 

i l lu s t r a t iv e  l i s t  of a c t iv i t i e s  and in s t i tu t io n s  with whoa co -o rd ir .a tic : 

i s  e s s e n t ia l  to  im plem entation.

11
V iable In s t i tu t io n a l  D eliv er;' Mechanisms fo r  In d u s tr ia l  Development: 
An Implementation P ersp ectiv e , Marcus In g les
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d) Ir,paci: ¿ssessr.er.~t and I n s t i t u t io n a l i s a t io n : This i s  the f in a l

stage of im plem entation where the in s t i t u t io n  reviews the impact 

o f i t s  se rv ice  d e liv ery  experience on i t s  c l ie n ts  and cn in d u s tr ia l  

development and then maltes any changes which are n ecessary  to  

improve the q u an tity  and q u a lity  in  the fu tu re . Table 2 provides 

a very good check l i s t  fo r  ev a lu atin g  se rv ic e  to  p a r t ic u la r  

in d u str ie s  and t h e i r  co n trib u tio n  to  n a tio n a l in d u s tr ia l  o b je c tiv e s  

The "Leahy Pipe" model in  f i  gare I  shews how the stag es are in t e r ­

re la te d  and a lso  in d ic a te s  where s e rv ic e  d e liv ery  weaknesses and 

leaks are l ik e ly  to  occu r. A l i s o  c f  g en eric  in s t i tu t io n a l  causes 

fo r  serv ice  d e liv ery  impediments a t each stage of the im plem entation 

cy cle  is  given in  Table 3- Cue o f the m ajor fa c to r s  producing the 

leaks and co n trib u tin g  to  a la ck  o f in d u s tr ia l development i s  th a t 

u su ally  the immediate rev,arms which in s t i tu t io n s  re ce iv e  fo r  

d e liv e rin g  se rv ic e s  to  ind ustry  are net linked tc  in d u s tr ia l 

development o b je c t iv e s , but ra th e r  to  b u rea u cra tic  su rv iv a l or 

generation c f  funds. This grad u ally  co n trib u te s  to  a s itu a t io n  

where the in s t i tu t io n s  image becomes u n cle a r  and i t s  connotation  

or rep u tation  s u f fe r s .  This culm inates and reaches c r i s i s  p o in t when, 

the purchasable:: are even tu ally  cut back and the in s t i tu t io n  i s  

forced  to  rè -e v a lu a te  i t s  d o c tr in e , programme and se rv ice  d e liv e ry . 

Manpower Love1coment

ALmost ’without q u estio n , the most im portant component of any in s t i tu t io n  

i s  personnel. Withcut dynamic lead ersh ip  to se t  p o l ic ie s ,  e s ta b lis h  e x te rn a l 

c o n tra c ts , and lobly  fo r  resou rces and without adequately tra in ed  and q u a lif ie d

s t a f f  to  d e liv er th rv ic e : d iccu ssicr. of a l l  o ther a sce c ts  of in s t i tu t io n

bu ild in g  become acaaemic.

12 Zhicrging the O perational In d u s tr ia l is a t io n  System: P ro je c t Development
and Im plem entation, Vi. M illag er



TABLE 1 : VIABILITY

INTERNAL

EXTERNAL

ORGANIZATION'S

SENSITIVITY

TO ITS OWN

j  fU.Tlfc.1

I .C .P .

PURCHASABLES

o Cash on Hand

o P l a n t ,  Consumables,  
M a t e r i a l s ,  e t c .

o R e c e iv a b le s  

o Firm Backlog

o Monthly Expenses f o r  
s u p p l i e s ,  r e n t ,  o t h e r  
b i l l s

o Endurance: the  le ngth
o f  time the i n s t i t u - ' 
t i o n  could e x i s t  w i t h ­
out Purchasables  from 
e x te r n a l  sources

• 1 f < '  — in r i



BALANCE SHEET

CONNOTATION IMAGE

vtaitj №  jnauema a r^ ja M K tt-.sn m f^n M m e^M X K ü ija a sti jxm a»nex33r*'*2m ^xaiTzxxAiCJ ¡ ¿n » c tp a w 3 № r.r< T a > f  :

Image v a lu e  f o r  the i n ­
d u s t r i a l  i n s t i t u t i o n ' s
members

Amount o f  consensus among 
l e a d e r s ,  members, e t c .  on 
what the i n s t i t u t i o n  i s  \ 
and d oes ,  e t c .  j

Value a s s o c i a t e d  with  
image by those  e x t e r n a l  
to  the  I n s t i t u t i o n

Amount o f  consensus amonc, 
c l i e n t s ,  among sponsors ,  
e t c .  on what the i n s t i t u ­
t i o n  i s  and does

o Do le a d e r s  and members 
f e e l  t h e i r  e f f o r t s  are  
a p p r e c ia t e d  by indus-

9 Amount o f  i n t e rn a l/ E x -  
“ tc rn a l  agreement on what 

Urn i n s t i t u t i o n  i s  and 
does ,  e t c .

' t r y ?

o Is t h e i r  p e r ce p t io n  
a c c u r a t e ?

o Internal  acc urac y  a t  p r e ­
d i c t i n g  wiiat in d u stry  
sponsors ,  e t c .  think the 
i n s t i t u t i o n  i s  and does ,



TABLE 2 s INDUSTRIAL PROJECTS

Food and Deve ragea

_______ Evalo,-! I. 1 on
Market/ Fi na nci a l

Denteivi
Growth

Avai l .  Export 
'■ll:t. Foton-  
(Г'0:п.) t i n i

Tobacco

T e x t i l e s  and Clothing 

Leather and Footwear

’lame, 
products,  
s iz e  i n ­
d i c a t i o n

R e l a t i v e  v a l u e s

Wood Products

Paper and A.P

Pr i nt in g and 
P ub l ic at ion

Chemicals

Pharnaceut leals

Petroleum and A.P.
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FIGURE I :  "LEAKY-PIPE" MODEL OF THE INDUSTRIAL INSTITUTION SERVICE DELIVERY PROCESS •



TABt.g 3

SERVICE DnlVERY  IMPCniKft.-TS IX 1Ш11ПР.1А1 INSTITUTIONS; 

1] I USTRATTVE IMPLEMENTATION LEAKAGES AMD THEIR CAUSES

CATEGOST

STAGE IM THE SERVICE DELIVERY IMPLEMENTATION PROCESS

IMPLEMENTATION ANALYSIS l  PLANNING j ORGAN I/AT I0T AND STAP.I-UP OPERATIONS AND MONITORING EVALUATION l  INSTITl/lI&NAL1ZAT 1 X

H O ’JSTRIAL 

INSTITUTIONS 

IT THE LEAST

REPRESENTATIVE

TYPES

OF

SERVICE

DELIVERY

•LEAKAGES*

1. Long-range Indu s t r ia l  develop­
ment objectives often overlooked.

2. Ion f e a s i b i l i t y  weak 
or completely overlooked.

3. L i t t l e  attent ion given to sche­
duling and r e sp o n s ib i l i t y  a s s i g n ­
ment,

4. Ho formal mechanism estab l ished  
for monitoring and responding to 
change.

1. I n i t i a l  de lay i In I n l t U t l n g  
service del ivery.

2. Qua l if ied  s ta f f  to operate ie r -  
vlce program unavailable.

3. Delays In gett ing  e ssen t ia l  po­
l i c ie s  enunciated, le g i s la t io n  
enacted, and formal operating pro­
cedures developed.

T. Estab l ished  serv ice de l ivery  
targets ( I n  quantity and qua l i ty  
terms) are not met.

2. Se rv ices  which are delivered arc 
perceived i s  Inappropriate.

3. Lack o f  f lex ib le  response Ao  
cltanges In  Indu str ia l  environment.

1. Fa i lu re  to assess long-run In- 
past of Indu it r la l  services on 
Indu s t r ia l  development and rake 
required changes based on changes 
In Indu s t r ia l  needs.

2. Continuation of  non-vtabla sar- 
vlce I n s t i t u t i o n s .

DEVELOPED 1. Concern over bureaucratic sur- 1. ¡lonltorlng of changes I t  not t f - 1. Se rv ices  unsat isfacto ry  due to: 1. Fa i lu re  to evaluate due tot
a c N im t s v1v.\l focuses a ttent ion on short- fc c l lv e  lecause procedure 1s h igh ly a. Extensive p o l i t ic a l  In te r fe - a. Lack of In s t i tu t iona l  re-xard

run ac 11 v 11 le s . structured and not altered fo r  new rencc In planned ac t iv i ty . . s tructure to a llocate resources
or evolving services. b. High s ta f f  turnover due to based on long-range goal lnutcl.

2. Promotion of Ind iv idua l "pet Inadequate Incentives. b. tack of c lea r ly  specified ob-
service programs' rather th in  thou ?. Unexpected bureaucratic delay i c. D i f f i c u l t i e s  In obtaining re- J e d  Ives and In fo ru it lon  to dt-
lu s t l f led  on L u l l  of Industry In obtain ing approvals for s ta f f qulrcd bureaucratic support. whether, anil w.iy# the/
r.i'OJ tnu e x is t in g  sett ing . and adequate sa la r ie s. are acccrjplHI.ed.

CAUSES 2. Indu str ie s  are not act ive ly  In-
3, Planning r i g id :  tendency to con- d. Polley-makers and Industry rtpre- volved In continuing needs a ssess - 2. Govcm-rent support for Indus-
tlnue lime piocedure b/c of  f ixed scn lat lves  do not percitve the ser- I'-CIll . tr 1A) Im l t lu t lo r i i  baled on prt-

•LEAKAGES' annual budget. v ice as a high p r io r i t y  endeavor. vlout resource levels,  not on
3. I’rograninlng decisions are taken assesunent of In s t itu t iona l vtabl-
only at. f ixed l l r n  and are not l l t y .

____ _____________

based on relevant Information.
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In  the -oast and even cu rre n tly  to  s«me exten t A frican  LSCs have had 

very lim ite d  f a c i l i t i e s  fo r  the tra in ing- o f the in s t i tu t io n a l  s t a f f  they 

re q u ire . As a r e s u lt  they have had to  r e ly  h eav ily  on e x te rn a l f a c i l i t i e s  

in  many sp e c ia liz e d  te c h n ic a l and m anagerial f ie ld s  fo r  developing th e ir  own 

n a tio n a l manpower. This has been a root cause o f most o f the in e f fe c t iv e n e s s  

in  in d u s tr ia l  in s t i t u t i o n s ^ . •

In te r n a l manpower planning and s t a f f  development a t a l l  le v e ls  through 

o n -th e-jo b  tr a in in g , exchange programmes with in d u stry , o r ie n ta t io n  courses 

and the d eleg atio n  o f r e s p o n s ib i l i t ie s  are e s s e n t ia l  fo r  the e f fe c t iv e  opera­

t io n  of in s t i tu t io n s  promoting in d u s tr ia l  development. A fte r  having defined 

in  c le a r  terms the s p e c i f ic  programmes which the in s t i t u t io n  wishes to  accom plish, 

i t  should be easy to  e s ta b lis h  job d e scrip tio n s  and to  determ ine the type and 

le v e l  o f personnel requ ired  to  implement the programme. Recruitm ent and 

tra in in g  requ ire  c a re fu l programming over a given time span and i t  i s  a 

frequ en t tem ptation of in s t i tu t io n s  to  modify th e ir  o r ig in a l d o ctrin e  tc  s u it  

the s t a f f  immediately a v a ila b le  ra th e r  than to a c t iv e ly  search  fo r  new personnel 

or to  up-grade the tra in in g  of th e ir  own s t a f f  to  meet the needs of innovative 

programmes.

Personnel resou rces are o ften  u n d e r-u tiliz e d  when in s t i tu t io n s  are newly 

e s ta b lish e d  because c le a r  d e ta ils  of e x a c t ly  what i s  expected from them are not 

forthcom ing from the management. Cne reason fo r  th is  i s  th a t a l l  too o ften  the 

top le v e l o f the management is  made up of g e n e ra lis ts  and c i v i l  servan ts who 

are unsympathetic with the p ro fe ss io n a l a sp ira tio n s  of the i n s t i t u t e .  The 

p ra c tic e  of making the ad m in istra tiv e  c la s s  dominate the upper echelons in  p o licy  

making and execu tive d ire c tio n  has not con tribu ted  to  the growth of p ro fess io n a ­

lism  w ithin the rank and f i l e  of many o rg an izatio n s. This s itu a t io n  co n trib u te s

13 Manpower Aspects of In s t i tu t io n a l  In fra s tru c tu re  fo r  In d u s tr ia l 
Development with sp e c ia l re feren ce  to  A frican L east Developed 
C ou n tries, S . I .  Ddokpayi
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io  a reduction in  job s a t is fa c t io n  ar.d m orale. This is  extrem ely 

c r i t i c a l  to  in d u s tr ia l development in s t itu t io n s  which by and 

large operate as s t a t a l  or p a r a -s ta ta l  bod ies; because i f  job 

s a t is fa c t io n  i s  reduced, the sa la ry  sca le s  which are o ffered  

as the only rem uneration, w ill  c e r ta in ly  not be s u ff ic e n tly  

in t ic iv e  to  m aintain e x is t in g  s t a f f  or to a t t r a c t  new ones. Highly 

motivated and s a t is f ie d  s t a f f  w ill push vigorously to  serve the 

in s t itu t io n  and in d u stry , and w ill u su ally  achieve s ig n if ic a n t 

r e s u lts ,  whereas s t a f f  with low morale w ill  act slu ggish ly  and 

c a re le s s ly  and achieve l i t t l e  or nothing. There i s  abundant 

evidence to  suggest th a t the main determ inant o f th is  fa c to r  is  

leadership and a management which i s  sympathetic to  the changing 

needs of i t s  personnel.

Cne method which could be fu rth e r  explored is  to use e x is t in g  

tra in in g  in s t itu t io n s  such as u n iv e r s i t ie s ,  te ch n ica l tra in in g , 

vocational or management in s t i tu te s  fo r  upgrading the q u a lity  of 

n ation al personnel. Achievement in such courses could be used as 

a means to advancement w ithin the o rgan isa tio n s.
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friwcipal functions

With regard to  in s t i tu t io n a l  tasks to  be performed there are four 

main d iv isio n s under which most in d u s tr ia l serv ice  organizations can 

be grouped. These a re : consultancy ana ex ten sio n , technology

development ana research , fin a n ce , and tra in in g . Although they are 

n a tu ra lly  in terconnected  they are each worthy o f individual 

in sp ection  and a n a ly s is .

Consultancy and Extension

i-'ore than any of the other three fu n ctio n s , the o b je c t o f con­

su ltancy  and extension  i s  c a t a ly t ic .  I t s  ro le  i s  to  id e n tify  the 

weaknesses in  industry and then to m obilize whatever supplementary 

se rv ic e s  or resources are necessary to  r e c t i f y  the problem. In i t s  

broadest sense extension  i s  used to  d escribe any form of tra in in g  

or advisory serv ice  which takes place outside the in i t ia t in g  c e n tra l 

in s t i t u t e .  I t  includes classroom tra in in g , courses run in  f ie ld  

lo c a tio n s , mass media b ro ad casts , cu ltu ra l m an ifesta tio n s, demonstra­

t io n s , v illa g e  meetings as w ell as ind ivid ual advisers who a s s is t  

business e n te rp rise s  on th e ir  own prem ises.— ^

As shown in Table IV, a l i s t  of most tasks to  be performed by 

the consu ltin g  and extension  in s t itu t io n s  is  given and an exmaple 

of how many other organizations need to be consulted in  the p ro ce ss .— 

I t  i s  the sp e c ia l ro le  of the extension  organization  to  be able to 

in s t itu t io n a liz e  a c e r ta in  degree of change in  each one o f the 

organizations with which i t  d eals ( i t s  environm ent). Without 

achieving th is  change the extension in s t i tu te  su ffe rs  from a lack  

of c r e d ib i l i ty  and i t s  image is  lo o t . On the other hand, should 

i t  be su ccessfu l in  in flu en cin g  i t s  in s t itu t io n a l  environment,

— ' In d u str ia l Consutancy -  The In s t i tu t io n a l Problem, K. Harper

Emerging the O perational In d u s tr ia liz a tio n  System: P ro je c t 
Development and Implementation, W. M illager

14 /



several v i t a l  elements which lead to  more rapid in d u s tr ia liz a tio n s  

can he stim u lated : the edu cational in s t i tu t e s  w ill become more 

se n s itiv e  to in d u s tr ia l needs, the M in istry  of Health can a s s is t  

on q u ality  c o n tro l, the Department of Trade can help with market­

ing, the S ta te  Bank with fin an cin g , the M in istry  of Works fo r  

in fra s tru c tu re , e t c .

Research among large numbers c f  d if fe re n t types of e n te rp rise s  

in many d if fe re n t co u n tries both r ic h  and poor suggests th at most 

people who are in  business b elieve  th at th e ir  main need is  fo r  

add itional finance to procure e x tra  equipment or sto ck s. C loser 

an alysis normally re v e a ls , however, and th is  is  p a r t ic u la r ly  the

case with sm aller e n te r p r is e s , th at these ccmoanies are not making
16/the best use of the c a p ita l  they already have. — '

Secondly 

la rg est obsta 

room tra in in g  

The r e a l i t i e s  

is  necessary

, even i f  tra in in g , which companies fe e l  i s  th e ir  nex' 

o l e , is  id e n tif ie d  as the c r i t i c a l  impediment, c la s s -  

seldom co n trib u tes to  improved in d u s tr ia l management 

of business are d if fe re n t , rom the classroom and i t  

to  orovide s o e c i f ic  tailor-m ade advice to the e n te r­

p rises cn -th e-sp o t.

Consultants must not only diagnoze the problem, suggest so lu tion s 

and a s s is t  in  th e ir  im plem entation, but they must pass on th e ir  

own s k i l l s  so th at entrepreneurs can, in the fu tu re , carry  out the same 

serv ices fo r  them selves without outside a s s is ta n c e . Many e n te rp rise s  

may not be aware o f th e ir  need fo r  consultancy, and th e re fo re , 

consultants must a c t iv e ly  promote th e ir  se rv ices  and not wait to be 

isked. Sucn an activ e  ro le  requ ires a large s t a f f  and exp erien ce; 

in  Kenya and elsewhere has suggested th at a mes'-^able co st e f fe c t iv e  

and equ itab le  spread se rv ices  can be provided by a consultancy group 

amounting to  approximately 25 f ie ld  o f f ic e r  per 1 ,000 ,000  of the 

to ta l  population. When d ealing  with such high numbers, i t  is  e s s e n t ia l

16/ Industrial Consultancy - The Institutional Problem, M. Harper



TABLE 4

A c t iv i t ie s  Making Up the 
P ro je c t  L ife  Cycle '

t>)

c)

d)

e)

f )  

e)

h)

i)  

a)

k)

i)

r.)

n)
0)

p)

q) 

>)

P rep aring se c to r  plans ana 
p o l ic ie s ,  branch an aly ses, e tc

Id e n tify in g  p r o je c ts ,  s e t t in  
p r io r i t i e s

P r e - f e a s ib i l i t y  s tu d ie s  1

F e a s ib i l i t y  s tu d ies

Approval o f p ro je c t

Implementation Planning

Foreign Exchange Approvals

Awarding in ce n tiv e s

Organizing le g a l e n t ity

P u ttin g  to g eth er package in c l 
fin a n ce , t e c h .,  rn.gt. ,  e tc .

d e ta ile d  design

A cq u isitio n  o f equipment, 
technology, management

C o n str ic tio n

In s ta l la t io n  and S ta rt-u p  

T ra in in g  

O peration 

Expansion 

Licruidation

T y p ica l I n s t i tu t io n s  Involved in  
E s ta b lis h in g  and Managing In d u s tr ia l  
Production U nits

P lanning M in istry

New P r o je c t  Committee ( in t e r m in is té r ie l  

i s t r y  c f  In d u stry

-  P lanning D ire c to ra te

-  L ice n s in g  Bureau

-  In d u s tr ia l  Development Centre

-  Investm ent Promotion O ffic e

-  O ffic e  o f  p r o je c t  Im plem entatio:

-  In d u s tr ia l  O perations D iv is io n  

Other T ech n ica l M in is tr ie s  

In d u s tr ia l  Development C orporation 

In d u s tr ia l  Finance I n s t i t u t io n

-  Follow -up Department

-  P r o je c ts  Department 

C en tra l Bank 

Customs S e rv ice  

M in istry  o f Finance 

Ind iv id u al E n te rp rise  

P r o je c t  Sponsor 

Foreign  P a rtr .e r(s )

S u p p liers

In d u s tr ia l  Consultancy S e rv ic e  

C o n stru ction  Firm

In d u s tr ia l Research and Dev. Centre 

In d u s tr ia l Standards I n s t i tu t io n s  

Eureau c f  S t a t i s t i c s  

Free Trade Zone 

U n iv e r s it ie s  

In d u s tr ia l  E s ta te  

Management I n s t i tu te  

Exnort Promotion O ffice

*) These do net n e c e s s a r ily  take 
*•*) These l in e s  i l l u s t r a t e  the sy 

p lay in g  strong ro le s  in only

place in s t r i c t  se q u en tia l order 
stem 's com plexity by in d ic a tin g  ir .s t  
one ta s k : th a t o f p ro je c t  id e n t i f ie s

tu t ions 
io n .
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to  u t i l i s e  whatever s k il le d  manpower is  av a ila b le  to the maximum 

b e n e fit  of ind ustry .

One of the most e f f i c i e n t  methods of organizing such a 

serv ice  is  to  t r a in  what might be c a lle d  "b a re fo o t"  co n su ltan ts . 

These people could be g e n e ra lis ts  who provide access to  more sp e c ia l 

ized consultancy se rv ic e s  when i t  i s  necessary. P a r tic u la r ly  in  

the case of sm all and medium sca le  e n te rp r ise s , i t  i s  both 

p ossib le  and economical fo r  a g e n e ra lis t to  give u sefu l advice on 

h is  own. This im plies a h ie ra rc h ic a l pyramid-type organ ization  

with large numbers o f r e la t iv e ly  inexperienced and le s s  q u a lif ie d  

consu ltan ts with a sm all apex of p ro fessio n a ls  with fa r  g re a te r  

e x p e r tis e .

Once again the question o f f in a n c ia l support fo r  such an 

organization a r is e s .  Should a charge be made or should the 

serv ice  be fre e ?  C erta in ly  a portion of the c l ie n ts  w ill  i n i t i a l l y  

need some persuation to  accept the serv ice  and some may even be 

suspicious or h o s t i le .  I f  even a sm all charge is  lev ied  form the 

beginning they and others fo r  whom a small charge i s  a s ig n if ic a n t  

s a c r i f ic e  and in  th e ir  eyes a r is k ,  w ill d e c lin e . This may lead to 

the a l l  too common s itu a tio n  where only those le a s t  in  need w ill  

a c tu a lly  be helped while those who can b e n e fit the most f a l l  even 

fu rth er 'L?hind. Ferhaps one so lu tio n  l i e s  in providing i n i t i a l  

se rv ices  fre e  and then making a subsequent charge based on the 

c a p ita l of the e n terp rise  and the se rv ices  rendered.

I t  has proved extrem ely d i f f i c u l t  to s e le c t  an appropriate 

in s t itu t io n a l  base fo r  a n ation al large s c a le , economic and compre­

hensive consultancy serv ice  with the relevant back-up support in 

sp ecia lized  f ie ld s .  Attempts have been made to  provide a l l  the 

serv ices  necessary in  a package but the re s u lts  have ra re ly  come 

up to exp ectation  and i t  seems more ra tio n a l fo r  consultancy 

organizations to  only assume those funcLions which are immediately
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e s s e n t ia l  to  give extension advice in order to ¿vide the 

in d u s t r ia l i s t  through the rase of perm its, c o n tro ls ,  standards 

and incentiv es  which may be designed to help cut more 

frequ ently  only confuse.

Technology Development

In general there are three types of in s t i tu t io n s  in  developing 

countries as indicated  in tab le  V which deal cn a day to  day b a s is  

with the ap p lica tio n  of in d u s tr ia l  technology. The f i r s t  type i s  

c a l le d  the " Technology S e le c t o r " . The fu nction  of the s e le c to r  

may be likened to  th a t  a a f i l t e r  through which a l l  technology 

e n ter in g  a country or region must pass. These in s t i tu t io n s  are 

freq u en tly  S ta te  Banks ’which may contro l fo re ig n  exchange and hence 

de fa c t o ,  co n tro l the importation of in d u s tr ia l  products and p ro cesses ; 

M in is tr ie s  of Industry 'which grant trade l ic e n c e s  and import l ic e n c e s ;  

or even in some cases there e x is t s  already a sp e c ia liz e d  agency or 

council created in order to monitor the s e le c t io n  and a c q u is i t io n  

of technology. In performing t h e i r  du ties these in s t i tu t io n s  are 

co n tin u a lly  evalu ating  ap p lica tio n s fo r  the importation of products 

end processes. Ir. the m ajority  of cases the technology s e le c to r  is  

not aware c f  the f u l l  range of choices av a ilab le  to him. The s e le c to r  

cnlv sees the a l te rn a t iv e s  which cross h is  desk, end on the b a s is  of 

these makes 'whatever d ecis ion  he f e e l s  i s  in keeping with the nation al 

p o l i c i e s .  Such indicrim inate s e le c t io n  i s  p la in ly  inadequate i f  

governments genuinely desire to promote appropriate technology.

Often the acceptance of a foreign  or imported technology pre-empts 

any future decis ions which may be made on the choice of subsequent 

technologies and frequently  the f u l l  im plications of s e le c t io n  are 

only re a lized  when i t  is  too la te  to make s ig n i f ic a n t  changes.

Two forms of ass is tan ce  can be rendered to in s t i t u t io n  involved 

in the screening process to ensure th at consciou s, thorough and

made on the kinds of technology to be chosen.e f fe c t iv e  d ecis ions are
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I n i t i a l l y  the s e le c to rs  need to  "be provided with the co rrec t  

information and supplied with, i f  not the f u l l  range, at le a s t  

with a g rea ter  number of options from v:hich to choose. Such 

information networks are extremely valuable in id e n tify in g  technologies 

th at can be immediately tra n sfe rre d ,  or ones th a t ,  with seme adaptation, 

may have widespread p o te n t ia l  in  the country. These networks need 

not be large or expensive but must be quick and responsive to the 

needs of the s e le c to r .  In  many cases i t  i s  ju s t  a question of 

being hooked-up or connected with the in d u s tr ia l  information banks 

th at cu rren tly  e x i s t .

Secondly, as a d ir e c t  consequence of in creasin g  the number 

of a l te r n a t iv e s  fo r  s e le c t io n  i t  is  necessary fo r  the s e le c t io n  

process to  become more stream -lined to handle the expanded work 

load. Greater numbers of te c h n ic a l ly  competent experts w i l l  be 

required to  make co rre c t  evalu ations, fo r  i f  th is  in s t i t u t io n  aces 

not operate e f f i c i e n t l y  the consequences w il l  be d ir e :  valuable 

foreign  exchange may be wasted; technologies may be chosen which 

ir r e v e r s ib ly  damage the environment; lo c a l  tech n olog ica l develop­

ments may be s t i f l e d ;  or in d u str ia l  progress may even be slowed 

down to a h a l t .  This type of in s t i tu t io n  i s  the fo c a l  point of 

the whole techr.o lg ical transform ation process.

The second most important type of in s t i tu t io n  that has a v i t a l  

ro le  to  play as fa r  as stim u lating  indigenous tech n olog ica l 

c a p a b i l i t i e s  i s  the research in s t i t u t e  or what might be ca l le d  

the " Technology Developer11.

The ro le  of the developer i s  to c o rre c t ly  analyse the 

tech n olog ica l requirements of industry (urban and rural/large and 

small) and then perform applied research in order to s a t i s f y  in d u str ia l  

needs. In many cases th is  work takes the form of adapting to the 

lo c a l  conditions of manpower, m ateria ls  and machines, various products 

and processes which have been su cce ss fu lly  developed in other 

cou n tries .
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Research i s  required in  every country to develop a strong 

lo c a l  in d u s tr ia l  base. Two dangers however are to  be encountered 

in pronoting such in s t i t u t e s .  The f i r s t  i s  th at t h e i r  cornsunica­

tio n  with industry i s  generally  poor or even n o n -e x is ten t .  These 

in s t i tu t io n s  are frequently  inward-looking and very re lu c ta n t  to 

maintain a genuine and continuous dialogue with industry and they 

are frequ ently  out of touch with the d a ily  problems and req u ire ­

ments of i n d u s t r ia l i s t s .  Preference of the s t a f f  i s  gen erally  

fo r  academic research which in the short term i s  seldom applicable  

to the r e a l  s i tu a t io n s  being experienced in  industry.

Secondly, without proper governmental support in f i l t e r i n g  

imported technology in d u s tr ia l  research i n s t i t u t e s  frequ ently  

spend large portions of th e ir  time in  developing technologies 

which have already been imported and fo r  'which the demand has 

already been s a t i s f i e d .  Consequently, much time and energy i s  

lo s t  in competing 'with,rather than s u b s t i tu t in g  for,im ported 

technologies.

wo guaru against tre s s  two ia c t o r s  every rssearcn  i n s t i t u t e  

should incorporate within i t s  operations an extension network 

co-ordir.ated with the promoter which can a) e f f e c t i v e l y  judge the 

needs of industry and b) o f fe r  a consultancy service  to industry 

drawing on i t s  own human te ch n ica l  resources and knowledge a t  i t s  

d isp osal.  Moreover, governmental support i s  required to ensure that 

a l l  technologies imported are not ones th at are in the process of 

being developed by the i n s t i t u t e s ,  'without these safeguards, research 

in appropriate in d u str ia l  technolog,' can be a f r u i t l e s s  e x erc ise  

fraught with fu stra t io r .s  on a l l  fro n ts .

Tiie th ird  type of in s t i t u t io n ,  c r i t i c a l  to tech n o lg ica l  growth 

is  the " Technology Promoter" .  The promoter has the very sp e c ia l  

task  of putting to use the technolgies which have been previously 

se le c te d ,  developed and adapted by the former i n s t i t u t e s .  Within 

th is  group of promoters come: the Development Banks, the M inistry
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Tila LI 5

PROCESS 0? TECHNOLOGICAL GROWTH

Informat ion Met v/crk

P.oles: C o l le c t io n  and D issem ination of

-romoiersTecrr.olo;

I n s t i t u t i o n s :  M in istry  of Industry 
E x ten sio n  S e rv ice  
In d u s tr ia l  Development Banks 
Com m ercialization of 
Technology I n s t i t u t e s  

Roles: -  Market a n a ly s is ,  f e a s i b i l i t y
-  S tim u late  and finance  innovations 

in  industry
-  Promotion of the use o f c e r t a in  

te ch n o lo g ie s  in industry

V

Technology Consumers)

Industry ( large  and s m a l l - s c a le )

R oles : -  Commercial Production and 
s a le  to  the community at 
larg e
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of Industry ’ s extension s e r v ic e s ,  and commercialization of 

technology in s t i t u t e s  or corporations. At th is  stage the technologies 

are analyzed from the point of view of commercial v i a b i l i t y  and 

ease of manufacture by private  and public industry. A great deal 

of extension work has to  be done by the promoters to ensure th a t  the 

appropriate technologies a c tu a l ly  become used. Greater e f f o r t s  in 

in  emphasizing th is  c r u c ia l  aspect of promotion have to be supported 

with consultancy serv ices  and strengthened extension net-works p a rt icu ­

la r ly  i f  the technologies are to be adopted in the ru ra l  area . One 

way of ensuring dissemination of appropriate technologies in rural 

areas i s  through the sm all-sca le  industry departments and organizations

which e x is t  in  by fa r  the m ajority  of 

The s p e c i f ic  o b je c tiv e s  of support to 

in s t i t u t io n  can be summarized as the

I n i s t r i e s  in  developing co u n tries . 

;he sm all-sca le  in d u str ies  

■emotion, through proper extension

and consultancy s e rv ic e s ,  of f i r s t  the manufacture by sm all-sca le  

in d u str ies  of appropriate tech n o lo g ica l  devices or machinery, i . e .  

windmills, pumps, b r ic k  machinery, e t c .  and second the use of 

approprif-te tech nolog ica l process which lend themselves to  sm all-  

sca le  manufacturing, i . e .  foundries, sugar and o i l  processing, re ­

cy c lin g  of -waste m a te r ia ls ,  e t c .

This form of promotion and extension needs not, however, be 

lim ited  to  sm all-sca le  in d u str ies  i n s t i t u t e s ,  although they have 

a sp e c ia l  ro le  to  play in ru ra l  in d u s tr ia l iz a t io n ,  but s im ila r  

functions could be added to  e x is t in g  M in is tr ies  or in s i tu t io n s  

which deal with the medium and la rg e -s c a le  se c to r .

There needs to be a good deal of exchange of information between 

these three b a s ic  types of in s t i tu t io n s  to ensure th at maximum use 

i s  made of the human physical resources with 'which the country i s  

endowed. P r io r i t i e s  need to  be es tab lish ed  on a nation al b a s is  so 

that work undertaken in various in d u str ia l  secto rs  i s  well co -o r­

dinated and y ie ld s  p o sit iv e  r e s u l t s .
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Financing1

Development finance in s t i tu t io n s  play a p a r t ic u la r ly

important ro le  in  the in d u s tr ia l iz a t io n  of the LBCs of A frica .

F i r s t  they are an e f fe c t iv e  instrument fo r  mobilizing- p u b lic ,

private  and ex te rn a l f in a n c ia l  resources and channelling them

into  industry as medium and long-term investments. Second, they

provide in d u str ia l  promotional serv ices  to help id e n t i fy  p ro f i ta b le

p ro je c ts  and th ir d ,  they sometimes provide follow-up ass is tan ce
17/

during the i n i t i a l  period of a p r o je c t ’ s l i e . — '

These f in a n c ia l  in s t i tu t io n s  must of n e ce ss ity  have commercial 

motivations and hence th e i r  doctrine w ill  be slanted  in that 

d ire c t io n .  In many o f the African LDCs, these organizations are 

responsible to  governments and th erefore  must s e le c t  and evaluate 

p ro je c ts  according to nation al p r i o r i t i e s .  Balancing commercial 

v i a b i l i t y  with governmental p r i o r i t i e s  is  an unenviable task  and 

one in which many f a i l .  Much l ik e  a l l  other in s t i tu t io n s  in develop­

ing countries manpower i s  p a r t ic u la r ly  l im it in g ,  and i t  i s  most 

tempting fo r  f in a n c ia l  organizations to concentrate on a few secure 

p ro je c ts  within easy reach of i t s  headquarters, ra th er  than on a 

number of le s s  well documented p ro je c ts  which may be sca tte red  

throughout the whole countryside.

The pattern  of the in s t i tu t io n s  -which supply these f in a n c ia l  

serv ices  d i f f e r s  completely from country to country. The one 

common and su rp ris in g  feature  seems to  be that in most cases there 

i s  l i t t l e  shortage of in v e s t ib le  funds, e i th e r  from domestic 

savings or from foreign  resources. The problem however i s  to 

channel those resources through e f fe c t iv e  in s t i tu t io n s  to the 

p ro je cts  which w ill  best improve the country’ s in d u s tr ia l  performance. 

In many co u n tr ie s ,  i t  i s  not unusual no find large resources 

s p e c i f i c a l ly  se t  aside., fo r  example, for small in d u s tr ie s ,  which 

have not been u t i l i z e d  fo r  want of bankable p r o je c t s ,  and yet in

17/ Some R e fle c tio n s  about Financi 
Africa., P. Nouvel

In d u str ia l  Development in
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a l l  African LDCs opportunities e x is t  in almost every conceivable 
area . The bankers complain o f  poor p ro je c t  preparation by the 

promotion in s t i t u t e s  and the promoters in t h e i r  turn c r i t i c i z e  

the banks fo r  t h e i r  s tr in g e n t  and often  complicated procedures 

which elim inate a l l  but the w ealth iest of entrepreneurs.

The power o f  s e le c t io n  and approval of proposed in d u s tr ia l  

p ro je c ts  fo r  f in an c in g  d i f f e r s  between the public and private  s e c to r s .  

Id e a lly  both sould be contained in the nation al development plan 

hut in  p ractice  the private  p ro je c ts  are l e s s  l ik e ly  to be l i s t e d  

than the public ones. In clu sio n  o f  a public in d u s tr ia l  p ro je c t  

in the plan i s  in e f f e c t  a form of preliminary approval and the 

arrangements fo r  i t s  financing  are frequently  already well advanced. 

For private p ro je c ts  tne decision-making powers of the f in a n c ia l  

in s t i tu t io n s  are much g re a te r .

On the whole severa l common oroblems can be seen fo r  f in a n c ia l
13/in s t i tu t io n s  in  developing c o u n tr ie s ;—'

a) There i s  a need fo r  more and b e t te r  f e a s i b i l i t y  s tu d ies .

In the m ajority  of cases these need not be complicated as 

in the i n i t i a l  s ta g e s ,  many of the investments w il l  be 

re la ted  to  import su b stitu tio n  leaving the marketing asp ect ,  

one of the major shortcomings of f e a s i b i l i t y  study 

preparation, more or le s s  solved.

b) In many of the African LDCs i t  i s  not yet c e r ta in  whether 

in d u s tr ia l  development w il l  be handled by e x is t in g  f in a n c ia l  

organizations or given s p e c i f i c a l ly  to  a new one. The un­

ce r ta in ty  has caused h e s ita t io n  on the part of those 

cu rren tly  involved in moving forward with dynamic programmes.

c) They have not been able to  e f f e c t iv e ly  monitor t h e i r  ongoing 

investments and have concentrated too heavily  on new 

p r o je c ts ,  mostly to  s a t i s f y  th e ir  p o l i t i c a l  power base.

13/ Major Conceptual 
Assigned to Indu

Issues in the Analysis of Key Functions 
t r i a l  In s t i tu t io n s ,  L .L. Baber
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d) In many co u n tr ies ,  they have concentrated on a number of 

public investments in corporations which due to la c k  of 

tra in ed  manpower are not capable o f  making repayments.

In addition to remedying the above problem, three considerations 

need to be taken into  account: f i r s t ,  these in s t i tu t io n s  have to 

be very c lo se  to  the customer in order tc  be able to  meet h is  needs 

e f f i c i e n t l y ,  adequately and q u ick ly ; second, the procedures of 

these in s t i t u t io n s  have to  be very simple; th ird ,  the c l i e n t s  need 

access to the consu lting  in s t i tu t io n s  fo r  advise on the whole range
. 13/service  inputs n e c e s s a r y . - "

Whether promotion and financing  should be handled by the same 

in s t i tu t io n s  i s  an open debate. Providing te ch n ica l  and f in a n c ia l  

ass is tan ce  through the same in s t i tu t io n s  has i t s  m erits in terms 

of f a c i l i t a t i n g  both the co-ordinantior. o f  the various se rv ic e s  and 

a speedy re a c t io n  on the part of those required to  provide the 

inputs. There are however drawbacks, the main ones being th a t the 

in s t i tu t io n s  may tend to become dominate in te r n a l ly  by one or othe 

of the main departments, thereby d e fea tin g  the purpose of providing 

a balanced serv ice  to  industry.

Training

One need hardly emphasise the importance of tra in in g  fo r  

in d u str ia l  development p a r t ic u la r ly  in  African LDCs where evidence 

shows both shortages and mismatches between av a ilab le  s k i l l s  and 

the requirements of industry. Many coun tries  fo r  example bear 

testimony to  the old p ractice  regarding u n iv e rs ity  tra ined  manpower 

as more important than the production c f  s k i l le d  manpower fo r  

executive functions a t the g ra ss -ro o ts  l e v e l .

I n i t i a t i v e s  to c re a te ,  operate or reorganize tra in in g  to  meet 

rea l n jo s  is  e s s e n t ia l  at a l l  le v e ls  and must be developed in the 

conte- ; of a nation al framework providing a co-ordinated tra in in g  

policy  which i s  aimed at the p r io r i ty  d is t r ib u t io n  of the resources

12/ Some R e fle c tio n s  about Financing In d u str ia l  Development in 
A fr ica ,  P. Nouvel.



- 34 -

needed to  produce in d u str ia l  growth. Training i s  e s s e n t ia l ly  a 

supportive function which i s  incorporated into  almost a i l  forms 

of in d u s tr ia l  development. The tendency th erefore  is  fo r  i t  to  

fragment, re s u lt in g  in unco-ordinated and ragged progress. In 

order to  "begin the process of developing nation s t r a te g ie s  fo r  

tra in in g  in s t i tu t io n s  the follow ing are necessary :-^/

a) Assessing Training Needs:

In the LDCs of A frica , i t  i s  not an easy task  to id e n t i fy  and 

quantify  needs fo r  s k i l l s .  T rad ition al methods of asse ss in g  

s k i l l s  are u nvield ly  and the past trends cannot provide accurate 

guidances fo r  the fu tu re . Several attempts are being made to  solve 

th is  problem but so fa r  no r e a l ly  s a t i s f a c to r y  mechanism has 

been developed. Further studies have been proposed to  provide 

policy  makers with guidelines fo r  in te rp re t in g  labour market 

s ig n als  as in d ica to rs  of employment perspectives and t ra in in g  needs 

in s p e c i f i c  s k i l l s .

b) Developing and Designing Appropriate Programmes;

The main problem in designing programmes centres around the 

d i f f i c u l t i e s  in e s ta b l ish in g  the linkages between the learning  

s i tu a t io n  and industry i t s e l f .  Because t r a in in g  in s t i tu t io n s  are 

already overburdened, the tendency is  fo r  in s tru c to rs  to use ready­

made course m ateria l which may have been appropriate in  one country 

but more o ften  than not i s  inappropirate to  the in d u s tr ia l  m ilieu 

in which the courses are currently  given.

c) Training of Indigenous S t a f f :

Q ualified  in s tru c to rs  are required to  have comprehensive and 

t h r e o r e t ic a l  knowledge and p ro fic ien cy  in p a r t ic u la r  s k i l l s  as 

well as su b sta n tia l  work experience. I t  i s  conservatively  estimated 

that upon completion of eight to ten years a t school a fu rth e r  

s ix  to nine years i s  required fo r  a person to become a fu l ly  q u a l i f ie d  

in s tr u c to r ,  "with tiose kinds of s t ip u la t io n s  i t  i s  easy to see why 

the problem may continue fo r  generations before i t  i s  solved. The

20/ Vocational Train ing  and In d u str ia l  Development, 
Branch, ILO

Training P o l ic ie s
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q u a lif ie d  t r a in e r  however does provide a v i t a l  m ultipi 

which contributes  s ig n i f i c a n t ly  to  productivity .

d) The Establishment of physical Training F a c i l i t i e s :

Here there i s  g reat scope fo r  sieving tra in in g  courses out 

of the formal classroom in to  other e x is t in g  plants and in s t i tu t io n s  

bu ild in g  into  the programme dynamic featu res  of co-operation which 

w il l  in e v itab ly  y ie ld  t h e i r  rewards.

All of th is  understandably requires the m obilization  of 

massive resources which are not at the disposal of the African 

LDCs of today. Imaginative so lu tio n s  need to be explored to 

u t i l i z e  e x is t in g  t a l e n t ,  in s t i tu t io n s  and funds before appreciable 

in-roads are to be made in  th is  area.
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TK5 SP5CIAL CASE CF RURAL INDUSTRIALIZATION

Perhaps no other area of in d u s t r ia l iz a t io n  generates so much 

debate and yet su ffe rs  from such a lack  of understansing as does 

ru ra l in d u s tr ia l iz a t io n .  I t  i s  a consequence of the p e rs is te n t  

urban b ias  which most African cou n tries  have not been able to 

shed since independence, th at so l i t t l e  is  r e a l ly  known about the 

rural areas . Although the common catch phrases of " u t i l i z a t i o n  of 

untapped resources, developing lo c a l  s k i l l s ,  and generating  g rea ter  

p a r t ic ip a t io n  in development", have a l l  come to be unavoidable 

ingredients of in d u str ia l  plans, few governments can beast of 

having achieved s t a r t l in g  success.

Most have exhibited  the p o l i t i c a l  w i l l  in  varying degrees fo r  

such a programme however th is  has not been widely r a f le c te d  in  the 

s tru ctu rin g  of th e ir  in s t i tu t io n s  even though these bodies are 

recognized as the only means of ensuring i t s  implementation.

Because the b asic  s t ra te g ie s  and programme framework are i l l - c o n c e iv e d  

schemes fo r  rural in d u s tr ia l iz a t io n  and are often  re legated  to  

s e r ie s  of good in ten tions unsupported by p o l ic ie s  and strong 

in s t i t u t io n s ;  the e f f e c t  has been to reduce the issue to  l i t t l e  more 

than a slogan.

In an e f fo r t  to give more weight to the p o l i t i c a l  dogma of 

r e d is tr ib u t io n  of incomes through generating more in d u str ies  in 

the ru ra l  areas most governments have given t h e i r  g re a te s t  a t te n t io n  

to e s ta b l ish in g  in s t i tu t io n s  s p e c i f i c a l l y  to deal with the " ru ra l  

problem" and the mushrooming of sm all-sca le  industry i n s t i t u t e s  

has been seen as the most e f f e c t iv e  way of remedying the imbalance 

which ch aracterizes  most African co u n tr ies .

In general the serv ices  provided by such organizations include:

1) planning and programming of small and ru ral in d u s tr ia l  

development which may or may not re la te  to the o v e ra ll  

in d u str ia l  s tra tegy  of the country;

2) economic serv ices  to both government and entrepreneurs 

including area development s tu d ie s ,  s e c to ra l  surveying and 

f e a s i b i l i t y  studies on s p e c i f i c  p r o je c ts ;

I n s t i t u t i o n a l  Requirements for  
Are:.: , O.T. Thomas

the I n d u s t r i a l i z a t i o n  o f  Rural
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3) consultancy se rv ices  in the form of providing know-how, 

designs, drawings la y -o u ts ,  machinery d e t a i l s ,  raw m ateria l 

u ses ,  market research and on occasion standards and q u a lity  

c o n tr o l ;

4) t ra in in g  courses which may take the form of c o l le c t iv e  

seminars, management courses , te ch n ica l  t ra in in g ,  the organiza­

t io n  o f fellow ship programmes overseas and in frequ ently  on-the- 

job tra in in g ;

5) providing machinery and equipment on hire-purchase terms, 

in conjunction with f e a s i b i l i t y  s tu d ies ;

6) construction of in d u s tr ia l  e s ta te s  and ru ra l workshops 

with common f a c i l i t i e s  and then leasing  out the sheds mostly 

at subsidized r a te s ;

7) organizing c re d it  guarantee schemes to make av ailab le  

additional c a p i ta l  and working ca p ita l  from the f in a n c ia l  

in s t i tu t io n s .

Various other serv ices  are rendered by such in s t i tu t io n s  for 

instance organizing co -o p era„ iv es , stim ulating hand icraft production 

and developing prototypes; the l i s t  i s  not intended to  be exhaustive 

but merely to i l l u s t r a t e  the nature of the organization.

The major o b jectiv e  of these in s t i tu t io n s  i s  to mobilize the 

human and physical resources of the t ra d it io n a l  se c to r  and to 

create  employment by means of scaled-down technologies more relevant 

to whatever market i s  being sought. Sm all-scale  in d u str ies  can 

thus be seen as co n tribu tin g  to  an expansion of production and above 

a l l  considerably in creasin g  the employnent/product r a t i o  thereby 

reducing income d is p a r i t i e s .

Let us fo r  a moment analyze the process which has brought so many 

countries to th is  conclusion. The whole idea i s  sm all-sca le  in d u str ies  

sprang from a c r i t i c a l  assessment of the negative e f f e c t s  which 

"acce lera ted  modernization" (a  theory which fo r  a long time was at 

the fo refro n t of development thought) was having on so c ie ty .
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These c r i t i c s  who soon became the adherents of a new school 

rea lized  th at the process of acce lera ted  growth from a low 

income s t a r t in g  point was not merely a question of in creasin g  

the rate  of savings or investment or fo r  th at matter r a is in g  

the average per ca p ita  income. Increasing  c a p i ta l  in te n s i ty  

and likew ise labour produ ctiv ity  seemed to be accompanied by 

completely unexpected negative phenomena. F i r s t  many of the 

small t r a d it io n a l  production u nits  disappeared, then under­

employment rose sharply and the income d is p a r i t ie s  became even 

more exaggerated. This tendency was p a r t ic u la r ly  f e l t  in  

developing countries where t h e i r  economies were wide open to 

in te rn a tio n a l  markets with t h e i r  inherent f lu c tu a t io n s  and to 

foreign  investment and technology. The so lution  proposed 

e n ta iled  in tervention  by governments with in cen tiv es  and a whole 

range of promotional measures in order to "breath  l i f e "  back 

into  the tra d it io n a l  se c to r  and e s ta b l is h  i t  once again as a 

source of employment generation and s t a b i l iz a t io n .

I t  was imagined at that time (15 or so years ago) th at 

small ind ustries  would create  the conditions necessary fo r  a 

balanced tr a n s i t io n  from a se c to r  characterized  by low p ro d u ctiv ity , 

low incomes and disguised unemployment, to a modern dynamic se c to r  

•which would create  in te rn a l  markets and ensure a constant supply 

of s k i l le d  manpower.

This encouraged widespread optimism in such in terv entio ns 

as in d u s tr ia l  e s ta te s  and ru ra l workshops programmes im p l ic i t ly  

aimed at stim ulating employment with large amounts of c a p i ta l  

concentrated under one roof. Such packages have widespread 

appeal both among donors, whether they be banks, m u l t i - la te r a l  

te ch n ica l  ass is tan ce  agencies, or b i l a t e r a l  o rgan iza tio n s , who can 

dispose of large chunks of t h e i r  budgets with the minimum of over­

head c o s ts ,  and among re c ip ie n ts  who quickly id e n tify  such

The General Problems of Sm all-Scale and Rural In d u s tr ia l iz a t io n  
in the l ig h t  of the Present A gricultural C r is is ,  South of the 
Sahara, J .P .K .  Peemans
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p ro jects  v:ith the embryonic stage 

technology. In a l l , t h e  tenp tatic :

:  r a c e m i  zac ions ana aavancea

too great to r e s i s t

pursuing such a course, the re su lts  have not matched even the 

poorest of exp ecta t io n s .  Some of the reasons fo r  the lack  of 

success in thim regard have been:

1. Рек of the African countries could s t a r t  from zerc in 

choosing’ e i th e r  t h e i r  output stru cture  or in  the 

s p e c i f ic a t io n s  of goods to he produced; standards 

asso c ia ted  with European markets determined the 

technology which in ev itab ly  created fewer jobs and

gave r is e  to le s s  tra in in g  than was o r ig in a l ly  a n t ic ip a ted .

2. The p o l ic ie s  of many governments have not been se n s it iv e  

to  the r e a l  needs of small en terp rises  and many i n t e r -

in the face of pressure to deliver within lim ited times. 

Results th ere fo re  bear l i t t l e  r e la t io n  to o r ig in a l  goals 

e s ta b lish e d .

4. Much of the i l lu s o r y  success : f  small in d u str ies  i s  due 

to the in creas in g  minimum p ro fita b le  s ize  of production 

equipment in the in d u str ia lized  co u n tr ie s .  Smaller 

production u n its  with mere labour in ten sive  equipment 

and workers which do not make excessive wage demands are 

th ere fo re  able fo r  the time being to p ro fita b ly  compete.

S e le c tio n  by In s t i tu t io n s  of Rural In d u str ia l  P r o je c t s ,  J.Tomecko

ventions in the market structure have im p l ic i t ly

r.ciuae the c r e d it тагке

tax s tru c tu re s ,  sucsiaxz larme oublie  cornorations

etc

The ir s t i t u t io n s  invoivec been in e f fe c t iv e  in

r the achievemen

of a l l  but the most immediate arc short term o b je c t iv e s .  

They have frequ en tly  cap itu la ted  on th e ir  o r ig in a l  ideals
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promoted almost i r re sp e c t iv e  of the o rig in  of i t s  

raw m ateria ls  or the d e s tin a tio n  of i t s  products.

Man;/ such in d u str ies  only survive on the p r o f i t s  

they derive from cheap labour.

6. In addition to the monumental d i f f i c u l t i e s  in

e s ta b l is h in g  ru ral in d u str ies  because of in f r a s t r u c tu r a l  

c o n s tr a in ts ,  es tab lish ed  leadership in the v i l la g e s  has 

discouraged in many instances the emergence or e lev a tio n  

of in d u s t r ia l i s t s  v:ho pose a p o te n t ia l  th re a t  to 

usurping t h e i r  dominant p o s it io n .

I t  i s  not true to  say that a l l  has been in v a in ,th e re  has

been some increase in  income and employment leading to  a very

lim ited  " t r i c l e  down" to the lower le v e ls  of the ru ra l populace.

At the same time, however, i t  i s  ju s t  as v a lid  to claim th a t the

type of sm all-sca le  industry emerging throughout A frica  hardly

measures up to the o b je c tiv e s  of meeting lo c a l  b a s ic  needs or to

m obilizing the human and physical resources of the country with a

view to progressive transform ation of backward regions. Wedded to

the idea that commercial v i a b i l i t y  is  the sole c r i t e r io n  fo r  an

ind u stry ’ s promotion, many developing countries have overlooked

tne long range e f f e c t s  mhat such a po licy  would have on the

d is tr ib u t io n  of income and the shift of p o l i t i c a l  power within

th e ir  ovm co u n tr ies .  Seen in t h i s  context sm a ll-sca le  in d u str ies

are merely "sca le d  down" versions of t h e i r  la rg e r  counterparts

f i l l i n g  in the gaps l e f t  in the wake created by the rapid increase

in size of production equipment. The re su lts  of the p r o l i fe r a t io n

of such e n te rp r ise s  cannot r e a l ly  be said to be much d i f f e r e n t

from what was generated by the misguided "rao id  modernization"
2 t jmovement twenty years ago.—

I t  could therefore  be concluded that i f  th is  i s  the case 

then there is  no need fo r  sp e c ia liz e d  in s t i tu t io n s  to deal with

The General Problems of Sm all-Scale  and Rural In d u s tr ia l iz a t io n  
in the l ig h t  of the Present A gricu ltural C r is i s ,  South of the 
Sahara, J .P .K .  Peenans



s n a i l  in d u s tr ie s ,  and that as a l l  industry has hut one common 

o b je c tiv e  u lt im a te ly ,  there i s  no need to spend vast resources 

on promoting in d u str ies  which, i f  the present market stru ctu re  

and p r o f i t a b i l i t y  regimes p e r s i s t ,  - .. i ll  emerge in  any case . After 

a l l ,  the example of Japan i s  s t r ik in g  where the large sca le  

s e c to r  has a c t iv e ly  promoted with l i t t l e  d ir e c t  government 

in terv e n tio n , the establishm ent of many small u n its  fo r  sub­

co n trac tin g  purposes. T heir  motivations fo r  such action  i s  c le a r .  

Most African coun tries  on the other hard, are not encouraging an 

in d u s tr ia l  se c to r  dominated by foreign  exports but a system based 

as much as p ossib le  on s e l f - r e l ia n c e  -  the convergence of 

domestic needs.

Although governments and th e i r  responsible  in s t i tu t io n s  

have not been p a r t ic u la r ly  e f fe c t iv e  in producing the expexted 

r e s u l t s ,  i t  should be remembered th at fo r  any change to be 

in s t i tu t io n a l iz e d  i t  needs, a t  le a s t  in the beginning, a fo ca l  

po in t,  an organization to  taka up the challenge. These agencies 

could therefore  in the future d ire c t  themselves more and more to 

to concentrating  t h e i r  a tte n tio n  so le ly  or. the type of sm all-sca le  

industry v;hicr. helps to achieve the s o c io - p o l i t i c a l  o b je c tiv e s  

that are not being achieved by the small in d u str ies  linked to 

the in te rn a tio n a l  system of c a p ita l  accummulation. This implies 

a r e -o r ie n ta t ic n  towards a more i r . t r ospective approach to ru ra l and 

sm all-sca le  in d u s tr ia l iz a t io n  that cakes into account the needs 

and untapped p o te n t ia l  of non-metropolitan areas and the u n sa tis f ie d  

demand of e x is t in g  lo ca l  markets.

Since most of the population of African countries are 

engaged in agricu ltu re  in the rural areas, i t  is  worth exploring 

the p o s s i b i l i t i e s  of l in k in g  rural industry to a g reater  degree 

with the production of food, the primary b a s ic  need. Most of 

A frica  today i s  experiencing a "food c r is is " ;so m e  have given the 

reasons to be poor weather, bad in fra s tru c tu re  or transport or



- ¿2 -

marketing and storage cut the causes may l i e  deeper.

Cue fa c t o r  often conveniently overlooked i s  p r ic in g  

p o licy , "any urban based governments have been predisposed 

to favour a "cheap-food" policy  in order to  contain  urban 

in d u s tr ia l  wage claims and i t  should be remembered th a t cheap 

labour i s  a f t e r  a l l  the primary advantage which industry in 

developing coun tries  has in the export market. With the r e la t iv e  

decline in  the p rice  of lo c a l  food, production concentration 

in  agricu ltu re  s h i f t s  to export crops and slowly the production 

of lo c a l  food drops o f f .  The risk;/ nature o f in c re a s in g  lo c a l  

food production and the inadequate returns as a r e s u lt  of the 

p rice  s tru ctu re  hardly encourages the ru ral population to engage 

themselves in th is  a c t iv i t y .  The e f f o r t s  of the c a p i ta l  in ten sive  

"Green Revolution" to solve th is  problem have more than anything 

e lse  exaggerated and a cce lie ra te d  income d is p a r i t ie s  with 

concomitant u ncontro llab le  migration of a g r ic u l tu r a l  labour from 

the ru ra l to urban areas in search of t h e i r  share of proceeds 

of modernization.

Fortunaoe ly ,  many African Governments are aware of the

:ss of the transform ation necessary to reverse th.is trend

ia l l - s c a le or ru ra l in d u str ies  must be conceived in the

framework of sn in tegrated  development policy  to  s a t i s f y  the needs 

of the bulk of the ru ra l population. In th is  regard sm all-sca le  

in d u str ies  need to  be orientated  f i r s t  and foremost towards 

in creas in g  food production; such inputs as small to o ls  and 

a g r ic u ltu ra l  implements su ita b le  fo r  ir .c rea s in r  the a t tra c t iv e n e s s  

of sm all-sca le  foe production need to be encourage. F e r t i l i z e r s ,  

in s e c t ic id e s  and other e s s e n t ia ls  should be manufactured on a 

decentralized  b a s is  using as much lo c a l  m ater ia ls  as p o ssib le .

This may require more resources being given to prototype development 

and new forms of extension but these are small p r ices  to  pay for 

a more s tab le  arowth ana e cu ita b ie  d is t r ib u t io n  of income.

Based on th is  a n a ly s is ,  ce r ta in  guidelines emerge fo r  those 

in s t i tu t io n s  charged with the task of u p l i f t in g ,  through industry,
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the general welfare of ru ra l population. I n i t i a l l y ,  i t  should 

he re a l is e d  that c a p i ta l  i s  not the most c r i t i c a l  v ariab le  in  

the equation. More often  than not, c a p i ta l  has been used to  

a c tu a l ly  s t i f l e  genuine i n i t i a t i v e  on the part of sm all-sca le  

ru ra l  production.

As previously mentioned, c a p i ta l  in tensive  so lu tions such 

as ru ra l  workshops only exacerbate the s i tu a t io n  by fu rth er  

concentrating  production in  those areas already endowed with 

the b e n e f i ts  of su ita b ly  developed in fra s tru c tu re s  thus co n tr ib u tin g  

to a p e rs is te n t  neg lect of those in the more "backward" regions 

of A fr ica .  This i s  not to say th a t finance i s  not required , i t  i s ,  

but mere ca re fu l  scru tin y  needs to  be exercised  over i t s  deploy­

ment in re la t io n  to  a ?.ong term s tra te g y  based on encouraging 

s e l f - s u s ta in in g  growth. Fhysical in fra s tru c tu re  can be p o s i t iv e ly  

used as a "y a rd -s t ic k "  in determining the degree of " r u r a ln e s s " , 

however, i f  in s is te n ce  by Governments cn high le v e ls  of p hysical 

in fra s tru c tu re  fo r  p ro je c ts  i s  maintained, then, only in s ig n i f ic a n t  

in the disbursement of ru ra l in d u str ies  w il l  take p lace .

Indeed, i t  i s  one of the more a t t r a c t iv e  fea tu res  of small sc a le  

industry programmes th at they are much le s s  r e l ia n t  on th is  type 

c f  in fra s tru c tu re  than are medium or large sca le  ones. Therefore 

the development of appropriately  designed in d u s tr ia l  in s t i t u t io n a l  

in fra s tru c tu re  should be considered the key to o l  fo r  Governments 

because the emphasis i s  squarely placed on software ra th er  than 

c a p i t a l .  This kind of in s t i t u t io n a l  serv ice  needs to go beyond 

the physical in fra s tru c tu re  promotes and impacts in d u s tr ia l  

technology at a le v e l  compatible with the e x is t in g  s o c ia l  in fra s tru c tu re  

generating investments which concentrate on s e l f - s u f f i c i e n c y  which 

can be defined as the convergence of lo c a l  demands and lo c a l  resou rces . 

For change to take place on any scale  a re o r ie n ta tio n  of p r i o r i t i e s  

in determining p ro je c ts  is e s s e n t ia l .  In s e le c t in g  and lo c a t in g  ru ra l 

and small scale  in d u s tr ia l  p ro je c ts  a tte n tio n  must th erefore  be given 

f i r s t  to unleashing the energy of the lo ca l  s o c ia l  in fra s tru c tu re
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using c o r r e c t ly  guiaed in s t i t u t io n  fo r  generating p ro je c ts  which do 

not re ly  on physical in fra s t ru c tu re .

Secondly, the most c r i t i c a l  input in to  programme of ru ra l

in d u s tr ia l iz a t io n  i s  software tra in ed  to  consolidate  and build on

e x is t in g  socio-economic p o t e n t i a l i t i e s .  F ro je c ts  should be based

on a ca re fu l  assessment of the community needs, resou rces , s k i l l s

and markets. This c a l l s  fo r  a re -e v a lu atio n  of the methods used

fo r  id e n tify in g  and s e le c t in g  appropriate p ro je c ts  fo r  continued

support by r u r a l ly  oriented  in s t i t u t io n s ,  ¿side from changing the

numerous regu lation s governing in d u s tr ia l  co-op eratives and small

producers, which have frequently  been designed p rin c ip a lly  fo r

urban business and are not n e c e ssa r i ly  appropriate fo r  ru ra l  small

e n te r p r is e s , there  i s  an urgent need to  oh an re investment arraraisal
2«;/methodologies. —1

Thirdly , e x is t in g  techniques of c o s t -b e n e f i t  or even s o c ia l  

cost b e n e f i t  an a ly sis  are not s u f f i c i e n t l y  s e n s it iv e  to make 

f in a n c ia l  in s t i tu t io n s  accord ru ra l in sd u str ies  with s u f f i c i e n t ly  

high p r io r i ty  in the p o r tfo l io  of t h e i r  p r o je c ts .  Simple t e s t s  of 

commercial v i a b i l i t y  should be followed by su b jectiv e  ranking c f  

p ro jects  or. an uncomplicated sca le  re la te d  to s o c io - p o l i t i c a l  goa ls .

All of th is  suggests th at ru ra l and small industry promotion 

must have more extensive and e f fe c t iv e  f i e ld  contacts  at the v i l la g e  

le v e l .  This may require the recruitment of s t a f f  with fa r  lower 

than normally accepted q u a l i f ic a t io n s  and the t a c t f u l  development of 

e f fe c t iv e  l in k s  with p o l i t i c a l  and adm inistrative leaders a t  the v i l la g e  

l e v e l .

‘¿ U S e le c t e d I n s t i t u t i o n s  of  Stural I n d u s t r i a l  F r o j e c t s , J .  Tomecko
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Rather tnan Trying to sunup the e a j c r  conclusions o f  t h i s  study of

in s t i tu t io n s  fo r  in d u s tr ia l  development wi­: ich  are in  any case embodied in

the main t e x t ,  i t  should be noted in  c lo s : .r.g th a t  a l l  the elements o f  success

already x i s t  in  most i f  not a l l  African cLsvelcping co u n tr ie s .  They have

u nto lled  natural and human resou rces whicr: when put to  use have indeed y ielded

some impressive r e s u l t s .  While the sim plest o f  so lu t io n s  to  remedy the slow

ra te  o f progress towards the goals  to  whi::h they a l l  expo.se, would be the

establishm ent o f  more and b e t t e r  i n s t i t u t : .or.s, th is  i s  net be in g  recommended.

Such a course can only add to  a g re a te r  c :infusion o f  the issu e s  which need

immediate a t te n t io n  w ithin a l l  the e x i s t i : :g in d u s t r ia l  o rg a n iz a tio n s ,  ’.-.nether

these  in s t i tu t io n s  should i n i t i a t e  or con*:inus a p o licy  of whole or p a r t ia l

remuneration from t h e i r ' c l i e n t s  i s  s t i l l  ;LT. open question and one th a t  need

c a re fu l  and s e n s it iv e  in v e s t ig a t io n  in evs■ry in s ta n ce .

Further progress w i l l  probably ccme from giving added a t te n t io n  and

au tho rity  a t  the highest le v e l  to  e x is t e r ; r in s t i tu t io n s  charged with the

function  of co -ord in atin g  and harmonising she a c t i v i t i e s  c f  the myriad c f

involved in  process of in d u s tr ia l  develop:sent.

In. th is  co n te x t ,  there  i s  a lso  a ne;sd fo r  g re a te r  e f f o r t  to be made in

tra in in g  a t  a l l  le v e ls  the types of i n s t i ' ra tion al s t a f f  needed to  implement th

sta ted  goals and in th is  regard regional ;:c -o p era t io n  between African countrie

to  f a c i l i t a t e  a g re a te r  understanding c f  ■ 

appropriate .

the complex problems involved, may be

In the f in a l  an a ly sis  and looking a-: she problem from a wider perspectiv

there i s  a v i t a l  need fo r  lo c a l  as well a;s m u l t i - l a t e r a l  agencies to develop

well conceived a l te rn a te  s t r a t e g ie s  fo r  t.sekiir .r  the problem in a more in t e -

grated manner appraising ccth current pci 

fo r  s r e c i f i c  co u n tr ies .

i c i e s  and recommending future action

fo r  s r e c i f i c  ccun



- 46 -

Sunnary o f  recommendations made by the meeting :

-  Governments should e s ta b l is h  programmes to  t r a in  and develop s t a f f  

from d i f fe r e n t  le v e ls ,  d i f f e r e n t  fu nctions an* from p riv a te  industry  

i t s e T f  in  the sa~e programmes, in  o r d e r  to  develop t h e i r  individual 

and i n s t i t u t io n a l  capacity , and to  f o s t e r  co-ord ination  between 

them.

-  Sural small in 'histr''' development in s t i tu t io n s ,  in  e d i t i o n  to  

providing finance  and physica l in f r a s t r u c tu r e ,  should s t r e s s  the 

provision o f  advice, t r a in in g  and ideas which complement e x is t in g  

needs, resources and s k i l l s ,  and which m obilise  communities* 

a b i l i t y  to  do th ings fo r  themselves.

-  UNTTO should prepare a study of a l te r n a t iv e  in s t i t u t io n a l  mechanisms 

which the le a s t  developed cou n tries  can use in developing sm all-  

s c a le  and mural in d u s tr ie s ,  to  o f f e r  th ese  countries a "b ask et"  of 

in s t i t u t io n a l  options.

-  A n r o f i le  should be prepared of a l l  e x is t in g  in d u s tr ia l  consultancy 

in s t i t u t io n s  in  A frica, includ ing parti c u la r l ’'- those in  the l e a s t  

developed coun tries , in  order to  a s s i s t  the le a s t  developed coun tries  

in  studviro- small and ru ra l in d u s tr ia l  p r o je c ts ,  and to  provide fo r  

t h e i r  involvement in  p ro je c t  appraisal studies in  t h e i r  own and other 

co u n tries .

-  In accordance with the s p i r i t  o f  co-operation between, th e  l e a s t  

developed coun tries , UNTDO should encourage and f a .c i l i t a t e  attachment 

fo r  engineers and other sen ior s t a f f ,  p a r t ic u la r ly  those respon sib le  

fo r  technology choice, from industry and in d u str ia l  development 

in s t i t u t io n s  in  the le a s t  developed countries of A frica , to  enable 

those engineers to  work in  in d u str ie s  and te ch n ica l  in s t i t u t io n s

in other developing co u n tries .

-  In accordance with the s p i r i t  of present plans to improve the 

s e le c t io n  and employment of experts, in tern atio n a l a.mencies should 

consider the p o s s ib i l i t y  of arran ain r  fo r  f in a l  interview s o f  long­

term experts to  take place in  the prospective host co u n tries  

themselves.
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SIR' H T~?.r, r o  p  ■

G. R. Latortue

Improving The Output Of Indu strial in stitu tio n s

Most developing countries have in recent years set up in stitu tio n s to 

a s s is t  industrial development; the establishment of these in stitu tio n s  

has not always been on the basis of an overall plan, but has often arisen  

from attempts to remedy p articu lar problems, or the fa ilin g s  of p articu lar  

in stitu tio n s, by settin g  up further in stitu tio n s whose resp o n sib ilities  

are often not c le a rly  defined, and which may duplicate the tasks already 

intended to be carried  out by existin g  in stitu tio n s.

A more positive approach might be to identify the causes of fa ilu res  in 

existing in stitu tio n s and remedy them rather than by establishing new 
ones. However, establishment and control has become more a matter 

for in ter departmental struggle than a well planned attempt to promote 

industry. I t  is  important from the outset to be c lear as to functions 

that must be assigned to in dustrial development in stitu tio n s ; these are 

planning, project id e n tifica tio n , the id en tifica tio n  of entrepreneurs, 

financing, investment guarantees, incentives, extension including 

consultancy before and during the establishment of an en terp rise , export 

promotion, standardisation and in d u strial train in g . Countries have 

approached the allocation  of resp on sib ility  for these ten essen tial 

functions in what may be summarised as three d ifferen t ways; f i r s t ,  

some countries have created special in stitu tio n s for almost every one of 

the functions; some other countries have attempted to concentrate as 

many of the functions as possible into a very small number of in stitu tio n s  

while a third group of countries have adopted a compromise somewhere 
between these two extremes.
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While there are numerous problems involved in in d u stria lisa tio n , and in 

in stitu tio n s established to promote i t ,  the major d iff ic u ltie s  may be 

said to l ie  in the choice and evaluation of in dustrial p ro je cts , in 

id en tifica tio n  and selection  of entrepreneurs, co-ordination between 

the in stitu tio n s and th eir own operating d eficien cies . I t  is recommended 
that in stitu tio n a l p ro liferatio n  should be avoided, that co-ordination  

between in stitu tio n s should be in stitu tio n a lise d , that extension centres  

should have certa in  financial re sp o n sib ilitie s , that in dustrial in stitu tio n s  

should have special legal sta tu s, that in d u strial planning should receive  
p rio rity , that in dustrial training should have a privileged place and that 
small and medium sized industries should be especially  promoted.
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Laurence L. 3arber

Major Conceptual Issues In Analysis Of Key 

Functions Assigned To Industrial In stitu tio n s

Every country oust make i t s  own decisions as to the goals of 

in d u strialisation , and must set up and operate industrial development 

in stitu tion s accordingly. I t  is  therefore not possible to suggest 

global solutions for sp ecific indices of the quality of in d u strial serv ice , 

but certain  rather general questions may reasonably be asked concerning 

most in stitu tion s and th eir answers w ill give useful guides as to th eir  

effectiveness ;

1) Has the in stitu tio n  been created from national thinking and cu ltu re , 

or does i t  copy an in stitu tio n  in some ether country?

2) Exactly what are i ts  functions, and what need(s) of the national 

industry is  i t  supposed to be meeting?

3) What other in stitu tion s within the country also have any resp on sib ility  

for the same function or functions?

4) In what ways does the in stitu tio n  act to meet immediate needs? In 

what ways is i t  acting to prepare for the needs which industry w ill 

face one or two or more years in the future?

5) What innovations or new ideas for in dustrial action within the country 

has the in stitu tio n  produced with the past year? What evidence is  

available to show their acceptance and application by industry?
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6) How do the economic planners and p o lit ic a l  leaders see the 

in s titu tio n ’ s role  as part or the to ta l pattern of in dustrial and 

economic development?

7) What sp ecific  jo in t action programmes does the in stitu tio n  have with 
other industrial development in stitu tio n s?

8) How does the in s titu tio n s ’ budget and staffin g  compare with, those of 

other industrial in stitu tio n s in the country, and what are the 

reasons for any differences in scale?

9) In what documents are the functions and resp o n sib ilities  of the 

in stitu tio n  and of i t s  senior s ta ff  members specified? What methods 

are used to ensure that these specification s are followed?

10) What actions have been taken, and by whom, in the past two or three  

years to review and simplify the in s titu tio n 's  organisational 

structure?

11) What sp ecific data is available showing the degree to which those 

p articip atio n  in the in s t i tu te 's  programmed planning"and actions  

by industry as a whole? 3y appropriate sectors (such as sm all- 

scale or agro industry)? By in dustrial workers? By consumers?

12) In exactly  what ways does the in stitu tio n  supply information 

regarding i t s  present and planned work? To industry? To other 

in stitu tion s? To the p o litic a l  leadership?

13) What evidence is available to show positive effo rt by the in stitu tio n  

to provide i t s  services equitably to a ll  industrial enterprises and 

industrial promoters? What evidence is available showing the ways 

in which the in stitu tio n  is attempting to spread industrial benefits  

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

to less privileged groups?
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14) What data can the in stitu tio n  i t s e lf  provide as evidence of in dustrial 

sa tis fa c tio n  with i t s  services? What data regarding th is is  
available from ether sources, ; t r t ic u la r ly  from industry and i t s  

workers? What devices e x is t to provide feedback, not only to show 

sa tis fa c tio n  and d issa tis fa ctio n  but also to supply in d u stries' 

suggestions for improvement of the in s titu tio n 's  services?

15) Taking a ll  the above into consideration, is  the in stitu tio n  adequately 

ju stify in g  i t s  cost and existence by rea lly  fu lf ill in g  i t s  function in 

meeting some sp ecific  needs or the nation 's industry?
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Maleóla Harper

Industrial Consultancy -  The In stitu tio n al Problem

Consultancy and other services should be made available to the marketing 

and d istrib ution  sector or industry as well as to manufacturing industry 

i t s e l f ,  and public or co-operatively- owned businesses that are in need 
of consultancy as well as privately  owned ones.

The m ajority of industries believe that th eir major problem is  th e ir lack 

of finance but clo ser analysis usually reveals that th eir employment of 

existin g  finance is  in efficien t and can be improved often by very simple 

management changes. Even when the most p articip ativ e  forms of learning  

are used, classroom training can often contribute very l i t t l e  to improved 
industrial management, p articu larly  in sm all-scale in d u stries; i t  is  

necessary to provide sp ecific  tailor-m ade advice to the enterp rise in the 

fie ld . Consultants must not only diagnose problems, suggest solutions 

and a s s is t  in th eir implementation, but must pass on th eir own s k ills  so 

that entrepreneurs can in future carry out the same service fo r themselves 

without outside assistan ce . Many enterprises may be unaware of th eir need 

for consultancy, so that consultants must activ ely  promote th eir services  

to them and not wait to be asked for advice. Consultancy must be 

comprehensive and reach out to every business, of any s iz e , in the country; 

th is implies a large scale service but also one which is  economical.

The services of consultants w ill often not have been activ e ly  s o lic ite d , 

and th eir main task may be to diagnose problems, they should in the f i r s t  

instance be g en eralis ts , who can provide access to more specialised  

consultancy services when this is necessary; p articu larly  in small and 

medium scale enterprises i t  is both possible and economical for a gen eralist 

to give useful advice on his own. I t  has proved extremely d if f ic u lt  to 

se lect and appropriate in stitu tio n al base for a national, large sca le , 

economic, comprehensive gen eralist consultancy service with appropriate



sp e cia lis t backup where necessary; i t  nay be that i t  is  inappropriate for 

one national in stitu tio n  to try  to provide th is service throughout the 

country to a l l  types and sizes of industry. P rivate consultancy firm s, 

voluntary organisations working on a regional or local b asis , Government 

in stitu tio n s concerned with p articu lar se cto rs , industries or regions and 

even foreign consultants a l l  have th eir ro le  to play; consultancy is  not 

generally an a c tiv ity  which benefits from economies of scale  and i t  may be 

appropriate for Government merely to ensure that some so rt of service is  

available to a ll  industries in the country, ta c tfu lly  to s teer new serv ices , 

or the expansion of other ones, in the d irectio n  of gaps that are identified  

and to ensure that a l l  organisations providing consultancy are fu lly  aware 

of the various sp e cia lis t fin an cia l, technical and other services which may 
be available from other sources.
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Philiooe Nouvel

Some Reflections About Financing 

Industrial Development In A frica

In the le a s t developed countries of A frica i t  is  d if f ic u lt  to identify  

viable in dustrial p ro jects , because of the small scale  of lo cal markets, 

but i t  may sometimes be possible to develop industry on a regional basis 

and there are products such as agricu ltu ral tools and implements which 

are widely demanded even in the smallest countries.

The in stitu tio n s developing industry, and in p articu lar chose providing 

finance, must be free to operate on th eir own in itia t iv e  within broad 

macro economic guidelines; when financial in stitu tio n s have been established, 

Governments should not in terfere  w ith-their cay to day decisions.

There are numerous channels through which finance can reach industry in 

the least developed countries, including commercial banks, d ire ct Government 

finance and development banking in stitu tio n s. I t  is  easy for a 

corresponding p ro lifera tio n  of financing in stitu tio n s to come into being, 

and i t  may be b etter to consider the establishment of multi-purpose 

development banks which provide funds to industry, agriculture and other 

sectors. I t  is important to ensure that the sm all-scale and cottage  

industry sector is  adequately covered. Development banking in stitu tio n s  

usually consentrate on medium to long term finance; i t  is  v i ta l  to ensure 

that adequate working cap ital resources are also available to the enterprise. 

In terest rates should at the very least be positive in real terms, and i t  
may be appropriate to encourage some foreign involvement in management in 

order to ensure o b jectiv ity  in the allocation  of funds. I t  is  p articu larly  

d iff ic u lt to establish  appropriate in stitu tion s for channelling finance to 

small industries, but there is  no doubt that such in stitu tio n s must have 

field  representation close to industry and th eir procedures must be extremely



simple; entrepreneurs must also have access to support services such as 

technical advice, marketing, consultancy and so on along with finance.

A clear decision must be made as to whether these services should be 

provided by the finan cial in stitu tio n  i t s e l f  or by other specialised  

in s titu tio n s , but whatever solutions is  reached there oust be the c lo se st  
co-ordination between theo. I t  is  re la tiv e ly  easy to tra in  lo cal s ta ff  

in the appraisal and evaluation of projects but far more d if f ic u lt  to 

provide engineering cap ab ility  and experience and effectiv e  management 

for the enterprises once established. In the in te re sts  of efficien cy  

and rapid implementation i t  may be necessary to adopt apparently 

inappropriate technologies which are tried  and tested rather than to 

attempt to develop more appropriate technologies. Sk ills and resources 

that are available for developing appropriate technology may b e tte r  be 

applied to construction and transport since industry has such a small 

impact on most of the le a s t developed economies.
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S. I . Edoküavi

Manpower Aspects Of In stitu tio n a l Infrastructure  

For Industrial Development, Kith Special Reference 

To African Least Developed Countries

Skilled manpower is  the primary ingredient of industrial success, and i t  

is  equally necessary that in stitu tio n s set up to develop industries depend 

on the quality of th eir s ta ff  for th eir success. There is  a need to s ta ff  

a large number of d ifferen t types of in stitu tio n s ; Government M inistries  

in the field  of Industry, Finance, Planning, Trade, Education, Labour and 

Science must be staffed with people who have the capability  to plan, co­

ordinate and d irect the various in stitu tio n s responsible for in d u strial 

development, as well as actu ally  carrying out some of the development 

functions themselves. Other in stitu tio n s , demanding other s k il ls , are 

responsible for resource a llo catio n , such as banks, specialised services  

such as s t a t i s t i c s ,  information and consultancy, research and development, 

training and regulations by developing and imposing standards, price  

con tro ls, and so on. This l i s t  clearly  implies a wide v arie ty  of sk ills  

and the most effectiv e  in stitu tio n a l structure cannot function unless 

these sk ills  are available. S taff must be capable of d irection  and 

con tro l, planning policy formulation and review, effectiv e  execution  

and implementation and the provision of supporting serv ices. All these 
functions are important, but i t  may be said that the most v ita l  groups, and 

those perhaps to which the le a st attention  has been directed , are the 

middle and junior levels responsible for execution and supporting serv ices. 

Clear job descriptions must be produced and training and on-the-job s ta ff  

development programmes set in motion to enable staff to perform the 

functions demanded of them. In the majority of the least developed 

African countries the population i t s e l f  is  fa irly  small, and the numbers 

of appropriate training in stitu tio n s, and thus the number of trainees  

within them, is very limited. I t  is therefore unlikely that such
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countries can cn th eir own develop a l l  the sk ills  necessary for effectiv e  

in d u strialisatio n  or industrial development in stitu tio n s and these countries 

must adopt a policy of co lle ctiv e  mutual s e lf -re lia n ce  in order economically 

to train  the necessary s ta f f . In many countries there is  a dearth of 

middle level technical training as opposed to higher level academic 

training and th is causes further d if f ic u lt ie s . There must in any case 

be extensive relian ce on outside in stitu tio n s . University and even 

secondary and primary school cu rricu la  must be modified in order to 

prepare the population for constructive dynamic in d u stria lisa tio n  as 

opposed to s ta t ic  adm inistrative tasks.

U niversities must play a major ro le  both in terms of high lev el training  

and consultancy and research; post secondary technical in stitu tio n s  

providing vocational and management training also have a v i ta l  ro le  to 

play and enterprises oust themselves develop and in-plant train ing  

capacity for a l l  levels of s ta f f . There should be a suitable Government 

structure for co-ordinating in d u strial train ing and possibly for funding 

i t  through some form of industrial training fund. If A frica is  to 

achieve the planned 23 share of world in d u strial trade by the year 2C00 

a massive training and manpower development e ffo rt must be undertaken; 

training on i ts  own however cannot ensure effectiv e  operation and 

in stitu tio n s and industries themselves must be e ffe c tiv e ly  managed in 

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

to them.
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A. Le ’’an Chau

The Selection Of Foreign Technologies In 

Relation To The Develooment Of Local Technical P otential

Before attempting to choose an appropriate technology, i t  is  v i ta l  to ask 

certain  fundamental questions. What products are to be produced and are 

they to be produced for lo cal consumption or for export? What quantities  

w ill be required and what production resources are available for th eir  

manufacture? What types of en terp rise , in what lo cation , is  to be 

preferred for the production process?

The sp ecific  development objectives of the country concerned must always 

be employment creatio n , the use of lo cal resources, the sa tis fa c tio n  of 

the people's needs or saving foreign exchange must be taken into account, 

as must be the environment and the techno-economic conditions. Suitable 

technologies may in themselves trigg er off the in itia t iv e  for the 

establishment of other enterprises or, i f  they are unsuitable, they may 

lead to the establishment of enterprises which are incapable of attaining  

v ia b ility .

Most of the le a st developed countries have no technical research agencies 

for the monitoring of technical development and imports and development 

banks, industrial promotion boards and s ta te  investment corporations must 

co-ordinate th eir a c t iv it ie s  in order to ensure that appropriate technologies 

are selected. I t  is probably appropriate to locate the resp on sib ility  for 

technology choice within the industrial promotion in stitu tio n , which can 

advise the prospective entrepreneurs and investors and can also ensure 

chat appropriate technical training is provided.
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Attention should be paid as much to existing industries which wish to 

expand as to the promotion of new en terp rises. There are numbers of 

sm all-scale appropriate technologies in tne rield  of ice  raking, moulded 

paper packing m aterial, food preservation and sanitary m aterial which 

can reasonably be adopted in any of the le a s t developed countries.

Existing u n iv ersities  and other research in stitu tio n s must be involved 

the in ternational agencies must be used both in order to provide 

advice and in order to fo s te r  establishment of e ffe c tiv e  and friendly  

co-operation between the le a s t developed countries in th is  v i ta l  matter 

of technology choice.



- 62 -

Milton J .  Esman

Developing And Managing Institu tio n s  

For Industrial Develooment

Every country must develop i t s  own. in d u strialisatio n  strategy  and on this  

in stitu tio n s responsible for promoting i t s  development must be based; 

i t  is  important however to avoid temptation to create a number of highly 

protected import substitution industries which produce luxury and semi 

luxury products a t very high cost for only a small part of the population; 

a wide based in dustrial structure must be promoted and this has implications 

for the type of in stitu tio n  for development. Sim ilarly Governments should 

h esita te  to assume a major role in the operation of sm all-scale industries; 

services and assistan ce should be provided but their actual establishment 

and management is best le f t  in the hands of individual entrepreneurs or 

other forms of ownership and management.

Certain basic guidelines can be stated for the design of suitable  

in stitu tio n s ; 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 financial 

resources and also simplify the problems of the entrepreneur who i t  is  

there to support. In stitu tion s must be located high enough in the 

structure of Government to enable them to perform effe ctiv e ly  th eir  

p o litica l as well as their linkage functions, and they must be effectiv ely  

co-ordinated at a l l  levels with the v ariety  of Governments and other bodies 

involved in industrial development.
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In order to build effectiv e  in stitu tio n s i t  is  v i ta l  Lo generate e ffe c ti' 

and dynamic leadership, whether this be on group or an individual basis. 

An organisation must have a c le a r  doctrine involving a sense of common 

purpose within the organisation and an au th o ritativ e  and consistent 

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

on service and assistan ce rather than in stitu tio n a l se lf  preservation  

and growth for i t s  own sake.

The organisation must develop appropriate programmes for achieving i t s  

objectives and these w ill depend on the creation  of human, informational 

and finan cial resources. The human resource is  v i t a l ;  because of 

fa s t turnover and rapid promotion which is  important to develop a strong 

sense of shared purpose and job sa tis fa c tio n  so that a l l  employees can 

give of th eir best. The in ternal structure of organisations must 

f a c i l i t a t e  the achievement of th eir objectives and there must be a 

combination of co-ordination with genuine d ecen tralisation  and 

encouragement of decision making at the lowest possible level.

Services must be extended into the field  and in the in te re st of s ta ff  

development and good service those located in the field  must be allowed 

to exercise  th eir own in it ia t iv e .

In stitu tio n s must develop e ffe ctiv e  external linkages with th eir c lie n t  

in dustries, with Government agencies, with non-Government organisations 

and with foreign in te re s ts .

In general terms, in stitu tio n s must continually evolve and change 

according to the dynamics of the situ ation  in which they find themselves 

and this involves a continuous learning process within the in stitu tio n  

i t s e l f .
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Marcus D Tnele-----  _. _ _

Viable In sticu tion al Delivery Mechanisms For 

Industrial Development: An Implementation Perspective

In stitu tio n s responsible for developing industry must prove th eir v ia b ility  

in terms of th eir a b ility  to deliver services which are needed and valued 

by industry; in order to have th is capacity an in stitu tio n  must demonstrate 

technical capacity , a commitment to i ts  fin al goals, innovative th ru st, a 

consistent environmental image and spread effe cts  whereby i t s  forms are  

adopted by other in stitu tio n s .

An in stitu tio n  must be evaluated not in terms of i t s  a b ility  to survive 

and grow but in terms of i ts  image, that is what people think and know 

about i t s  a c t iv i t ie s , i t s  connotation, that is the attitu d es held 

both within ana outside i t  and i ts  purchasables, i t s  resources in terms 

of money or things that can be bought. Those responsible for in stitu tio n s  

must evaluate them in terms of th eir a b ility  to generate support both now 

and in the future, th e ir value as perceived by the market which they 

e x is t to serve and th eir long term prospects.

E ffectiv e  service delivery depends on turning out the complete process 

from implementation analysis and planning, to organisation and s ta r t  up 

to actual operations and th eir monitoring and to a feed back mechanism 

whereby th eir impact is  assessed. Leakages can occur a t each of these 

stages and in stitu tio n al management must monitor and endeavour to co rrect  

these leakages.
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I t  is  simple to  s ta te  some general conclusions about in s t itu t io n s

cu rren tly  entru sted  v:ith in d u s tr ia l development.

1) Tlie current reinforcem ent stru ctu re  in  in d u s tr ia l in s t itu t io n s  

ty p ic a lly  favours in s t i tu t io n a l  aggrandizement above appropriate 

serv ice  d e liv ery .

2) d e ta iled  implementation an aly sis  and planning fo r  in d u s tr ia l 

serv ices i s  in s u f f ic ie n t  or in accu rate .

3) I-Iany in d u s tr ia l se rv ice s  are se rio u sly  impeded during th e ir  

in i t ia l 'o r g a n is a t io n  and s ta r t  up phase.

4) Many on-going se rv ice  a c t iv i t ie s  are n e ith e r  properly monitored 

nor evaluated .

In order to  remedy these d e f ic ie n c ie s  in s t itu t io n s  themselves and 

those responsible fo r  th e ir  crea tio n  and support must analyse th e ir  

success in terms o f v erice  d e liv ery . C lien t response i s  the true 

in d ica to r of in s t i tu t io n a l  su ccess. Various p r a c t ic a l  mechanisms 

fo r remedirg the implementation d e fic ie n c ie s  are a v a ila b le .
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William Mi H ager

Energising The Operational In d u stria lisa tio n s  

System: P roject Development And Implémentation

The drive towards in d u stria lisa tio n  ra re ly  proceeds at the pace required ; 

the p ro ject l i r a  cycle  from i n i t i a l  inception to e ffe c tiv e  operation  
i l lu s tr a te s  the need for a c t iv it ie s  by' large numbers of in stitu tio n s  and 

reveals p o s s ib ilit ie s  for slippage- In p a rticu la r , the implementation 

process is  delayed by haphazard p ro ject se le ctio n , unequal n eg o tia tio n s, 

lapses of p o lit ic a l  w ill, slow decision making, weakness in marketing 

and u n d eru tilisatio n  of cap acity . I t  is  possible to examine the 

performance- of the existin g system by analysing the past success in 

terms of investment, employmament and output and in vestigating  the 

current p o rtfo lio  of important new p ro je cts .

I f  d eficien cies  are id en tified , preliminary steps may be taken in  terms 

of improving the co-operation of existin g  in s titu tio n s , ra tio n a lis in g  

re sp o n sib ilitie s  and where necessary, although th is should be treated  

with suspicion, proposing the establishment of new in stitu tio n s  or 

departments for tasks which are not covered at a l l .

These delays, and inappropriate project se le c tio n s , often occur because 

sop h isticated , and time consuming so cia l cost benefit anlysis techniques 

are used, which even when they are completed are not n ecessarily  v a lid .

I t  nay be useful to adopt rather more simple systems to identify  both 

in dustries and p articu lar p rojects which are economically and te ch n ica lly  

viable and also pass the te sts  of in tern al and external benefits which 

muste be imposed befor- projects are f in a lly  approved. Conventional 

cost benefit analysis does not measure facto rs .su ch  as lo cal involvement 

in engineering construction , use of local m aterials , local production
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or a v a ila b ility  cf spare p a rts , the existence of suitable d istrib u tion  

networks and linkages to other sectors cf the economy; an attempt must 

be made to rank projects by these standards before fin al selection s are

m a d e .

High level industrial consultancy can be used as a means of improving 

project selection  but also developing indigenous sk ills  within industrial 

develonment in stitu tio n s and in industry i t s e l f .



J .P .H . P

The General Problems Of S cali-S cale  Rural 

In d u stria lisa tio n  In The Light Of The 

Present A gricultural C risis  In A frica  

South Of The Sahara

The concept of rural sn a il-sca le  in d u strialisation  has sometimes been 

presented as a panacea for development problems but i t  is  confused and 

i t s  resu lts  have not always ju stifie d  the confidence placed in i t .  The 

concept arose not in a positive way but as a resu lt of the negative  

effects  of modernisation and the fa ilu re  of " tr ic k le  down" approach to 

development. Sm all-scale in d u strialisatio n  has not generally achieved 

i t s  objectives because no c le a r  d istin ctio n  has been made between the 

ro le  of large and sm all-scale industries and in any case neither the 

employment nor the income distribution  objective have been e ffe c tiv e ly  
achieved.

Two types of sm all-scale industry have developed, namely the o icro  

enterprises surviving in the informal sector purely because of th eir  

low rate  of p ro fit , and rather larger factory  type sub contracting  

enterprises which survive at the w ill of large industries and produce 
non-indigenous products at very low wages.

Neither of these types of enterprise contributes to e ffe ctiv e  lo cal 

capital accumulation. The frequent co n flict between co-operation and 

entrepreneurship has further complicated the issue. Sm all-scale  

industry development must often be based on p o litica l and other non­

economic grounds so that i t  does not genuinely contribute to se lf  
sustained in d u strialisatio n .
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In the People's Republic of China, where there is  to ta l national commitment 

to rural small industry and an appropriate p o lit ic a l  stru ctu re , only some 

30% of communities are said to have benefited even in a small way from 

20 years of consistent programmes directed towards rural small industries.

In A frica , where the p o lit ic a l  system is more ce n tra lised , the markets far  

smaller and the in stitu tio n a l in frastru ctu re  less developed the prospect 

would seem to be even less favourable. Pricing p o licies  have favoured 

the urban se cto r, cre d it has been directed mainly towards cash crops and 

food crop production has often been inadvertently discouraged.

A remedy may be to de-emphasise the promotion of ru ral sm all-scale industry 

for i t s  own sake and to concentrate on encouraging the production of food 

crops in every way possible; th is w ill obviously involve the promotion of 

ru ral sm all-scale industries to produce inputs and to process and d istrib u te  

the output and i t  may be that industries founded on th is basis w ill be more 

viable than some of those which have been established. Rural development 

should be approached on an integrated to ta l basis without emphasis on 

sm all-scale in d u strialisatio n  for i t s  own sake. P ro files  of suitable  

industries for th is purpose should be developed, and representative  

regions within the least developed countries of A frica should be chosen 

for the application of integrated ru ral development programmes.
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Richard Stanley

The Case Study Of A Development

Of A Viable Villane Enterurise
—  • -  -

Experience suggests that i t  is possible for v illa g e  communities to s ta r t  

and successfully operate their own industries if  these are based on th eir  

own needs and resources. Outside intervention must be minimal, and must 

be based only on firm knowledge of what e x is ts  within the v illa g e . A 

small, re la tiv e ly  poor ru ral community needed an improved water suppply 

and an outside agency intervened with suggestions for a suitable design 

and the loan of simple to o ls . The v illa g e rs  constructed a form of pump 

which appeared appropriate to them but was judged to be unsuitable by 

the wcnen who had to operate i t .

After th is fa ilu re  one of the v illag ers  himself discovered what appeared 

to be a more suitable pump design in a neighbouring v illa g e  and the 

outside agency re s tric te d  i ts  intervention to the provision of tools and 

advice as to the sources of supply of m aterials. The v illa g e rs  b u ilt 

a prototype pump and a fte r  some modification in stalled  i t  and i t  was 

found to be su itab le .

The v illa g e rs  then went on to set up a snail informal co-operative which 

manufactured and sold the pumps to the State Water Authority and to 

communities which were in need of i t .

Problems arose when the new enterprise had to open a bank account in order 

to cash cheques received for sales and because cf regulations designed for 

agricultural co-operatives i t  proved d iff ic u lt  to re g is te r  this a c tiv ity  
under the normal regulations. Conflict arose within the community between 

those who wished to maintain the a c tiv ity  as a workers co-operative and
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those who wished to ran i t  as a v illa g e  industry, but these appear to have 

been s a tis fa c to r i ly  resolved and the industry should continue to prosper; 

th is en terp rise , which was never a "p ro ject" as conceived by an outside 

in stitu tio n , shows that resources and ideas e x is t within the v illa g e  

which can be mobilised with a minimum of outside intervention.
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Selection 3y In stitu tio n s Of Rural Industrial P rojects

There is a growing need to involve the ru ral areas in the process of 

in d u stria lisa tio n , and the most e ffic ie n t means to do th is is  through 

the vehicle of sm all-scale in d u stries. This requires in stitu tio n s  
with the necessary competence to se le c t the projects which are 

"best" for the ru ral environment; how can public in stitu tio n s of 

th is so rt se lect suitable ru ral in d u strial projects?

One method is cost benefit an aly sis , but this does not take into 

consideration public in terests  such as employment, income red istrib u tio n  

or foreign exchange. Social co st benefit analysis does incorporate  
public in terests  and attempts to weight them, but in general i t  is  a

complicated procedure for ru ral projects and the cost of a complete 

so cial cost benefit analysis may exceed the investment required in 

the p ro ject. Social cost benefit analysis does not re la te  to policy  

issues such as encouragement of public over private or lo cal over 

foreign investment.

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

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

types of in frastru ctu re ; physical, in stitu tio n al and so c ia l. In frastru ctu re  

can be used as a yardstick in determining the "ruralness" of a lo c a l ity , and 

the lack of i t  used as an excuse for overlooking rural p ro jects . Insistence  
on the presence or provision of physical infrastru cture in fa c t  autom atically  

reduces the "ruralness" of the environment selected and thus should 

disqualify the projects concerned. There is a need to generate projects  

which do not rely  on physical but rather on public in stitu tio n al  

in frastru ctu re .
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To avoid fa ilu re  in selecting  ru ral based p ro je cts , i t  is  v i ta l  to be 

intimate with the so cial environnent in order to determine the areas of 

economic a c tiv ity  and communities' re ce p tiv ity  to change. This can 

be determined by examining whether the area shares sim ilar problems and 

where i t  had d iversified  resources which could be mobilised by 

development in s :itu tio n s  in order to enable the community to solve i t s  

own problems.

In developing projects in economically activ e  areas ca p ita l is  not the 

answer and th is can frequently have a negative e ffe c t on employment.

The preliminary and v i ta l  input into rural in d u stria lisa tio n  should be 

in the form of ''software" which consolidates the already existin g  

p o te n tia lit ie s . Once th is software has proved e ffe c tiv e  and a number 

of project options emerged which method is  best suited fo r selectin g  

them?

Commercial analysis does not consider the public in te re s t , so cia l cost 

benefit analysis is  too complicated and using common sense is  too vague. 

Proper weighting should be given to the e ffe ct of p rojects as on 

satisfyin g basic needs, creating employment, red istrib u tin g  income, and 

stimulating further balance in in d u stria lisa tio n . This can be incorporated  

into a two t ie r  evaluation process which f i r s t  examines the commercial 

v ia b ility  of a project and secondly analyses i t s  impact on national policy  

ob jectives.
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C. T. Thomas

In stitu tio n a l Requirements For 

In d u stria lisa tio n  Of Rural Areas

The experience of Tanzania and some other countries indicate that i t  is  

possible to draw some general conclusions about the in stitu tio n a l approach 

to in d u strialisatio n  of ru ral areas. Rural in d u stria lisa tio n  must be 

seen clearly  in i t s  so cial context, and there must be a wholehearted 

commitment to rural in d u strialisatio n  at the highest lev el in Government. 

Government must formulate c le a r  po licies and programmes to th is end. 

In d u strialisatio n  must be more than a slogan; i t  must be reflected  in 

effectiv e  programme implementation.

Rural industries must be c le a rly  defined and in stitu tio n s must be set up 

by leg isla tio n  to promote them. The education system must be realigned 

towards s e lf -re lia n t technologies and belief in local in i t ia t iv e , and 

public in stitu tio n s and large establishments must support th is through 

financial and moral assistan ce . The forward and backward linkages of 

rural small industries must be clearly  recognised in re la tio n  to larger 

enterp rises, the Government sector and above a ll  ag ricu ltu re .

Appropriate regulations on standards and quality , which may involve 

unpalatable decisions, w ill have to be taken in order to encourage 

in i t ia l  effo rts  for ru ral in d u strialisatio n . Government must rely  on 

i t s  own resources and not depend wholly on foreign aid for rural 

in d u strialisation .

Rural in d u strialisation  development in stitu tion s must usually in itia l ly  

be set up by Government and i t  is probably necessary at least at the 

out set to make no charge for th eir services. The actual implementation 

of projects should be le f t  as much as possible in the hands of the 

entrepreneurs and the promotional organisation should r e s t r i c t  its  

a c tiv itie s  to the promotional function. The overall structure must
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not be highly cen tralised ; the maximum amount of authority should be 

decentralised and the in stitu tio n  should have comprehensive field  

representation in the ru ral areas themselves. The promotional 

in stitu tio n  must have resources a t i t s  disposal other than project 

selection  and encouragement, such as training and individual advisory 

services. I t  may on occasions be necessary to combine finance with 

advice and assista n ce , especially  for the tiny se cto r , but wherever 

possible relian ce  should be placed on commercial banks and other 

financing in s titu tio n s . Extension workers should be carefu lly  selected  

and trained, and in order to provide the numbers necessary for comprehensive 

coverage i t  may be necessary to re c ru it  "consultants" a t rather lower than 

normally accepted levels in the educational hierarchy. The tran sfer and 

development of appropriate technologies must be fostered by national and 

in ternational organisations and by train ing of a l l  kinds and a t a l l  lev els .

Rural in d u stria lisa tio n  may appear uneconomic but in terms of qu ality , 

prices and standards but the advantages in terms of income d istrib u tio n , 

employment, m obilisation of resources and improvement of agricu ltu re  

generally more than outweigh the co s ts .

Promotion in stitu tio n s must look for entrepreneurial communities and 

groups as well as individuals and i t  is  v i ta l  that the people should be 

involved at every stage in the ru ral in d u stria lisa tio n  process. Promotion 

in stitu tion s must avoid the temptation to impose ready made solutions, such 

as "ru ra l workshops" from above; they must work with rural communities and 

provide only such assistan ce as is  necessary to help them to work out and 

implement th eir own forms of rural in d u stria lisa tio n .

#
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In stitu tio n al Requirements For In d u strialisatio n  

Of Rural Areas: A Study In D ecentralisation

Of M ulti-Functional In stitu tio n s

Sm all-scale industry can mobilise unemployed resources, provide jobs, 

a s s is t  in discouraging urban d r if t  and provide products which people 

need; i t  can certa in ly  not solve a l l  developing problems but can make 

a sign ifican t contribution.

Rural small industries must have a positive commercial ra te  of return  

as well as providing intangible so cial b en efits, and specialised  

in stitu tio n al programmes must not be allowed to emphasise the d istin ctio n  

between rural and urban or small and large industries.

In most of the le a s t developed African countries the colonial model of 

in d u strialisatio n  continued after independence; the service sector  

predominated, what industries there were were concentrated in the ca p ita l  

area and there were generally devoted to import substitutions rather than 

exports or providing products required by the masses. In order to 

correct this i t  is  necessary to establish  a central m ulti-functional 

in stitu tio n , and above a l l  to find one person with the necessary commitment 

and a b ility  to lead and d irect i t .  Assistance must be taken by certa in  

in stitu tio n s to rural small industries and potential investors in ru ral 

areas themselves and an effectiv e extension force is  needed for this  

purpose. Both the commercial organisation and finan cial in stitu tio n s  

must be decentralised and co-ordinated with one another in order to 

provide service to the rural community and to compete effectiv e ly  with 

trad itio n al money lenders. Those in stitu tio n s responsible for promoting 

large and small industries must have effectiv e  links between them so that 

they in this way develop links between large and small industries themselves.
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There are appropriate technologies for promoting industry the sane as there 

are appropriate technologies to be used in industry i t s e l f  and simple 

unsophisticated techniques should be used whenever possible. I t  may be 

argued that because sm all-scale industry is  only a small share of industry 

as a whole, i t  should not receive the same amount of support as la rg e -  

scale industry; on the other hand, the investment cost per job created  

in sm all-scale industry is ty p ica lly  one tenth or less that of larg e- 

scale  industry, and th is allows a substantial margin for train ing , 

promotion and other serv ices. F e a s ib ility  studies should be carried  

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

studied, and existing in stitu tio n s should be used as sources of information 

whenever possible.

Although i t  may be a ttra c tiv e  to consider to ta lly  packaged integrated  

rural development programmes, experience has shown that these are 

usually ver^ expensive, and often in e ffe ctiv e , so that ru ral industry 

must be promoted effe ctiv e ly  in co-ordination with but not as a part 

of a general rural development programme.

«
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Small And Medium Scale Industry 

In stitu tio n s: A Case Study Of Ethiopia

The Ethiopian Handicraft and Small-Scale Industries Development Agency 
(HASIDA), is  an interesting example of a rural sm all-scale industry 

promotion in stitu tio n  which has been founded in an immediate post 

revolution situ ation  and which incorporates many of the lessons which 

have been learned from other coun tries' experience.

The objectives of ÏÏASIDA are to formulate p o licies for the development 

of handicrafts and sm all-scale in dustries, to supervise th eir implementation, 

to carry out surveys and research, to identify new industry p otential and 

to study the market for sm all-scale industry and handicraft products.

They are to a s s is t  and encourage the establishment and growth of small 

in d u stries, to operate demonstration and training cen tres, to a s s is t  

in marketing, raw m aterial supply and equipment, train in g , management 

and obtaining c re d it, and to promote the s o c ia l ' status of craftsmen and 

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

is  also entrusted to EASIDA, as is  the re g is tra tio n  and supervision of 
service and producers co-operatives.

HASIDA is  divided into four major sectio n s, namely the Indu strial Promotion 

Department, the Project Preparation Department, the Co-operative Promotion 

Department and the Ethiopian Handicrafts Centre. Regional o ffice s  are 
being established in the regions of the country and technical extension 

o ffice rs  and co-operative organisers w ill operate as mobile teams 
throughout each of the regions.
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