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Evolution of the System

State support fo r international marketing in this country is widely 
recognised as a highly developed and effective system. This repu ta tion  
is reflected in the  level o f interest expressed by international export 
p rom otion  and trade development agencies, working with developing 
countries. The structure o f the Irish system has frequently been advanced 
as a model fo r im ita tion  for the more advanced of these econom ies.1

The present system  has developed over a period o f nearly th irty  years. 
Coras Trachtala (CTT), established in 1959, still rem ains the central 
agency with responsibility for international m arketing support b u t 
m any others have been created over the years and still m ore have 
entered the system by adding or being allocated functions in this area, 
functions which were outside their previous terms o f reference.

As the num ber o f  agencies providing support to  business in in ternational
marketing has grown so too  has the range of services offered by m ost o f
them  individually. Two m ajor consequences have follow ed this p a tte rn
of developm ent: The expansion of agencies, in num bers and in services
offered, has created  a system o f considerable com plexity n o t readily
understood by potential clients or indeed by m any o f the support
agencies themselves. The second consequence is the greater abso rb tion
of international m arketing support services within the overall system  o f
industry support. This second consequence has in tu rn  led to  the  grow th
of many “grey areas” o f support activity, such as th a t for p ro d u ct
development, where o ther functional areas of business m anagem ent
interact with m arketing or international m arketing .lt is thus increasingly
difficult for business enterprise to  avail of state support for m arketing
w ithout linking this support effectively with that fo r o ther areas o f the
business. The difficulties fo r client firms, implied in the above changes,
can be seen as a price to  be paid for the greater range and dep th  o f the
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services offered. From  the viewpoint o f the state the changes no ted  have 
led to  greater difficulty in judging the effectiveness o f the various 
elements of the overall support structure for industry; in the case o f 
international marketing the difficulty of evaluation is accentuated by 
this function  becoming a critical elem ent in industrial policy following 
the  analysis provided in the Telesis R eport [NESC, 1982; No. 64] and 
subsequent documents leading to  the White Paper Industrial Policy 
(1984). Overall industrial policy issues are thus im plicated in any review 
of the effectiveness o f the existing support measures.

The recen t evaluation of the m arketing support system conducted under 
the  aegis o f the Sectoral Development Com m ittee in troduced a new 
phase in the development of tha t support system [CCM, 1984; SDC, 
1985]. The first tw enty five years o f its developm ent were largely con­
cerned w ith building the basic fram ew ork o f agencies and their services. 
The central concern has however, now  switched to  improving the opera­
tion of the overall support system and redesigning its structure to  m eet 
the m any new demands of the post Telesis industrial developm ent policy. 
A wide range of issues have already emerged from  this analysis. The 
m anner in which these are to  be addressed in fu ture policy should be o f 
m ajor in terest no t only to  those concerned w ith the direction of indus­
trial policy bu t to  individual industrial firms. This paper aims to  outline 
the  m ain features o f present state support for International M arketing, 
assess the issues which have been identified in recent appraisal o f the 
system , and comm ent on the im plications which its future shape will 
have for government and industry.

Scale o f the System

International m arketing receives a relatively m odest share of to ta l 
expenditure on state support for industry.

The Consultative Committee on M arketing (CCM) set up by the Sec­
toral Development Com m ittee reported  a to ta l o f over £31 million 
allocated to  Marketing support in 1983 by the agencies shown in 
Table 1; the  major proportion of this could be attribu ted  to  in te r­
national m arketing [CCM, 1984]. Adding the financial allocation to 
Coras Beostoic agus Feola (CBF) a figure o f approxim ately £33 million 
emerges. This would form  about 7% of the to ta l expenditure of £489 
m illion on  overall industry support.2
The staff resources allocated for m arketing support is seen to  be largely 
concen trated  in CTT. The to tal figure o f 527 fo r all the state agencies 
n o ted  in the  table is approxim ately 10% of the staff em ployed in all 
industry  support agencies.3 The p roportion  o f staff resources devoted



Table 1: Resource A llocation by Agencies in 1983

Agency
Primary
Support

Staff
%

Secondary
Support

Staff

Total
Staff %

Primary
Financial

£000
% Pay

£000
Overhead

£000
Total
£000

%

CTT 151 48 169 320 61 6,696 35 5,574 4,820 17,090 55
IGC 17 6 13 30 6 651*** 3 328 240 1,219*** 4
IDA 7* 2 7 1 9,420 49 9,420 30
SFADCo 20 6 20 4 216 1 272 89 577 2
HRS 82 26 82 15

KDW 36 12 32** 68 13 224**** 1 540 80 844 3

D / r rc T t 1,984 10 1,984 6

Total 313 100 214 527 100 19,191 100 6,714 5,229 31,134 100

* Overseas personnel engaged solely in the promotion of technology transfer, licensing and joint ventures. However, all project executives in IDA have
this responsibility within their marketing or company development roles.

** Staff in trading excluded.
*** Including £210,000 est. from YEA for Market-Place Programme.
**** Calculated by using 1981 pay/total expenditure ratios,
f  Department of Industry, Trade, Commerce and Tourism.
Source: CCM, 1984, p. 44.
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to  m arketing in state support for industry appears therefore to  be little 
m ore than  the small proportion allocated in financial resources. One of 
the  issues discussed below is the adequacy o f these proportions given 
the  central importance of the m arketing or international m arketing 
functions.

System  Structure

In providing support to industry the state has tw o means of interven­
tion . I t can employ policy instrum ents to  improve the business environ­
m ent directly w ithout relying on an intervening agency.4 In addition, 
i t  can channel intervention through its agencies and thus aim at im prov­
ing the performance of industry through a variety of support services 
provided by these agencies. The balance m aintained betw een these two 
form s o f intervention and the relative effectiveness of each, continues 
to  be a m ajor subject for debate in this as in m any o ther western 
econom ies [Bradley 1983; Bradley, Hession, Murray, 1985]. The present 
support system relies heavily on the second form .

A variety o f approaches are possible in depicting the strcture of support 
provided through intervening agencies. Analysis of the specific roles 
and  services provided to industry distinguishes the following five forms 
o f support [CCM, 1984, p. 38] :

— Provision of Inform ation.
— Provision of Advice or Consultancy.
— Provision of Finance.
— M ediation on Client firms’ behalf w ith th ird  parties such as other 

governments or large customers.
— Performance of Marketing Activity for the Client Firm.

Each form  of support is directed by agencies at specific elem ents o f 
the  m arketing or international m arketing function . Table 2 indicates 
the  variation in support roles undertaken by  the various agencies by 
noting  the  forms o f their support and the m arketing elements towards 
which these are directed. The specialised nature o f IDA, IIRS and KDW 
support appear in sharp contrast to  the m uch wider scope adopted  by 
CTT and  the other agencies.

The allocation of the financial and staff resources, identified earlier, 
to  the m ain areas o f international m arketing activity has been roughly 
estim ated in Table 3. Product developm ent emerges as receiving by far 
th e  heaviest resource allocation of staff and finance. M arket research 
and  prom otion  also receive significant allocations of b o th  resources, 
albeit a t a much lower level than  p roduct developm ent. Resource 
acquisition (largely m arketing personnel recru itm ent and placem ent)
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Table 2: Forms o f  Support Provided for Marketing Elements

CTT IGC IDA SFADCo IIRS KDW

Market 
Information, 
Acquisition and 
Assessment • O ■ •  O o ■ •  O ■

Positioning
Strategy o O o

New Product 
Development • ■ □ • □ o ■ •  O B •  o •  o

New Market 
Entry • o ■ □

Product
Management • o •  o •  O •  o •  o

Pricing • o •  o •  O

Distribution • <□o •  o □ •  O A

Promotion • <□■o •  o □ •  O • 0 ►

Resource
Acquisition ■ ■

Risk
Management •

Code: •  Provision o f Information.
O Provision of Advice or Consultancy.
■ Provision of Finance.
O Mediation on client Firms’ behalf with Third Parties.
A Performance o f Marketing Activity for the Client Firm.

Source: CCM, 1984, p. 42.

and risk m anagem ent (export credit insurance) are allocated substan tia l 
finance.

Some arbitrariness is suggested, by the contents o f Tables 2 an d  3, in 
the support roles adopted  by agencies and particularly in the a llocation
of their aggregate financial and m anpower resources. This suggestion is
reinforced by two findings resulting from  more detailed analysis in  th e  
CCM study:

. . . many agencies address operational rather than strategic m arket­
ing issues in their support programmes and fail to differentiate  
adequately as between the often differing support requirements 
o f  particular clients. [CCM, 1984, p. 9 1 ].

Strategic Issues o f  S tate Support

Of the many issues identified in the studies leading to  the rep o rt o f  th e  
Sectoral Developm ent Com m ittee on M arketing the  follow ing are  o f
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Table 3: Financial and S ta ff Resource Allocation to Marketing Elements, 
by the Listed Agencies in 1983 (£ ’000)

Financial Staff

M arket Inform ation Acquisition 
and  Assessment 1,845 33

Positioning Strategy 445 21

New Product Development 8,980 119

New M arket Entry 400 18

P roduct Management 520 43

Pricing 445 21

D istribution 445 21

Prom otion 2,805 39

Resource Acquisition 1,310 —

Risk Management 1,984 —

Source: CCM, 1984, p. 46, 47.

particular interest to  those concerned w ith the future shape o f the 
support system and its effective use.

Balance o f  Direct vs. Indirect Intervention
While the design of the existing support system relies very heavily on 
in tervention through intermediary agencies, such as CTT, IDA, IGC, 
IIRS and  KDW, the functioning o f international m arketing in Ireland 
is strongly affected by the num erous strands o f governm ent economic 
and  social policy through their effects on the business environm ent. 
Fiscal policy is of particular im portance; for instance the bias in fiscal 
policy in favour o f low risk investm ent, reported  by NESC (1984), 
strikes particularly severely a t m arketing investm ent decisions such as 
in  new  m arket entry and product and m arket developm ent.

The one maj'or example o f state in tervention on  the fiscal environm ent 
to  support international m arketing has been the relief on export profits 
tax  schem e, now term inated except for companies th a t qualified for 
tax  exem ption before 1981. The heavy state investm ent programme in 
telecom m unication is possibly the only recent example of a major 
in terven tion  in the infrastructural environm ent w ith very positive 
effects on international m arketing activities. Such interventions have 
however been rare, state support being generally directed through the 
in term ediary  agencies providing incentive grants, advice and the other
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services already no ted . There is, however, an increasingly vocal lobby in 
both  private and state sectors in favour of redirecting state support, for 
all areas o f business or industry, towards improving the business environ­
m ent d irectly .T he poor performance of the telecom m unication facilities 
has long been seen as a critical barrier to effective perform ance o f m uch 
international m arketing activity. Further evidence o f the inhibiting 
aspects o f the overall environm ent is provided in the annual reports o f 
the European M anagement Forum  on industrial com petitiveness. 
Ireland’s relatively low  ranking, sixteenth in the tw enty  tw o  country  
list, is seen to  be heavily influenced by well recognised negative aspects 
of the  business environm ent [European Management Forum , 1984] .5

While the above concern for redirection of state support arises from  the  
num erous unattractive aspects of the present environm ent, m any o f 
these being unintended results of past fiscal or social policies, there  is 
also a concern w ith some of the effects of the ind irect pa th  o f in te r­
vention pursued through the state agencies. For exam ple, the  Telesis 
Report questioned the general philosophy of intense “hand-holding”  o f 
small firms:

We doubt that it [intense hand-holding] is an effective long-term  
means fo r  the development o f  skills and exports. I t  has the e ffec t 
o f  increasing small firm s’ dependence on outside services, instead  
o f  stimulating in-house long-term solutions or direct cross-company 
initiatives. I t  also has the effect o f making the agencies more and  
more s ta ff intensive. [NESC, 1982, p. 210]

The intense hand-holding o f some firms pursued by state agencies can 
be argued to  be appropriate for the economy of a developing co u n try ; 
the argum ent w ould  ru n  tha t the state thereby aims at overcom ing 
major endem ic weaknesses o f private sector firms by a “b o o tstrap p in g ” 
process em ploying state and international agencies to  tran sfer the 
knowledge and skills required. The relevance of such a policy to  Irish 
industry depends on the view taken on the state o f developm ent o f  th is 
econom y. From  some perspectives Ireland should, like P ortugal, be 
classified as a developing country and be acknowledged as sharing m any 
of the barriers to developm ent tha t characterise such an econom y. 
Present industrial policy appears however to  have accepted th e  Telesis 
criticism and to  reject the  “bootstrapping” approach. Indeed, if realistic  
measures were possible in the field of direct in tervention a  fu rth e r  
dilution o f the intervention through interm ediary agencies m ight be 
expected. Unf® rtunately  the extreme burden placed on the  sta te  by 
the size of its national debt makes it difficult if n o t  im possible to  
radically a lter the  present fiscal environmental structure. T here  are
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perhaps equally strong constraints on altering m any of the non-fiscal 
environm ental factors, e.g. in the field o f industrial relations or em ploy­
m en t protection.

Proportion o f  State Support Provided fo r  Marketing
In view of the im portance of the internationalisation process in the 
industrial development policy for indigenous industry we may readily 
in te rp re t the call for greater state support for M arketing as largely 
directed to  International Marketing activity [Bradley, 1983; Bradley, 
Hession, Murray, 1985].

The case for a substantial increase in the state support funding and 
m anpow er resources devoted to  improving the m arketing perform ance 
o f industry has been advanced on m any occasions since the late 70s. 
The emphasis placed by the Telesis R eport [NESC, 1982] on effective 
m arketing as a critical requirem ent in the grow th of internationally 
orien ted  indigenous industry provided very powerful support for this 
view.

Two factors have however operated against im plem entation o f  such a 
policy. O f primary importance perhaps is the difficulty o f bringing 
abou t a significant redivision of the sum of about five hundred million 
pounds in state funds devoted to  industry support in general in favour 
o f the m arketing com ponent of th a t support. The organisational 
im plications of such a redistribution would clearly be extensive. The 
second difficulty arises from  the greater risks incurred by state invest­
m en t in intangible m arketing related assets as opposed to  the relatively 
safe investm ent in production facilities, th a t has been the traditional 
focus o f m ost Irish grant aid.

A  lim ited increase in the proportion  o f state support funds, if n o t m an­
pow er, directed to  m arketing appears to  be already occurring. N onethe­
less, the incrementalism which appears a necessary feature of major 
public  sector decision m aking is likely to  ensure th a t major redistribution 
o f state support resources will take m any more years to accomplish.

W ithin the limits implied by the present scale of support for in te r­
national m arketing the positions being adopted  on the remaining issues 
will have significant influence on the nature o f the future support 
system .

Exploiting Support System Synergy

The great variety which now exists in the state support system for
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international marketing creates many possibilities for unnecessary over­
laps and lack of co-ordination between agencies. The challenge in 
controlling and managing the system, however, goes m uch fu rther than 
the avoidance of overlaps or ensuring co-ordination. The very com ­
plexity o f the system should allow a much more responsive m atching 
of support services to the needs of industry than could be obtained 
from the simpler structure of earlier years. Such responsive m atching to  
industry’s needs requires a sophisticated level of system con tro l and 
m anagem ent. In particular, it requires that the overall system  of agencies 
operate w ith ^coherent policy of intervention; the policy should exploit 
the synergistic potential across agencies and provide a clearly defined 
support role for each one. In this m anner the set o f agencies m ight be 
seen to  act as a closely knit team impacting on industry  in  a highly 
varied and flexible m anner [Murray, Bradley, Hession, 1985].

The present support system falls very far short o f such an ideal. The 
SDC report on m arketing identified the “lack of overall policy to  guide 
the activities of the different agencies providing m arketing su p p o rt” as 
a major weakness o f the system [SDC, 1985, p. 1 9 ] , and it set fo rth  
several proposals to  overcome this defect. The collaborative e ffo rt 
required of agencies in developing and implementing the  type o f overall 
policy desired, presents m any difficulties and is unlikely to  emerge 
w ithout considerable experim entation with the organisational form  o f 
the support system. In the m eantim e, however, we can expect to  see a 
m uch higher level o f agency interaction than in the past. This w ould 
reflect a greater appreciation among the agencies o f the  high degree o f 
variety in their support services and the need to explo it this im p o rtan t 
strength through some new interorganisational mechanisms.

Segmentation o f  Industry fo r  Appropriate Targeting o f  Support Services

One of the central contributions of the debate on  Industrial Policy 
generated by th e  Telesis report was the recognition given to the  d iffer­
ing strategic categories o f firms that make up Irish industry . The Telesis 
report em ployed a classification scheme used by the Japanese Econom ic 
Planning Agency and illustrated in a chart which depicted  the  m ix of 
the coun try ’s total exports among four categories of industry  (F igure 1). 
Each category was seen to  present different requirem ents for com petitive 
success.

Many other segm entation possibilities exist which can provide add itional 
insights no t only in to  the range of competitive requirem ents th a t  exist 
now  but those evolving in future industry [Bradley, 1983; M urray, 
Bradley, Hessian, 1985; M urray, 1985]. The perspective p rovided  by  
analysis o f the  impact o f the competitive structure o f industries on  the
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Figure 1: Knowledge-intensive
(Computers, Instruments, Heavy Machinery) 

100%

Source: (N E S C , 1982, p. 7)

range o f strategic choice [Porter, 1980; Porter, 1985] has clearly 
influenced the direction taken in recent efforts at strategic segm entation. 
While these segments are of m ajor in terest in  characterising strategic 
choices open to  individual firms they  can usefully be adapted to  dif­
feren tia te  state support requirem ents o f industry.

O ther variables beyond those of industry com petitive structure are also 
required  in differentiating targets groups of firms for state support. A 
prim ary candidate for inclusion among these variables is the absorbtive 
capacity o f firms for external assistance. An ironic though n o t surpris­
ing finding of the CCM report, is th a t services of support agencies are 
generally o f  greater use to  firms already well endowed with managerial 
and technical capabilities [CCM, 1984, p. 7 1 ]. Those with weak capa­
bilities and thus in greatest need of support appear unable to  tap and 
absorb effectively the external support available. In arguing against the 
diffuse provision of services in a m anner tha t would increase a firm ’s
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dependence on. the state agencies the Telesis report appears to  recognise 
the im portance o f considering absorptive capacity:

A  major push towards skill development and export competitiveness 
needs a different pattern o f  resource allocation, a stronger corporate 
structure, and the building o f  in-house capabilities, as opposed to the 
never-ending provision o f  consulting services [NESC, 1982, p . 2 1 0 ].

There has been little evidence in the past of the type and degree o f client 
firm differentiation, alluded to  here, in Irish support services for in te r­
national m arketing any more than for other functions o f business. 
Categorisation of client firms was until recently largely founded on a 
standard sectoral basis by product group. The IDA, CTT and some of 
the other agencies are now  reorienting their support services to  include 
a m uch richer segm entation. I t is unlikely that any agency has yet 
achieved a segm entation o f sufficient analytical m erit to provide a 
stable cross agency basis for the design and delivery of state  support 
services in international m arketing. Good marketing practice applied  to  
the m anagem ent of the support system demands th a t the considerable 
resources of th a t system  be adequately matched to the highly varied 
requirem ents o f  these strategic segments. A standard set o f services 
prom oted and delivered in a standard m anner to all industrial firm s is 
no longer acceptable.

Meeting the Need fo r  Advanced Advice/Consultancy in International 
Marketing Strategy

Our indigenous industrial firms aiming a t international m arkets face 
inherently complex problem s o f m arketing strategy. The p o o r com ­
petitive position and resource lim itations of these firms are d ifficulties 
calling for a particularly high level of strategic m arketing, if th ey  are 
to be circumvented.

A highly developed capability to  undertake such strategic analysis and 
planning is unlikely to exist w ithin the main body of indigenous industry . 
Much of this capability m ust thus be supplied externally from  either 
private sector consulting or the state support system to augm ent th a t in 
the firm. The private sector already shows signs o f responding to  this 
need through the  form ation of such specialist consulting services. A 
pressing need rem ains, however, for a reorientation o f the state  suppo rt 
services towards strategic m arketing consulting in  add ition  to  the 
traditional emphasis on supplying basic m arket inform ation and  advice. 
The CCM report recom m ended the form ation within CTT o f an advisory / 
consultancy corps of 15 contract staff “with a high level o f p rofic iency  
and experience in m arketing strategy” [CCM, 1984, p. I l l ] . In  view  o f
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the increasing interdependence of the state support agencies on each 
o ther and the need to  see international m arketing strategy w ithin the 
con tex t o f overall company developm ent the report recom m ended th a t 
individual members of the corps should be available to the o ther state 
agencies through a jo in t appointm ent system. An interagency group 
w ould initiate and m onitor this jo in t appointm ent system.

This recom m endation could have a very major im pact in raising the 
level o f international m arketing strategy em ployed by Irish industry , or 
at least by those firms moving in the direction, advocated by the Telesis 
repo rt, of growth to  significant internationally trading enterprises. The 
successful im plem entation of the recom m endation depends heavily on 
the  resolution of other issues outlined in this paper. U ndoubtedly , it 
also depends on greater enthusiasm in Irish industry for international 
m arketing strategy than has been evident heretofore.

Sharing the Risks Inherent in Major Marketing Investment Decisions

Many m arketing investment decisions are inherently of high risk and of 
long term . These attributes can pose particularly severe barriers to 
developm ent for Irish industry due to  the small size and m odest resources 
o f the great majority o f firms and their location in an island econom y.

High risk long term  investment norm ally requires financing through 
equity  sources. The inadequate flow o f equity  funds from  the private 
sector for this type of investm ent, was identified in a recent study of 
the financial system [NESC, 1984]. While some fiscal measures have 
now  been taken to  encourage a freer flow of private sector equity funds 
to  industry , investment possibilities in international m arketing are still 
likely to  be seriously under exploited due to  the risk aversion of individual 
firm  m anagem ent or their investors.

In France this problem has been attacked  through state agencies sharing 
the  risk o f investment with firms entering new m arkets. Some progress 
has now  been made in Ireland in adopting a similar approach through 
the  M arket Entry and Development Scheme proposed in the White Paper 
on Industrial Policy (1984).6 Should this trend  continue we may expect 
to  see risk sharing as one of the m ost im portan t measures in state support 
fo r international marketing.

Developing the Required Managerial and Organisational Capabilities 
o f  Indigenous Industry

The inadequacies of m arketing and in ternational m arketing capabilities 
in Irish industry have been identified and analysed over several decades
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[CIO, 1962-1975; Dillon-Malone, 1970; Gorm an, L ., Hynes, McConnell 
and M oynihan, 1975; Benson TJ., 1976; Condon, S., 1978;H ession E., 
1979; CCM, 1 9 8 4 ]. The quality of marketing at firm level was reassessed 
in associated studies o f the SDC report. The findings contain few sur­
prises. Major weaknesses were identified at strategic and operational 
levels and perform ance o f the m arketing function com pared poorly with 
th a t o f com petitors in export m arkets [CCM, 1984, p . 1 3 ] .

The organisational changes required to bring about the dram atic im prove­
m ent required o f Irish firms in international m arketing fall largely in 
the area of m anpow er policy. Management developm ent aim ed a t deep- 
roo ted  attitudinal change from  chief executive to m iddle m anagem ent 
level is prescribed by the SDC to bring about “a fundam ental change . . . 
in the way th a t m ost firms think about the m arketing fu n c tio n ” [SDC, 
1985, p. 22] .  This is perhaps the greatest task facing the state support 
system; several decades o f effort, albeit on a smaller scale than  now  
proposed, have apparently failed to change the nature  o f the  basic 
attitudinal barriers to  effective marketing, and particularly to  in te r­
national m arketing.

A parallel recom m endation in manpower policy was directed by the 
SDC at improving the organisational capabilities in m arketing a t bo th  
strategic and operational levels, through the supply o f new, highly 
trained m arketing staff. The support system was requ ired  to  organise 
and fund  the pro fessional developm ent o f marketing graduates to  a level 
of proficiency in international m arketing comparable to  com petitors in 
the main international m arkets of relevance to  Irish industry . Such a 
proposal requires adaptation of models of professional train ing for 
graduates which apply in o ther disciplines such as accounting, law  and 
engineering, to th e  con tex t of international m arketing. I t also requires 
heavy funding and  concentrated com m itm ent by the  support system  
utilising its own and overseas sponsored industry ’s organisational 
resources.

Conclusion an d  Im plications

In the remaining years o f this decade we may expect the  initial responses 
to  the above issu es, m any of which are already being tested  on  a p ilo t 
basis, to  be adapted , extended in scope and m ultiplied. The b road  lines 
of the future structure of state support have been draw n even if the 
longer term  responses to  the  key issues have yet to em erge. The ou tline  
of that future support system shows a complex interwoven struc tu re  
of multiple in terdependen t agencies offering a very wide range o f  
services, with m ultiple entry  points for the client firm seeking assistance.



92 IBAR — JOURNAL OF IRISH BUSINESS AND ADMINISTRATIVE RESEARCH

H opefully a large-scale redistribution o f financial and manpower 
resources will rectify the imbalance in state support to  the m arketing 
function  as opposed to  the traditional areas o f priority . A reorientation 
of support towards intensively knowledge based services addressing the 
strategic rather than  operational issues in international m arketing is 
now  beginning. State/business partnership will develop to share the 
risks o f the critical decisions in product developm ent, m arket entry and 
developm ent, and the many other investm ents required to  engage in and 
com pete successfully on international m arkets.

If the new structure of state support is to  accomplish its prom ised central 
role in the internationalisation o f Irish indigenous industry two highly 
significant challenges must be accepted. One faces the state support 
system , the second refers to industry.

The challenge for the state sector is the effective m anagement o f what 
is now  a highly interactive and complex set o f support agencies. These 
m ust be viewed as an overall entity  where form erly each agency could 
be considered largely as a separate un it, merely requiring a lim ited 
degree of co-ordination in a one to  one relationship with its partners. 
The requirem ent for a coherent global strategy for the team  of agencies, 
generating a clear mission for each m em ber, was outlined earlier. The 
recom m ended interagency group under the chairmanship of CTT [SDC, 
1985, p . 24] is one step in the process of building an adequate system- 
wide m anagem ent capability; it will require m uch further developm ent 
[M urray, Bradley and Hession, 1985].

The second challenge is firmly directed to  the individual industrial firm. 
It is doubly  significant given the view expressed by the SDC that “ the 
prim ary responsibility in achieving this im provem ent [upgrading the 
m arketing performance of Irish industry] rests with industry itse lf” 
[SDC, 1985, p. 22] . Faced with a complex state support system offer­
ing highly varied services to differentiated client groups and allowing 
m ultiple access points to  the individual firm s, managers m ust develop 
a deep understanding o f how  the system works. The lack o f serious 
a tten tio n  by many firms to  the po ten tia l o f the system in the past 
renders the  new challenge m ore daunting.

Knowledge of the support system will n o t however be sufficient to 
m eet the needs o f firms com m itted to  grow th in international m arkets. 
The fu tu re  system should be capable of exploitation in very many 
form s. The form chosen by the individual firm  should reflect the com ­
plexities o f its own strategy o f growth and developm ent. The ex ten t of
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these complexities for the firm com m itted to growth, in an econom y 
dependent on in ternational m arkets, is explored in Bradley, Hession, 
Murray (1985). The basic paradigm of marketing strategy developm ent 
for this type of firm can be seen to incorporate a new  com ponent: 
developing a sufc strategy which seeks to  m atch the support requirem ents 
generated by the  firm ’s growth ambitions to  the full po ten tia l o f the 
new state support system. This substrategy deserves deliberate and 
thoughtful expression as the form it takes may open up or constrain the 
strategic choices available in exploiting growth opportunities o f in te r­
national m arkets.

NOTES

1. Evidence of this interest is provided in the frequency of articles on Irish trade prom otion  
activity appearing in publications o f international agencies such as the International Trade 
Centre UNCTAD/GATT, Geneva (e.g. Condon, T., 1985).
2. Expenditure on industry support is understood in this paper to  comprise the 1983 out­
turn on the following public expenditure programmes: Industry Development and Finance; 
Marketing and Expart Promotion; Manpower, Labour Relations and Conditions o f Em ploy­
ment, Research, Development and Technical Assistance. (Comprehensive Public Expenditure 
Programmes, 1984).
3. The reference is to State sponsored Industry Support Agencies which relate to the public 
expenditures programmes noted above.
4. Much recent literature related to Industrial Policy has focused on this aspect o f intervention 
and on its effects on international competitiveness at industry sector or national econom y  
level. (See, for example, Scott, B.R. and G.C. Lodge, 1985).
5. The NESC sponsored review of industrial policy, of which the Telesis report formed one 
part, included an evaluation of the physical infrastructural constraints facing existing Irish firms 
and new industrial projects. (NESC, 1981, No. 59). The Council’s own conclusions and recom ­
mendation on this as on the Telsis report are contained in the final publication o f  the policy  
review (NESC, 1982, No. 66).
6. Suggestions on  state support to overcome the barriers inhibiting marketing investment 
decisions were presented at the Dublin Chamber of Commerce, Bicentenary Conference, Sep­
tember 1983. (Carroll, D.S.A., 1983; O’Reilly, A J .F ., 1983). These ideas were also advocated 
by Coras Trachtala in more detailed form in a contribution to industrial policy development. 
Following similar recommendations in the CCM and SDC reports, the Market Entry and Develop­
ment Scheme was presented in the White Paper on Industrial Policy (1984) as the first o f its 
initiatives to aid expart development.
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CONTROL OF NORTHERN IRELAND EXPENDITURE: 
OBSCURITIES AND ILLUSIONS

Andrew Likierman*

“The financid  relationship established between Northern Ireland and 
Great Britain suffers from  an (additional) inherent defect. I t  is com ­
plicated. Neiiher its intentions nor its operation is understood by half 
the memberr- o f the Legislature, not to speak o f  the general p u b lic” 
[Mansergh, 1936] .

Nearly fifty years later, the situation has changed little . The first p a rt of 
this article sets ou t the process of financial control betw een the adm inis­
tration in N orthern Ireland and both Parliament in W estm inster and 
central governm ent in the UK, and the second part why th a t p rocedure 
is bo th  obscure and anomalous. The third part indicates a possible 
reason for the present position and finally the article gives reasons w hy 
the obscurity and those anomalies need to be dealt w ith.

The Present Pre cess of Financial Control

In com m on wi ill the rest o f the UK, expenditure con tro l for N orthern  
Ireland is basedl on two parallel, bu t linked, procedures and system s. 
One is based on the  need to  obtain Parliamentary approval fo r exp en ­
diture. The other is based on the need for the government to  p lan  and 
control expenditure — plans which are announced in detail in th e  Public 
Expenditure WLhe Paper.

The Parliament a_ry procedure for the approval of expenditure in N orthern  
Ireland differs in detail, though no t in principle, from  that applied  to  
the rest o f the  UK. In summ ary, the “ Supply” elem ent o f expend itu re  
in Northern Ireland is voted through Parliament in W estminster in  one 
of three ways:

1. As part o f those UK Supply Estimates which cover the whole o f the  
UK — for example Class 2 (Defence).
2. In Class 17 o f the UK Supply Estimates (Northern Ireland). This 
Class comprises tw o votes “ Law, order, protective and m iscellaneous

*The author is Senior Lecturer at the London Business School and Director of the S chool’s 
Institute of Public Sector Management.

IBAR—Journal  of'IrisUi Business and Administrative Research, Volume 7, N um ber  2, W inter ,  1985, 
pp 95-10+.
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services Northern Ireland” and “Transfers to  the N orthern Ireland 
Consolidated Fund” [H.M. Government, 1 9 8 4 a ].
3. As the Northern Ireland Supply Estimates.

The main UK Supply Estimates are published in the Spring and voted 
on by Parliament in the Summer. As part o f the “norm al” procedures, 
N orthern Ireland expenditure, whether under Class 17 or any o ther class 
— is voted on with the rest of the UK Supply Estimates.

The N orthern Ireland (as opposed to  UK) Supply Estimates set out the 
requests for expenditure by N orthern Ireland departm ents and certain 
non-departm ental bodies, such as the Fair Em ploym ent Agency or the 
Equal Opportunities Commission. The draft order for the N orthern 
Ireland Supply Estimates is usually laid before Parliament in Ju n e , and 
debated and then “m ade” (agreed) in Ju ly . A uthorisation to  spend from 
the beginning of the financial year is on the same principle as the rest 
o f the UK, with Sums on A ccount usually being voted in the early 
m onths of the year, at the same tim e as Spring Supplem entary Estimates 
are debated. Under the W estminster Supply procedures, A ppropriation 
Orders (normally three each year) are approved by Parliament and these 
authorise payments out of the N orthern Ireland Consolidated Fund. 
The Parliamentary procedure is th a t the A ppropriation Order is laid 
before both  Houses of Parliament in draft before being debated. If 
approved, the Appropriation Order is made at a Privy Council meeting.

The structure of Votes in the N orthern Ireland Estimates operates in 
the same way as the rest of the UK, with divisions chosen to  reflect the 
basis of accountability. The procedure for Supplem entary Estimates 
again follows the pattern  of the rest of the UK, with A utum n and Spring 
Supplementaries as required. There are, nevertheless, some differences 
o f practice in the treatm ent of N orthern Ireland expenditure in parli­
am entary procedure from  “norm al” Supply procedures. First, because 
the A ppropriation Orders are S tatu tory  Instrum ents, unlike the norm al 
Supply procedure, the sums voted on cannot be am ended, bu t only 
accepted or rejected as a whole [House o f Com m ons, 1983]. Second, 
the  am ount voted for the N orthern Ireland Consolidated Fund in Class 
17 o f the Supply Estimates will be dependent on the decisions about 
taxation  at Budget tim e. This does n o t m ean tha t the fundam ental 
principle o f expenditure determining incom e has been breached, since 
the am ount is amended autom atically in the  light of the Budget p ro ­
posals. But it is unusual in being dependent a t all on taxation proposals.

In  the parallel administrative system for public expenditure control, 
N orthern  Ireland expenditure is classified as a programme (17 in the
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Public Expenditure White Paper). Expenditure plans are announced  in 
the A utum n S tatem ent and then given in detail in the  Public E x p en ­
diture White Paper in the Spring. Programme 17 covers bo th  expend itu re  
under the control o f the N orthern Ireland Office (mainly law , order 
and protective services) and also that covered by the  N orthern  Ireland 
D epartm ents.

Y et this outline o f the current procedures barely h ints a t the problem s 
of trying to reconcile the figures for public expenditure in N orthern  
Ireland. The In troduction  to  the Northern Ireland Supply Estim ates 
[H.M. Governm ent, 1984b] gives only a part of the  story, and there  is 
no easy way o f understanding which items are covered by which figures. 
Table 1 gives the different am ounts for 1984/5 in the various docum ents 
in which they appear.

Table 1: Supply Estimates

£  million

UK Supply E stim ates 1984/5  Class 1 7 1 ,219 .051
Includes Law, order protective and mise services 
(£ 4 0 4 .0 5 lm) and tri infers to the NICF (£815m)

Northern Ireland Supply Estimates 1984/5  12 Classes 2 ,83 1 .4 9 5
of which public expenditure elem ent £2,524.583 which 
corresponds (approximately) to public expenditure in 
Cmnd 9143 of £ 2 ,55« .5m

Financial Statem ent 1 3 8 4 /5  (Table 4) 3 ,0 2 1 .6 1 9
Includes Supply Services (£2 ,831.495m) and Consolidated 
Fund Standing Services (£ 1 9 0 .124m)

Financial S tatem ent 1 3 8 4 /5  (Table 5) 3 ,0 2 1 .7 1 9
Includes Supply Services (£2 ,831.495m ), Consolidated Fund 
Standing Services (£ 1 >0.124m) and provision for Surplus o f £0.1 m

Public Expenditure White Paper (Cmnd 9143) 4 ,032
Includes Northern Ireland Office — Law, order and protective 
services/Other public services (£406m ) and total for Northern 
Ireland Departments(£ 3 ,626m)

Notes: 1. National Accounts figures are not included.
2. Collection costs of £ 4 1 .47m are identified in Table 2 o f the Financial Statem ent, 

together w ith £ 8 6 .13m as Northern Ireland share of UK payment to the European 
Community. This is not shown as expenditure, since it is netted off against incom e.

None of these figures can be taken as “N orthern Ireland ex p en d itu re” . 
For example the to ta l o f £4  billion in the Public E xpenditure W hite 
Paper [H.M. G overnm ent, 1 984c], excludes expenditure borne o n  p ro ­
grammes covering the whole of the UK. There are tw o categories here. 
First, those items which benefit N orthern Ireland citizens b u t w hich 

cannot be separated from  the rest of the UK, such as the activities o f  the 
Foreign and Com m onw ealth Office and the bulk of M inistry o f D efence
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expenditure. Second, there are those items which are handled centrally, 
even though there may be direct benefit to  N orthern Ireland, including 
agricultural policy handled through the Ministry o f Agriculture and the 
In tervention Board for Agricultural Produce. Expenditure in both  these 
categories is borne in the main UK public expenditure programmes and 
Supply Estimates.

Taking the picture as a whole, 86% of planned public expenditure under 
the  control of the Northern Ireland D epartm ents represents direct 
expenditure by those departments and of this 80% is borne on Votes in 
the  N orthern  Ireland Estimates. Thus public expenditure on the Votes 
is abou t 7 0% of the planning total.

There is an additional allocation o f funds to  N orthern Ireland n o t 
included directly in the UK Supply Estim ates. Paym ents from  one public 
sector body to another do not count as public expenditure. Such items 
represented about 11% of the main Estimates in 1984/5. An example 
given in the guide to the N orthern Ireland Supply Estim ates [H.M. 
G overnm ent, 1984b] is tha t of the Education and Library Boards, 
financed by the Departm ent of Education on Class VIII, vote 4 of the 
Estim ates.

Individual items are also difficult to  reconcile — the treatm ent of revenue 
from  the  European Community for example. This is an im portant item , 
since it offsets expenditure in the calculations o f the ne t cost of a p ro ­
gramme. The revenue appears in three different places in the docum ents 
presented to  Parliament. Some is included in Class 17 o f the UK Supply 
Estim ates, and therefore reduces the am ount which has to  be voted by 
Parliam ent. This am ounted to  £82 m illion in 1984/5. Then there are 
am ounts credited directly to  the N orthern  Ireland Supply Estimates. 
These am ounted to  £49.1 million in 1984/5 and counted as a reduction 
in N orthern Ireland expenditure. Finally there are the am ounts credited 
to  o ther UK expenditure programmes, no tab ly  agriculture, some of 
which relate  to N orthern Ireland b u t cannot be specifically a ttribu ted  
to  it. The to ta l revenue in thè UK Supply Estim ates as a whole (exclud­
ing Class 17) was £1590 million in 1984/5.

None o f the above figures is easily reconcilable w ith the m em orandum  
figure o f £ 6 4  million in the Public Expenditure White Paper. To make 
m atters even more confusing, a sum (£86 m illion in 1984/5) is deducted 
from  the tax  revenue credited to N orthern  Ireland in Table 2 of the 
Financial S tatem ent as being “NI share o f UK paym ent to  the EC” . 
This therefore means that this sum has notionally  to  be an addition to  
the am ount voted in Class 17 of the UK Supply Estim ates.
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Table 2: Reconciliation — Public Expenditure in Northern Ireland — White 
Paper and Supply Estimates

Total in 1984 Public Expenditure White Paper
£  million 

4 ,0 3 1 '

Less -  Northern Ireland Office expenditure funded from UK 
Consolidated Fund 4 0 6 1

— Less local authority expenditure funded by rates, internally 
generated resources and central government grants 306

— Less external financing of public corporations funded 
by borrowing 192

-  Less expenditure on National Insurance type benefits 
funded from NI National Insurance Fund 566

— Less expenditure on Employment Protection funded 
from NI Redundancy and Maternity Pay Funds 6

-  Less provision in Public Expenditure White Paper not 
taken up in Main Estimates 32

Equals public expenditure total in Northern Ireland Supply Estimates 2,534

Sources: 'Public Expenditure White Paper 1984/5-1986/7; Northern Ireland Estimates 1984/5 . 
Other figures from Department of Finance and Personnel, Northern Ireland.

Table 2 shows ju s t how  difficult it is to reconcile the figure (show n in 
Table 1) of the public expenditure to ta l in the Public E xpenditu re  
White Paper w ith the figure for the to tal given in the N orthern  Ireland 
Estim ates. Indeed it is impossible w ithout the five linking figures given 
and these five figures are n o t available from  published sources.

It should be emphasised th a t the difficulties o f reconciling the figures in 
different docum ents is n o t peculiar to  Northern Ireland. It is a general 
problem  in the operation o f separate Parliamentary and adm inistrative 
system s and the general obscurity of public expenditure figures as a 
whole in the UK [Likierm an and Vass, 1984]. But the N orthern  Ireland 
position  is m ade very m uch m ore obscure than th a t o f the rest o f  the 
UK because of a mechanism in the control of N orthern  Ireland exp en ­
diture which has no  parallel in either financial and constitu tional term s 
elsewhere in the UK — the N orthern Ireland Consolidated Fund  (NICF) 
which was set up under the 1920 Government of Ireland Act.

To p u t the Fund in con tex t, the general principle is th a t governm ent 
revenues from  N orthern Ireland are treated  no differently  from  those 
gathered from  o ther UK citizens. The imposition and adm in istra tion  o f 
all taxes — on the incom e and capital gains of individuals, on the  incom e 
of corporations, and for custom s and excise duties and Vehicle Excise
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D uty — as effected from Westminster. The taxes are collected either 
directly by UK central departm ents, or by N orthern Ireland depart­
m ents on  their behalf. With a few m inor exceptions, the proceeds are 
paid directly into the United Kingdom Consolidated Fund.

Y et the NICF exists as a separate account for N orthern Ireland, as if 
this part of the UK was a separate financial en tity . The Fund has income 
from  a variety of sources, by far the m ost im portan t of which is N orthern 
Ire land’s share of UK taxes which are hypothecated  as incom e to  the 
Fund. The bulk (but no t all) of N orthern Ireland expenditure is debited 
to  the Fund. There are a variety of o ther items o f income and expen­
diture and the balance is made up by an am ount voted as part of Class 
17 o f the UK main Supply Estimates.

The case is even more artificial because it looks as if the transfer to  the 
Fund  through the UK Supply Estimates is the to ta l am ount transferred 
to  N orthern  Ireland from the rest of the UK. Yet as can be seen, some 
expenditure is already voted through o ther Supply Estimates covering 
the  whole o f the UK and there are the additional am ounts on Vote 17 
o f the UK Supply Estimates. The NICF itself includes a variety of items 
covering different types o f expenditure and incom e other than  those 
relating to  central government, including local governm ent, the European 
C om m unity and income and expenditure arising from  capital accounts. 
This m ixture  of current expenditure and interest received and paid 
m akes th e  assessment of trends from  one year to  another very difficult 
indeed. Thus a decision to borrow  rather than  pay for item s through 
curren t expenditure alters the balance betw een items in each year by 
bo th  the am ount borrow ed and because o f later interest paym ents. 
The basis on  which the am ount of borrow ing is decided is n o t at all 
clear [Sim pson, 1980]. The calculation for the hypothecation  of tax 
incom e attributable to  N orthern Ireland from  the whole o f the UK 
m u t also be difficult to  make. While there has been little public com­
plain t, it is difficult to  know w hether this is because the results are 
regarded as satisfactory, because nobody understands the calculations or, 
if they  do, because the results are no t seen as being o f great im portance.

The existence of the NICF adds a technical com plication to  the operation 
o f cash lim its. In general, the control m echanism  of cash lim its operates 
in the same way for Northern Ireland as the rest of the UK and about 
tw o-thirds o f Northern Ireland expenditure in the N orthern  Ireland 
Estim ates is subject to  cash limits. There is a single block for all those 
N orthern  Ireland Supply Estimates which are cash lim ited (the others 
being demand-determ ined) and one for the item  other than  “Transfers 
to  the N IC F” in Class 17 o f the main UK Supply Estim ates. There is no
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cash limit foi the  transfers to  the NICF, since it is merely a transfer 
from  one public sector body to  another. Furtherm ore, a cash lim it 
could n o t be applied because the am ount to be transferred depends on 
the tax  revenue raised in the Budget and this am ount is n o t know n un til 
after the  Supply Estim ates are produced.

The existence of the NICF also gives rise to an anomaly in Parliam entary  
procedures. The N orthern Ireland Supply Estimates provide for th e  to ta l 
am ount to be spent (£2.8 billion in 1984/5). Yet because this sum  is 
debited from  the  NICF and because credits are given for hypo th eca ted  
taxes from  the rest o f the UK (£2.3 billion in 1984/5), the balance o f 
£0.5 billion, after the relatively m inor additional elem ents o f incom e 
and expenditure, has then to  be voted by Parliament to  finance the 
expenditure as if N orthern Ireland was a separate coun try . B ut it  is n o t 
clear why this whole procedure is necessary. Parliament has already  
voted the whole am ount o f £2.8 billion and the vote to  balance the  
NICF duplicates that part o f the £2.8 billion which has already been 
voted.

There are a num ber o f possible explanations for the existence o f  the  
NICF, of which two m ight be thought to  be possible con tenders. F irst 
tha t it is a legacy o f h istory, based on the fact that there used t o  be a 
separate N orthern Ireland Budget controlled from S torm ont, a n d  th a t 
to discontinue it would be a political act implying fu rther in teg ra tion  o f  
N orthern Ireland into the rest of the UK. The second is th a t it has some 
role to  play in the calculation of the am ount o f resources channelled  to  
Northern Ireland from  the rest of the UK. The second exp lanation  can 
be dismissed, since expenditure on Northern Ireland is decided th ro u g h  
the public expenditure (PESC) process in the same way as the  re s t o f  
the UK. In any case, as has already been shown, the NICF is n o t  an 
indicator of the flow of funds to  and from  the rest o f the UK. O n  the  
face o f it, therefore, it is role of history dom inating curren t po litica l 
considerations which explains the present arrangements.

Implications fo i the Future

The existence of the NICF and the present anomalies in the tre a tm e n t 
of N orthern Ireland m ight be dismissed as irrelevant if there w ere n o t 
the continuing danger tha t the figures could be misused. O ne such 
danger is in the  belief th a t N orthern Ireland could stand  on its o w n  feet 
economically. Calls to  w ithhold the  “ Imperial C on tribu tion” in  the  
1940s were one m anifestation o f this, the calls for a U nilateral D eclara­
tion of Independence in 1971 [A rthur, 1980] were ano ther. T here  is 
no doubt th a t these illusions still exist in Northern Ireland and th e y  can 
only be fed by the  existence of separate accounts such as the N IC F .
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A nother area of danger arising from  the existence of a separate Fund 
lies in the way various attem pts have been made to  try to  give a figure 
fo r the “cost” of Northern Ireland to  the rest o f the UK or to  prove the 
degree of dependence of N orthern Ireland on the rest o f the UK (see 
fo r example the regular questions about the N orthern Ireland “ Subven­
tio n ” by Lord Blease in the House o f Lords, occasional questions and 
com m ents in the House o f Commons, and the allegation by Simpson 
(1984) th a t “it is the only region where the ne t fiscal transfers from  the 
central government can be measured in the published accounts of the 
tw o Exchequers” ). While estimates o f expenditure per head in any 
region are possible, the idea that the “ to tal cost” o f N orthern Ireland to  
the  rest o f the UK can be calculated is fraught w ith dangers. Here too 
the  existence of the NICF gives a spurious degree o f credibility to 
figures of dependence, spurious because substantial parts of the flows 
o f funds to  and from N orthern Ireland to  and from  the rest of the 
UK are n o t included, difficult to record or difficult to calculate. Year- 
by-year comparisons are made additionally difficult because o f the 
possibilities of financing expenditure through either capital and current 
accounts. In summary, therefore, the am ount o f the “cost” of N orthern 
Ireland cannot easily be found or calculated.

O n the Parliamentary side, the present provisions for scrutinising 
N orthern  Ireland expenditure are also anomalous in a num ber of 
respects. First, the lack o f a N orthern Ireland D epartm ental Select 
Com m ittee means that the  three days of debate on the N orthern 
Ireland Estimates, while a welcome feature of the control of N orthern 
Ireland expenditure, are o u t of line with the procedures for the control 
o f governm ent expenditure in the rest o f the UK. Second, there is the 
elem ent o f duplication in voting th a t elem ent of the N orthern Ireland 
Estim ates which is covered by the NICF contribution. Finally there are 
the  concerns expressed by the House o f Commons Procedure (Finance) 
C om m ittee in 1983 [House of Commons, 1983]. One was tha t the use 
o f the A ppropriation Order is a blunt instrum ent which is hardly suitable 
fo r this form o f Parliamentary control. The o ther arises from the 
fac t th a t N orthern Ireland expenditure is voted in part in the Northern 
Ireland Estimates and in part in the main UK Supply Estimates, and 
th a t the to tal for N orthern Ireland in the Public Expenditure White 
Paper includes some, bu t n o t all the expenditure on N orthern Ireland. 
This arrangem ent was criticised [House of Com m ons, 1983] as dangerous 
in giving the  illusion that N orthern Ireland expenditure as a whole was 
being debated when the N orthern Ireland Estim ates were debated.

A t a m ore detailed level, the structure o f Class 17 of the UK Supply 
Estim ates and the existence of separate Supply Estimates for N orthern
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Ireland are certainly anomalies when compared to  the trea tm en t o f 
Scotland and Wales. Thus Scotland and Wales each has a UK Supply 
Estim ate to cover a variety of services covered by the respective Secre­
taries of S tate although each also has services financed through Supply 
Estimates which cover the whole of the UK. But there are no  separate 
Scottish or Welsh Supply Estimates. To bring N orthern Ireland in to  line 
with practice for Wales and Scotland, it would not appear to be difficult 
technically to  cover the Northern Ireland Supply Estim ates as a whole 
in Class 1 7. Tlie dividing line between what was covered in Class 17 and 
what was covered in o ther Classes would then be decided on the  basis 
of adm inistrative boundaries.

There can be three possible reasons for continuing the present procedures. 
One is th a t devolution is the current policy and to  effect any change 
would be seen to  be counter to  that policy. The second is the  u n d er­
standable fear o f political and other reaction to any change. Finally 
there could be the idea th a t the present arrangements could ac t as the  
basis o f future financial arrangements with devolved arrangem ents o f 
one kind or airother.

Little can be said about the first tw o, since these are largely political 
and tactical issues. But if  the final explanation is the reason , tw o 
questions need to  be asked. First, is it likely that there will be a sw ift 
developm ent in  the constitutional position for N orthern  Ireland , 
perhaps buildirrg on the 1985 Anglo-Irish agreement? If there is, th en  
there m ight be grounds for waiting to  use the opportunity  to  settle  all 
aspects of relations betw een the UK and N orthern Ireland and  n o t to  
tidy  up in any piecem eal fashion. If lasting arrangements are un likely  to  
be agreed in tbe near fu ture (and on the evidence it does seem unlikely) 
a second question which then arises is whether the NIGF cou ld  be the  
basis for whatever is eventually decided? Assuming there will have to  be 
a Consolidated Fund, the NICF and the present accounting arrangem ents 
seem far too  obscure and cumbersome to be part o f any conceivable set 
of future constitu tional arrangements. They are certainly irrelevant 
in considering the am ount of money required for N orthern  Ireland. 
This position Is unaffected  by Direct Rule from W estm inster. Indeed  
Direct Rule d id  little  to alter the substance of the financial rela tionsh ip  
betw een N orthern  Ireland and the rest of the UK. It simply m ade m ore 
form al the relationship between the Treasury and the D epartm en t o f 
Finance and iersonnel in N orthern Ireland which had  previously been 
ad hoc, b u t no less close than  at present.

The appropriate adm inistrative, as opposed to  political, steps to  m ake 
the present procedures less illogical might involve tw o in terlinked  steps.
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First, the creation of a Select Com m ittee to  handle the affairs of 
N orthern  Ireland in the same way as the affairs o f Scotland and Wales 
are handled by their respective D epartm ental Select Committees. 
Second, the winding up of the NICF and the direct voting of N orthern 
Ireland expenditure by Parliament in the same way as public expenditure 
fo r the rest of the UK is currently voted. With or w ithout Direct Rule, 
the  N orthern  Ireland Supply Estimates could be voted through w ithout 
the  need to  engage in duplicate voting of “Transfers to  the N ICF” at 
W estm inster or the transfer of funds in to  and o u t of a notional account.

The political dangers of any change are obvious enough. But these have 
to  be set against the dangers of m aintaining the status quo. In the case 
o f financial arrangements the danger is tha t the impression of an arms 
length financial relationship will continue to  foster economic and 
political illusions. The danger in Parliament is tha t the obscurity o f the 
arrangem ents will mean tha t N orthern Ireland will continue to  occupy a 
dimly understood half-in-half-out position  in W estminster and tha t 
there will be little understanding of the financial facts, either in N orthern 
Ireland or in the rest of the UK. This cannot be healthy for a good 
financial working relationship betw een N orthern Ireland and the rest of 
the  UK or provide the basis for a significant Parliam entary contribu tion  
to  the resolution of N orthern Ireland consitutional issues.
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TECHNOLOGY TRANSFER THROUGH STAFF MOBILITY: III

E. O n y e n a d u m  a n d  B. T om lin*

T h is  is the  la s t o f  th re e  a rtic le s  d e ta ilin g  the  m ovem en t o f  execu tive-leve l 
s ta ff  o u t o f  tw o  la rg e  su b sid ia rie s  o f  a m u lti-n a tio n a l e lec trica l a n d  
e lec tro n ics  m a rm fa c tu re r , a n d  a tte m p tin g  to assess th e ir  p o te n tia l for 
techno logy  tra n s fe r  in to  th e ir  h o st co m pan ies. A fu r th e r  series o f  artic le s  
w ill d iscuss the in n o v a tio n s  they  m ad e  as evidence o f  a c tu a l tech n o lo g y  
tran sfe r.

T h e  first a rtic le  d e a lt  w ith  the  jo b s  they  h ad  held  in th e  so u rce  c o m p a n y  
a n d  e lsew here , a n d  sh o w ed  th a t  exits could  be d iv id ed  in to  th re e  su b ­
g ro u p s , each  w ith  c o n s id e ra b le  p o ten tia l for tran sfe r [O n y e n a d u m  an d  
T o m lin , 1 9 8 4 a ] .T h e  seco n d  a rtic le  d e a lt w ith  the  n a tu re  o f  th e  c o m p a n ie s  
they  w en t to , and  sh o w ed  th a t, w hile  m ost w ere foreign m u lti-n a tio n a ls , 
a su b s ta n tia l  n u m b e r  w ere  Irish : som e s ta r te d  by th e  ex its th em se lv es  
(a fte r a c o n s id e ra b le  d e la y ), o th e rs  w ere in the  S ta te  sec to r, w h e re  th e  
p o ss ib ility  o f  ‘b ro a d c a s tin g ’ techno logy  existed [O n y e n a d u m  a n d  
T o m lin , 1984b]. A lth o u g h  these  w ere w elcom e signs, it w as d is a p p o in tin g  
to  see how  few ex its  jo in e d  e s tab lish ed  Ir ish  m a n u fa c tu r in g  firm s. F u r th e r  
ligh t w ill be c a s t on th is  issue  in the  p re sen t artic le , w h ic h  d ea ls  w ith  the  
n a tu re  o f  the jobs, ta k e n  u p  in  h ost co m p an ies , to see h o w  fa r  th e se  jo b s ,  in 
te rm s o f  fu n c tio n a l a re a  a n d  h ie ra rc h ic  level, w ould  easily  p e rm it  the  
tra n s fe r  o f  tech no logy .

T able 1: Type o f Function carried out by Exits

Function
Last in Source 

per cent
First After Source 

per cent
C u rren t 
per cent

C.E.O. _ 11 25
Technical (a) 72 54 52
N onTechnical (b) 28 35 23

(a) Technical comprises m anufacture; ancillary activities such as quality contro l and p lan t 
m anagem ent; norv industria l technical work such as testing and technical consultancy.

(b) N on-technical comjtii ses accounting  and data  processing; personnel m anagem ent; m ark e tin g  
and m anagem ent co.n suiting.

* T he au th o rs  are, respectively, D octo ra l C and ida te  and  Lecturer in O rgan isa tio n a l B e h av io u r in 
th e  D epartm en t o f  B usiness A d m in istra tio n  a t  U niversity College, D ublin .

IBAR—-Journal o f Irish.Bmsiness and A dm inistrative Research, Volume 7, N u m b er 2, W inter, 1985, 
pp 105-112.
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Functional Area in H ost Com pany
A s th e  n u m b e r  o fjo b s  held  betw een  th e  tim e  o f leav in g  the  sou rce  a n d  the  
tim e  o f  th e  stu d y  w as very  la rg e  (p a r tic ip a n ts  often c h an g ed  jo b s  sev era l 
tim es w ith in  a single co m p an y ) it w o u ld  be im p ra c tic a l to  a n a ly se  th em  
all. W e sh a ll begin  o u r analysis  by e x a m in in g  th e ir  firs t jo b  on  ex it a n d  
th e ir  c u r re n t  jo b . S ince these  a re  u su a lly  very  s im i la r —  in d eed  they  a re  
often  th e  sam e in the  case o f  recen t ex its —  we sh a ll c o n c e n tra te  o u r  la te r  
an a ly se s  on  the ir c u rre n t jo b s  only . C le a rly  a m a jo r ity  left from , w en t to, 
a n d  re m a in e d  in  techn ica l jo b s . T a b le  2 show s how  little  ten d e n c y  th e re  
w as to  c h an g e  from  one a re a  to a n o th e r . M o st w ho left from  tech n ica l 
p o s itio n s  a re  now  e ith e r  C .E .O ., o r d o in g  tech n ica l w ork , m o st w ho  d id  
n o t a re  n o t.

B efore g o in g  on to ex am in e  th e ir  h ost co m p a n ie s , le t us ex am in e  th e  k ind  
o f  w ork  b e in g  ca rried  o u t, cu rre n tly  a n d  on first m ove, by th e  th ree  su b ­
g ro u p s  iso la ted  in  the  first a rtic le  (T a b le  3). S ince th o se  w ith  te c h n ic ia n  or 
low er q u a lific a tio n s , an d  those  w ho w ere  d ire c t re c ru it g ra d u a te s , w ere 
m o st like ly  to  leave from  tech n ica l p o s itio n s , it is n o t su rp r is in g  to  see th a t 
th ey  te n d e d  bo th  to m ove to  a n d  to s ta y  in te ch n ica l jo b s  (w e sha ll refer 
b ack  to  th is  find ing  in  the  section  below  on  h ie ra rc h ic  level a tta in e d ) .

T o  assess fully th e ir  cap ab ility  for te ch n o lo g y  tra n sfe r , we m u s t re la te  the 
jo b s  ta k e n  u p  by exits to th e  n a tu re  o f  th e ir  h o st c o m p an y , in te rm s o f  its

Table 2: Present Function by Last Source Function

Last Source Function
Function Technical O ther

per cent per cent

C.E.O. 28 17
Technical 67 13
O th e r 5 70

Table 3: First and Current Function by Exist Sub-Group

First Function C u rren t Function
Technical O ther Technical O ther

Sub-G roup per cent per cent per cent per cent

Technician Level 46 54 52 48
E xperienced G raduates 38 62 28 72
D irect Recruit G raduates 71 29 60 40 .
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in d u s tr ia l g ro u p in g  a n d  o w n ersh ip  (T ab les  4 and  5). W e h a v e  show n  
a b so lu te  n u m b e  rs r a th e r  th a n  p e rcen tag es  in T a b le  4  to  d ra m a tis e  th e  fac t 
th a t  no ex its a re  c u rre n tly  engaged  on techn ica l w ork in Ir ish  in d u s tr ia l  
firm s, w hile m a n y  do  su ch  w ork  in  foreign en te rp rises . T a b le  5 b eg in s  to 
sh ed  som e lig h t on w hy  th is  sh o u ld  be so, by show ing  in g re a te r  d e ta il  th e  
n a tu re  o f th e  ^industries in  w h ich  they  w ork. O b v io u sly  th e  v a s t b u lk  o f  
exits go in to  firm s m a n u fa c tu r in g  m ach in e ry  o f  one so rt o r a n o th e r , m o stly  
e lec tro n ic , a n d  are  c u rre n tly  e ith e r  ru n n in g  th e  co m p an y  o r d o in g  te c h n i­
cal w ork  in  it. T h is  is n o t su rp ris in g , for m ost exits a re  e n g in e e rs  w hose  
w ork  ex p e rien ce  is in th is  k ind  o f  in d u s try .

B u t h e re  is w h ere  th e  p ro b lem  arises. For there is virtually no established 
indigenous machinery industry fo r  them to go into. I r ish  in d u s try  h as  a lw ay s  b een  
p re d o m in a n tly  p ro cess-o rien ted . W e n ev er developed  a m a c h in e ry  in d u s ­
try  o f  an y  s tre n g th : in  1971 th e re  w ere only 34 co m p an ies  w ith  o v e r  100 
e m p lo y ees  in th is  sec to r. As O ’Sullivan an d  T o m lin  (1 9 8 5 )  sh o w  
th is  p a r tic u la r  seg m en t o f  in d ig en o u s in d u s try  w as h i t  w o rse  th a n  
m o s t b y  th e  recessio n s o f  th e  la s t 10 y ea rs : it is u n lik e ly  t h a t  as 
m an y  as h a lf  o f  th e se  co m p an ies  still survive. F u r th e rm o re , even

Table 4: Prea.nt Function by Type o f Host Company (No. o f Respondents)

Function
Industrial

Type of C om pany 
Foreign 

O th er Industria l
H ost

O th er

C.E.O. 7(a) 3 11 _
Technical — 11 32 —

O ther 1 11 7 —

Total 8 25 50 —

(a) Including five wh.o- sta rted  their own business.

Table 5: Present Function by Industry Group (No. o f Respondents)

Function
Electronic

M anufacture

Industry G roup

O ther M achinery Process 
M anufacture In dustries

No. % No. % No. %
C.E.O. 9 26 7 39 2 33
Technical 23 68 8 44 1 17
O ther 2 6 3 17 3 50

Total 34 100 18 100 6 100
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the  su rv iv o rs  h av e  been c u ttin g  b ack  on s ta ff  r a th e r  th a n  e x p an d in g . 
T h u s , the  em p lo y m en t o p p o rtu n itie s  in  in d ig en o u s  firm s la rg e  en o u g h  to 
offer scope to  good eng ineers have  s im p ly  been  n o n -ex is ten t.

I t  m ig h t be asked w h e th e r new  in d ig en o u s  firm s in th is  sec to r cou ld  not 
h av e  ab so rb e d  a g re a te r  n u m b e r. T h e  a n sw e r is th a t  they  p ro b a b ly  w ill —  
w ith  tim e. T h ese  new  firm s a re  p re d o m in a n tly  still sm all a n d , since  th e ir  
fo u n d e rs  la rgely  have  a tech n ica l b a c k g ro u n d , they  no d o u b t feel th ey  can 
h a n d le  th e ir  te c h n ic a l/m a n a g e ria l p ro b le m s th em selv es , u n til  the  
co m p a n y  becom es b igger.

T h u s  .we see th a t, w hen  a h o st co u n try  h as  a  p o o rly  d ev e lo p ed  sec to r, 
in v itin g  in foreign co m p an ies  can  re su lt in tech n o lo g y  tra n sfe r  in on ly  four 
w ays: (a) by  peop le  leav ing  foreign  co m p an ie s  to  s ta r t  th e ir  ow n firm s, 
w h ich  a fa ir  n u m b e r  have  d o n e  in th e  p re se n t case, a fte r  co n sid e rab le  
d e lay ; (b) by  peop le  go ing  to ce n tra l o rg a n isa tio n s  from  w h ich  th ey  can  
‘b ro a d c a s t’ technology  to the  e n v iro n m e n t —  w h ich  a fa ir n u m b e r  have  
d o n e ; (c) by  peop le  la te r  jo in in g  new' co m p an ie s  su ch  as those  in  (a) 
ab o v e , as soon as they  a re  b ig  en ough  to  a b so rb  th em ; (d) by s tim u la tin g  
w h a te v e r  ex isting  n a tiv e  b ase  exists to  m ak e  itse lf  a ttra c tiv e  to  h ig h ­
-quality  ex its  from  foreign firm s.

O b v io u s ly  we m u st a n tic ip a te  c o n s id e ra b le  lags before  we can  ex p ec t 
s u b s ta n tia l  technology  tra n sfe r  in to  an  a re a  w h ich  is poo rly  d ev e lo p ed  in 
th e  h o s t co u n try : th is  s tu d y  suggests  th a t  th e  b e t te r  p a r t  o f  a g e n e ra tio n  
w ill p ass  before it becom es sig n ifican t. T h is  is no t to  suggest th a t  wc 
sh o u ld  a b a n d o n  such  a po licy  —  it is c ru c ia l in  th e  p re se n t w orld  th a t  we 
d ev e lo p  a sign ifican t ca p a b ility  in the  e n g in e e rin g  in d u s try  g en era lly . B ut 
w e m ust' be  rea lis tic  a n d  p e rs is te n t in  ex ecu tin g  th is  po licy . As a co ro lla ry , 
it now  becom es obv ious th a t techno logy  tra n s fe r  w ill o ccu r m ore  read ily  
in  sec to rs  w here  th e  h ost c o u n try  a lre a d y  h as  som e c a p a b ility  [B a ran so n , 
1970; F re e m a n , 1977], Ifw e  a re  co n cern ed , for in s ta n c e , a b o u t the  te c h n i­
ca l level o f  our p rocess in d u s tr ie s  (m o stly  food a n d  d rin k ) we m ig h t 
c o n s id e r  p u rsu in g  foreign in v es tm en ts  in  th ese  sec to rs —  th o u g h  no d o u b t 
th is  m ig h t be  d a n g e ro u s  an d  o p p o sed  by in d ig e n o u s  co m p an ies  on o th e r  
g ro u n d s .

H ierarch ic  Level in H ost Com pany
W e now  ex am in e  th e  h ie ra rc h ic  level a t ta in e d  in h o st co m p an ies , b o th  to 
see w h e th e r  exits h av e  the  p o w er to  in n o v a te  (a n d  w h a t in n o v a tio n s  to 
e x p ec t)  a n d , as a su b sid ia ry  issue , to  see w h o  do es w ell an d  in  w 'hat k ind  
o f  firm . E x its  a tta in  po sitio n s o f  som e im p o r ta n c e  on leav in g  —  n a tu ra lly  
re p re s e n tin g  a s te p -u p  on th e ir  exit level —  a n d  c o n tin u e  to im p ro v e  th e ir  
p o s itio n  as tim e passes, a n d  as they  m ove. T h e se  h ig h e r  level po sitio n s are
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s u b s ta n tia lly  m ore likely to  have been a tta in ed  in in d u s try  th a n  in 
serv ices, becam se m a n y  o f  those  in the  service sec to r a re  in  la rg e  s ta te -  
sp o n so re d  agenc ies w ith  d eep  h ie ra rch ies , an d  w here  an  ex it is th e re fo re  
less likely to  go to the  to p  quick ly . (T ab les  6 an d  7).

G iv en  th a t m ost o f  tho se  in in d u s try  a re  in fo re ign -ow ned  co m p a n ie s , a n d  
a t sen io r  m a n a g e m e n t level, we m igh t expect from th e m  a p re p o n d e ra n c e  
o f  te c h n ic o -m a n a g e ria l o r  system  in n o v a tio n s. W e sh o u ld  ex p ec t p u re ly  
tech n ica l in n o v a tio n s  to  com e from  tech n ica l s ta ff  a t a low er h ie ra rc h ic  
level. As w e sTall see in  la te r  a rtic les, th is  ex p ec ta tio n  is b o rn e  o u t.

O u r  a n a ly s is  s-ofar sugg ests  th a t exits a re  strong ly  p la c e d  to  in s t i tu te  a n d  
e n co u rag e  in n o v a tio n s  o f  a  p a r tic u la r  k ind . ( I t  m u s t n o t be fo rg o tte n  th a t  
these  exits a re  by no  m ean s  fin ished m ov ing  o n w ard s  a n d  u p w a rd s , so 
th e ir  p o w er w ill c o n tin u e  to  in c rease ). W e shall close th is  a r tic le  b y  a sk in g  
b riefly  w h e th e r th e re  a re  ca ree r  a d v a n ta g e s  in co m in g  from  a  p a r t ic u la r  
b a c k g ro u n d  o r  in  go in g  to  a p a r tic u la r  k ind  of firm .

T a b le  8 sugg ests  th a t  a techn ica l b ack g ro u n d  is a sso c ia ted  w ith  m o re  
v a rie d  c a re e r  p o ss ib ilitie s : a g re a te r  p ro b a b ility  o f  b eco m in g  a C .E .O .,  b u t  
also  a sm alle r p ro b a b ility  o f  beco m in g  a h ead  o ffu n c tio n . T h is  in  fac t d oes 
less th a n  j u s t i «  to  tech n ica l staff, for they  a re  m ore likely  th a n  n o n - te c h n i-

T ab le  6: Hierarchic Level Attained by Exits

Last Source First Post- C u rre n t
H ierarchic Level Level Source Level Level

per cent per cent per cent

C.E.O. _ 14 25
H ead of Function 6 34 36
O th er M anagem ent 77 41 33
Supervisory 17 10 5

Table 7: Hierarchic Level by Type o f Host Company

Industrial Type of C om pany O th er
H ierarchic Level No. per cent No.- per cent

C.E.O. 18 (11) 31 (22) 3 13
H ead of Function 22 (21) 38 (42) 8 33
O ther M anagem ent 14 (14) 24 (28) 13 - 54
Supervisor 4 (4) 7 (8) — —

Total 58 (50) 100 (100) 25 100

T he figures in parerntlicses are, respectively, the num bers and percentages at each h ierarch ic  level 
in foreign  industrial fi r*ns. All non-industria l em ploym ent is in Irish firms.
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cal s ta ff  to have e ith e r low er levels o f  q u a lif ica tio n s  o r less ex perience  
(d irec t r e c ru it  g ra d u a te s ) . T h ey  a re  a lso  m o re  likely to  h av e  left recen tly  
a n d  still to  b e  in th e ir  first p o st-ex it p o sitio n . T a b le  9 show s th e  difference 
in  level a t ta in e d  by d ifferen t su b -g ro u p s. I f  th ese  v a r ia b le s  a sso c ia ted  w ith  
a  te c h n ic a l b ack g ro u n d  w ere  c o n tro lled , its re la tiv e  a d v a n ta g e  w ould  
beco m e c le a re r.' A lso, it is in te re s tin g  to  ob serv e  th a t  m a n y  w ho  left from  
re la tiv e ly  low  levels, o r w ith  low er levels o f  q u a lif ic a tio n s , h av e  n o n e th e ­
less re a c h e d  high positions.

W e  saw  in T a b le  7 th a t  exits ten d ed  to d o  so m ew h a t b e tte r  in m a n u fa c tu r­
in g  firm s th a n  in o th e rs , p a r tly  b ecau se  th ey  a re  sm a lle r. I t  is te m p tin g  to 
ask  w h e th e r  they do  b e tte r  in Ir ish  th a n  in foreign  firm s. U n fo rtu n a te ly , 
th is  q u e s tio n  is co m p lica ted  by the  fact th a t  m ost o f th o se  in  I r ish  firm s a re  
in  la rg e r serv ice  co m pan ies, w h ereas  m o st o f  tho se  in  foreign firm s a re  in 
sm a lle r  m a n u fa c tu r in g  concerns. F u r th e rm o re , m o st o f  tho se  in Ir ish  
m a n u fa c tu r in g  co m p an ies  have  s ta r te d  th e ir  ow n, a n d  co n seq u en tly  a re  
C .E .O .’s. T o  m ake a fa ir co m p ariso n  b e tw een  n a tio n a litie s  o f  o w n ersh ip  
it is th e re fo re  necessary  to  con tro l for a ll th ese  fac to rs. T h e  re su lt is to

Table 8: Present Hierarchic Level by Last Source Function

H ierarch ic  Level
Last Source

Technical 
per cent

Function
O ther 

per cent

C.E.O. 29 17
H ead of Function 29 57
O th er M anagem ent 37 22
Supervisory 5 4

Total 100 100

Table 9: Present Hierarchic Level by E xit Sub-group

P resent H ierarchic 
Level

Technician 
or Lower 

No. % No

S ub-G roup G raduate  
D irect Previous 
Recruit Experience 

% No. %

C.E.O. 5 17 7 28 9 36
H ead  of Function 8 27 8 32 12 48
O th e r M anagem ent 13 43 10 40 4 16
Supervisory 4 13 — — — —

Total 30 100 25 100 25 100

'A m ong non-technical staiT, personnel m anagers did well. In several cases they had jo ined  a t stai t-up, 
w orking under an  expatriate chief executive. H aving set up the com pany with him. they w ere then left 
in charge w hen he returned home.



TECH N O LO G Y  TRANSFER T H R O U G H  STAFF M O BILITY 111

m ak e  som e o f the  n u m b e rs  very  sm all indeed . T h e y  a re  n ev e rth e le ss  
rep o rted  b ecau se  o f  th e ir  in tr in s ic  in te rest.

T a b le  10 show s th a t  th e  m a jo rity  o f  those go in g  to  in d u s try  e n te r  
so m ew h a t la rg e r  foreign  co m p an ies , b u t th a t they  d o  less w ell in  th e m  (so 
fa r a t least) th a n  tho se  w ho  jo in  sm alle r foreign firm s, a n d  fa r less well 
th a n  th e  tin y  n u m b e r  w ho  jo in  sm all Ir ish  firm s. M a n y  o f  th ese  sm a lle r  
firm s w ill, o n e  hopes, g row  su b s ta n tia lly . T h e  m ora l a p p e a rs  to  be  th a t  it 
is b e tte r  to  jo i it a  sm a ll g ro w in g  firm  —  th ough  not n e c e ssa rily  a t  s ta r t -u p  
—  th a n  an a lre a d y  e s ta b lish e d  foreign firm . I f  this re m a in s  tru e , a n d  if  it 
w ere  m ore  w id e ly  know n am o n g  p o ten tia l exits, it w o u ld  su g g es t m u c h  
scope for sm a ll n ew er Ir ish  com pan ies to a ttra c t  s ta ff  from  m u lt i-n a t io n ­
als: b u t  on ly  if they  can  offer th em  b o th  techn ica lly  v a lu a b le  e m p lo y m e n t 
(in the  case o fy o u n g e r  staff) an d  h ie ra rch ic  p o sitio n s c o m p e titiv e  w ith  
sm all in co m in g  foreign  firm s.

C onclusion
T h is  a rtic le  has show n th a t  the  positions taken  u p  by  ex its, b o th  in  te rm s  
o f  th e ir  fu n c tio n  a n d  h ie ra rc h ic  level, a re  very  co n d u c iv e  to  te ch n o lo g y  
tra n sfe r , p a r tic u la r ly  p e rh a p s  o f  a system  or te c h n ic o -m a n ag e ria l n a tu re . 
I t also points to  the  fact th a t o u r capacity to receive technology  from  these 
a n d  s im ila r  co m p a n ie s  is very  lim ited , because  of th e  w eak  s ta te  o f  th e  
re le v a n t in d ig en o u s  sec to r. T h e  only  rea lis tic  sh o rt- te rm  a v e n u e s  o p e n  —  
s ta r t in g  o n e ’s ow n c o m p a n y  o r en te rin g  a su p p o rt a g en cy  —  a re  in fac t 
b e ing  follow ed. M o v e m e n t in to  ex isting  ind igenous firm s m u s t a w a it  th e  
g ro w th  o f these  n ew ly -e s tab lish ed  com pan ies to  the p o in t  w h ere  th e y  n eed  
a n d  can  a b so rb  fu r th e r  te c h n ic a l m a n a g e m e n t. T h is  re -e m p h a s ise s  th e  
p o in t in the  last a rtic le , th a t  in d u s tr ia l policies a im ed  a t d e v e lo p in g  new  
c a p a b ilitie s  a rc  slow  to  m a tu re .

Table Id: Present Hierarchic Level by Ownership and Size o f Firm  
(Indiestrial Firms only, excluding Owner-Managed Firms)

H ierarchic
Level

Ow nership and Size 
Irish  Firm s 

1-99 100 +
Employees Employees 

No. % No. %

of Firm
Foreign

1-99 
Employees 

No. %

Firm s
100 + 

Em ployees 
No. %

C.E.O. 2 67 _ _ 6 33 4 13
H ead of Function 1 33 —  — 7 39 14 45
O ther M anagem ent _  _ — — 4 22 10 32
Supervisory —  — — — 1 6 3 10

Total 3 100 — — 18 100 31 100
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