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uctivity Lag May Be Mity Lag May Be Management's Fault

Notable & Quotable

Speaker Jim Wright on the opening
of the ttnst Conoress last weeki

Contrary tocertain mtsconcepjions, this
supposedly staid institution is t scene of
continual change and constant irnover. A
majority of themembers here ,I the cham
ber today werelnothere at th beginningof
this decade. dnly about a _-fifth of our
membership ras SCi'ved ro.ltr. more than . ~5

years. ~" !In this, 1S in our f'sse tial charact#,
this House r ,flects the na~'on-ever chapg
ing, ever oving and grpwing, struggling
often unco fo rtably :lOn ~",." ~, ; -, ,, .. ; .,
II p') ,,,,rl l ,, t ,...( ., ro."'''' -."

quest. And manufacturers can encourage
formation of user groups, where users of a
particular type of product get together to
exchange ideas and information.

In industries where manufacturers are
the major sources of innovation, compa-

.nies simply are going to have to put more
of their best people into the development
phase of research and development. In the
Brookings study, Mr. Baily and Mr.
Chakrabarti say the U.S. has been gener
ating a lot of new ideas, so the Europeans
and Japanese have been able to assign
their best people to development and thus
enjoy a major advantage.

The Brookings authors see a role for
government, in part through an expanded
tax credit for research-and-development
spending. Government also should encour
age the improvement and expansion of ed
ucation in science and technology. But the
biggest responsibility, itseems to me, still
belongs to management. Managers need to ,
upgrade technical staffs. They also must
do a better job of using the resources they
have to promote both a continuing flow of
new ideas- and applications of those ideas.
Their performance up to now has y\ft
something to be desired. J
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get the innovation from the user and into
commercial use and distribution.

The prime link between a manufacturer
and users is a field service force, whose
personnel visit customers and maintain
and repair the .products. They are
equipped with manuals, spare parts and
tools to deal with the manufacturer's stan
dard products, and the employer evaluates
their work on the basis of measures such
as the amount of time repairs take.

But suppose the user has made major
improvements in the product. Will the
service personnel be delighted? Quite pos
sibly not. They may not be able to fix the
product rapidly, or they may notbe able to
fix it at all. A long delay at the consumer
site may mean low marks for the service
people when they report back to the fac
tory. Service personnel may bad-mouth the
innovation if they mention it at all.

Another manufacturer-customer link is
the sales force . Salesmen visit customers
regularly, Mr. Von Hippel notes, and
should be in a position to spot customer
needs, ideas and proposed solutions. But
they seldom are trained to do this; they
score with the boss primarily on the num
ber of existing products they sell.

Even a manufacturer 's marketing re- . I ••

search group may be an unreliable link
with the customers. Such groups are ex
pected to stay in close touch with users'
needs, but seldom dothey spend time look
ing for users' ideas for meeting those
needs. Meeting the needs is expected to be
the job of the manufacturer 's research
and-development department.

Such problems are not insoluble. In a
number of cases, Mr. Von Hippel says,
companies are already applying remedies,
including applications laboratories, where
manufacturers provide free or low-cost re
search-and-development help to users in
terested in fitting a standard product to a
new application. Some companies have
custom groups to make special products
and product adaptations at customer re-

get the inl:J.rt the process of development.
commerci, early 1970s, however, casual ac-

The pri'eren't good enough. Industries in
and userStions were watching closely for
personnelewhere, notably in the U.S. And
and rep<'e been very good at developing
equipped cite only a singleconspicuousex
tools to df:),e basic technology for consumer
dard prodts was American, but the industry
their worlominated by the Japanese.
as the arr;ers often don't understand the

But SUlnology, and in many cases are at
improvemy of technical staffs "who are not
service P€ the larger goals of their compa
sibly not. e Brookings authors say.
product recan management do? A book by
fix it at a Hippel. "Tile.,.il~l!I~ga _Qf..l ll.no.v.a:._site may i, _
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regularly,----------
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needs, idtTIf1~T6'f1i1anagerUQ...Qrganize the
they seld9n process. _
score witll1ovatiori, Mr. Von Hippel, a pro
ber of ext the Massachusetts Institute of

Even ~gy, doesn't mean just the major
search gJaking changes. An innovation is
with the ' that makes a product or process
pected tOnore useful.
needs,bu'gin with. cOillJ;lanies need to pin
ing for l~ sources of innovation.in...tooir-.ln:
needs. M{and for that processMr. Von Hit!
the job (s usefu1 sitggeStio _Fi rms obvi
and-devef s rong ec meal staffs and, at a

Such In, managers who are sympathetic
number (efforts.
compamenmon misconception, the author
includingis that product innovations typi
manufact:e developed by manufacturers.
search-al1es that's true, but Mr. Von Hip
terested ~earch shows that in a number of
new app~s innovations primarily are devel
custom g product users. And therein lies
and prodhe problem: It isn't always easy to

finally start the process of development.
By the early 1970s, however, casual ac

cidents weren't good enough. Industries in
other nations were watching closely for
ideas elsewhere, notably in the U.S. And
they have been very good at developing
them. Tocite only a single conspicuous ex
ample, the basic technology for consumer
electronics wasAmerican, but the industry
now is dominated by the Japanese.

Managers often don't understand the
newtechnology, and in many cases are at
the mercy of technical staffs "who are not
tuned to the larger goals of their compa
nies," the Brookings authors say.

What can management do? A book by
Eric von Hippel, " Tile.,...§.2..Il~.~ga_Qf..lll.no.v.a:..

Speaking of Business
By Lindley H. Clark Jr.

tion" (Oxford University~s..J.....sugg:ests.

thafIf'slTrftef6'f1i1c@lgerUQ..Qr.ganize the
inJ1OViitlOn process. _

By innovation, Mr. Von Hippel, a pro
fessor at the Massachusetts Institute of
Technology, doesn't mean just the major
path-breaking changes. An innovation is
anything that makes a product or process
better, more useful.

To begin wit nies need to pin-
pain t e sources of innovajjQnJ n..tooir-.ln:
c!:uStrteS;-and for that process Mr. VQn..H.i1l:-
«p~orrer's usefu1 suggeslillns_Fi rms obvi
ously need strongtechnical staffs and, at a
minimum, managers who are sympathetic
to staff effort s.

A common misconception, the author
writes, is that product innovations typi
cally are developed by manufacturers.
Sometimes that's true, but Mr. Von Hip
pel's research shows that in a number of
industries innovations primarily are devel
oped by product users. And therein lies
part ofthe problem: It isn't always easy to


