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Foreword

T:-ns report is written around a particular problem arising
at a particular stage in the development of Ireland from an
agricultural, largely subsistence, into a fully developed modern
economy. But it s also by s subject a contribution 1o the
general literature on development and entrepreneurship, and
it i1s worth while to situate it in that context.

No two developing countrics follow precisely the same course,
but in all histories of development similar ¢clements appear. On
the one side is the list of problems which all developing countries
have to solve at some stage or other; the choice and building up
of an elite and the values which it is to incorporate, the
acquisition of the tools of development and the accumulation of
resources for it, the creation of political, educational and
physical infrastructures, the balance between the development
of different scctors, especially industrial and agricultural, and
the management of the cconomic and social development
process itsell. On the other is the universal and necessary
tendency to proceed stepwise, concentrating in ¢ach country in
each generation on the problems which seem most important
in that generation, and then proceeding to others which seem
marginally more important in the next, rather than attempting
with limited resources to advance on all fronts at once.

The modern development of what is now the Republic of
Ireland can be dated from the early nineteenth century, after
the Act of Union with Britain, when the initiative in Irish
affairs passcd from the Anglo-Irish to the natives of the
country. A first period of four generations—the classic time-
period for a major change in the direction of a nation’s
development—iwvas occupied with the development of a native
nationalist clite and with problems of political independence
and thec control and ownership of the land. A sccond period
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opencd with independence, and has been concerned with
building a2 modern industrialised socicty on the political,
agrarian, and nationalist foundations already laid. A first
generation of this new period concerned itself with acquiring
the tools of modern cconomic development—including making
the first necessary practical experiments—and with devcloping
the physical infrastructure and rounding out thc political
concepts and practice of the ruling elite, especially as regards
Ireland’s role in the world outsidc.

From this generation has followed another, the sixth of the
whole series, in which a swift and large-scale take-off into
industrialisation and modernisation occurred, resting on all the
work that had gonc before. Economic growth, in this sixth
generation, was based in the first instance on foreign enterprise.
But as the sixth generation has drawn on, the need has become
increasingly apparent to balance foreign with an increased
contribution from native enterprisc, and it is at this point,
towards the end of the sixth generation, that the subject of the
present report falls. As scen through the eyes of those who are
themselves successful native industrial entreprencurs, what
steps are needed—what has remained undone in Irish develop-
ment up to date—to multiply the number of thosc who are
willing to follow in their entrepreneurial footsteps?

The answer is, of course, specific to the particular problems
arising at a specific time in the specific case of Ireland, but can
also be a usclul reminder of points which may be relevant to
other developing countries and to the promotion ol cntre-
preneurship anywhere.

It appears that the way in which Irish entreprencurs see
their role, and the conditions which they see as nceded to
favour it, do not differ substantially [rom what is found in
other countries. So far as this gocs, the Irish case fits in with
only detailed modifications to the general body of findings
about cntrepreneurship throughout the world.

What turns out to be, in Irish entreprencurs’ eyes, the most
important gap is one which arises from the particular choice of
prioritics made in Ireland in past generations. Ireland has done
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well, as they sec it, in acquiring the cconomic, technical and
managerial tools for developing native enterprise, though of
course a number of particular suggestions for further improve-
ment can always be made. What has not been done is to
change the general culture of Ircland in ways which maximise
the propensity and capacity for practical initiative among the
people and especially their capacity for industriat entrepreneur-
ship. It is possible, they indicate, to do this without sacrificing
othcer values of the quality of life which Irish people do not wish
to give up; their own carcers are often a practical illustration
of this. But it has not been done, or at any rate donc on any
sufficient scale. The message they send out is addressed, not
primarily to those who handle the technical or economic tools
of development, but to families, schools, colleges, and to
managcment itself as educator and trainer. It is that, as a result
of concentration on other aspects of development in the past,
there has been left in Ircland a cultural lag, a deficiency in the
non-academic, moral, and practical cducation of the people,
which needs to be made good in the interests not only of
cconomic growth and of the nation’s control of its own economy
but of the full development and enrichment of Irish people’s
personalities themselves.

I take this opportunity to cxpress my appreciation for the
paticnce of Irish entreprencurs who supplied the interview
material on which this report is based, and of the people in
many fields whe helped in the early stages of the project and
in criticising drafts. I also add my regret that, having changed
jobs and left Ircland, I have not been able to round cut this
project into the full form originally planned.




Introduction

N the league table of successful economic development,

Ireland stands high. In the middle of the nineteenth century
productivity in what is now the Republic of Ircland was at the
level found today in India. Since then it has been multiplied in
real terms between ten and cleven times [1].

The traditional foundation of what might be called Enterprise
Ireland was livestock and especially cattle raising, with its
ancillary activities of dairying and mcat processing. In the years
before independence one of the world’s most successful agrarian
revolutions was forced through, and in turn laid the foundation
for much of the national effort in the war for independence
itself [2]. In the generation after independence the development
of agriculture was for a time checked. Far more farming
capacity was avatlable than could be used for consumption
within the country, and overseas markets ceased in the *thirues
to be open or reliable; especially the largest of all, the British
market. But this sethback has since been overcome. A reasonably
stable share of the British market was negotiated, and this has
now been widened out into guaranteed access on equal terms
to the whole European market. Agriculture has begun to
develop its own industrial revolution, based on growing
application of science and a business approach to farming
itself, and on control through co-operatives of farm-based
business beyond the farm gate itself. Ireland’s agricultural
enterprise remains a sound and profitable one with excellent
prospects based on good capacity to compete.

But even with these good prospects, agriculture does not in
today’s technical conditions have the capacity to employ more
than a minority of the work force and other resources available
in Ireland. Accordingly, in the generation alter independence
and the Civil War Enterprise Ircland began to diversify. The
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foundations were laid for what has proved a highly successful
drive for industrialisation and the development of the tourist
trade.

The pay-off from this in terms of employment began already
in the ’thirties, but, especially on the industrial side, tecthing
troubles continued till the end of the *fiftics. At the outset, in
the ’thirties, the industrial policy neceded was one of sell
sufficiency, and of protection for the home market and for
Irish-owncd enterprise. Only a few Irish-based industries were
strong cnough to survive under free trade or to export. Time
was also nceded to invent, experiment with, and institutionatise
a network of public and private agencies to promote industrial
development and steer it. But industrial protection proved a
mixed blessing. It brought new firms and jobs into existence,
and in duc course the new firms began to find their feet. But it
also kept prices high and saved businesses the trouble of
meeting the more demanding standards ol export markets.
Indeed it gave them a strong financial incentive not to do so [3).
It failed to create a climate of enterprise dynamic enough to
bring enough new jobs into existence to employ—even with the
help of the developing tourist industry—the balance of the
work force for which there was no room in agriculture.

Step by step, especially from the middle ‘fifties, Irish
cconomic policy accordingly moved towards promoting export-
oriented industry, capable of competing on world standards,
and towards doing this largely by bringing in foreign firms
alrcady accustomed to these standards. In effect, Enterprise
Ireland diversified again by entering into the business of leasing
or sclling production facilitics—rcal estate, plant and labour—
to industry from overseas. A formidable arsenal of means for
promoting the country’s development was built up.* Along

*The list includes:—

—promotional and marketing services such as those of Céras Trichtila, the
Industrial Development Authority, Bord Failte, Bord Bainne, or CBF.

—financial services such as those of the Industrial or Agricultural Credit
Corporations or the merchant and investment banks,

—training services, as of AnCO or the Irish Management Institute.
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with this, rather later, came a move towards free trade under
the Anglo-Irish Free Trade Agrcement of 1966 and in the
EEC. Trade barriers began to be phased out.

This last reorientation of Irish economic policy should not be
secn as resting on economic grounds alone. It formed part of a
more gencral reassessment of Ireland’s place in the world, a
scarch by the country for its proper place after independence.
The first trend of Irish policy in the new Irish state was to
alfirm the country’s independence, both political and economic,
and to provide the means of exercising it. But this has been
[ollowed by a further stage, a new synthesis between the
demand that Ircland should hold to its independence and its
national and cultural identity and recognition of the duty and
profit of participating in a world community. Increasingly the
trend has becen to come out from the fortress, to collaborate
politically in the United Nations and other international
bodies, and to join in building arcas of free trade and open
opportunity through the Anglo-Irish Free Trade Agreement
and within the EEC.

These multiple moves towards diversifying Enterprise Ireland
—building up tourism, building a small but viable industrial
capability under Irish ownership, devcloping the business or
leasing and selling facilitics—have proved a profitable invest-
ment in terms of social as well as individual enterprise costs
and benefits. The pace of cconomic development was checked
in the second World War and again in the *fftics, But at the
end of the ’filties the full pay-off from the development in
institutions, infrastructure [4], and cnterprise promotion in
the previous thirty years became apparent. From 1958/59

—research and advisory services, notably of the Agricultural Institute and the
Institute for Industrial Research and Standards.

—a solid infrastructure of housing, roads, fuel and power supplics, and industrial
estates.

—a developed capacity for industrial work and management, including state
enterprise.

—national and regional machinery for cconomic planning: and a general re-
cricntation of the machinery of government towards devclopment rather
than administration,




unemployment fell sharply, and during the ’sixties net emigra-
tion was brought down to a quarter or less of what it had been
ten or fifteen years beforc. A qualitative change became
apparent in industrial relations and the labour market, a
revolution of rising expectations expressed both in demands for
a faster move towards a higher standard of living and in less
willingness to hang on to any job, however unsuitable, at any
cost. By 1969 industrial exports and employment exceeded
agricultural, and the tourist trade was adding another quarter
to the combined exports of both. The scale of business enterprise
increased. In 1938 Ireland had 15 manufacturing establish-
ments employing over 500. By 1958 there were g1, and 37
firms employed this number in onc establishment or more. By
the end of the 'sixties the number of firms of this size may have
doubled again [5]}. Thesc figures include foreign-owned firms,
but Irish firms shared in the trend towards larger scale. By the
beginning of the ’seventies it was no longer particularly sur-
prising to sce the appearance, not merely of large foreign-
owned enterpriscs in Ircland, but of a new Irish-owned
enterprise employing several thousands, for example the
Jefferson Smurfit Group. Nor was it any longer surprising to
find firms such as Youghal Carpets, Waterford Glass, Road-
stone-Cement, Ryans Tourist Holdings, or—on its hotel side—
Acr Lingus expanding into enterprise outside the country,
whether in their own name or by taking over foreign businesses.
And all this was in addition to the improved prospects for
farming resulting from freer trade in the EEC.

But with all this, a number of problems of economic develop-
ment have remained unresolved. Some are occasional and ad
hoc, but others concern the permanent framework of Irish
society and the Irish economy; for example problems of
incomes policy and the distribution of wealth, or of urbanisa-
tion and regional devclopment. Above all, great though
the improvement in the position over unemployment and
emigration has been, the pace of economic development had
continued to fall well short of what is needed to permit full
utilisation of the work force. Unemployment as officially
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recorded has remained since the mid-sixties around 6 per cent
or 7 per cent of the insured work force, a very high figure by
the standards of the rest of Europe. Unemployment among
married women (other than on farms, and other than widows)
witling and available for work was running in the early
’scventics around 30 per cent and little of it was registered in
the official statistics [6]. Though many uneconomic farms and
much of the surplus of under-employed “relatives assisting’ on
farms have been climinated [7], a substantial number of
farmers remain on holdings too small to employ them fully, and
may or may not be able to balance this by finding other work
outside farming [8]. This form of under-employment likewise
remains largely unrcgistered in the official statistics. ESRI
studies underline the low quality and insecurity of many cven
of those jobs which workers do manage to obtain, notably in
the construction industries [g]. The true volume of unemploy-
ment in Ireland in recent years may well have been twice or
three times as high as the 60,000 to 70,000 officially recorded,
and there has been little prospect of new employment on the
scale required materialising quickly.

This high and continuing unemployment and under-
employment is one starting point of this paper. Impressive as
the achievements ol Irish cconomic development in recent
decades have been, the target needs to be raised further and
the pace quickencd.

The sccond starting point is that in so far as the new develop-
ment required isindustrial, it wiil for both political and economic
reasons necd to come much more than in the last twenty years
from Irish-owned enterprise. Many of the most promising lines
for business development in Ircland, of course, continue to be
in arcas other than in industry. Some arc in farming, which for
practical purposes is wholly Irish-owned. Others arc in areas
such as tourism or financial, cultural, and communication
services; in banking (including investment banking) and
insurance, in shipping, in the cxport of research and pro-
fessional services, or in creating the large recreational com-
plexes which may be the next major line of development for
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tourism. In thesc areas problems of building new Irish organisa-
tions or strengthening existing oncs to make them inter-
nationally competitive do certainly arise and would be
appropriate arcas for a further study. But industrial develop-
ment will still have to play a major part, over and above
anything that may be achieved in these fields, and it is on the
Irish-owned contribution to Ireland’s further industrial devel-
opment that this paper focuses,

This contribution has not, in recent years, developed as
strongly as might have been hoped. From 1960 to 1970 foreign
cnterprises accounted for 70 per cent of the new industrial
developments assisted by the Industrial Development Authority
and threc-quarters of the capital invested in them, and there is
as yet no clear reason to expect this ratio to change in the next
few years. Foreign firms also accounted for a very substantial
proportion of the growth in this period of Irish industrial
exports [10]. At the same time there was a marked penetration
of forcign ownership into the less solidly established parts of
existing Irish industry. For 1963 the Irish Management
Institute estimated the proportion of foreign-controlled manu-
facturing firms at 28 per cent in the casc of firms employing
500 or more and g-10 per cent of those employing from 20
to 499 [11]. Annctte O’ Toole has thrown light on the extent of
further changes in the ownership of Irish enterprises [rom 1963
to 1g6g with the help of two samples. One includes the 67 firms
which appeared between these dates in the annual Jrish Times
list of the Top Fifty Irish-registered companics in the private
sector, mainly in industry. The other covers 210 firms other
than those in the Top Fifty, 115 in manulacturing and g5 in
distribution and services.

Among the Top Fifty companies there was in these years a
net loss of lour to forcign control, Filty-five companics were
Irish-contrelled at the beginning of the period and 12 foreign-
controlled. Six passed during the period from Irish to foreign
control. But in two firms contral changed in the opposite
direction, and in all the 67 companies together, the proportion
of equity capital owned in Ireland increased fractionally, from
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72 per cent to 73 per cent. The appeal of these companies to
the Irish public also widened. The number of their equity
sharcholders in Ireland, other than banks, institutions and
entcrprises, rose from 35,500 to 64,300 and the proportion of
their equity capital owned by sharcholders with less than 5 per
cent of cach company’s equity rose from 63 per cent to 66 per
cent overall, and from 76 per cent to 78 per cent in the case of
capital owned within the Republic. The issued equity capital of
the Irish-owned companies in this group was £20,785,000 in
1963 and £37,189,000 in 1969. In this group, therefore, though
there was some extension of forcign ownership in terms of the
number ol companies controlled, when all criteria are con-
sidered togcther it cannot be said that Irish ownership was
more than marginally impaired.

But the other sample, including a high proportion of smaller
firms, in general family-owned and tightly held, offers a less
favourable picture, at lcast as regards manufacturing. Distribu-
tion and services remained overwhelmingly Irish-owned
throughout; out of a total of 83 Irish-owned firms in these
categories in this particular sample, only one transfer to foreign
control was recorded. In manulacturing, on the other hand,
out of 107 firms for which a record is available back to 1963,
26 were already at that date foreign-controlled, and there were
12 further transfers to foreign control during the period, offsct
by only two transfers to control in Ireland. The issued equity
capital of the 8t Irish-controlled firms in 1963 was £5,656,000.
In 1969, after six ycars of development and a one-third fall in
the value of moncy, the corresponding figure for the 75
recorded as then Irish-controlled—including some for which
there is no record for 1963—was no more than £6,508,000.
Neither. the manufacturing nor the distributive and scrvice
firms in this sample widened their appeal to the Irish public in
the way that occurred in the Top Fifty. Taking all the firms in
this sample together, in distribution and services as well as in
manufacturing, the number of their sharcholders in the
Republic, other than banks, institutions and other enterpriscs,
remaincd ncarly the same at the end of the period as at the
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beginning, 13,900 against 13,800. The ownership of their
equity capital remained overwhelmingly—from 8o per cent
upwards, according to the industry or industry group—in the
hands of personal owners, controlling shareholders, or owners
of 5 per cent or more of the ecquity. It tended to be more
concentrated at the end of the period than at the start.

The high foreign share in new cnterprise in Ireland, not
offset, in spite of some remarkable success stories, by a balancing
degree of expansion and of maintenance of Irish ownership in
existing Irish-owned business and especially industry, has on
the whole been accepted by Irish opinion in the short run, but
on both economic and political grounds seems unlikely to be
accepted so single-mindedly in future.

The selling or leasing of sites and production facilities to
overseas firms is as acceptable and profitable a form of business
as any other, and there is no reason why the country should
withdraw from it. It has brought in greatly needed foreign
capital and technical, marketing and managerial know-how.
Certain branches of business in Ireland, for example in
electronics, would find it hard to survive on even their existing
scale without a close link to the research, development, or
marketing facilities of large international firms [12]. Foreign
investment has raiscd employment and, since special encourage-
ment has been given to firms with a strong export potential,
has made a net positive contribution to the flow of foreign
exchange.

But though this sort of business is advantagcous to the country
and well worth maintaining, over-specialisation in it could
prove as risky as over-specialisation in any other field. Great
though its contribution to Irish employment has been, it has
still not been great enough to close the gap between the number
employed in other types of enterprise and the {full potential
work force. Some at least of the employment it has given has
been less secure than if it were in firms rooted in the country.
Marginal plants are more at risk than an international firm's
main production facilities.

A conglomeration of plants directed and managed from
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abroad, and established primarily to meet foreign nceds, does
not in practice knit casily together into a co-operative, mutually
reinforcing Irish business network capable of generating its
own new departures. Foreign business brings new brains into
the country, but does not provide as much opportunity for top
business leadership within the country as native firms. At the
highest level, reliance on it has encouraged a brain-drain out
of Ircland. There is reason to think that the flow of foreign
exchange resulting from forcign enterprise will be markedly less
favourable in the long run, when the return flow of profits
gathcrs strength, than it has been hitherto. Last but not least,
over-specialisation in the business of leasing production
facilities to foreign industrialists risks leaving thc country
without enough autonomous capacity for cntering other,
perhaps more profitable, branches of business at home and
overseas. ‘The business of leasing facilities, profitable as it may
be, 1s, after all, only one line of industrial enterprise among
others.

Access to foreign know-how can be obtained, as by certain
firms in the present enquiry, under arrangements for association
falling well short of forcign control, and the argument on
forecign know-how can, in any case, be turned on its head once
it is placed in the wider context of national culture and
development. Ireland is a country which has, and intends to
keep, its own cultural identity, and people commonly, though
vaguely, feel that this identity will and should be reflected in
working life as well as in patterns of consumption and other
non-work activity. Foreign methods and products enrich a
nattonal culturc up to a certain, not too clearly specified, point.
Beyond this point they may drown it. Existing identity may be
lost and a new identity prevented from e¢merging.

It is especially at this point that economic arguments merge
into political. As time has gone by it has been possible to sense
in the country a rising political feeling that reliance on foreign
industry is being carried too far for Ireland’s economic sccurity,
cultural identity, and national sell-determination. In the words
of the Taoiseach, Jack Lynch, in 1g70: “I would be perturbed
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if the main thrust of innovation continued to come {rom firms
with foreign conncctions” [13]. This fecling has been high-
lighted particularly at times when jobs have been at risk, and
in relation to one or two special sectors, notably mining [14].
There is reason to c¢xpect it to become more general as it has
done, {for example, in Canada, if the high foreign share in new
enterprise continucs, while at the same time Irish people
become increcasingly aware, not least through working in these
same foreign enterprises, that it is within their own capacity
to play a larger part. It is one thing to welcome {oreign enter-
prise in an under-employed agricultural economy where the
choice, at least for the short run, is or appears to be forcign
enterprise or nothing. It is another to be dominated by it at a
time when native capacity for cnterprise has been built up, and
not only exists but is known to do so.

The type of policy for which a casc is now cmerging may be
illustrated from a non-industrial field, that of banking. Here
a policy designed to meet considerations like those just set out
has been in operation for some time. To quote a banking
informant:

For some years past, since 1965, the Central Bank has
taken the view that the bulk of the banking industry
should be predominantly in Irish hands. The banking
industry is essentially a service industry, and of its nature
offers considerable scope for utilising native skills of an
innovative nature. It was felt that most of the activities of
banking could be carried out by domestic banks and that
this was an arca highly suited to developing and employing
Irish skills and capital.

... In addition to employing Irish resources, the domestic
ortentation of Irish banking was encouraged because it was
considered essential to have a banking system which would
be intimately aware of, and fully responsive to, the
financial requirements of local development. Because the
senior management of foreign banks are often only in the
country for a fairly limited length of time it was felt that
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forcign banks might not be fully attuned to Irish conditions
or might not fully appreciate the naturc of Irish policy
objectives. For example, some foreign banks might be
unwilling to give considerable support to some Irish
customers through long periods of adjustment arising from
external competition. . . . While a limited number of
forcign banks arc nceded to give access to new sources of
capital from abroad and to provide skills or services
which would not othcrwise be available, it was felt that
forcign banks should not be given a free hand. Irish banks
are capable of providing the financial services needed and
arc encouraged to do so. However, the presence of a
limited number of foreign banks acts as a stimulus to the
domestic banks to expand and develop, while at the same
time ensuring that banking in Ircland is mainly Irish
controlled.

The point of banking policy has not been simply to reserve
a sharc of the Irish market for Irish banks. It has been to
maintain and develop the strength of the Irish banks so that
they may be as well able to take advantage of opportunitics to
expand banking business abroad as foreign banks have proved
to be to expand their business in Ireland; especially in the light
of EEC’s provision for frcedom of cstablishment of banking
businesses throughout the Community. Similar considerations
arise, for example, in the insurance industry. How can the Irish
insurance companies, which in their own field arc much smaller
and weaker than the Irish banks, be strengthened, and if
nccessary unified, so as to make them capable, not merely of
holding their own against incrcasingly strong overscas com-
petition, but of themselves competing cflectively in European
and world markets?

What then needs to be done to enable Enterprise Ircland to
diversify once more, this time by building up faster than
hitherto its own autonomous, Irish-owned capacity for industrial
enterprisc, not only on at least as big a scale as in the thirtics
but in the very different conditions of an open Europcan
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market where world competitive standards must be met from
the start? A good practical starting point is to ask: how does the
answer to this question look from the point of view of successful
Irish entreprencurs themselves? These are the men who have
built successful new businesses or have reconstructed, diversi-
fied, and expanded older businesses to a degree that amounts
to the same thing. What do they sce as the factors in themselves
or in Irish society and the Irish economy which have helped
their success, and what suggestions have they for policies
which might help a growing number of others to follow in
their footsteps?

The answers below arc based on taped® interviews in the
summer of 1972 with 22 entreprencurs from a wide variety of
manufacturing industry, from Dublin across to the West Coast
and from the Border to the South-West. An undertaking was
given that no recognisable reference would be made to individ-
ual informants or their firms. Accordingly the firms are
re-grouped for later reference under five very broad headings.
The numbers under cach, and the geographical distribution of
their main works, are as follows:

Dublin Rest of
area  Leinster  Adunster Connacht  Ulster  Total

Engineering {including all
mctal-working) 1 4 t t 1 8
Quarry products (including
processed products} 1
Agricuitural processing {food,
drink, industrial materials) 1 —
Textiles —_— !
Paper, printing I !
Woodworking —_ —
Leather and footwear —_
Tolals

R RNb

-
T .
ol L] -
[

7 2

Sixteen informants founded their own firms. Six brought
about dramatic new developments in cxisting businesses: two
cases of expansion and diversification of firms already having
reliable markets and a sound financial position, and four of a

*One interview, with a respondent who suspected the interviewer of industrial
cspionage, was conducted for the space of an hour in a vertical position; only
then was a chair offered. In this case it did not scem tactful to unveil the tape.
In ancther case the batterics failed hall way through an interview, These two
interviews were therclore recorded from memory.

20




similar operation in the case of firms for which the writing
could already be seen on the wall. In size the firms range from
some of the largest in Ircland to one which was being re-
organised for a new departure, and the staff at the time of the
interview consisted of the entreprencur and his wife. All the
firms arc in the private sector, twenty being companies and two
co-operative societies.

What is common to all these firms, apart from being Irish-
owned, is success. Informants with widc cxperience of Irish
industry were asked to name cases where firms had achieved
not only a financial (though that is part of the criterion) but an
entreprencurial success, making substantial new departures in
terms of markets, products, or major rcorganisation. The
entreprencurs interviewed come from these lists, though they
are not, of course, the only ones to appear on them. In six cases
success has rested on making a technical innovation or on being
the first to exploit it commercially. But through all 22 cases,
including these six, there also runs a common factor of
managerial efficiency, expressed sometimes in product develop-
ment and marketing, sometimes in financial or production
control, sometimes in merging and re-deploying a group of
enterprises, whether previously associated or not.

These entrepreneurs are not a representative sample of Irish
businessmen or of hcads of Irish businesses gencrally. Their
views are, on the other hand, likely to be representative of one
group which, though small, is of key importance lor the future
economic and social development of Ireland, namcly leaders
of manufacturing businesses which, in the opinion of informed
obscrvers, have shown particularly high capacity to emerge,
adapt and develop in current market conditions. The sample is,
of course, a small one, and the purposc of the enquiry has been
to get the range of the problem rather than to produce
definitive answers. It is a pilot enquiry designed to throw up
the questions to be asked rather than to answer them con-
clusively. Interviews were semi-structured, and the writer has
used his judgment in classifying the answers and in weighting
entreprencurs’ comments according to the tone of the discussion.
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The original plan was that this enquiry should form part of
a more comprehensive study of entrepreneurship in Ireland, on
the lines of Flavia Derossi’s The AMexican Entrepreneur [15]. As in
previous work by the writer, it was planned to base conclustons
on data obtained in a number of ways, each crosschecking and
providing a point of departure for the others; general data
about the Irish economy and Irish socicty, structured attitude
surveys, and, as here, unstructured or semi-structured case
histories in which cxperienced informants present their ideas
and experience in their own terms [16]. Each of these
approaches is likcly to contain an important part of the truth,
and to that extent can be presented on its own and stand on its
own feet. But it must also be remembered that none is fully
adequate without the others. And, since the writer has left
Ireland, it has been possible to {ollow only onc of them.

Where thc approach used is most valid is, of course, in
sctting out the views and attitudes of the entreprencurs them-
selves. It allows firm answers to be given to such questions as:

Are successful Irish entrepreneurs, seen through their own
eyes, a different breed from successful entrepreneurs else-
where? Does the problem ol increasing the supply of
successful native Irish industrialists present itself in a
different guise from the corresponding problem in other
countries, or findings from other countries likely to be
applicable here as well?

What sort ol people do they sec themselves as being, and
with what sort of participation in Irish society and
impact on it?

What qualitics does this particularly inlormed group of
observers want the Irish educational system and Irish
society generally to develop in young people, if the pro-
portion of people in the next generation who make good
as industrial entrepreneurs is to be increased?

The interviews also, however, contain many comments on
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what is being, or might be done, by institutions such as the
Industrial Development Authority, AnCO or the schools. Here
it must be understood that this report prcggnts only one side of
the story: an important side, but still only one. If, for example,
informants point, as they do, to changes which might be made
in school or college courses so as to develop young people’s
entreprencurial qualities more strongly, the action to be taken
on these proposals must depend on how they fit in with others
arising out of other objectives of the educational system. The
curriculum is one and indivisible, and it would be wrong to
sct or change it in the light of one set of considerations alone. If
entrepreneurs say that school or college courses are defective in
certain respects, that is a valid and important point; but what
action this implies depends on a wider set of considerations into
which it has not been possible to go here.

The Personal Background of Irish Entrepreneurs

One of the questions above, about the resemblance, or
otherwise, between Irish and other entrcprencurs, can be
given at least a partial answer right away from data on the
Irish entreprencurs’ personal background; the rest of the
answer must wait till after the chapters which summarise their
idcas and attitudes. It does not appear from this particular
sample that business enterprise in Ireland calls for people from
a different background from entrepreneurs in other countries or
presents them, in the first stages of an enterprise, with problems
of a hasically different kind.

Poverty, sudden death, and insecurity were common features
in the childhood histories of the American entrepreneurs in
Collins and Moore’s The Enterprising Man [17], and so they are
in the present Irish sample. Out of 21 case histories for which
adequate family detail is available, 10 refer to the death of a
father or mother, illness of a father at a key-time in a boy’s life,
“domestic complications”, takeover of a boy’s upbringing by
his grandparents, or difficultics over social acceptance of a
family as a result of a disapproved marriage. In probably 11
cases out of 21 financial pressure in the family was severe at least
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towards the end of a boy’s education. This figure excludes some

of the “father dicd) cases, for a dead father may still have left
wealth behind him?»‘-but, on the other hand, includes cases of
unbroken families Which are working class or large.

The education of entrepreneurs, in the American samplc,
tended to be somewhat above the gencral level of the popula-
tion, but well below that of the regular executives of large
firms whom Collins and Moore label “*hierarchs”. In particular,
among the entreprencurs the proportion of graduates was much
lower. These features too reappear in the Irish sample.
Typically, thesc Irish entreprencurs continucd in full-time
education beyond compulsory school age, but most had left by
17, and only two, both civil enginecrs, went on to a regular
university degree [18]. The others showed a high motivation
towards further education and training, leading to formal
qualifications through cralt apprenticeships or in professional
fields such as engineering, textile technology, dairy science,
accountancy, or quantity surveying: or at any rate a high
readiness to be tempted into it.

It probably seemed to be a shocking waste of time during
winter, you know . . . sit at home and read, and one didn’t
have money in one’s pocket to have a girl or a motor car
or go to dances and so on. I had a bicycle. I remember
literally going to Rathmines and . . . I said I would like
to study something, what would you advise me to do?

So one accountant in the sample described his entry into his
profession. In a number of informants the drive towards further
education showed itsell not, or not only, in the pursuit of formal
qualifications, but in continued informal learning, through
courses as well as individually, without leading to a formal
piece of paper at the end. The history of some informants
suggests a certain casualness about whether formally to com-
plete a coursc and register a qualification, once the course had
yielded as much knowledge as the student needed for practical
use.
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“Business colleges and university colleges of business™, say
Collins and Moore:

Offer no work really applicable to the sort of training
entreprencurs need. The cntirc system of cstablished
business and finance is organised, not to support, but to
punish the efforts of these men. A successful candidate in
the schoo! of entreprencurship has, above all, learned the
art of risk-taking. The educational paraphernalia of the
soctety are organised to teach men not to take risks, and
to identify and sugmatise men who are wiliing to take
risks. Consequently, a successful course in entreprencur-
ship involves thorough grounding in the finding of support
outside legitimate channels, or in convincing legitimate
financial agencics that theirs is an enterprise where risk
is not present. Such skills are learned only n the school
for entrepreneurs. (Collins and Moore, p. 101.)

The *school for entrepreneurs’, as they see it, teaches three
subjects: drifting, or gaining a wide practical knowledge of
business by moving from one field to another, making mistakes,
and profiting from the school of hard knocks: basic dealing:
and protégéship, or the art of how to pick up and drop partners
and supporters as their use dictates.

“Drifting” in the sense of moving restlessly from onc employ-
ment o another, as apart from trying one enterprise after
another after setting up in independent business, is not
common in this sample. Only two carcers out of 22 clearly fit
this pattern, and only onec of these (merchant navy, gambling,
public housc operation) has the rather gaudy image which the
phrase *“drifting” might suggest. Onc man had a highly varied
employment career, moving back and forth across the boun-
daries of public and private enterprise and trade organisations,
but always advancing by new routes towards new success in a
way not surprising in a successful cxccutive in any country,
Most of those who did not move quickly into either their own
or the family business had rather siraightforward careers of the
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kind normal for any worker at their occupational level.

An ecarly practical acquaintance with “basic dealing”, on
the other hand, is very common in this group, and this can
include “drifting’ in the different sense of experience with a
variety ol enterprises. In over half the cases where data are
adequatc the family background is a farm, a pub, a garage, a
shop, a manufacturing business, or the agricultural co-operative
movement. One informant noted as no small advantage his
wife’s familiarity with business through her father’s funeral
undertaking. Informants whose [athers did not themselves have
a business connection divide about cqually between working
class occupations such as local authority weighman, railway-
man, or engincering craftsman, and middle class professions
such as doctor, journalist and civil scrvant. It is noticeable
that there is no son of a male teacher in the list—though at
least one mother was in teaching—and that the father’s carly
death played a key part in starting both the journalist’s and the
civil servant’s son on a business career. Over and above the
advantage of a general business background in the family,
informants who went quickly into their own or the family
business, of course, acquired therc a more direct acquaintance
with “basic dealing” for themselves, in morc than onc case
through failure—the “drifting” element—in an early venture.

“Protégéship” in this group is often related to the family;
a father, or in onc casc a mother, who launched a young man
into business or backed him there, a brother who became a
business associate. There is a new generation of inheritors of
family businesses, says one informant, whose fathers:

Have been very wise; and when they had good bright
intelligent sons, they didn’t just bring them into the
business . . . they taught them the professionalism of
business generally . . . I think this is onc of the main
strengths of Irish business today. (Agricultural Processing.)

But informants also mention the former employer who taught
a man not only his technical trade but the art of enterprise, or
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who backed a first venture into business; the board chairman
whose vision and strong backing made a managing director’s
innovations practicable; the bank manager who gave not only
cash but invaluable advice in the carly days of a business; the
business contact who provided the lucky break into a new job
or market; the foreign firm whose association opened the way
to know-how and markets; and of course the business partner
whose abilitics and resources complemented those of the
entreprencur himself. As in the American study, protégéship
has had its negativc as well as its positive side. More than one
member of the group has had to face the problem of shaking
loose (rom an associate who is dishonest, too conservative, or
too demanding, One speaks with appreciation of how his father
deliberately and formally withdrew from the {amily business
when the son was ready to take over, and others of {athers who
backed the son’s own busingss even when they thought he must
be off his head.

In other respects also the early problems of these businesses,
or business rcorganisations, have looked wvery like their
American counterparts. For most of the firms starting {rom
scratch, cash flow, cash management, costing and pricing were
persistent problems. Basic finance came from the same variety
of sources as in other countries until a firm was well ¢nough
established to be able to call on the banks or other regular
lending institutions; own savings, sclling the family home,
gverlap with a paid job, finance [rom relatives and local
associates. Some of the new firms were able to rely from the
start on an adequate market. Others had to fight for their
markets, and most have had to work their way through the
transition from an initial successful idea or product to a
continuous process of seeking out new markets and the products
to match them. The reorganisers and diversifiers of existing
firms have had many of the same problems, with, in addition,
the problems of winning the support of boards and of manage-
ment and work teams used to leadership of a different and less
dynamic kind.

Given then, that entrepreneurship in Ireland is not cssentially
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different from the entrepreneurship anywhere else, what is to
be done to get more of it? What have the entrepreneurs them-
selves to say about this? Their comments fall into three groups
in cach case including suggestions for new policics in {uture.

(i) The economic and technical support system for new
enterprise mn Ireland.

(ii) The cultural background: what do entreprencurs sec
as different about themselves?

(iit) The cultural background: what do these entrepreneurs
see as lacking to encourage others of equal ability to
follow their examples?

The major conclusion

Informants’ comments under these three heads are set out in
detail in the following chapters, and discussed and summarised
in a more general way in Section 4. But one major conclusion
may be anticipated right away, for it constitutes this paper’s
chiel message. Therec was a rising tone in entreprencurs’
comments as they moved from the economic and technical
support system for new industrial enterprise in Ireland,
through comments on Irish management and the role of
managing directors and their boards, to comments on the social
background of enterprise in Ireland. Informants had, as will be
seen, a numbecr of suggestions to make about improvements in
the cconomic and technical support system and in manage-
ment, and some of these were substantial. But they were not
suggesting that the economic and technical support system or
the standards of management now being developed by the Irish
Management Institute or in leading Irish firms are in any
general way inadequate; far indeed from it, as will be seen.
There may be much more to be done under these heads in this
or that respect, but Ireland, as they see it, is in thesc respects
heading clearly in the right direction.

But when it comes to comments on the social background of
enterprise in Ireland, the tone is different. Ireland comes
through in these comments as a country where too many
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people still fail to acquire in their families, in the schools and
colleges, in the Church or in work itself the qualides needed for
initiative and enterprise, whether on their own account or as
employces within an organisation; the achievement motivation,
the practical abilities, the awarencss of world standards and of
the possibilitics of enterprise, even the basic moral qualities of
hard work and responsibility. The entreprencurs who make
comments to this effect are not suggesting that Ireland should
convert itsclf into a mini-America; once again, far from it. They
can show from their own case that successful entreprencurship
in Ircland can go, not merely with maintaining the good life
at home and outside as that is understood in Ircland, but with
an enhancement of it, and with a sound sense of responsibility
o and for the community as well as for their own enterprise.
But they do send to all those concerned with the general and
cultural development of the people of Ireland the message that
important gaps still exist in the non-academic and moral
aspects of Irish people’s education and general formation.
These gaps result among other things, informants are saying,
in too small a supply of people who are [litted either to found
new enterprises or to work with initiative and dynamism within
them. But they also constitute a cultural deficiency of a more
general kind, a general impoverishment of Irish culture and
the quality of Irish life,




1. The Economic and Technical Support System
for New Enterprise in Ireland

THE attitudes of the predominantly small-scalc entreprencurs
in this group are in many ways similar to those of small
businessmen in Britain as recorded by Gelby and Johns
[19]. But one particularly marked difference is that there
are not in Ircland the same “repeated and vehement complaints
that the government was biased against small business” [20].
A central theme for onc informant was the rising tide of
bureaucracy which, as he sees it, is flooding in over Ircland as
it has already flooded other countrics where he has worked.
This will be taken up again below. But the general attitude is
that, while some agencies naturally do better than others and
there are identifiable gaps, the support system for new small
and mcdium enterprise in Ireland is as good as can be found
anywhere, and quite possibly better. This comment is not made
in ignorance: the wide range of these men’s international
contacts and experience will be illustrated below. Men ten or
fifteen years in business look back with appreciation to the
greater range and sophistication of the support system since
then. The problem now is not the support system but the lack
of entreprencurs to take advantage of it.

There are wonderful sources of information and assistance
in this country, I think they’re as good as in any country
you can find. But your problem is this, there simply aren’t
enough people seeking this aid. The assistanceis there, and
there are a terrific number of competent people sitting
behind desks waiting to help people such as us, but there
simply aren’t enough people doing this type of thing
(Agricultural Processing).
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What we offer is as good as anything the North of Ireland
has offercd to me. I think that we have more of an
opportunity . . . (Textiles).

(a) IDA and local development agencies

In terms of favourable comments, the agency which comes
top of the list for these entreprencurs is without question the
Industrial Development Authority. The Authority’s staff are
scen as practical, realistic, with good latitude for handling
individual cases, ready to put themselves to personal trouble by
coming out and secing for themselves, and gencrally helpful
with advice and contacts as well as with finance. Their pro-
cedures are bureaucratic—the word recurs several times—and
a business man must be prepared to play the game their way.
But a number of informants sec this as one aspect of a hcalthy
caution in dealing with new, unestablished, and often not too
well organised enterprises. It is right, as they see it, that IDA
staft should insist on specific answers to detailed and penetrating
questions about the way a business is developing. Often the
preparation of a case to go to IDA has been a significant
incentive to a business man to think through his own plans and
problems in an organised way and to move towards setting up
proper costing, accounting and planning procedures.

Now the IDA are first class. . . . If you study bureaucracy
and accept that it is there, you can handle it. . . . You go
in and you find what they want to do, find how they want
to do it, and forget your own ideas, just do what you are
told. You'll get a grant out of them, you’ll get all you
want, any time you want it. . . . Although they are at
present bureaucratic . . . do you know that the IDA will
come out any day of the weck and Sunday? I rang a
fellow last Friday about twelve o’clock, it was to do with
this machine. . . . He said, weli, this afternoon I've got to
mind the kids and take the alterncon off, the wifc is off
at the Horse Show and I've got to get the car out there.
Ah, I said, you can come out anyway. You know, therg
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was no messing, and he camc out because he was
interested . . . (Engincering).

When you talk of developing asmallindustry . .. thercisa
great deal of work to be donc in rescarch and development.
... You’ve got to make a feasibility study. We've got to
get down to the level of talking about site . . . type of
building . . . what [unds we need, where the funds are
going to come from, what capital charges will we have . . .
where are we going to get a manager . . . at what point
are we going to break even, where are we going to buy
our raw materials. We're going to have a source of supply
from five or six different companics; we must get in touch
with each of these to get their conditions. We've got to
look round locally for people with skills. . . . we've got to
look to the market, at the possibility of selling to the North
of England or Paris. . . . Before we could even talk to a
bank or the IDA or before one could scek one’s own funds
we have to go through all of the motions. . . . The grant
towards that and the assistance in this country only starts
at the point in time where the proposal is made. ... Ifone
could arrange a system of grant assistance for the compiling
of . ..studies. .. {to consider applications for this purpose)
from communities or from development organisations or
individuals . . . firstly, you’re encouraging people to think,
you're encouraging them to work in an area of activity
which would be a lcarning process for them. In the event
of nothing happening, at least people will have learnt
something. The State will have learnt something because
of the report that will be made. And then there’s always
the possibility that a project and jobs can be crecated
(Agricultural Processing).

A third criticism pressed particularly strongly by one infor-
mant, but also raiscd by implication by several others, is about
the relation between the IDA’s action at national and inter-
national level and the efforts of local development organisa-
tions. Some of the businesses covered have benefited from the
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work of well-run local development agencies which provided
serviced land and perhaps were prepared to build a factory;
which contacted prospective occupiers, offcred them acceptable
terms, and generally helped and serviced them. The work of
several County Development Officers was also well spoken of,
Local authorities, it was pointed out, could be helpful over
housing or technical education. In one town where an industrial
site was hard to find it was, in the end, provided by the parish
priest. Local business or professional men had in some cascs
Joined with an entrepreneur to back a new enterprise with
finance, services, or the opportunity of doing local business, and
in at least one case had used their own business contacts over-
scas to interest foreign firms, in coming to their district, But
there were at least as many cases where Jocal support was non-
existent or disorganiscd, and alleged facilities were such as an
industrialist would be unlikely to take seriously.

The people who had old yards with crumbling decayed
walls and services not worth speaking about, probably old
pigsties in the corner . . . were asking such ridiculous prices
with no relation whatever to the future development of the
town, let alone the value of the property, that we gave
up . . . {Engincering).

They call it an industrial estate. There’s neither water,
sewerage, tclephone, clectric or none other. Then they
invite people in to have a factory, and they bring them
around, and there’s just a wilderness, there’s trees and
shrubs, and . . . he’s got to make a road into it and get
the sewerage and water (Quarry Products).

I found myself that they would break their necks if they
found a German coming in, but they weren’t interested in
anyone of their own and couldn’t care less. . . . The
Council wouldn’t even give me a few houses for cssential
staff coming from England (Enginecring).

The case put by one informant who is himself closely involved
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in local development work is that no coherent set of principles
has yet becn cstablished for mobilising active and effective
local participation and linking it to the IDA’s national
and international activities. “Effective” is an important
qualification, for, this informant underlined, it is wasteful to
ask of local bodies what a particular body is not qualified to
perform. In local Chambers of Commerce for example:

You’re dealing with people who have very little knowledge
of development and how development ticks, and people
like that tend only to value what is tangible, and to put
little value on funds going into a development process
(Agricultural Processing).

But local initiative need not be confined to such obvious items
as the provision of housing or of serviced land for industrial
purposes. (Why not, another informant suggested, use the
technical schools and colleges in a positive development role, as
the base level of technical and scientific advisory and propa-
ganda service, linked for cxample to the Institute for Industrial
Research and Standards?) If skilful use were made of local
business pcople’s own export and other personal contacts over-
seas, or if a local agency was prepared to employ a genuine
expert in industrial promotion, or if provision was made on the
lines just suggested for feasibility studics initiated at local level,
a number of important advantages could be obtained. The
IDA’s own eforts could be supplemented and multiplied. Its
staff is necessarily limited, and cannot possibly cover all worth-
while contacts or take all the initiatives needed for development,
A local learning process could be sct going, and a virtucus
spiral of self-reinforcing initiatives made to cvolve, *‘a hive of
activity and development in your town and country”. And
there could be an assurance that the needs of all potential
development centres will be kept in view, and the bias in favour
of some larger centres which this informant perceives will be
avoided,
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Only one region, the Mid-West, as this informant secs it,
has been in a position to carry out a programme of this kind,
thanks to the existence there of the Shannon Free Airport
Development Company. SFADCO has teeth: money, expertise
and freedom to get on with the job. Regional development
organisations c¢lsewherc have had none of these, and the IDA
bas encouraged local initiative only in a strictly ancillary
capacity, and discouraged direct action by business men
through their own contacts.

The only people in this country who we arce told have their
function outside this country talking to industrialists are
IDA representatives . . . and there is a distinct discourage-
ment of people within the regions going to other countries
to talk to people in industry (Agricultural Processing).

There could be an intercsting parallel to what this informant
has in mind in the change of policy through the first decades
of action to revive the British development areas. The early
initiatives leading up to British dcvelopment area policy came
from the regions. But when at last the national government and
civil service accepted responsibility for a full-scale effort, local
initiative, except once again in a strictly ancillary capacity,
was squeezed out. This new approach led to misdirection of
resources, less power behind the programme and neglect of
means of action which could have been mobilised for it, and
loss of an opportunity to develop local communities’ capacity
for self-adaptation, to the disadvantage of local democracy and
community cohesiveness as well as of economic growth. But
many years passed before a hearing could be obtained at
national level for arguments to this effect [21].

(b) Financial agencies; the equity gap

Once they are well established, entrepreneurs in this group
see little reason to complain of the financial facilitics available
in Ircland. The banks and the Industrial Credit Company
will readily back a proposition which has the support of the
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IDA, or indeed any proposition which has manifestly solid
backing and is presented in convincing form.

Our experience has been that if you have a good proposi-
tion, and you tabulate it properly and you present it
properly . . . there isn’t much difficulty in getting the
money. Side by side with that goes the confidence that a
financier has built up with any particular business or with
the entreprencur. . . . They basically lend to the person,
and you know il your project is sound and you have built
up trust with the bank, generally there is no difficulty in
getting onc except maybe at times of extreme tight credit
squeeze. . . . There arc plenty ol banks there, and they are
all biting at one another to lend money {Quarry Products).

I didn’t expect any mystique from the banks. The banks
require bricks and mortar generally, I am sure they throw
out a number of things . . . they shouldn’t do. But then one
has to look again at the give and take: so I found the
banking thing rcasonably good {Textiles).

Strong backing from a bank can provide useful leverage for a
reforming managing director:

The reason 1 couldn’t be moved was terribly simple,
because if I moved, the bank moved with me {Agricultural
Processing).

A textile firm which went public a number of years ago notes
how people were writing in to subscribe from all over Ireland,
and other informants who reached this stage more recently also
had little difficulty in meeting their necds.

But informants do note a gap in Irish financial facilitics at
an earlier stage. At the very outset of a new small enterprise,
the entreprencur may well be able to scrape together the
relatively small amount of money needed. One man started 1n
business with £12, another used his wife’s savings of 130,
another sold his house. Others had money from a family
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business—one of the biggest of all began in a business bought
by his mother for £250 after his father died—or a thousand or
two thousand pounds of savings of their own, or relied on credit
from supplicrs. One or two were able to get bank backing even
at an carly stage, though only after a good dcal of shopping
around. One changed banks twice before reaching a satisfactory
arrangement. Another had difficulty in getting a bank to cash
his first big cheque from a sale at all, but eventually found
another branch whose manager looked closely into his business,
cncouraged him to take a loan for expansion, and continued to
advise him, including suggesting what proved to be a successful
ncw line of enterprise. Several were able to get support from
friecnds and business acquaintances, whether in their own
locality or further off.

The gap which informants note lies between this initial stage
ol an cnterprisc and the cstablished stage when funds flow
freely. One identified it rather precisely:

You'd get up to 5,000, no bother. You get £40,000. Now
you are in a twilight zone between that. Nobody wants to
know and nobody wants to help you in that twilight zone
{Engincering).

To say that “nobody wants to know’” about firms in this twilight
zonc is clearly exaggerated. IDA grants and a variety of
investment grants are, in fact, made to firms in this bracket.
Onc of the IDA’s services is to link possible sources of capital
to possible small business uscrs, and the Industrial Credit
Company or the banks may help. But, piecing together the
comments of various informants, it seems that the lack that is
felt is of a service with the following characteristics:

(1) Provision of equity capital—bearing in mind that the
risk as an enterprise at this stage is often very high—from
sources which can be relied on to stay with the enterprise
through the often nerve-racking process which Collinsand
Moore call “‘getting through the knot-hole” to full
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establishment, and which do not involve dominance by a
much larger outside agency. More than one informant has
had experience of “the sort of people who are with you
when things are going well, and they pull out when it is
a little bit down™ (ibid.). What entreprencurs need at this
stage is above all funds under their and their partners’
own control, money on terms that leave the control of the
business in the hands of the one or two key people on
whom its deveclopment depends.

{(11) An cflective means, to this end, of channelling into
industrial enterprise the quite considerable amounts of
money available from non-industrial busincsses in Ireland,
or from Irish people overseas, for example publicans and
contractors, who might be particularly interested in
backing a new small enterprise in their home town. The
promoter of an engineering business who made this last
suggestion is himself a case in point.

(111) An associated advisory service to stcer new entre-
preneurs through the tricky problems of managing cash
flow and avoiding over-trading which arc typical of small
businesses at this stage.

Informants from small and medium businesses were not too
familiar with thc possible services of merchant banks, but, by
contrast with bigger businesses, were liable to be suspicious of
them; to see them as a near relative of *“the millionaire bastard™
who threatens a take-over.

There is a big problem with merchant banks too. They are
all grabbers. They all want equity in your business, and
they want to be in a position that after a while they can
control you {Engineering).

A number were explosively critical of the role of the ordinary
banks in relation to this type of problem, or inclined to write
them off as unsuited to handling it.
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Banks we consider to be right bastards because they never
put their money where it is wanted (Engineering).

—nor do they keep closely enough in touch with the way that
the overdraft, once granted, is being used.

We have fellows here, bank managers—from the national
point of view they should not be brought within a thousand
miles of a customer (Leather and Footwear).

Banks are merely commercial companies, and you know
their function is basically commercial and connected with
money. It is too much to expcct them to act in the national
intcrest in some areas (Agricultural Processing).

But the direction in which the finger points is nevertheless
rather clearly the banks. Their contribution could be direct.
As a banking informant comments, “‘therc remains ample
scope for the banks to adopt a more liberal approach to risk-
bearing”. But it might, even more useluily, be indirect, in the
capacity of promoters and contact men rather than of direct
lenders. The banks’ network of personal contacts reaches
potential small investors throughout the country and, increas-
ingly, among the Irish in Britain as well. At the other end they
are or can be in close and continuing personal touch with small
entreprencurs. What seems to be required is an investment
intermcdiary service operated through the banking network in
return for a suitable commission, bringing together reliable
small investors—not those who “‘pull out when it is a little bit
down™, nor big and dominant investors of whom the small
entreprencur might, with reason, be suspicious—with promising
new businesses with which the investors arc unlikely otherwisc
to be familiar. Some, at least, of the banks would claim that,
with the help of their merchant banking affiliates, they are
already beginning to provide this.

{¢) Training
IDA is a relatively long-established institution whose eflorts
entreprencurs can judge from long, often close, practical
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experience. AnCO’s programmes under the Industrial Training
Act of 1967 are, on the other hand, relatively recent. In 1972,
at the time when this survey was made, only one of the three
major programmes was beyond its tccthing stage; dircct
training of around 2,000 workers a ycar in AnCO’s own four
permancnt and three mobile training centres. A programme to
revise the apprenticeship system was still at the stage of
experiment and discussion. The programme to which AnCO
itsell attributes high priority, to promote company-based
training, was only just swinging into action on a full scale.
Levy-grant schemes for textiles, clothing and footwear, and
food, drink, and tobacco completed their first year of operation
in 1972, and schemes for the engincering and construction
industries were set up for the first time in that year. AnCO’s
stated policy is that “the first responsibility for training and
development falls on individual firms”. It should and must be
made to do so, and accordingly AnCO, though it persuades
and advises firms, offers substantial financial inducements, and
if necessary administers a sharp shock to laggards, it deliberately
does not dictate what course firms shall take. AnCO’s own
estimate is that in these circumstances perhaps ten or twenty
per cent of firms are likely to respond quickly, another 50 per
cent can be influenced, the rest will lag while they can. Overall,
it may take five, six, or seven years to secure rcasonably full
penctration of company-based training through an industry,
and in 1972 nowhere near this lapse of time had occurred in
any industry covered by a levy-grant scheme.

Entreprencurs’ comments reflected the uncertainties and,
especially among the smaller firms (this is also found in
Britain) [22], often the suspicions natural at the carly stage
of what can look like an expensive scheme, of a value still to be
proved.

Some comments showed awareness that AnCO is still in its
early days, and that time will be needed to judge fairly by
results.

AnCO. .. has a long way to go, I think, because of its age.
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It is only starting. I think the concept isgood, but . . . you
wouldn’t want to lean on it too much at this moment of
time (Textiles).

An informant more familiar than most with the work of the
training board of his own industry, onc with a strong craft
tradition, outlined the series of stages needed. A Board has to
analyse and pass a sound judgement on existing training
practices, to develop and test improved procedurcs designed
not merely to teach the tricks of the trade but to provide a
broad base for lifetime development in a world of changing
technology, and in doing so to educatc and carry along the
many groups and interests involved. All this, he pointed out,
takes a great deal of time. His own industry was beginning at
the top, with a course for senior managers “not to get our
money back (from the training levy) but to see how we can
spend the money necessary on the industry” ; not so very much
money, since, as he said, many firms arc happy to pay more
for insurance than they are being asked to pay for training.
Idcally AnCO should have enough staff “to go around to
employers and spend maybe two hours with them to try and
tease out his problems with him and...get what he
wants’’,

But among the smaller firms the level of doubt and suspicion
. reflected in comments about AnCO was at this stage high.

AnCO tends to serve up the wrong people with the wrong
training (Engincering).
I don’t agree with it at all. Honestly, I think it is a bit

of a farce, the way they are going about it (Quarry
Products).

AnCO have beena complete loss as faras I am concerned.
Not only did they give us no encouragement but they wrote
and told young chaps coming out of technical schools
that they wouldn’t advise them to take up jobs with us
as they couldn’t be recognised as an apprenticeship
{Enginecring).
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We've got fellows from AnCO . . . I suppose they have a
varied lot to produce, but that chap hasn’t got what it
takes. . . . (Engincering).

If onc asks what significance comments like these have for
AnCQO’s programmes in the longer run, the answer is probably:
very little. Some criticisms were clearly based on misappre-
hensions, Others, equally clearly, were directed to Irish
standards of training generally, not to AnCO in particular,
for example to what were alleged to be low standards of
discipline and craftsmanship among some engineering traineces,
or conversely to the danger in Irish conditions of over-
sophisticated training. In no industry had informants had a
long enough run of experience to judge AnCO as fully as IDA
or IMI. AnCO is always, of course, likely to be at a disadvant-
age compared to, say, IDA in that, whereas IDA gives firms
money, AnCO takes it away (rom them, or at least defines
how they are to use their own funds. But the comments on
taxation quoted below show that these entrepreneurs are not
blind opponents of even high tax levels, nor, most of them, of
government or government activity as such. The essential
point is that time—much morc time—is nceded for AnCO to
prove or disprove its value to the full.

Even now, AnCO itsell can point to substantial and appre-
ciated advances in a number of industrics, over and above
the direct training of workers in AnCO’s own centres. In the
threc industry groups where levy-grant schemes had run a
full year in 1972, well over 8oo full and part-time training
staff had been appointed. At a subtler level, exccutives in a
number of firms rcported that levy-grant schemes had had a
usclul shock effect in alerting boards of directors to the case
for training and loosening their pursc-strings for it.

But informants’ critical comments do appear to point to
one issue of strategy which would have been important partic-
ularly in the first days of AnCO and may still have its signifi-
cance. AnCO made an early policy decision tostart its training
programmes on a broad basis, across a whole range of industries,
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rather than feel its way 1 by intensive and well-researched
programmes in selected fields. When the comments of infor-
mants both favourable and unfavourable to AnCO are brought
together, it looks as il this may have been a mistake.

A more focused approach might have led to a different
accent in the type of training provision promoted. One
informant from a large firm suggested that it would have paid
to give less attention to gencral measures such as the appoint-
ment of training officers and more to very specific programmes,
such as the detailed on-site study of specific production and
design problems, which could have high learning value
preciscly because they also have the urgent cdge of immediate
necd, and would be likely to be appreciated accordingly.

But what in any casc could have been expected from a more
focused approach 1s hetter appreciation and quicker support
from employers who felt that their own particular problems
had been studied in detail and taken fully into account; a
correspondingly better demonstration effect to other employers;
and less risk of arousing vaguc fears and suspicions among
employers who under the present approach are brought into
AnCO’s network but not as yet fully involved. AnCO does not
and is not likely to have enough ficld stafl’ to mect, over the
whole wide range of firms and organisations with which it 1s
concerned, the wish of onc informant quoted above for staff
““to go around to all employers to try to teasc out his problems
with him”. Nor, given staff changes as well as the range of its
work, can it always rely at this stage on enough intensity and
continuity of staff work in a given industry to guarantce—to
pick up a comment from another informant—that employers
attending a training conference for that industry can feel that
they and their problems are known well. It looks as if AnCO
began by spreading itself too thin.

The criticism which some informants directed against AnCO
was not repeated in the case of the Irish Management Institute
and other agencies providing training for managers and
supervisors. IMI courscs are appreciated and used, though
naturally with varying degrees of success. The owner of one
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small firm reckoned that at the start of his business:

Any of thesc techniques they have, I could come back
straight the following week, and g5 per cent of the courses
I could apply straight away (Quarry Products).

Another at the same stage in the same line of business had
found IMI courses:

Helpful in a limited way. I thought they put too much
into it. . . . They covered too many things, you came
away with very little (Quarry Products).

partly because the group covered too wide a range of industries,
cach with its special needs, One informant had preferred to
send a senior exccutive out of the country rather than to IMI,
not because of any lack of quality in IMI courses but because
participation in a residential course with foreign businessmen
would widen the executive’s horizons, Others noted the case
for in-house training geared to the problems which supervisors
or managers face in their specific situation.

It was just a choice between the IMI and (a consultants’
training service). The {consuitants) were more interested
in coming into your company and doing a definite
analysis on it—advising you on it. The other people just
provided management training {Engineering).

The most substantial criticism made of IMI’s activitics was
linked to one already raised in the case of IDA. Granted that
good support is being provided for those who have alrcady
started in industry, is enough being done to evangelise potential
new cntrants: those who are not yet far cnough forward even
to apply for a Small Industries grant, or to benefit from the
courses in entrepreneurship with which IMI has already
experimented for those who have reached this stage?

The Irish Management Institute do provide courses which
are excellent, particularly courses in industry and in
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things like production, finance, marketing, and gencral
management. They are cxcellent courses, just as good as
vou'd find in American universities. But . . . these courses
arc simply beamed at people who arc alrcady working
in this environment. . . . If they have courses in industry,
these tend always to be attended by people who are
already cngaged in industrial activity. . . . There is very
little attempt made to get people who are involved in the
services or shopkeeping, to get these people interested in
acquiring the skills nccessary to develop small indus-
tries. . . . In most towns you go to in Ireland, particularly
rural Ireland, you get a shopkeeping class who are very
adept at merchandising, they’ve heen at it for generations:
they arc very competent people, they are well educated,
they have financial resources. There is a paradox . . .
you can go into scveral of these small towns in depressed
areas . . . now Ballinrobe is a small town, about 2,000
people, and for their size they are said to have the largest
amount of deposits of any community in Ircland, and
there arc three banks there: and yet there is no big
industry, and therc is no dcvelopment, and therce is
absolutely no work, and . . . these funds in that town
are being used nationally to build offices in Grafton
Street or perhaps even in Drogheda. You have people in
a town such as that with this background in shopkeeping
and with finance and such; it should be possible for these
people to engage in a lot of useful activity in industry.
But I don’t think we’re making any attempt to cducate
these people about this other type of pursuit. . .. In a lot
of these towns . . . people say, “Look, this is a very bad
town, all the wealthy shopkeepers, and they build no
factorics”. But what people forget is that shopkeeping is
a pursuit that is just totally remote from running an
industry (Agricultural Processing).

This informant spoke from knowledge, having himself made
successfully the transition [rom shopkeeping to industry in
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what, but for men like him, might have been just such a town.
His comment on America is also based on first-hand knowledge.

His proposition raises a number of questions. The Irish
Management Institute might well ask whether it, or it alone,
should have the responsibility for preaching to the unconverted.
Are there not other agencics with a more general responsibility
for education or industrial development which should share
the load? May there not be a real case for starting the respon-
sibility of a specifically Management Institute, as at present,
at the point where a newcomer has shown definite signs of
starting in the industrial field? The responsibility for action in
this arca may be divided in various ways. Informants’ point
remains that more action by some agency or agencies is needed
in this arca.

(d) Consultants

Informants have found consultant services casily available
in Ireland. Most have learnt to value them, but with dis-
crimination and a sharp cye for the relationship between costs
and benefits. Smaller firms have used consultants particularly
to install systems of production and financial control, larger
ones for a variety of purposes, including ideas and leverage
for the general reorganisation of management.

I persuaded the Board to bring in independent consultants;
not necessarily that there was anything there that they
couldn’t do themselves, but they were so involved . . . so
close to it that they would not have the courage to take
fundamental and basic decisions. They would compromise,
and I feit the results of the compromise would make the
second stage worse than the first. . . . They would get in
consultants to analyse the problem of how to set up a
formal management structure. This was done, and the
consultants found and then endorsed independently what
was wrong . . . and it worked out exactly as I hoped it
would (Agricultural Processing).
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But expertence has taught the need to keep a cautious eye on
consultants’ competence and their capacity [or producing down
to carth reccommendations related to a firm’s actual conditions.

One crowd came in all right, business consultants, and
they said they’d save me (5,000 a year. . . . When they'd
madec their report I couldn’t see them making that much
saving (Quarry products).

I was very dubious about them, I had some experience of
consultancies before, and I checked with a lot of people
who had used them, and I was sceptical. . . . So I decided
that we would have to give them a very, very, tight bricf]
and I was sticking to that, and we¢ had threc or four
consultants put up proposals lor the same scheme, and
we eventually chose one erowd, and they were satisfactory.
I have also no doubt that some of the others that put up
proposals hadn’t a cluec what they were talking about
(Quarry Products).

Smaller firms make a point of going to individual consultants
or small partnerships, where they can cxpect to pick the
brains of the principais themsclves.

(e} General government and trade association services: inier-firm co-
gperation

An interesting difference showed itself hetween comments
on the uscfulness of Government services such as Céras Trach-
tila (the Export Board), the Institute for Industrial Research
and Standards, or the Department of Industry and Commerce
—in its capacity as authority for licences, grants and other
direct scrvices, not of overall planner—and on inter-firm co-
operation and the services of trade assoctations. Trade associa-
tions, for this purposc, do not include cmployers’ associations
dealing with industrial relations.

Comments on Government services were appreciative.
Informants suggested cxtensions to them, or noted that the
restricted resources of a small country sct limits to what could
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be expected from them. But strong criticisms were rare,

A number of firms, for example, had used the Institute for
Indusirial Research and Standards for testing materials or
products, advice on the design of small engincering products,
on equipment and machines, or on the preparation of applica-
tions to IDA, and expressed high appreciation not only of the
technical service rendered but of Institute staff’s cagerness to
help, their quick response in an emergency, and the good
co-operative relation established with them.

I found them cager to help . . . (Engineering).

We could have a fellow down here tomorrow if we had
a problem {Quarry Products).

They employ very good men, very helpful men, men who
will come out any time of the day. They have helped me
enormously, and I try to co-operate with them; they can
use our machine tools any time they like, and we have a
very good association (Engineering).

But the same informants who made these comments also noted
that TIRS'’s facilities were as yet too limited to provide for
highly specialised or complex requirements or to have a great
deal to offer to a firm which already has a high degree of
sophistication and high standards of craftsmanship. An
engineering employer engaged in developing a new invention
noted that IIRS’s reference service, though being extended,
was still inadequate for his special needs, and pressed strongly
for developing the range of this service well beyond Irish
industry’s current nceds. Even though some files might never
be used, it was worth building them up ahead of demand so
as to provide a really first-class service for the entrepreneur
entering a new line. But his comments showed that what he
missed much more in Ireland as compared to England, where
he had previously worked, was easy and regular personal
contact with key people in his field.
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The sort of technical advice which I wanted was news on
the latest products and the forthcoming products of the
leaders in the field ; what new sorts of matertals and tech-
niques arc going to be applied in two years’ time. When I
was in London I had a luncheon arrangement with a
group of pcople in these companies which led o the
dissemination of this information. . . . But of course I am
cut off from that here (Engineering).

This man’s business is currently small, and travel on the scale
nceded to keep in touch would be a heavy charge on his cash
flow as well as on his time. Could a travel subsidy be made
available for such cases?

Céras Trichtila was also spoken of with appreciation,
though with one or two detailed criticisms on such matters as
grants which werc expected but did not materialise. An
engineering firm with rapidly growing foreign sales made a
morc substantial criticism. In the view of this employer CTT
would do better to make 100 per cent grants towards firms’
own market research, carried out through the right spccialist
consultants for their own field; for the information which CTT
itsell’ can collect, with its incvitably limited staff, though “a
considerable service, a considerable value”, is of necessity
generalised and second-hand.

Several informants stressed the importance of steering clear
of politics and of ensuring that a business can stand on its
own leet without political help. One had had a sharp sctback
when caught in political cross-fire on a change of government.
Others preferred not to let themselves be bitten in the first
place. “Politicians don’t work for nothing” (Engineering).
But this, of course, did not imply any objection to dealing with
Government departments at a strictly business tevel. Two or
three informants reported discouraging experiences with the.
Department of Industry and Commerce; pressure to use Irish
materials which were not in fact suitable, strong discourage-
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ment by the Department from projects which in fact turned
out to be winners.

The only people we had problems with were a section of
the Department of Industry and Commerce . . . he said it
wasn’t possible, and tried to put a spanner in the works
there (Engineering).

He said, well T’ll give you (your grant on the conditions
you are asking for) Mr X, but you won’t pull this place
round. It’s doomed (Agricultural Processing).

But these criticisms were against a background of general
appreciation for the system of grants and, generally, of indus-
trial development administecred by the Department, and of
awarencss that this like other branches of burcaucracy gives
results if handled the right way.

I found Industry and Commerce quite good, licence-wise.
They were prepared to do things over the phone and do
things quickly (Engineering).

Industry and Commerce, here, they are a very good
department. If I want something, I go in therc and fish
out the man I want, and I find I get a hundred per cent
satisfaction. It’s no use thinking that Joe Soap down the
country who is my uncle’s daughter is the cousin of so
and so who is in planning in the Ministry, so you’ll get
this. These departments are good and have some very
good men—men who are dying for somebody to come in
and talk to them (Enginecring).

The right way to get results from a bureaucracy does however
vary. The same informant gave this picture of how, in the
field of another department, he got a certain planning permis-
sion.

I went along and studied what was involved and who was
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involved, and I got the man who was going to make the
decision, and I chascd him up and I got in touch with
his aunt and I said, “wherever that fellow gocs, tell me”,
and everywhere he went I followed him, so he had to give
me permission.

The importunate widow still has her part to play!

Other departments and semi-state bodics were mentioned
more occasionally and briefly. One informant who contracts
with the ESB expressed appreciation of the Board’s high
standards of specification and inspection, helpful in keeping
his own standards up to the mark. Another had borrowed the
Irish Embassy in London for a trade exhibition. Another had
received solid backing from the Department of Health for a
new product in that Department’s field, at a time when other
branches of government more directly concerned with indus-
trial development were sceptical. The Geological Survey was
mentioned with appreciation by one quarry products employer.
But another was highly critical of the Government for failing
to undertake prospecting work on a big cnough scale, cither
directly or through grants for exploration work by private
enterprise, and so to put itself in a position to recover for the
nation a more adequate part of the proceeds of the mining
industries.

Now the time you want moncy to finance is when you go
around digging holes. And if the Government would say,
“Look, we will finance you if you like, and if you find any-
thing we will take half of it from you in the form of taxes™,
this would be logical. Instead they give you no money to
prospect, and if you find anything you can keep the lot
(Quarry Products}.

A small firm engaged in rescarch and development
contrasted the speed and responsiveness of Industry and
Commerce with what this informant regarded as the paper-
bound approach of the Revenue Commissioners and of
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Customs and Excise; departments, as he saw it, “ruled by men
within a few years of retiring who werce reared in the pre-biro
age”. An engineer building a piece of prototype machinery
was likely to need small supplies of unusual components at
very short notice as his ideas developed and new ones were
suggested by trade and professional literature. In Britain he
could pick up the phone to a firm with which he was in any
case probably in touch, and get his component sent on approval
by return of post. In Ircland, where he was less dircetly in
touch, he might in any case have to correspond with the
supplier. On top of this he might well have to take a day in
Dublin, as well as correspondence, to sort things out with
Customs and Excise. Onc answer might be to stop going by
the book; let the supplier put a small component in a plain
envelope and hope it would not be stopped. But, he suggested,
a better solution would be that, until imports are completely
freed under EEC rules:

A register should be kept of companies who are genuinely
doing design and development, and they should be given
an open chit—open permission—to import goods up to . . .
(so many pounds) value at a time (Enginecring).

There were a number of references to taxation, but with an
interesting and unexpected turn to them. Several informants
from large firms criticised the high level of personal taxation.
Two stressed that, at the salary levels now being reached for
even modcrately senior executives in large Irish businesses,
personal taxation makes it hard to provide adequate differential
rewards for senior staff,

I don’t know anybody who works less than he might do
because of the tax situation, but I see it in my own people
herc . . . the discouragement of the level of tax on individ-
uals. I think it is the disappointment of it rather than the
disincentive (Agricultural Processing).
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The ceiling effect of personal taxation at the levels these
informants had in mind has since been documented in the
Devlin Report on higher Government salaries [23]. Another
informant was particularly concerned because at the time of
the interview Irish corporate taxation was substantially higher
than British. Another stressed the difficulty which high tax
levels put in the way of the smaller employer trying to build
up a new business and to accumulate capital in his own
ownership, not only or primarily as an incentive, but so as to
keep control of the business in his own hands.

But here, precisely, is the interesting twist: this sort of
complaint did not come from those informants who were in
just this position. If they complained of taxation, it was about
procedures and paperwork rather than about tax levels. They
would point to others who had “made their million”, and they
were building up successfully themselves. Even for those of
them who were not primarily exporters, cntitled to benefit
from cxport tax relief, the positive side of Government finance,
and notably the grant systcm, seemed to be much more at
the top of their minds than the level of tax.

Comments on co-operation betweenfirmsthemselves, whether
through trade associations, through other forms or multi-firm
co-opcration, or dircctly between individual firms, were much
more differentiated than those on Government services.

One area of which little was said, but where a fair amount
appeared to be happening, was that of using existing Irish
firms and organisations to assist the development of new Irish-
owned industries. A number of Irish firms are in any case
diversifying into other industries themsclves. The point here
is about the help they might give to other businesses not under
their control. One informant had owed his start in business
to the backing of an English company for which he had
previously worked. That was in Britain; but similar help was
recorded in Ireland. One informant had got off the ground
thanks to generous credit from a local supplier, Another spoke
appreciatively, as just mentioned, not only of the fact of his
having a contract with the ESB but of the value to him of the
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high standards transmitted to him from ESB engincers. A
co-operative, over and above its help to farmers in developing
their [arming business, has been able to help former members
of its stafl who have set up their own.

We can give them business in many instances, or we can
give them goods to start them up, with reasonable credit
facilities, and we do (Agricultural Processing).

Public purchasing may help. Another informant was able to
base a successful export drive on a practical monopoly of the
Irish market for his product, thanks to the purchasing policy
of the Department which is the largest consumer in his field.
General protection of the Irish market, of course, had helped
to launch some of the older concerns.

The question not directly raised by informants themsclves,
but implicit in the record of their experience, is whether this
sort of aid—subject to any limitations under EEC rules—might
not be mobilised and extended in a more organised way.
There would scem to be considerable possibilities on both the
public and the private side; a more active policy by, say, the
ESB or the Department of Posts and Telegraphs, or more
positive support by the growing number of Irish private scctor
husinesses which are now substantial by world standards,
especially those which are relatively technically advanced.

Comments on tradc association services and other forms of
overall co-operation between firms were rare; this area did not
seem to be salient for informants. And, cxcept where they
touched on farming and agricultural processing, comments
here tended to be negative.

The trade . . . were going to run me out of it, and they
gave me six months. I think that drove me on further
(Textiles).

Another textile manufacturer explained how eflorts to rational-
ise his branch of the trade, specialise firms’ production, and
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so build up stronger units in the face of growing overseas
competition coliapsed through firms’ reluctance to contract out
of even marginally profitable markets, to miss short-term gains,
or to accept a sober assessment of the long-term possibilitics of
thcir markets as protection disappeared. A metal fabricating
firm had gained much from an informal association between
firms with related specialities which made it easier for each to
supplement the others, but commented that CII “had a
branch for metal, but they did nothing with it”’. The situation
in CII’s metal branch had however now changed: “‘they
appointed a very good man in charge of it”.

Comments like these may give too unfavourable an impres-
sion of co-operation within industry, It is, for example, possible
to quote cases, such as the leather industry [24], in which a
very effective process of rationalisation has gone on through
firms’ own inttiative and readiness to co-operate. But infor-
mants’ comments seem to reflect attitudes which contrast, not
only with what they said of Government services, but with the
very different tone of comments in the minority of interviews
which touched on farmers’ co-operatives or the Irish Farmers'
Association. Certainly deficiencies were perceived on this side
too. More than one informant criticised the Irish Agricultural
Organisation Society for undertaking a bigger task than it has
the staff, dynamism, or organisation structure to carry through,
and there was strong criticism of the structure and role of
individual co-operatives. But the picture also came through of
dynamic leadership by at least some co-operatives in helping
their members to develop their business and in processing and
marketing their products, and of the Irish Farmers® Association
as a body. on which co-operatives and other organisations
engaged in rural devclopment should, and commonly can,
rely to ensure farmers’ effective involvement and partici-
pation.

Still another contrast was with informants’ comments, not on
the specific services provided by the trade association for this
or that industry, but on the general leadership offered by the
Confederation of Irish Industry, particularly as regards
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industry’s relationship to the Government and its role in
national planning. A number of interviews took place shortly
after many of the top leaders of the CII were killed in an air
crash, and this undoubtedly added an edge to informants’
comments on general leadership. It is still significant that even
smaller business heads, themselves far from the centre of
business affairs, rccognised the crash not merely as a personal
disaster for those affected but as a sctback to the country, in
the sense that men had been lost who were through the CII
making a positive and valuable contribution to the overall
shaping of the Irish cconomy. The head of a larger firm spelt
this contribution out more fully. Here were men who were
building a strong, unified, overall instrument for steering and
developing Irish business, getting rid of the overlap of employ-
ers’ organisations, exploiting Ireland’s advantage as a small
country with quick communication between business and
Government leaders, where the adaptation of national policy
to changing world conditions can be ahead of the competition,
They were beginning to educate businessmen themselves into
the attitudes needed for this. They were men with wide
horizons, aiming not only for immediate results but for a
pay-off five or more years ahead.

The same informant went on however to underline that the
unified guidance of Irish industry, capitalising on the sinallness
of Ireland and the easc of communication between industry
and the Government, which he had in mind was still far from
being attained. The management of national economic policy
was still fragmented between a number of Departments and
organisations, some under leadership of the highest professional
quality, others led by men whose personal qualitics might be
excellent, but who were not professionals in the. economic
development ficld. The ideal pattern which he had in mind
would unify leadership of the development effort in the hands
of a single body not unlike the Japanese Ministry of Trade and
Industry; for the effective leadership achieved by MITI in a
large country such as Japan could be still more effective in a
small country like Ireland. Among the other objects of unifica-
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tion should be the achicvement of unified action by employers
and unions.

It must be emphasised that the differences of tone and
attitude noted here rest on the comments of only a small
number of businessmen, not a statistically valid sample. But
taking them as they stand, as suggestive rather than final, we
might summarise informants’ views ol state and trade associa-
tion services and inter-firm co-operation as follows. Ireland has
by world standards onc rcally large-scale industry, namely
agriculture. This sector is big cnough to provide its own
leadership and services internally. But as regards industry, a
strong lcad and a considerable provision of common services
is still required from the State. What the State provides is
appreciated, but with the comment that State provision needs
still to be extended and consolidated. One is reminded of
Tony O’Reilly’s proposals in 1970 [25] for:

(i) the creation of a State holding company, An Bord na
mBord, “‘charged with the responsibility for conceiving,
collecting, analysing, developing, and in certain cases
operating enterprise in high risk situations within the
State”.

(ii) The grant of direct trading péwers to Céras Trichtéla.
“This would be of particular benefit to small companies
who aspire to export”: very much as the big farming
co-operatives, or An Bord Bainne (The Dairy Board),
of which Mr O’Reilly was at one time chief executive,
have helped farmers.

(iii) A system of overseas marketing grants for largc scale
product launches.

The imprcssion is that informants sce the role of the CII; and
of joint industrial action in general in hclping forward the
State’s role in providing common services, and in overall
planning, as ‘being currently more important and . more
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positively valuable than its role in providing services direct to
individual firms,

(f) The marketing of services to industry

The informant who spoke of the *‘terrific number of com-
petent people sitting behind desks waiting to help people such
as us” raised an issuc which runs right through informants’
comments on successive aspects of the economic and technical
support system for new enterprise in Ireland. “Sitting behind
desks” 1s, of course, a metaphor; informants made it clear that
what they appreciate about the staff of the IDA or the ITRS
is preciscly their willingness to get off their chairs when asked.
The man you want, said one, is the onc who will “'sit down
there on a concrete block and tatk business to you’ {Leather
and Footwear) and often informants reckoned that this was
the man they got.

But should not the staff’ of development agencies, some were
arguing, be readier to go out on the missionary and cducational
circuit even when not asked, and right onto the client’s door-
step? The message that industrial enterprise is possible has to
reach the unconverted, the people in distribution and service
businesses as well as those who have taken their first step in
industry. Repeatedly, informants commented that even the
presence of a successful new small industry next door to a
potential local industrialist showed little sign of inspiring him
to go and do likewise. The message of what AnCO is about, and
what its long-term benefits will be, has to be delivered right
to the individual employer by pcople who will “spend maybe
two hours . . . to try and tease out his problems with him’,

I think that it would be a marvellous thing if there was a
special agency set aside with a pool of . . . people that had
practical experience. .. and theysay. .. “you're delegated
to such a person for three wecks or a month, five weeks or
six weeks” (Engineering).

It was clear from interviews that many existing services do
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get delivered effectively to those they are intended to reach.
But the reality of the point made by these informants was
brought home to the writer when he acted as chairman of the
Personnel Management Committee for Irish Productivity
Year., A programme was set up to promote professional per-
sonncl management in the many medium and even large firms
which do not have it. Seminars and other generalised means
of propaganda proved to be ways mercly of preaching to the
converted. The programme began to move only when a
senior personnel manager borrowed from one of the more
advanced firms took time to go around to talk to managing
directors in their own offices about what might be done and
how their particular concerns could expect to bencfit. “We
were the first”, as onc merchant banker said about the banking
system in an interview preliminary to this project, “to get
on the bicycle round the country and leek for entrepre-
neurs'’, '

(g) Summary: points for action ‘

In spite of informants’ gencrally favourable view of the
cconomic and technical support system for new business in
Ireland, they have enough criticisms to piece together into a
respectable list of possible improvements.

One or another of them asks both for a more close-knit
national strategy, led by the Government but with the involve-
ment of the CII and ICTU, and for action to multiply the
country’s development eflort by encouraging more centres of
initiative; for more, and morc cffective, initiative by local
business men and official or semi-official agencics; for more
initiative by large established firms, public or private, to start
and support new independent Irish-owned businesses; and for
more cncouragement from the Government for dispersed
initiative of both these kinds. One seems to hcar an echo of
the Devlin Commission on Public Services Reorganisation and its
appendices; let there be more initiative for development from
the central Government, but let there be more initiative from °
local government as well. The two are not alternatives. As
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G. K. Chesterton used to observe, when faced with the horns
of a dilemma it is wise to choose both.

Informants ask for more of what one can only call missionary
activity, directed to the pre-enterprise stage; not simply to
helping those who have taken their first steps towards a new
industrial enterprise but towards educating those who have
the resources and general ability for industrial entreprencur-
ship, but are not enough in touch with the industrial field for
the spark to reach them.

They point to a number of specific cases where more might
be done to help the firm already under way: the “equity gap”
and the part which the banks might play in filling it; the case
for better backing for market research and major market
launches, and for training better geared to the final customer’s
needs; the case for a travel subsidy to encourage maintenance
of research and commercial contacts by firms too small to
carry much of this sort of cxpense themselves, or for a limited
free licence—for as long as this may continue to be needed,
under EEC rules—for importing minor items needed for
research and devclopment. One informant points to the
advantage to the State of subsidising geological prospecting
and taking a large slice out of the proceeds of minerals dis-
covered, rather than pay nothing for prospecting and take
nothing from the proceeds.

And, as just said, informants point in a number of contexts
to the case for more cffective marketing of existing and future
services; for more focus in the work of AnCO, and less tendency
to spread the training cffort thin, and more doorstep salesman-
ship in a number of development, advisory, and training
services.

We shall return to some of these suggestions in the chapter
on General Conclusions.




2. The Cultural Background: What do
Entrepreneurs see as Different about Themselves?

THE balance of motives and abilities, of course, differs from
onc informant to another. Entrcpreneurs differ in their
personalities like members of any other group. But as onc
interview followed another, certain common threads wove
themselves together.

(1) Expert, practical, ready to learn

The entreprencurs in this group see themselves first of all
as expert, professional, thoroughly on top of their job or on
their way to being so, men who have found what they are
good at doing, and are doing it to world standards of expertisc.

You have to have a little bit more than the fire in the
belly: you must know what you are doing (Paper and
Printing).

They know what the customer expects; the design of an
engineering product that is acceptable in Belgium or Holland,
the quality of meat products that will sell in Italy or France,
the quality and designs of furniture or carpets that will bring
buyers back for morc; the way to rcad back from acceptable
retail price tags to acceptable prices and ranges in shoe manuy-
facturing. They have learnt or are rapidly learning professional-
ism in management, including marketing and finance. The
point about prolessionalism in management, not surprisingly,
comes through most strongly in commenits from the larger firms
where the importance of managerial skills is greatest. But the
smaller firms too have had to wrestle with the installation of
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systems of cost and production control or of effective control
over their cash flow.

But informants’ expertise has a special edge on it. In the
first place they see themselves as practical men, in the sense
of men who themselves know in detail how things are madc
and done and who can themselves do them. They arc financial
operators, not merely economists; management accountants
and not merely auditors. They are engineers who may them-
selves have served a craft apprenticeship, and cannot merely
design but build a machine for themselves; men who can repair
a motor-cycle or get on their backs under a car to find what is
wrong; men who look back with appreciation to what they
learnt in a technical school about machinery or concrete or
woodwork, and to the way the technical teacher might say:
“Look, fellows, there’s lots of wood over there, what do you
want to make today”? (Quarry products). Many can talk on
level terms with the man down the pit or on the lorry because
they have done the job themselves. They recognise the value
of delegation and practise it with success, but like also to keep
in touch with what is going on at the operating level of the
business.

I come in to work in the morning to do something, writing
letters: just get up from my desk and go down to a factory,
which is far better: chat to the people. It doesn’t happen
here, it happens down there (Paper and Printing).

I would be sorry, said the hecad of a smaller engineering
business, to grow to the point where an order went out of the
plant and I did not know what it was.

Several informants, when asked to rank their own interests
in order, firmly put engineering or invention, or construction,
or design and development at the top, though sometimes
cqually with other motives such as the desire to start new
enterprises.

If I can get this place whipped up . . . then I am prepared
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to let a manager run it, and he’'ll make a good living out
of it, and the pecople working here; and then I would
prefer to stay at home and have in a basement a workshop
with a drawing board, and design new products; and
that is what I am interested in {Engineering).

An interest in engineering is top of my list (Engincering).

Decsign—mostly design, and making things new all the
time (Engincering).

You might have done an absolutely fantastic job, and
everybody thinks it is terrific, and it is terrific. But there
is ong little aspect of it, there was a particular dimension
to get right. The rest kind of fell together. But because
that was wrong—though no one cven saw it—you're
hurt and 'you have a pain in you for the job (Enginecring).

My main interest is in new enterpriscs and the physical
layout of them (Quarry Products).

But practicality, for these men, does not mean being narrowly
technical or preoccupied with detail.

You must have a complete mind, a hungry mind: you
must think big and be practical at the same time (Leather
and Footwear).

Practicality, for them, has a strongly commercial slant. The
same man who said that he would be happy designing on his
basement drawing board added that:

I have found that since . . . I became aware of . . . how to
translate an idea into an accomplished thing . . . my
acquisition of knowledge has got this commercial aspect
about it, and I am less inclined to involve myself in learn-
ing things which don’t have any sort of commercial
application. I wouldn’t bother now learning the names
of the birds which inhabit our seashore, because I can see
o money in that (Engineering).



The engincer who said that “an interest in cngineering is top
of my list” is himself a time-served craftsman whose son has
in turn won top prizes for craftsmanship. But he strongly
criticised the head of another engineering firm who bought aver-
elaborate general-purpose plant because he was more interested
in craftsmanship than in cost or in the customer’s idea of
design:

He'd have put the job to bed, and he had a beautilul
instrument, but he gave it with hardly any shape. He was
more attracted by the dignity of owning a capstan lathe.
Hec wasn’t practical {Engineering).

Still another told of how an English firm for which he had
worked had got into trouble in its Irish operation because it
was “over-efficient” for the Irish market.

They werc over-efficient. . . . They gave too much to the
customer and they went out of business. . . . They closed
down here, and we wcre all looking for jobs . .. Drawings,
now, they put too much detail . . . {(Quarry Products).

An employer with a substantial export market, as well as a
quality market in Ireland, and with a keen interest in crafts-
manship, says:

We would have to do {these products) fairly well, and we
would have to do them at a reasonable price. And my
theory was—about g5 per cent perfect, if you like, without
going the 100 per cent which in fact would cost twice
as much (Paper and Printing).

Another informant explains how his firm got into trouble
because an inexperienced marketing manager had been too
interested in glamour products and getting his name in the
paper for them, instecad of in the solid basic lines which the
firm could make and sell at a profit. Another had realised




the manager of a small plant was unsuited to the job because
he was too highly qualified, at a technical level beyond what
the plant justified, and had to replace him with a man more
suited to the rough and crude operations involved.

Besides being practical, these men see themselves as flexible.
Professionalism, one said, mecans first of all that there must he
“somc discipline in your life in which you have acquired
capacity and knowledge’; “I happen to be an accountant”.
But it also includes “the capacity to acquire an understanding
of all the other disciplines that make up the place”, including
of course managerial skills (Agricultural processing). The
themc recurs again and again that an entreprencur must keep
lcarning, and have learnt how to learn, But he should not
study for the sake of studying; “you have to draw a line
somewhere, or you're lost” (Engincering). A very large part of
informants’ technical and managerial knowledge, over and
above what they picked up on the job, was acquired ad hoc
through courses or evening classes or simply through wide
reading in technical and professional journals. One benefited
from a quict spell for reading when his business was partly shut
down in the war, another from a prolonged illness which let
him read himself into a new ficld. More than one did not
bother to finish a professional training to the point that would
have given him a paper qualification, and those that did were
not always sure that they had used their time to the hest
advantage. Two engincers, for example, criticised the lack of
commercial content in their college courses. A quantity
surveyor had felt frustrated enough as an unqualified student
to writc a new textbook for his subject there and then: “and
I showed them that I could do that in threc days and they
could do it in six weeks”.

Informants sec no contradiction between saying that you
must build on what you know you can do and adding that you
should be open-minded and fexible encugh to cross the lines
of academic disciplines and to get into and understand new
fields, if that is where the course of new enterprise leads. The
head of a small firm making concrete products started by
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raising chickens and that too had been an unfamiliar business
to him. The head of a much larger business said:

I’'m stupid enough to think I could turn my hand to
anything (Paper and Printing).

It is the jump in ideas, the ability to re-group knowledge and
think sideways, that matters.

There is a crucial thing that puts the . . . really successful
individual right away from the manager: it’s the new idea,
it’s the thought—Geod, why didn’t I get that yesterday, I
should be doing that. . . There are very few people who
have that . . . it’s not something you can train into some-
one . ..something you can’t put your finger on {Paper and
Printing).

(i1) Ready to take charge, seeking new fields: confident, but with both
feet on the ground )

Two of the most constant themes in the intervicws were the
ilrgc these entrepreneurs feel to be out on their own, running
their own enterprises, and to be always restless and questing,
moving on to new activities, not sitting still. Many have
current plans for diversification as well as growth.

I just can’t sit down: I like to keep going (Quarry Pro-

ducts).
I’m a man of restless temperament . . . a kind of rebellious
non-conformist attitude; I was rebellious at school. .. . 1

remcmber when the (plant) was finailly going, and T was
sitting in the office, and I said to my brother I was not
going to sit herc watching the bloody machinery going
around: what will we do next? . . . My main intcrest is
in new cnterprises and the physical layout of them . . .
like in golf, il you got a hole in one: well, a new enterprise
sets off the same elation (Quarry Products).
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One informant is careful to differentiate himself from a pre-
vious head of his business who had left it profitable but pedes-
trian, as well as vulnerable because of its narrow range of
products. Another marks himself off from firms in the same
industry who are content to “‘make a nice neat little profit . . .
without much growth” (Paper and Printing). Others come
back repeatedly to the interest and challenge of getting a new
enterprisc going, of sceing it develop, of making a go of it, and
the idea of never being happy to stay put.

The point is not merely to start new businesses. It is that the
cntreprencur wants to be in full control of his business, whether
as owner-manager or as manging director with [ull powers to
manage and with his Board well in hand and strongly behind
him. Some [eel that they grew into this attitude, others remems-
ber it in themselves back through their schooldays. One
generalises about this, and presents his own attitude as one
common to workers of all grades:

I never worked for anybody, and I don’t belicve anybody
clse worked for anybody else. . . . Everybody is self-
employed (Engineecring).

But most sce this urge to be out on their own and to take
charge as differentiating them from others.

However they may have acquired it, most informants have
this attitude strongly. One man who was bought out of one of
his companies was so unhappy as “an executive of a large
monopolistical public company” (Textiles) that he presently
bought his company back. Small men on their way up express
reluctance to let any of their equity go, for cxample to a
merchant bank, and fear that at some point the pressure for
a takeover may become irresistible. The heads of the bigger
firms in the group (including co-operatives), if they were not
themsclves in final control as foundcers of the firm and major
holders of its equity, took steps [rom the start to mark their
territorial boundaries, so to speak, and to cnsurc themselves
adequate frecedom of action against Boards, sharcholders or
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members. In two of these cases sons succeeded their fathers,
one in a family business and the other when the son came up
the managerial ladder and was next in linc for the top job. In
cach case the son’s feeling for independence was strong enough
for him to have left or be on the point of leaving before the
father handcd over.

These are men who enjoy power, responsibility, and the
chance to get out from under burcaucracy, and who also
recognisc that the formal power which their positions give
them has to be justified and continually re-justified by per-
formance.

1 very carly discovered that I had in my position as such a
command of power . . . The next thing I had to do, then,
was to get and hold that power, and the only way I could
do that was by performance (Agricultural Processing).

One of their outstanding qualities, not surprisingly, is sell-
confidence.

I always thought I could do it a bit better than anyone
else (Quarry Products).

Absolute faith in mysclf, and my ability to sell something
which I had confidence in {Textiles).

I was invited to a very important mecting in London where
there was Lord this and Sir that and God knows what
clse . . . and they were laying down the law to me, what
we should be doing . . . Then in the back of my mind, a
very close associate of mine said, if cver you are stuck
for something to say, you just go to the toilet, take a

break . . . I couldn’t help thinking, as I sat in the cloak-
room . . . these bloody fellas . . . they arc not entitled,
they are paid the salary by us to do this job . . . I went

back in, and your man tells me what to do, and then
they all agreed to it. I walked out of that thing, and I
said: from now on, take your own advicc, make your
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own mistakes! You go to professional advisers . . . to
dircct you, not to tell you (Paper and Printing).

(I acquired this attitude) when I rcalised that it was
possible for me, despite drawbacks: that I could get there.
When I realised that I was being promoted over the heads
of people whom I regarded as my technical superiors,
then I or my wife had to build up this confidence in me . . .
As this confidence grew, then I became aware of my
potential . . . I found myscll getting more and more
expericnce in other fields and coming up against established
cxperts in those ficlds and finding that il I stuck to my
original ideas I very often came out on top . . . And as
my confidence grew I think I was able to call more upon
my ability (Engineering}.

I don’t allow anybody to use the expression “no’ or

't”. I never use them myself, T don’t understand the

“can’t
meaning of “no” or “can’t” {Engincering).

I think that anything that is good is possible (Agricultural
Processing),

They recognise, of course, the uncertainty of the highly
competitive sttuations with which they have to deal, and accept
their responsibility to impose at least enough certainty to let
work procced.

Things happen to them (others)—they don’t make things
happen (Agricultural Processing).

Only God can define what is going to happen . . . You
do a lot of hoping that what you think is going to happen
will happen; and it is desirable that it shouid, because
you have indicated that it is going to happen {Agricul-
tural Processing).

Setbacks will occur, but have to be ridden through with
determination and humour.
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Lack of morale was spreading right through the industry.
And here 1 said is a fight, and 1 like to fight. I said, right,
I’ll bloody well show them . .. When we went through
our worst year, much of the morale of some of my col-
leagues who are now excellent men was shattered . . . I
said, come in, and we reviewed where we were, in the
middle of a very bad situation, and I said . . . answer me
honestly, is there anything on buying, financial control,
selling or administration that we could have done that
we have not done in the last year? And the answer came
from each instantly, no. Well, I said, in the name of God
lecave it. It’s a bad year, and we can’t reproach ourselves
. . . Any mecting we have there will be the crack, the good
humour; that has becen the philosophical approach to it,
and I feel we are geared and cquipped to be forever
damn proud of what comes along (Agricultural Process-

ing).

These entreprencurs’ confidence extends not only to them-
selves but to the country and its people. They have plenty to
say, of which more below, about avoidable deficiencies in
Irish culture as it affects enterprise. They accept as a fact of
life that some¢ other deficiencies are at least for the moment
inevitable; for example shortages of managers and technicians
with specialised skitls for which there has not hitherto been a
demand in Ircland. But running through their comments is
appreciation of Ireland as a country in which to live and work,
of the solid basic qualities of Irish workers of all grades, and of
their high potential once they are given their chance.

People have more talent, more strength, more power, more
knowledge, more initiative, than they really realise they
have (Enginecring).

I have never seen yet an unsuccessful Irishman abroad
(ibid.)
I spend my life travelling around this world . . . and . . .
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1 have witnessed around the world how successful the
Irish have been away from home. If they can’t do as. well
on their own ground, well, I ... give up (Textiles).

Once Irish workers and managers have been properly trained,
they arc as good as any; the qualification, “once they have
been properly trained”, is of course the catch, to which we shall
come back. An engineering cmployer referred to the good
quality of women workers in his small town:

Onc thing we find, which amazed me really—the girls are
far better than the men, far more willing to work . . . if I
was in a factory with a high proportion ol womcn em-
ployed T would have no hesitation in having women right
to the very top in managerial positions (Engineering).

Armed with scll-confidence and a basic confidence in the
potential of the people with whom they have to work, infor-
mants present themselves as looking to wide horizons and ready
tc take substantial risks. They arc reluctant to name any
definite target for the growth of their firms; it is a casc of play-
ing it by car so long as the markets come along.

Long term—1I wouldn’t say a set target . .. Itis really a
question that you arc so wound up in the thing now that
you can’t stop anyway . . . I wouldn’t say that there is
any specific target, just a gencral onc to kcep improving,
to keep expanding; you know, to make surc you never
go backwards . . . I mcan, make L5 million in the next
five years, and I will have £20 million made in ten years:
you know, that approach {Quarry Products}).

I have got a particular product in mind, which if it took
off . . . quite an explosion. Therefore the sky is the limit
il this thing works (Engincering).

They scc that new enterprisc needs flair—the ability to reach
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beyond what can be statistically justified-——plus readiness for
risks.

Basically it’s a hunch you can’t just buy (Paper and
Printing, Dublin).

Physical and mental imagination and the gambler touch
is necessary for responsibility (Drink, Dublin).

Especially in the build-up stage of a ncw firm, they may be
willing to run very close indced to the edge of risk.

At times it wasn’t difficult, and at other times I ran the
company so close to extinction, in the eyes of the accoun-
tant, that rclations were a bit strained. So my way of
going was just to do the damn thing and then see how
we could get the money to pay for it . . . It was nerve-
racking for the more conscrvative people on the board
(Quarry Products).

But there are strict limits to their risk-taking, and to growth
or diversification in the short run, The other side of the coin
is that informants with one voice present themselves also as
cautious, moving stepwise rather than in big leaps, planning
cach step carefully, aware of their personal limits and the
limits of their situation; willing, certainty, to take a gamble,
but only if it has a weli-reasoned chance of success. They see
themselves as restraining their short-run claims in the interest
of the longer run; buyers of second-hand plant for a hetter
bargain, users of second-hand cars until the business can
genuinely aflord a new one: and, even then, it may, or may
not, be a Mecrcedes.

I think you are a sucker if you try to make yourscelf a
Wimbledon champion and you only belong to Herbert
Park . . . One of the biggest mistakes I sec people some-
times making is blindly overcalling their hand . . . and
it is a bluff not of other people but of themsclves. And
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whenever I identify that I move in on it very quickly,
because usually that person is going to make an awlul
mess of something (Agricultural Processing).

I’'m always cautious about anything I do. I take a little
step and see il I can stand up after that, and then I take
a bigger step (Quarry Products).

I believe in planning five or ten years ahead (Paper and
Printing).

I'm professional cnough to want to see a plan for every-
thing (Agricultural Processing).

I'm prepared to gamble, anything—if I think there is a
reasonable chance of success (Engineering).

There’s one more thing too, watch out for it! . . . You
can’t take moncy out—you must be realistic about this—
until you can afford to take it out. You can’tstart a business
and say: well, I own a business, I should have a Rolls
Royce. You have to do with your bicycle until you reach
the Rolls Royce stage (Enginecring).

More than one informant described cases where he or some
business connection had been lured into over-trading, or
diversifying too soon, and had to pull back to a more modest
and limited scale of operations.

If you fall into the sin of pride . . . it is a very dangerous
thing, and you know a lot of very successful people have
done this. They felt that . . . they can’t go wrong, and
everything they touch turns to gold (Quarry Products).

(ii1) Creators of persanal opportunity, but ruthless

On the scale that runs from McGregor’s Theory X to his
Theory Y, these informants come definitely at the Y end:
neither slave-drivers nor organisers of cogs in a machine, but
leaders who rely on bringing out their subordinates’ potential
for initiative, responsibility, and personal growth,

73



You’ve got to give them spirit: they won’t work if you hit
them on the head (Quarry Products).

They sce themselves as either having achieved or hoping to
achicve a situation in which those who work for them stand
firmly on their own feet, take decisions for themselves, grow
personally, and sce personal opportunity opening out ahead
of them.

They arc under no delusions about how far they have to go
to build the traincd work force and achieve the set of work
relationships which they have in mind. “It’s hard to get people
to come along with you’ (Leather and Footwear) is a recurring
theme.

This Roman said that Rome must burn, and in the end
he said it so often that they went out and burncd the
darned thing. I think you have to say it a terrible lot of
times (Engineering).

But looking back on their own record, the heads of several of
the bigger firms insist that they have created a whole new
range of interest and opportunities for their managerial stafT
and a new; more open and participative, style of management.
Partly this has been a matter of defining clear responsibilitics,
beginning with a clear and sharp definition of the role of the
Managing Director or General Manager himself in relation
to his board. Partly it is a matter of success, cxpansion, and
resulting opportunities; the chance for stafl to travel, or to
run a new subsidiary, or simply the change in attitudes that
comes from being associated with a buoyant, effective concern
that ean cope with its environment,

A lot of the people who work for this company work
spccifically because I’'m here . . . a tot of people are
attracted to success (Paper and Printing).

You flex your muscles, and you are able to say to yourself,
if I have to do anything, I can do it . .. This is really why
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I did this (move into export business), so the staff would
know they could do it, and then I know mysell that I
could do it, and still make a profit (Paper and Printing).

Informants are in two minds about their reaction to the
case where a successful young manager might be so buoyant
as to take off into independent business on his own. One has
in such cases offered active help to the new business to establish
itsell. Another doubts whether even the best of those working
for him have the cdge necded to go out on their own—*If
they did have it they wouldn’t be working for me” (Paper
and Printing) but is taking no risks since the time when one
exceutive closely involved in his plans did in [act go to another
company. “Now, anything that’s on my sccret list stays with

e.” Several informants express an intermediate view. Develop-
ment in firms like theirs, as well as in ficlds like merchant
banking, is as they sec it at last breeding up a limited number
of executives who may prefer to stay with a managerial post
while good opportunities are there, and might find it hard to
get the finance to start on their own, but might well be tempted
to try for their own business in certain circumstances. They
might be irritated by dissension in their firm, or see its growth
drying up, or, increasingly, be tempted by the prospects of
owning a slice of the equity, and not merely a salary.

But whatcver they may think about the man who might
leave, the picture that informants project particularly strongly
is of their efforts towards creating a Theory Y managerial
climate among those who continue to work for the Grm, and
often their success in doing so.

(From the point of view of the younger people coming
up behind you . . . what is the difference now, in their
position in the kind of system you have built here, from
what you found to bhegin with?} “I’d say confidence,
opportunity, morc access to people above them, less
patronage” (Agricultural Processing).
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In this firm there has been a general improvement in commun-
ications, an open door policy by the Managing Director, and
a clear-cut and effective system of delegation. Free-for-all
discussion has been introduced in the firm’s Executive Com-
mittee and at regular meetings between the Managing Director
and the whole body of senior and middle managers; a situation
in which, as the head of another firm said of his own similar
achievement, “there were no holds barred, and the general
manager was cven fairer game for having a go at” (Agricul-
tural Processing). Another informant recports a mistake he
made before getting the right managerial climate established:

We appointed as General Manager an ex-Army chap . . .
his style of management was not a success, because being
an cx-Army man he was inclined to bang the table and
create burcaucracy; whereas (his successor’s) stylc of
management is to send authority down along the line and
let the local area managers run their own show (Quarry
Products).

Organisation development plans of this kind, to elicit
positive and enthusiastic cflort from employees, are not confined
to management teams. The leadership necded, informantsinsist,
must include a personal impact by the head of the firm right
down to shop floor level.

You must show them: you must make them feel a part of
what they are doing . . . The same way as T knew when 1
went to the IDA that it was up to me to sell them this
idca . . . the same with the workers coming in here. If
anyone assumes . . . that they are going to settle down and
work like hell for the fellow who sits up in this office . . .
(Textiles).

Onc Managing Director is in the process of pushing manage-
ment by objectives right down, level by level, to the individual
operative. He is running:
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A mcet the people campaign where I hope to see every
single . . . person in this group—will have lunch with me
here, just once in a lifetime, maybe twice. I talk to them
about the object of the business (Paper and Printing).

Comments from smaller firms show awareness of the importance
of dclegation to the morale and efficiency of employees as
well as for clearing the manager’s desk, and mecntion some
interesting experiments in breaking up cven relatively small
businesses into distinct and more manageable units or in
developing work teams and consultation.

An informantfrom the co-operative movement cxplains how
for him this movement towards participative management and
awarencss of opportunity extends out beyond his own manage-
ment team to his farmer members and to the transformation
of a whole countrysidc.

I was considered to be a semi-lunatic for spending maybe
four or five nights of my winter week, maybe [rom

November to March, out arguing with farmers in school
houses and halls . . . after a number of years I was able
to train up other members of the staff who were able to do
the same thing, which means that wc are in very close
contact now (Agricultural Processing).

The older staff . . . arc respected members of the com-
munity, and I talk to them the way I am talking to you
now. We would, three or four of us, have a few drinks
once or twice a week, and this is what gets talked about,
Now our staff has been encouraged to participate in com-
munity activities . . . this is one of our best methods of
getting ideas across, because in actual fact this is onc of
the methods where people come back in with their own
original ideas, and once people start mentioning some-
thing, you know it is time to start right away (ibid.).

We started looking at . . . the various countries in the
continent of Europe, and to see how they did things. We
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started examining that, then, in the context of what our
own people could do and would do, and we examined
ourselves to sce how fast and how far we could push
them . . . Then we started selling (our plan) . .. I thought
... threc years ago it would have taken us another threc
years to do it, but what actually happened (is that) the
previous seven or cight years now began to pay off, in so
far as our farmers then started to push us to know why
the heck we weren’t getting on with the job. They forgot
that we introduced the idea, and they arrived at the stage
where they thought they introduced it . . . Qur approach
to a young fellow like that was terribly simple. Here 1s a
chap, he wants to run a car, he needs to take the girl friend
out, she will need a couple of gins or vodkas, he will have
to take her into a ten shilling dance. In other words we
reckon he will give her £12 a weck . . . So we told him
how many cows he nceded, for he had only maybe two
or threc and a run-down farm. We borrowed a bit of
money for him, and we backed him up, and after a few
ycars he discovered there was money in this game (ibid.).

But the tendency of these entreprencurs towards theory Y
must not be mistaken for ahdication. There is nothing soft or
laissez-faire about the sort of participative management which
they have in mind. They are clear that in the end it is their
personal responsibility to take necessary decisions or insist that
others take them, and that this is often a tough, time-consum-
ing, lonely, and at least in its first stages unpopular task. They
se¢ in these terms their rclationship to their boards as well as
to their subordinates. They respect the authority of their
boards, but arc ready to stand up to them, take risks with
them, to persuade or lever them into new attitudes. If necessary
they will force (as scveral informants from larger firms have
done) a restructuring of the board itself, the recruitment of
more effective directors—retiring the elderly, cutting out dead
wood, putting family members in their place—or a re-defini-
tion of the responsibilitics of the board and the managing
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dircctor. One of the sharpest impressions from informants at
the head oflarger firms is of their clear vision of the distinction
between the role of the board and the managing dircctor and
their insistence that this distinction shall be properly observed,
not least in cases where boards had let themselves hecome over-
involved in management.

It is, as these informants see it, the duty of the chiel executive,
whether owner or managing dircctor, to lcad strongly the
whole process of policy-making, to force decisions, and to take
certain of the more embarrassing decisions in person: about
reprimands, or dismissal for incompetence or inability to fit
into a team—with a golden handshake, where appropriate—or
redundancy.

It may also be his duty to take a tough line with the unions.
Few informants are anti-union, though many criticise the
unions. But several make it clear that to kecp the business
going and its warkers in jobs they have on occasion been ready
to fight even to the point of making it clear to employces, and
without any bluff, that beyond a certain point they will close
the gates for ever. Qur company, said onc informant in textiles,
has 450 working today in its X plant. Not one would be in a
job if the company had not been tough enough on previous
occasions to actually shut the gates.

More than one informant quite deliberately applies to him-
self the word “ruthless™.

We have too many nice fellows in Ircland (Agricultural
Processing).

So, far from sccing any contradiction between, on the one hand,
hard, driving leadership and readiness to take sharp, person-
ally damaging decisions, and on the other, participative
management with wide opportunity lor subordinates, these
entreprencurs see each as the condition of the other. Participa-
tive managémcnt needs a strong, thrusting, driver who knows
how to usc the brakes as well as the steering wheel and accelera-
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tor. In turn it creates the climate of confidence in which hard
but necessary measurcs will be discussed and accepted on their
merits.

{iv) Working to universal norms

The standards of performance which these entreprencurs
see as rclevant to their enterprises arc, without their ever using
such a term, universal and not particularistic.

Informants are not averse to using {amily finance or to
offering a first chance of employment or association in an
enterprise to family members. At lecast one founded his enter-
prisc specifically because he saw in this the only opportunity,
at the time, of ensuring for his sons worth-while work in
Ireland and of keeping the family together. But they arc
sharply critical of family in-breeding where this means employ-
ing a less qualified family member to the disadvantage of the
business, or allowing (amily sharcholders unfamiliar with the
business a veto right over necessary business decisions. They
criticise in the same way the maintenance of closed circles of
recruitment on rcligious grounds, or hiring staff, or more often
continuing existing staff in employment, on grounds of personal
preference; though at the same time they note the need for
decent compensation and terms of notice for the misfits who
may have to be dismissed when this type of policy is abandoncd.
This is one of the areas where several informants speak of
themselves as “‘ruthless™,

Though scveral informants are themselves active in politics,
informants generally resist strongly any suggestion of using
political influence to obtain special favours for their firms. A
business must stand on its own feet if it 1s to stand at all. They
recognise the difficulties in which some of their own businesses
may be placed through the disappearance of protection within
EEC, but not one complains that the policy of removing special
protection for Irish industry or moving towards Europe-wide
competition on equal terms is unjustified. They have as has been
said learnt, or arc learning, to work well with the Civil Service
and other bureaucracies. But one or two strongly criticise
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bureaucracy, in Ireland as clsewhere, for in effect becoming
an end in itself; for multiplying rules and tests in a way which
may correspond to the laws of burcaucracy’s own being, but
have no relation to the more universal needs of business or of
the country at large.

Others again criticise, not trade union controls generally,
but union restrictions, for example on recruitment to the
printing trades, based not on the common and general needs
of an industry and its work force but on the internal history of
a union and on pressures [rom privileged groups. One infor-
mant quoted cases to support his criticism of the accountancy
prolession for tolerating patchy standards among its prac-
titioners instead of the uniformly high standards that the
business world requires. Informants from the co-operative
movement objected to allowing special prices or other advantage
to favoured groups among their farmer members.

This is the negative side of informants’ preference for
business rules and practices designed for the general interest
rather than as a fiddle for the advantage of this group or that.
On the positive side of what they said about this question, four
main idcas stand out:

{a) Profit

First, this group is unrepentantly committed to profit as the
test of a sound, socially responsible, business, Their argument
spelt itself out from onc interview to another along a number
of lines.

They sce profit among other things as an incentive to the
entreprencur, money into his pocket both for his current
standard of living and by way of capital gains. Even the smaller
men in this sample could talk of selling their business lor thirty,
forty, or fifty thousand pounds, and several of the larger
owner-managers have alrcady made their million. Informants
sce this aspect of profit as especially important in the carly
stages of an cntreprencurial carcer to the man who otherwise
would be continuing on an ordinary wage or salary.
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(First Partner) The very first rcason I went out on my own
was that I wouldn’t be at all satisfied with the standard

I’d reach just having a trade. . . . My relations were all
well off people. . . . {Second Partner) We felt that we were
as intelligent as these people. . . . (Engineering).

I did civil engincering. While I was there, it struck me
that being a good engineer did not necessarily mean that
you were going to make a lot of money . . . (Quarry
Products).

This financial incentive to start as an entreprencur is secn as
strong and effective; effective enough to embarrass informants
in some larger irms who have the problem of retaining out-
standing young managers whose nct salary increases at present
tax rates can only be small, and who could hope for a good
slice of the equity if they took off into business on their own. As
these informants sec it, if more entrepreneurs are wanted in
Ireland, the incentive of profit and capital gains is not to be
despised.

But once an entrepreneur has reached financial security and
a good standard of living, as that is understood in Ireland, the
edge goes off this particular incentive. These men give the
impression of cnjoying the good things of lifc.

I switch off to boating, walking, swimming, and all that
kind of stufl—outdoor life (Enginecring).

Or as another happily commented, “I bought a lovely colt
this year”. Moreover, as they see it, their community and those
who work for them expect this of them. The car is symbolic.

Let’s put it—1I used to go around in a small car, and they
used to say: for God’s sake, will you go and buy yourself
a decent car (Leather and Footwear).

They would probably be disappointed if he didn’t live well,
be scen to live well. I mean they expect me to have two
cars, and they’re very happy about it . . . on the principle

82




that they would like to think that their organisation can’t
afford a manager who can’t afford two cars (Agricultural
Processing).

(My Board) flamboyantly went for the largest Mercedes

. . and doing as I did there was a pressurc to have a
chauflfeur . .. My own belief is, the day I’'m driven I'll have
my collcagues and the Board at a respectable distance,
saying “‘*he wasn’t a bad chap” . . . but I did accept only
two years ago a Rover (Agricultural Processing).

A spot of display may be in order, so as to encourage the others:

The quickest way to do this is to have more pcople like me
going around in a dirty hig car showing them what it does
for you. . . . I’m more intelligent than that guy, more
clever than he is, how the hell did he make it? I'm going to
make it! (Paper and Printing).

But there is a risk in overdoing this:

Flowers and a nice [ront entrance {to the plant) . . now
this has been misinterpreted for making stacks of money . .
they don’t know what profit is (Leather and Footwear).

And this is a risk which informants do not seem in a hurry to
take, on grounds of their personal inclinations as well as of
response to public opinion.

I don’trespect people that purely respect their own personal
pocket {Paper and Printing). :

These men do not give the impression of builders of marble
palaces or dwellers in ancient castles. One firm, as it happens,
has acquired a mansion for it’s headquarters, but its biggest
plant—no amenity—is in the grounds. Their offices range from
the squalid back room of a pub (though this was about to be
vacated) to the old and dignified, but are workmanlike
rather than luxurious. ’
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But when profit loses its edge as a personal incentive there
remain, as these entrepreneurs sec it, other socially valuable
aspects of it. Profitability for the owner-manager means
independence, the chance to realise an entreprencur’s own
ideas and to take the risks or make the swift decisions which
might not be so easy to justify to a bank, or an official superior,
or a Board not so personally identified with the firm; the
chance to snap one’s fingers at “the millionaire bastard’ and
his plans for a takcover. To thec managing director of the
larger firm profitability means that he has his Board and
shareholders, or in a co-operative society his members, in
control, and can expect a reiatively frec hand to get on with
the development of the business.

The Directors are . . , sensible pecople, they fecl that I know

my job and they lecave it to me. . . . The other thing is that
they know my philosophy that a business is to be profit-
able, and it is being profitable. . . . We always made this

acceptable profit which is very, very high for (our
industry) (Paper and Printing}.

As regards the internal running of the business, profitability
is seen as the difference between a decrepit, run-down firm in
which employees ecither ossify or get out and a buoyant,
dynamic concern in which they can sec opportunity and
security as well as cash advantage ahead of them.

A very decrepit industry . . . when I went to it I saw some
men of what I believe was excellent potential that had
become totally ‘‘demoralised”.—“We ran this business
quite blatantly . . . to make profits, becausc we felt that
the one measurement of planned growth, expansion,
security was the carning of profits, and that that could
be the criterion of success (Agricultural Processing).

The employee who is not up to his job may lose it under
recorganisation in a profitable and dynamic firm, but has at
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least the consolation that the funds are there to make his
handshake genuinely golden,

(There was) the inevitable inheritance of some people who
might have been carried in a family business, not being
noticed, just being recogniscd: ““Oh, Joe does a decent
enough job”. . . . So we have about fourtcen or filteen
people . . . Iidentificd. I bought them out of the business,
and onc of the advantages of being a company of this
size is the profit of the company. . . . We did them ex-
tremely well, and all of them have got other jobs and
have been able to relieve themselves of a house and debt,
and onec fellow has achieved his life-long ambition and
has bought his own garage (Agricultural Processing).

It is only the mean Prince, as Machiavelli observed, who can
afford to be generous.

Last but not least, none of these cntrepreneurs show any
doubt about the validity of profit as a test of his firm’s respect
for the national interest in its use of national resources. One can
detect a difference of view between informants who are
essentially operating managers and others who arc themselves
experts in finance about the social value of financial operations
above the level of the firm, notably in connection with mergers
and takcovers. But as regards the validity of the profit test for
the individual industrial firm no such division shows itself. Nor
as regards firms’ market situation—questions of the environ-
ment and pollution might in some cases be a different matter—
is there any obvious economic reason why it should. Even those
firms in this sample which at on¢ time gained most from
protection arc now in strongly competitive markets, one or two
in areas where conditions change literally from day to day or
even from hour to hour. Our firm still has a “good healthy
62 per cent” of the Irish market, said one managing director,
but it is not so many years since the companies now in the
group had ncarly 100 per cent, The other 38 per cent has been
caten by competition.
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It is interesting that some of the strongest comments in
support of the profit criterion, whether as an indicator of the
right use of social resources, as the basis for a dynamic enter-
prise offering its stafl opportunity and humanity, or as a
means of winning elbow-room for management and the loyal
support of Boards and mcmbers, come [rom the co-operative
movement, where the test is traditionally service to the farmer,
and farmer participation, rather than profit. The implication
is not that service and participation should be thrown out of
the window. It is that the best and most appreciated service
to farmers is likely to be provided by strong, financially viable,
co-operatives which can hold their markets, give the farmer
the top price for his produce, and afford to provide first-class
professional services to help him. A co-operative’s organisation
and operating methods should be geared to this. The right form
of organisation, for example the right relation between the
Board and the General Manager or between co-operative staff
and farmers, many informants insist, looks more like that of a
well-run company under strong though participative manage-
ment than like a traditional co-operative.

(b) Service to the national and local community

In a study of Irish attitudes to wage differentials and income
policy, Hilde Behrend [26] notes that Irish respondents show
more signs than British of awareness of the community and its
problems and of what they might themselves do towards solving
them. Gorman and Molloy find that Irish managers tend to
rate Irish-owned organisations lower than foreign-owned
organisations in Ireland on a number of aspects of management
style, but give them a relatively high rating on the item:

There is in general a feeling of great pride in the contribu-
tion your organisation is making to the community [27].

This type of finding is repeated in the present study. Again
and again informants come back to the direct service which
they think their enterprise is rendering, or hope it might render,
to its town or district or to the country as a whole.
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I felt there had been an awful sufficiency of people who had
died for this country. I was determined to contribute some-
thing, and did (Agricultural Processing).

I always wanted to make a contribution. You don’t have
to carry a bomb or stand up on a box . . . you don’t have
to become a politician (Leather and Footwear).

I have stayed here myself . . . because I've got faith in this
country . . . I would like to feel that I might be able to
contribute in some way in making Ircland a better place.
. .. I wouldn’t scll out 220 men here and their familics,
hecause I know in my heart of hearts that if one of these
boys took this over, they would close it down in a few
years’ time . . . I think basically I am a socialist at heart,
I’m terribly interested in people. .. poverty and ignorance
... but I don’t want to put on white robes and go up the
Himalayas (Textilcs).

My home town—this is my home town . . . (Engineering).

An informant who had himself started an engincering firm
specifically to help his home town suggested that a campaign
be directed to Irish contractors and others who have built
businesses in Britain, and might be interested to come home
and do likewise.

The co-operative movement, of course, offers particularly
great opportunitics for influencing and even transforming a
whole countryside. This, and the social recognition and personal
satisfaction that gocs with it, can be one of the main advantages
of working for a co-operative:

You have a very definite influence on the course of events
in your own area, I mean you are influencing everybody’s
life. This, of course, carries responsibilitics, which . . . is
a very satisfying part of the job. . . . You sit down and
examinc everything you do extremely carefully, because it
impinges on so many lives. You can wreck the countryside
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or you can make the countryside. And, although a lot of
other people are involved, you can still walk out at the end
of the day, if you haven’t made a mistake and . . . take all
the credit for it (Agricultural Processing).

But the head of a new small commercial company also notes
with pride how the creation of his business madec it possible to
buy from farmers last year £40,000 worth of a previously
unutilised raw material, and this in a relatively poor farming
area. The farmers actively involved received around £300 or
£L400—Ilargely clear income, net of costs—and some earned up
to £2,000.

Several informants are involved in local or national politics.
Most of the larger employers arc also involved in CII, IMI, or
other trade or Government committecs.

If you've got any talent, good, bad or indifferent. . . you’ve
got to spread it around . . . to get involved in the wider
perimeter (Paper and Printing).

But, particularly in the newer and smaller firms, there is a
tension hetween these outside activities and concern for an
entrepreneur’s own business. A number of informants make it
clear that their primary service to the country, and the one to
which they give priority, is to make a success of their own
enterprise.

{¢) World standards

Whether in design, technology, or professional management,
these informants show themselves very much aware of the need
to measure up to world standards. Ireland is still only creating
its own industrial tradition. There can easily be “a false
security, so far as business 15 concerned” (Agricultural pro-
cessing), which travel and external contacts are needed to

correct.

It frightens me to see the minds and skills which foreign
businessmen have (Quarry Products).
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The outstde world need be no further away than Northern
Ireland.

We’re very close to the Border here, you know, and there
are some very good business people across in the North . . .
in this line of business. . . . They got into a lot of new
ideas . . . I think they’re harder workers anyway. . . . You
know around here we're moving a lot earlier than people
in other parts ol the country, we start work a lot earlier . . .
and put more cffort into the day too. I'd say . . . it’s a lot
ol influence too from people coming across the Border . . .
Living as close to compctition as we are, we've only to
make onc slip at all and we’re lost: there’s no restrictions
against stufl coming across the Border {Quarry Products).

But the countries in which these men have learnt their business
or with which they trade, reads like a role-call of the world;
textile technology from Leeds, business management from
Stanford, automobile technology from Dagenham and Detroit,
mechanical engineering from Germany, building technology
from Denmark, general working experience in countries from
America to Rhodesia and Mauritius, not forgetting the
merchant navy; exports to wherever the market may lcad:
association with firms in Britain, France, Germany, California
or Australia. A constant theme is that it is those who have gone
out and come back who arc likely to start effective new small
industries, and that in any case travel and vigorous use of
foreign technical literature are essential to any Irish business-
man who hopes to survive in world markets today.

(d) Straight dealing.
A common theme from informants in both large and small
businesses is the need to build a reputation for straight dealing.

From the very first I never said I would deliver it in two
weeks and I couldn’t. And that has been my golden rule
(Quarry Products).
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It’s the quality of the raw material and the quality of the
work, I’'m sure, that stands to us. You would hear a lot
about fresh timber, and some buyers would tell you that
they were buying from so and so, and the job was nicc,
but when you moved into a house with central heating it
turned into a circle {Woodworking).

I went out to places like Australia, South Africa, and all
over the world travelling. The first time you were asked
—“Haha! an Irishman?’, and the second time they say,
well, that’s once more than the previous time. . . . The
third time they would say, well, maybe that fellow is
interested, we should talk to him a little bit more. The
fourth time, they think you mean business. . . . We have
this backlash of going out selling so much of this or making
excuses . . . this is our track record. So many have gone
out, hop on an Aer Lingus jet and to America, and say
“Jesus how arc you?” to the Americans, “I can make
this number of chairs and carpets”. And we have left a
train of disaster after us (Textiles).

We still have to live down the total dishonesty of those who
sold meat in England . . . the bad quality . . . heifers sold,
bought, and delivercd genuinely for three wecks, and then
the cows . . . and ... any trick of the loop work . .. Our
rcputation is known now in Genoa, Milan, Rome,
Antwerp, anywhere you like, for one reason: this is the
Irish firm who do what they say (Agricultural Processing).

Honesty and integrity, so get those right! (Leather and
Footwear).

(¢) Hard work but human living

The philosophy of a hard and honest day’s work belongs
naturally together with the philosophy of straight dealing, and
informants have plenty to say about it. Several note how work
habits in Ireland have been changing. A textile manufacturer
said that when he started in business it was hard to get an
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appointment in Dublin before 10, and the first business of the
day was likely to be to go out for coflce to Bewley’s. Today you
could rely on making an appointment for 8.30. The senior
staff of another firm had been used to coming in towards 10;
now the Managing Dircctor could expect them in from 8
onwards. Scveral informants said they had difficulty in getting
over to the rest of their employees the message of real work, but
still felt they were making progress.

They arc not interested in doing overtime. They just
want to plodder along. There’s no enthustasm about them
at all; they don’t want to get up ofl their backsides at all.
70 per cent of the people are like that. . . . We find we
can train them out of it, but it is difficult (Engincering).

Informants report themsclves personally as hard workers,
stubborn, staying with the job, capable of long hours and
sustained bursts when that is required, especially for getting a
business or a new project off the ground. If necessary they are
prepared to take big risks with their family life in the start-up
pericd or while a rush is on.

In our carlier days I . . . probably stretched my marriage
to its limits by being away from home . . . I rcalise now
how near the wind I must have sailed (Textiles).

When the second boy was 14 and was a bit of a problem,
straight from the shoulder he said to me that: “Well,
Daddy, when you worked to twelve or one in the morning
reorganising {the busincss) you were no help tome” . . . It
was a fair comment . . . and I know that it made it very
hard for my wife at the time {Agricultural Processing).

For their own part they are not complaining, {or they enjoy
their work.

The fact is that business is the most fascinating game.
When I was feeling a bit low some time ago I said, imagine
facing another nine years of these kinds of belly-aches; and
this . . . man said, I’d rather face another ninc years of
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belly-aches than nine years of no belly-aches. . . . There is
nothing so bad as a perpetual holiday . . . dying in harness
is a true saying (Quarry products).

You go on to something all the time, there is no such thing
as a dead stop, or dead level. But you get a good kick out of
it (Engineering).

I never lock on this place as business or work. I enjoy
cverything (Engineering).

But in the end there is always a reservation, which one man
expressed thus:

Let’s get the living right first anyway. . . . An employer
who’s wound up—he can’t go into a pub and talk simply—
e 1s always under pressure, he is thinking about the next
move—is he living at all? (Leather and Footwear).

By all means put in the long hours and the hard burst of work
needed to get a project started, says another; but then take time
off, go off for a cruisc or whatever it may be. Work five hours
in the day if you wish, says still another, but work it in five
hours, not in eight or more. In interview after interview
informants say that they will work full time and if necessary
overtime during the working week, but when Friday night
comes the switch is thrown off; the time has come for free time,
for the family, or sport, or for that matter for politics, playing
in an orchestra, or simply a few drinks with friends. Time must
be kept for the other side of life and for enjoying the amenitics
of Ireland. More than one informant is, or has been, eminent
enough in his own leisurc-interest field to be easily identifiable
if the ficld were named here.

Wives are reported generally as home-centred and sup-
portive; someone to talk to, interested in the business, but
unlikely to be actively involved in it. One man who says that
he can never really turn off from the job appreciates home life
as “a part of the day when you don’t have to make decisions”
(Engineering). Some wives become actively involved at the
start: they put in their savings, or did the clerical work:
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1 the girls weren’t out there she’s quite capable of coming
up tomorrow, and she knows exactly what’s going on
(Engincering).

—or provided a financial safety-net through theif own earnings
as a nurse or in the pub. But by the time the business is well
developed they fade into the home background. They have
[ringe benchits, over and above the gencrally high standard of
living ol a successful businessman. A small employer might be
able to organise the building of a house at a speed, or at a stage
in his career, or to a standard, which the ordinary employee
could not match. One, at the time of interview, was within a
week or two of completing, in two months from the start of
work, a large home on the most superb site the author has met
around Dublin, and at a cost which sounded, to say the lcast,
modest. For the wife of the head of a larger business there is
pride in her husband’s nationally-known achicvement.

She is extremely proud of me and my performance. . . .
When she comes here to Dublin you walk into the
Shelbourne and you will find people who say “Hello™ to
mc. .. and as well as that, because of me, she is emotionally
involved in (the business) (Agricultural Processing).

But cven in husbands’ statements there comes through the
impression of a not entirely resolved tension between home and
work, which may not disappear even when the most urgent
pressures of the carly days of a business are over. An older
man long at the head of an established firm says:

When I go home at night I have very little energy, so
my . . . wife has developed quite a wide circle of women
friends, and fortunately she is sociable and likes to chat
with them. We both agreed that I wasn’t a bit sociable.
I see people during the day, and at night I like to have
solitude (Quarry Products).
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There is, however, onc source from which relief for wives in
a case like this may be on the way. Several heads of larger
businesses insist that the pace of work and strain of decisions
for men at their level is such, if they are doing their job
properly, that it would be wrong to delay retirement to the
customary agc of 65. Onc is himsell dropping off from the
chief executive job before he is 50. Another had advised his
Board to bring the regular age of retirement back from 65 to 6o.
Another has a keen eye for the day when he himself may fecl
that:

I don’t want to do something, or want to spend a lot more
time away from this thing to play golf, or even get into
a situation in my mind whereby I want to sell this com-
pany. (Then) it’s time I went (Textiles).

None of these men is likely to become unemployed. They have
plenty of other interests, commercial or otherwise. But the
pressure of a top executive job is something from which, il their
own policies are adopted, their wives as well as they themselves
can hape to see them escape.
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3. Then What of the Others?

THE point of asking entreprencurs about the factors, attitudes
and motivations they sec as underlying their success is not
only to find how they perceive their own history. It is also to
find what differences they sce between themselves and others
who have not followed in their footsteps, and what gaps they
think need to be filled if the country is to generate more
Irish-owned enterprise.

Many of their comments on recent trends in Ireland aflecting
this, including several already quoted, are strongly positive,
Informants point to the gencral transformation of the cconomy
and the standard of living in the last generation, and to signs
of the emergence of a new business class, of which they them-
sclves arc cxamples, but including also a ncw class of able
financial operators in the banks and other financial institutions.
They express appreciation of the lead given by certain semi-
State bodies, for example Bord Bainne, directly in trading or
other operating activities as well as through services like those
of IDA to private entreprencurs. The fuller version of one
informant’s comment quoted carlier is that:

Industry today is being run well, not . . . in an inherited
capacity but . .. by pralessional peaple . . . the people whoe
are now in their late thirties or early fortics. These in
some cases are the inheritors of family businesses, or of
family businesses which are now public companies. . . . But
their fathers have been very wise, and when they had
good bright intelligent sons, they didn’t just bring them
into the business. . . . They taught them the professionalism
of business generally {Agricultural Processing).

Another commented on how the old closed circles of Protestant
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and Catholic businesses are beginning to break down. An
informant from a co-operative noted the emergence of a new,
lively and receptive generation of young farmers in his arca,
readily accessible to a strong lead from their co-operative. A
number of informants, as has been said, expressed their general
faith in the basic qualities and potential of Irish workers and
managers.

One hypothesis in mind at the beginning of the enquiry was
that there might be some suspicion or jealousy of the local man
who had made good in a new industrial enterprise, and that
this might discourage cnterprise in the first place or put the
brake on it later. But informants gave practically no support
to this. There might be little or no active support in a local
community for a new enterprise; we return to this below. Local
people might ask whether there was not some hidden support
to ensure so surprising a success. But any local discouragement
was likely to take the form of scepticism, not opposition.

A lot of them are bewtldered, I'd say. A lot of them come
along and say, “You’ve really done well, and more credit
to vou . . . (But bewildered in what sort of way?) As I say,
we came {rom a very poor family, and however did he do

it? . .. A lot of them think the idea is backed by someone
else: by Roadstone or some of these big firms (Quarry
Products).

But with these more positive responses went a number of
criticisms, often strongly expressed. These focused around three
major points about the present-day culture of Ireland, over
and above any of the more specific points mentioned carlier
about deficiencics in areas such as industrial training.

(i) Honesty, integrily, hard work

One of the most disturbing features of these interviews was
how often informants came back to the thesis that what families,
schools, the Church, the social system, and the business system
itself have failed to produce in Ireland is people with the basic
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virtues of honesty, integrity, and hard and purposeful work.
Informants’ comments, quoted above, on straight dealing,
establishing that an Irish businessman’s word is his bond, and
hard work plus civilised living were intended not only to
cxpress their own philosophy but to diffcrentiate it from ideas
and practices which they see as far too widespread in Ireland.
An informant, most of whose business experience had been in
England, practically exploded over the state of affairs under
this head:

I have been rather horrified in fact, since I came back to
live in Ireland, at the low moral values here. I am not
speaking ol sexual matters, I mean generally. People make
appointments which they do not keep, which, in fact, they
make glibly with no intention of keeping. Business people
will make promises which they can’t keep, and they seem
to think they are doing you a favour by making the
promises, that this is as far as they are expected to go.
What I would call the Protestant work cthic is badly
needed here. . . . I wonder if it is based upon religion, or
upon the education they have got which is so religious
here? . . . This is why Ircland nceds the North as a sore
needs antiseptic {Engincering).

But this informant gave an interesting turn to his criticism.
There is a nugget of gold hidden in the slough of sloppy work
habits of which he is complaining:

Maybhe it would be a good thing if everybody came here
and adopted our double standards, or dropped theirs,
because it secems to me that the countries which are most
industrially organised—America, Germany, Japan—that
the pricc they pay is the dropping of certain human aspects
ofliving, and taking on in their place mechanical standards
.+ . whereas one can say at least that the qualities of life
here are . . . most important (ibid.).

His point is not simply that Irish standards of honesty and
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reliability are often too low. It is that too many people in
Ireland have failed to find the sort of reconciliation which the
entrepreneurs in this sample have worked out for themsclves
hetween hard work and free time to enjoy the good things of a
civilised life: hard and effcctive work within the time set aside
for that purpose, but a firm reservation in [avour of time for
{freec time as well.

Others speak in the same way. An informant {rom a co-
operative speaks of the slovenly time-wasting habits of some of
his members:

It is quite difficult somctimes to convince a farmer who
has about fifteen productive hours in a week that it doesn’t
raise a forty-hour salary. . . . Any fellow who will put in
forty productive hours on a farm will have in excess of any
industrial worker, but most of them . . . are only doing
about a quarter to a third of a week’s work, They take
seventy hours doing it, but that’s only beside the point
(Agricultural Processing).

The farmer has inherited his land, and therefore his capital
is zero. He makes cnough to live on, and he says his prayers,
and it’s beat into him every Sunday that he needn’t give
a damn about this life, it’s the next one he is going to
(Quarry Products).

At the level of the ordinary working man a number of infor-
mants comment on low motivation and the preference of a
large majority for continuing to “plodder along”. Though
informants agree that in the Dublin business world and in the
professional and managerial world gencrally standards of work
are improving, they still find many dcficiencics. A man with an
interest in a number of small businesses would still like many
of the people he deals with “‘to be here in the morning before
a quarter past ten”, and to keep their lunch break to something
shorter than 12.30 to 2.30:

0.K., they want to work a five-hour day: don’t spread it
o8 ‘




over cight or nine hours and hold ¢verybody up as well
(Engineering).

He criticises accountants not only for old-fashioned practice—
sticking to auditing, instead of moving on to business advice
and management accounting—but at times for somcthing
approaching dishonesty. The figures prepared for one small
firm with which he is connected looked as if they could not be
right, and he checked them with English accountants and
found that this was so. On checking further he found that they
had been prepared by a first-year student, and the accountant
responsible had never actually seen them himself. The accoun-
tant in this case did not get his fec.

Another man comments on the tendency in this country to
cover up mistakes.

How studiously we avoid having the courage to admit our
mistakes, and having the moral courage to stand up and
rcctify what had gone wrong, regardless of the criticism
you would get {Agricultural Processing).

The money that enthusiastic farmers put into Cork Marts’
purchase of Irish Meat Packers is gone, but “today the attitude
of mind is still not to tell the truth™ about the debacle.

Complacency, certain managers note, too easily grows once
things are going well in the firm and the country.

There is less and less interest at an ever . . . higher level.
We arc casual people. My opinion is that we have come
very lar very quickly in Ircland, and that our roots and
inheritance are such that we haven’t developed a maturity
to cope with this advance. We express it in not getting
involved, in immature drinking, in immature attitudes to
life generally. . .. I'm finding that some of those who came
up and were the most enthusiastic in the days of 1964 to
1968 have now got a little complacent. . . . “We'll leave it
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to somebody clsc: we've done well’” . . . I think they were
more hungry then (Agricultural Processing).

Another firm’s sales of a certain product improved sharply
when they were put in charge of “a fellow in the office who
came from the hungry part of Western Ircland” (Quarry
Products).

Explicitly or by implication, informants accept that much of
the responsibility for the state of affairs which they criticise
and for putting it right lies with management itself. It is
owners and managers themselves who have tolerated less than
honest dealing or slovenly work habits, the state of affairs
which one manager illustrates by contrasting the much better
work habits of green labour in a plant in a small country town
with those of workers educated to the customs of the Cork
labour market. Informants themselves are, as has been shown,
very much aware of the necd to raise standards and are working
at this actively and with success. The writer happened, in
connection with another enquiry, to have the chance to inter-
view employees at shop floor, supervisory, and management
level in two of the establishments of one informant’s firm, and
saw on the spot the extent to which top management’s drive to
develop a sense of the urgency of competition, and of personal
opportunity for those who choose to make the effort, is making
itself felt right through management and supervision and on
down to operating level {28].

Informants themselves, as has been said, are optimistic about
the outcome of their efforts, They have faith in the basic
qualities and potential of Irish workers whether on the shop
floor or at management tevel. But they do not anticipate quick
or easily maintaincd success. And meantime they ask for more
help than they have hitherto had in these basic matters of
personal conduct {rom what they tend to sce broadly as the
educational world, including families, schools and colleges, the
Church, and the communications media.
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(ii) Education for practical iife

The next group of criticisms is dirccted primarily to the edu-
cational system, in its ordinary meaning of schools, colleges, and
sometimes also technical training institutions. Too few Irish
boys, inlormants say—girls, with onc conspicuous exception
mentioned earlier, hardly entered into their comments at all—
have had the practical type of education which would qualify
them not mercly as functionaries but as people who can detect
new problems and opportunities, calculate and take the risks,
get the appropriate action moving and make a go of an
enterprise on their own.

Practicality, in the sense these informants have in mind, is
not at all the same thing as the distinction between a technical
and an academic cducation. But one aspect of it is that in
many types of enterprise and managerial work it is an advan-
tage for the entreprencur to be able and willing to get down to
the job himself and do things with his own hands, or at least to
have a feel for physical creativity and self-confidence in dealing
with it. Informants look back to the time in their boyhood
when they were “always putting two things together”, acquir-
ing a familiarity with the physical feel of things and confidence
in their own ability to make and adapt them, and say that this
is what they too often find missing in the products of the Irish
cducational system.

In the kind of education we have here there is a hell of a
gulf between the mechanic and the enginecer. We don’t
breed a technician class, and the engineer is not willing,
up to recently anyway, to really start down on the ground
floor. Canadians and Americans are much morc accus-
tomed to physically doing things. The last time I spoke
to a Canadian mining engincer, he said that after he
qualified he went down to a mine and he learncd every
machine down there . . . he learned to talk to men and
how they thought and their actitudes. Now that is a class
of people that is very scarce. I think its origin must be the
fact that we have the misfortune to get a school teacher
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running this country instcad of a carpenter . . . The
highest quality of training and intellect in this country,
the best brains, become doctors, lawyers, architects, or
they go into the Church and become bishops. But some-
how we have lagged bchind in applying technical
knowledge to practical things. Even the engineers them-
sclves, there scems to be a gap somchow between their
training and getting on their back under a lorry and
sccing what the bloody hell is wrong . . . I’'m impaticnt
with the lack of practical approach. I often ask a fellow,
what are your intcrests? And you’ll have a fellow who
says, well, I play rugby or golf. Then 1 say, well, do you
make anything? I think there is a vital lack in this country
of interest in practical things. I don’t know how to explain
it. I only know that they have got it in Germany and in
the US . .. I’d begin in the schools . . . I'd start off how to
make a chair, how to repair a roof, and how to do things.
I think our educational system is so impractical. In the
States they have sandwich courses, when they . . . go to
university for six months and then they do something
practical . . . It’s this lack of contact between what’s up
here in the brain and the physical feel for things (Quarry
Products).

Things in this respect are improving, this informant said.
But, he added, there is still a social discrimination against those
who do physical work,

I think that physical work here, because of our social
structure, is looked down upon, whereas in America it is
not. . . . Engincers are quite down low. Doctors, lawyers,
architects, these guys are the top, and not the people who
do physical things. Only these who after a while become
well off . . . can be accepted, but then they can be sncered
at because of what they once were. . . . A builder came in
who had been a carpenter. Now this chap was one of the
finest characters you could meet, but the engincer started
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sneering and saying, “Oh, here’s this carpenter” (ibid.).

Other informants pointed to gaps cven in that practical craft
training which is given; training on too narrow a front, training
too elaborate for normal Irish needs, but sometimes also a lack
of rigour and discipline in training centres. Onc was actively
cngaged in a plan to put his own industry’s craft training
scheme on a wider and more flexible basis, intended to give
trainees not simply the how-to-do-it of the trade but a broader
grounding from which they could develop and adapt as
techniques changed.

On the more academic side of education, informants readily
recognise the value of what Irish schools and colleges provide.

Look at what UCD and Cork and Galway arc¢ turning out:
as many brains as any country in the world! (Textiles).

A number who themselves missed a full academic education are
explicit in regretting it. There are repeated refcrences to the
value of evening study and getting back to school. One or two,
looking back at their own ecducation, recognise—though
perhaps a little hesitantly—that in this or that college they not
mercly learnt but learnt how to learn, and that cven the hard
grind of mechanical memory learning counted for something in
this. But a number, picking up the theme that an entreprencur
must never cease learning, say that learning how to learn is
precisely what they miss in the products of the Irish educational
system. A successful businessman must not only know how to
master a prescribed syllabus. He bas to prescribe it for himself
to scan widely, to identify the areas of learning rclevant to his
own problems, to master those arecas—ihich may well be very
diffcrent from those with which he is familiar already or in
which he has a basic qualification—and to refuse to waste his
time on arecas not relevant to him, even il these are normally
studicd together with the relevant areas in formal educational
practice. He has to study critically, for often it is preciscly
through sccing the gaps in reccived knowledge and practice
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that he gets the idea for a business breakthrough. For the same
reason he needs a wide-ranging mind which can think sideways
and make unexpected connections, for he necds to be able to
identify not only the areas of study relevant to his problems but
the problems themselves. He needs to be open to the free
exchange of ideas and not secrctive; as, some informants say,
in Ircland he too often is. These are the qualitics of mind which
a number of informants fecl arc not being sufficiently developed
by the style of formal education usual in Ireland.

Nor, some of them suggest, is enough done to develop the
capacity to learn from expericnce, as apart {rom academic
Courses.

Just to quote, my brother was very interested in these
courses . . . and he was very good at them. Now, he bought

more courses that aren’t worth a damn. . . . And I said,
I want something done: I'll pay you a fiver a night for
two weeks to go out and try to scil these ... things. .. I

reckoned it couldn’t cost me more than a hundred quid,
you know, but it didn’t cost me anything. And hc came
back and said, ‘I did nothing”. Well, I said, let’s have
a look at what you did, so I picked up the {record). And
your man said this, because so and so, and your man said
the other . . . and I said, that’s marvellous! . . . He didn’t
realise the valuc of what he was doing . . . not going in
accordance to the text (Engincering).

The practical side of schooling is very important. You
never lcarn anything until you have to do it, so what you
should spend your time in school learning is learning how
to learn (ibid.).

Business needs flair, and too often in Ireland:

A graduate tends not to be a man with flair . . . I mean to
say he doesn’t understand what is happening. He is
trained to think after all, for many years—crucial ycars of
his liflc—in a certain way. . .. It is very few of them that
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are coming out with Harvard backgrounds (Paper and
Printing).

More specifically, informants point out that Irish schools and
colleges do not convey to their students a picturc of what
husiness at its entreprencurial end is all about, or what the
opportunities for them in it might be.

I think if you had . . . a number of lcctures . . . on very
simple examples of how someone does make money . . . you
could stimulate . . . the interest of people to say: T think

I would like to do that, I’d like to have a go, I'd like to
gamble with my own life, my own business. I think if
people knew even at the age of 15 or 16 what it was really
all abbut—and you know it can be an exciting gamble . . .
it can be rewarding—I think this would probably stimulate
more intcrest in people to be on their own. Because
certainly the one thing that is never mentioned at school,
and . .. 1n university you never come across this. . . (is) how
to succeed in business {Quarry Products).

This is taking up again the theme raised earlier with reference
to IMI or IDA, that pecople in Ircland may pick up in onc way
or another an idea of what is meant by working as a craltsman,
a professional, a civil servant, or by running a service enterprise
like a shop or a pub—or of course a farm—Dbut nced to be told
much more specifically and directly what is meant by entre-
prencurship in industry or other less familiar ficlds, and to
have the message delivered to their own doorstep.

It may be a question of correcting wmsconceptions, for
example about the social role of profit, on the lines of the
comments by informants quoted carlicr. But the message needs
also to contain two other clements. One is simply about the
way to get things done in the world of risky enterprises, where
there are no set frameworks of organisation or professional
custom or dircctions from superiors, and the pioneer, whether
out on his own or path-breaking within an existing organisa-
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tion, has to write his own charter, assemble the elements
needed for an enterprise himself, and forcc his enterprise
through. The other is about the entreprencurial way of life,
the challenges and interests it offers, the sort of attitudes and
abilities it needs, the way an cntrepreneur uses his time, or
the role.of money in an entreprencur’s own life. The entre-
prencurial life, as these informants present it, is in every sense
a good life; interesting, exciting, balancing risks against
rewards, dealing with pcople as much as or more than with
things, full of personal challenge and social as well as mana-
gerial responsibility. That is not the image of the business
man which they sec being delivered to young Irish people
today.

The message will also, informants implied, nced to contain
some reference to issues which have still to be finally decided.
Two, for example, comment from different angles on what
has still to be done to equip people in Ireland for the right
and effective use of money. One, referring to familiarity with
large-scale financial operations and the socially responsible
management of big fortunes, said:

We are beginning to see national wealth growing ata
very fast pace here in Ireland . . . To deal with national
wealth, which other countries have got over . . . is some-
thing we are going to find extremely difficult. T think we
are going to go through periods in this country similar
to what Italy has been through, and we are going to have
more social unrest . . . I think we arc going to have great
affluence in the ’seventies and ‘eighties; I don’t believe
the people are tuned to handle it . . . We went through
that middle period . . . in the *fifties and "sixtics when the
country was becoming very wealthy by its previous
standards. So all the power lay with a few people who
knew cach other . . . the power was confined, and the
people coming up did not know how to handle this
particular wealth. And now they are beginning to handle
it uscfully . . . (Paper and Printing).
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Another stressed rather the need for restraint and frugahty in
what is still a developing country.

I’'m going back again to education . . . it’s in here in the
mind, in the soul . . . Now, we don’t have to have terribly
expensive things to be happy . . . you know we are a very
poor country . . . but . . . that doesn’t necessarily mean
that we should be an unhappy country, The trade unions
have been realising that money is not the answer to
contentment . . . This is the thing, then, this should be
explained: to live first, because you can only absorb a
certain amount anyway . . . Let’s get the living right first
(Leather and Footwear).

The group of comments included in this section was directed
strongly to the schools and colleges. But it was clear from
informants’ accounts of how they run their own entcrprises
that much of the most effective education for entrepreneurship
in Ireland today is being done by managers who, on the lines
quoted carlicr, create a climate of dynamism and enterprise
among their own subordinates. Much of the most damaging
mis-education of people in this sense is also the business of
management. Informants identify plenty of cases where
cmployees with the capacity for development have been lefi
to ossify or deteriorate on the job. Criticisms about practicality,
like those about honesty and integrity, call for action by more
than one sort of agency.

This action, so far as management is concerned, will need
to include crecating an cncouraging climate for subordinates,
but also to go somewhat beyond this. Informants distinguish
in their comments between the qualitics which fit a subordinate
to respond well to this sort of climate in his subordinate capac-
ity, and the extra something which fits him to go out into
business on his own or to print his own ideas autonomously on
the organisation which employs him. Identifying and helping
the people with this latter set of qualities, or capable of develop-
ing them, is, they indicate, a task on its own.
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(ii1) World standards

A last group of criticisms is to the effect that not enough
has yet been done in Ircland to make people aware of the actual
standards of workmanship, management, and business leader-
ship in the world outside. This, informants say, lcads on the
one hand to brash over-confidence in Ircland and unawareness
of how much has still to be done to bring Irish standards up to
world levels, and on the other to hesitation, lack of confidence,
and failure to realise that Irishmen in Ircland can measure up
fully to world standards and have in [act done so.

We are going into a new business, completely new in this
part of the country, and very few in Ircland either: and
what were at it in Ircland were people who hadn’t com-
peted effectively in the market . . . I believe it takes four
times as long to build (our type of product, in the biggest
Irish plant making it) as it should . . . Even (my father}
thought it impossible . . . I had no hopc, he said . . .
Personally I think (a man who) stayed in Ireland and
worked in Ireland all his life, T don’t think would do it.
I don’t think T would have done it if T hadn’t been outside
the country for four or five years (Engineering).

Well, of course, there is the in-bred thing here, and 1t all
stems from one thing only, lack of pride . . . there is a
tendency not to be proud of Ircland. Do you appreciate
that there are ten firms in Ireland importing about half
a million quids’ worth of material which is manufactured
in Ireland, and we are not even given the opportunity
of quoting a price for these? I wouldn’t mind if we weren’t
given the order because of quality or something like that,
but the British way of deing things is assumed to be the
best (Enginecring).

There’s a great tradition in Ircland about security:
permanent and pensionable jobs . . . I suppose it’s the
way the country has developed, that we always felt
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insecure and not sure of ourselves, and we all have the
ability, but we haven’t the confidence (Quarry Products).

You’re an Irishman all right once you've been out of the
country (Quarry Products).

I can remember myself at fourteen being very angry if
somebody talked about dcar old dirty Dublin; to me it
wasn’t dirty, because I had never seen it as being filthy
before. In other words there wasn’t any comparison, in
an island . . . Basically, we have bcen brought up as
second-class citizens; we have been told that we had been
suppressed for so many years . . . I don’t think there are
cnough directors—those who are directing thesec
children in the school—taking them out into a broader
sphere . . . I know wc've been hammered like hell for
seven hundred years by somebody: we know all this, But
let’s try to take the sting out of these people, and give
them something to go for; say, stand up and be counted!
.. . We have bred a race of knockers (Textiles).

Standards of management are still generally poor in Ireland,
says this last informant:

And the awful part of it is that no one knows it. I am not
speaking of everyone: there are exceptions in every rule . . .
They haven’t gone through a proper routine, which I
have heen fortunate to have gone through because I have
been exposed to others outside the country . . . (1hid.).

The actual experience of Irish executives, as several infor-
mants peinted out, i1s alrcady changing this state of affairs,
particularly where their experience involves exports and
overseas travel. The Irish Management Institute and other
educational and training bodies are making an important
contribution. But much more remains to be done. A number of
informants’ suggestions towards this centred on the idea of
increasing the number of people in Ireland with relevant
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overseas contacts and experience, who can either use their
experience directly themselves or act as gatekeepers through
whom this experience is transmitted to others. The term
“‘gatckeepers’’ is borrowed here from the Agricultural Institute’s
study of the channels through which relevant overseas know-
ledge reaches its research staff. Certain members of stafl, the
Institute found, tend on the one hand to be “‘sociometric
stars”, centres of communication to whom their colleagues
turn for adwvice and information; on the other to be skilful
in building networks of information outside the country, or
in maintaining the networks which they acquired through, for
cxample, working in a research organisation abroad [29].

One suggestion which arose in discussion with informants
in the present enquiry is that the State should establish a
deliberate and subsidised programme of study tours abroad,
including spells of work in appropriatc organisations, for
experienced executives and technical staff; people already
qualified enough and far enough on in their prolession to be
able to show a good expectation that they and the country
will benefit. More might also be done to encourage movement
in the opposite direction, bringing in experts from this or that
ficld on temporary engagements to work with even the smaller
firms, or perhaps to go into these firms more permancently as
partners,

In both cases the practical point is about scale. This sort of
movement already takes place and, sporadically, receives
Government support. The proposition is that the volume and
regularity of it should be greatly increased. For instance, the
number of executives and technicians on subsidised study
assignments abroad might be raised to two hundred, or more,
at any one time, over and above any who are travelling and
working abroad in the ordinary course of their organisation’s
business.

(iv) Business education and the business life
The term “business education” often suggests something
that is either dry, inhuman, and technical, or concerned with
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what Aristotle reprehended as the art of money-getting, or
profiteering devoid of social concern. It is significant thercfore
that when one corrclates these entreprencurs’ comments on
what is missing about Irish education—in its widest sense, not
only in schools and colleges—f{rom the point of view of getting
morc¢ Irish-owned and Irish-initated businesses, what they
turn out to be asking for is something quite different from this.
They criticise Irish cducation not for being too wide and
humanistic but for its narrowness in several important respects,
and for failure to develop a number of gencrally valuable
human qualities. They want more people who are hoth
academic and practical, not those who arc trained merely to
be desk-workers and are ignorant of the physical feel of things
and the creativity of the craftsman, artist, or technician. They
ask for people who arec masters of a profession or craft in the
sense not merely of knowing the current how-to-do-it but of
having learnt how to learn, and of being able to think further
and to build onto their knowledge, develop, and adapt. They
want people who do not merely have an outside acquaintance
with some ficld of knowledge, but have learnt how actually
to make new things happen and to keep them happening,
dealing with the human as well as the technical problems that
this involves. They want people committed to Ireland, but
aware of, and working to, world standards; and people who,
underlying it all, have acquired more than is sometimes found
in Ireland of the basic and essential virtucs of honesty, integrity,
and hard work. Gorman and Molloy have some brief comments
to a similar effect [30].

If these arc the qualitics which successful entreprencurs do
not as yet sec being generated in adequate quantity by the
various agencics which shape Irish culture—families, schools,
the Church, the business system itseli—the indictment is not
only a serious but a general onc; one which has relevance
well beyond the field of business itsell.

The more posttive side of this indictment is, of course, the
favourable view of the business man’s life set out in the com-
ments by entreprencurs quoted in Section 2. So positive
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and favourable a view of the business life may well surprise
readers who think of business primarily in terms of the worker
or clerk, or of the not too senior manager buried in the
hierarchy of a large, burcaucratic concern. But actually both
visions of business lifc are correct.

The static and undemanding quality of the work done by
many people in large organisations in Ireland, its narrowness,
limited horizons, small scope for initiative, and capacity for
producing ossification and mental and spiritual degeneration,
has emecrged in previous cnquiries by this writer as well as
by others [31]. Informants in the prescnt enquiry had a good
deal to say about it, for that is the state of afTairs from which
they themselves escaped, or had to fight to avoid falling into,
and from which many of them have set themselves to break
away so far as their own subordinates arc concerned.

But the life which entreprencurs like these informants them-
selves live, and are trying to create for others, is a good life,
stimulating, responsible—socially as well as in the firm—and
creative; in addition to being prosperous, so long at least as
risks continue to be well judged. Whether in Ireland or else-
where, when this writer has had to deal with heads of businesses,
or with people who have carved out what might be called a
quasi-headship within a larger organisation, they have never
as a class—there are always individual exceptions—failed to
impress in terms of personal qualities as well as of economic
and managerial achicvement. One of the lessons of the present
enquiry is that a shift of the Irish business system towards
native entrcprencurship, if rightly managed, will not only
demand, but itself constitute, a deepening in the gencral quality
of Irish education and culture.
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4. General Conclusions

rOM the nature of the sample of entrepreneurs used, this
Fcnquiry can lead to conclusions only within the limits set out
in the Introduction. It is a ranging shot, to form an impression
of the arcas which should have priority in further enquiry and
action., The evidence collected is impressionistic, and has
deliberately been presented accordingly. Its force is suggestive,
not conclusive.

Further, the enquiry has been confined to industrial entre-
preneurs. No doubt many of its findings would apply to other
fields as well. But the tourist industry, for instance, or the service
industrics like banking, insurance, or universities and research
centres, which have an export potential of their own, over and
above their indirect value through the help they give to indus-
try or tourism, have a different set of market and managerial
problems; and so, of course, has [arming.

But within these limitations certain broad conclusions do
suggest themselves, in a form which cuts across the order in
which the findings have been presented in previous chapters.

(1) The nature of entrepreneurship in Ireland (Introduction and
Section 2)

It was shown in the Introduction that successiul entre-
preneurs in Ireland are not a different breed from successful
entreprencurs anywhere clse so far as their personal back-
grounds—{amily, education, carcer—arc concerned. This
point can now be developed further in the light of informants,
own statements about the qualities to which they auribute

113




their success, as set out in Section 2. Clearly there are many
morc questions one would like to ask about these entrepreneurs’
self-portrait. One would, for example, like to see how the way
they perceive their own ideology compares with the way it is
perceived by their associates and subordinates, and how it
compares with more objective measures of their firms’ methods
of operating. It would also be uscful to compare the record
of successful entreprencurs with that of others who have not
done so well. But one thing at least is immediately convincing
about these informants’ account of what it takes to become
an entreprencur in Ireland; namely that what they say about
their own qualitics tallies with what has been found more
objectively about entrepreneurs elscwhere,

These men and their firms are, undoubtedly, cases of entre-
prencurial success: that was the basis for selecting them, The
factors associated with this type of success have been analysed
from international data, notably by McClelland, and look
remarkably the factors which these entreprencurs identify in
themselves [32]. People high in the achievement motivation
(NA.ch,, in McClelland’s term) which leads to this sort of
success, tend, he finds, to like a reasonable gamble and a
moderate challenge to their skills. They aim for an expert,
hard-working level of performance, and have confidence in
their own success. But they like to proceed stepwise, using
feedback from their last moderate-sized step to guide them
towards the next. They tend to value money as a test and a
recognition of performance rather than for its own sake.

Those who are attracted into the market place primariiy in
pursuit of wealth or a higher standard of living arc not
the ones who are most likely to produce the economic
development. They are not oriented enough towards
achievement, towards doing a job for its own sake [33].

Though people high in achievement motivation can drive
ahead under their own power, they are not spccially individual-
istic. They can work as group members or team leaders as
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well as on their own. And all this is just what informants in
the present survey say about themselves [34].

Writers on management such as Whyte [35] and Likert [36])
add further characteristics on which, again, informants’ self-
description matches the world pattern. The style of manage-
ment appropriate to a moderate-sized or large enterprise in a
statc of change and development, the case relevant to entre-
prencurs, is rather likely to be participative. But this does not
at all exclude drive and even ruthlessness on the part of chicl
exccutives. In his Organisation Man Whyte notes a difference
between the attitudes of managers some way down the line,
who tend to stress the case for participation rather exclusively,
and the harder attitudes, the greater sense of having to take
and enforce decisions and steer an organisation on an exccu-
tive’s own authority, found at chief executive level. Participa-
tion necds a driving and guiding force to organise it and make
it work. Wilfred Brown’s writings on the Glacier Metal experi-
ments make the same point [37]. Other studies show that
in relatively small firms, though participative management
may be cflcctive, so too, even in a time of change, maybe a
more authoritarian style, for this type of firm can become the
“vchicle of the master craltsman’’ [38]. A number of the smaller
firms in the present sample could be within the size limit for
this.

Further light is cast by studies by Clark Kerr and his
colleagues of the “industrialising clites” of different developed
or developing countries [39]. Among the “industrialising
clites” of the world, the lcaders of development in Ireland,
whether in Government or in the private sector, belong to a
recognisable group. There was once a “colonial elite”; it left
its mark and has gone. Some foundations existed for a “‘dynastic
elite”, in the network of old Protestant families, particularly
well established in business. But this group overlapped too
much with the “colonial elite” to be in a position, once the
“colonial clite” left, to take the sort of national lead given by
“dynastic elites” in the industrialisation of countries such as
Japan and Germany. Even in the strictly business sphere
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informants in the present enquiry note how the old family
networks have been breaking up, and some informants are in
a hurry to help their demise. A new dynastic elite could grow
up in Ircland, based on a nctwork of established and leading
political and business families. An interesting question for
some future investigator in the ficld of this paper is whether
the second and further gencrations of descendants of the first-
generation entreprencurs studied here will contribute towards
forming such an elite. But as yet any tendency that way is
only in emhbryo.

A “revolutionary elite”, as in the countries of Eastern
Europe, could have gencrated a powerful wave of entre-
prencurial motivation based on public service. A “middle-class
elite” might have put the accent rather firmly on the accumula-
tion of personal wealth and power. But what Ireland has
actually had has been a “nationalist elite’’, men whose roots
ran back into the struggle for independence and the Civil War.
The experience of many countries suggests that leaders of this
kind are likely to use both the public service model of motiva-
tion and the desire of the “middle-class™ entrepreneur to carve
a slice of the equity for himsell, but subject in either case to
the overall rule that patriotism and the needs and solidarity
of the community take priority in the last resort. The mixed,
intermediate pattern of motivation that results is likely to
reveal itself in the private sector, as well, for cxample, as in the
entrepreneurial activities of semi-State corporations.

All this, whether from McClelland, Likert, Whyte, Brown,
or Kerr, sounds remarkably like the sclf-portrait of successful
Irish entreprencurs as presented in Section 2. It looks as if
this sclf-portrait is a {air one, and, furthermore, as if it slots
in to categories recognisable from international research in
a number of related ficlds.

There is further confirmation of the truth of this impression
in Gorman and Molloy’s study of the gencral climate of
management in Ireland in 1971, and not least in its contrast
with the findings of some earlier Irish studies, It is understand-
able that Irish business leaders of an earlier generation should
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have appeared as tough, cynical and authoritarian, compared
to their opposite numbers in America or Britain, as they did
when studied some years ago by Barron and Egan [40].
Studying successful heads ol large Irish businesses, these authors
found that to build a successful business in Ireland bad in the
period of their informants’ carcers needed a more authoritarian
sensc of management than in countries such as the United
States or Britain. In Ircland creative and adaptive leadership
in industry has been associated with an ethic more familiar in
these other countries in the past than today: with “fundamen-
talist”” religious beliefs, a strong moral code, and “inner-
dircction” as apart from “‘other-direction’”. This finding can
be linked to others about the attitudes both of Irish people in
Ircland and of Irish-Americans [41]. Another study shows that
Irish small business operators have tended at least till the
last few years tosee the “‘ideal”, that is the successful business-
man as in a number of ways a hard, individualistic character.
He 1s likely too no doubt to be intelligent, cultured, hard-
working, dependable, good at dealing with peopie, and by
definition is likely to get on. But he is also scen as individualistic
rather than co-operative, not too concerned for the community,
intolerant, distrustful, worried and unhappy; nor is he over-
endowed with sincerity, good nature, sociability, or readiness
to adopt new ways, at least outside the sphere of business
itsell [42].

Prima facie onc would expect traits like these to be shown
rather strongly by men who had led the creation of new
businesses, public or private, in Ircland down to the 1950s,
for they suited the social and technical conditions of the time.
It took a hard fight then to get enterprises off the ground in a
country barely beginning to indusirialise, and to lick into
shape a work force without industrial experience. The carly
history of the Shannon hydro-clectric scheme is a case in point.
The carly history of industrialisation in other countries—for
instance Germany before the first World War, or Norway, or
the United States—tells the same story. The situation over
unemployment and emigration in the early years of industrialis-
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ation in Ireland was such as to encourage any man who had
got a job to hang on to it come what may, rather than to quit
or otherwise challenge a humanly unsatisfying management
style. The entreprencurial job to be done at that time was not
so much to innovate as to apply established technologies. Tt
was to meet the established needs of a market suddenly cut
off from its previous suppliers by protection, rather than to
go out to the leading cdge of world competition. These are
tasks for which an authoritarian style and central direction
can be highly effective. In the private scctor there was in any
case an overwhelming prcponderance of small firms, well
within the limit which can be effectively managed as the
“vehicle of the master craftsman®.

But those conditions belong to the past. Gorman and Molloy
find a significant correlation between the date at which Irish
enterprises were established and became set in their ways and
their acceptance of less authoritarian, more open and participa-
tive styles of management. Enterprises started in the ’sixties
and carly ’seventies show relatively high acceptance of the new
styles. The degree of acceptance is lower in those started in the
previous generation, beginning in the 1g20s, and lowest of
all in those already set up by 1g20. In this writer’s own exper-
icnce with industrial enquiries in Ireland a hinge datc keeps
recurring; give or take a year or two, 1958. This is the time
when, as informants in other enquiries put it, the ice age
melted. The economy opened out, people began to put their
heads up and challenge established practices, hope of defeating
unemployment and emigration began to scem real, and the
inflow of new ideas about management as about other things
began to turn into a flood.

As of 1971, Gorman and Molloy find a widespread accep-
tance among Irish managers of the need to manage on the lines
of McGregor’s Theory Y rather than his authoritarian Theory
X; to draw out people’s capacity and initiative rather than to
assume that they must be driven to work. Irish managers tend
still to have some reservations on delegation and the sharing
of power, and Irish-owned organisations are rated lower on
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this than forcign-owned. But the gencral climate has swung
towards Theory Y, and on grounds of efliciency and not only
of human relations. A correlation shows itsell in the Gorman
and Molloy study between acceptance of Theory Y and the
actual business success of organisations. Conversely, effective
organisation, long-range planning, and business success are seern,
as by the entreprencurs in the present study, as themselves
important components in a good human climate within an
enterprise. These new trends are particularly marked in
enterprises which measure up to world standards of business
success, as indicated by strong involvement in export markets,
and in those whosc business performance is such that they feel
competition as stimulating but no more than moderate;
neither fighting for their lives nor so sheltered from competition
as to be under no pressure to move with the times. They are
marked, in other words, in enterprises such as the successful
entrepreneurs in the present study sce themselves as trying to
creatc [43].

In a well-remembered confrontation some years ago an
American entreprencur, Dick Brandon, and the chief executive
of the Shannon Free Airport Development Company, Brendan
O’Regan, debated alternative paths which entreprencurs in
Ircland might follow. O’Regan proposed an ethic of public
service, Brandon the concept of the restless, competitive,
aggressive entreprencur, quick to sce an opportunity, a high
risk taker, operating in the world of venture capital where the
chance of success might be one in a hundred, a salesman above
all, always ready to sacrifice his private life to his job, some-
thing of a buccancer, a man fighting for his own hand, from
whom others might need the protection of State regulation [44].

So far as the present enquiry is concerned, the questions
raised about the future in that debatec must remain open. The
public sector has not been covered in this enquiry at all. At
least one or two of the private-sector entreprencurs who have
been included deviate from the general pattern towards the
Brandon norm, and clearly more could do so in future. But
as of this-time, what the enquiry suggests is that the common
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pattern among successful industrial entreprencurs in the Irish
private sector follows neither the Brandon nor the O’Regan
line.

Their characteristics as regards readiness to take risks follow
the pattern indicated by McClelland, not by Brandon. Ner
are their views on leisure Brandon’s. If there is one thing they
are determined not to do, it is to sacrifice their private life
permanently to the job. They have an interest in the com-
munity and nation which does not fit Brandon’s model at all.

But cqually as against O’Regan, they are recognisably
private-sector, capitalistic, people flor whom profit has a
multiple and important significance, among other things as a
strong personal incentive in the early stages of an enterprisc.
They are not at all averse to acquiring their slice of the equity.
It is significant, as has been pointed out, that it is precisely
certain informants in the co-operative movement, from a back-
ground where an cthic of public service has been normal, who
in today’s Irish context have learnt to think it right and in the
public interest to stress the case for profit as a central considera-
tion for any business; including also the case for strong personal
monetary incentives. Overall, the entreprencurs in this study
conform to the pattern of a ““nationalist clite”, conscious bath
of what it takes to operate a market economy (including profit)
and of national and local community nceds; rather than to
those of either a “socialist’’ clite as envisaged by O’Regan, or
Brandon’s rather extreme version of the “middle-class elite™.

The myth of the mystertous Irish lives on like the leprechaun,
An article by Andrew Greeley on The Strange Case of the
American Irish [45] ends with a cry of woe:

How can the contrariness, the contradiction, and the
paradoxes of Irish personality and behaviour be explained ?

But when one looks at his actual results it appears that what
he had found was simply that the American Irish, compared
to other ethnic groups, tend {or themselves to have strong
moral convictions and a belief in Providence, but not to see
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in this any rcason to be rigid or authoritarian towards other
people. This is certainly a distinctive pattern, but it is hard to
see what is contrary or paradoxical about it. Barron and Egan
reached rather similar findings about the value systems of Irish -
entreprencurs in the 196os, and added that strong religious
belicfs correlate in Ireland with a high degree of business
originality [46]. This too seemed paradoxical to the American
members of the team, who noted that in the United States the
relationship between religion and originality is usually the
other way round. But, encec again, though the difference
between the two countries is interesting, the Irish pattern does
not in itself seem any more paradoxical than the American.
So again, the leisure habits of Irish managers differ from those
of Americans; but so also, in the same direction though less
strongly, do the leisure habits of the British [47]. The mix of
qualities required for successful entrepreneurship in Ireland
docs differ from what might be expected in America, or Britain,
or the USSR, and has itself changed over the years. But the
differences and changes are logical and cxplicable in terms of
factors gencrally applicable to all countries, such as the stage
of development of cach economy or the distinction between
“nationalist’ and other elites. They are variations around the
common theme that McClelland’s *“N.Ach™ and the bchav-
iours associated with it are the foundation of successful entre-
prencurship anywhere, including Ireland, With local varia-
tions, what McClelland establishes by resecarch in many
countries 15 what successful Irish entrepreneurs describe as
their own experience. Lt is not surprising that the Irish Manage-
ment Institute and the IDA have already found it possible to
use international findings about entrepreneurship with success
in their work of developing and training entrepreneurs in
Ircland.

(2) The economic and technical support system (Section 1)

The entreprencurs interviewed think well; from their own
experience, of the cconomic and technical support system for
new industrial enterprise in Ireland, as it applies to those who
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have made up their minds to enter industrial entreprencurship
or are already engaged in it. The only support agency to
attract markedly more criticism than praise is AnCQO; and
there, as has been shown, the criticism must be interpreted as
teething troubles, arising before therc has been time for
AnCQ’s programmes to prove their [ull valuc. Informants do
however point to certain gaps, some relatively small-scale,
others of a more substantial kind.

(i) A number of informants perccive, with varying degrees
of clarity, an “cquity gap” in the financing of small firms which
have made their initial take-off but are not yet strongly
established. The problem as it emerged from these informants’
comments is to secure for firms at this stage a more adequate
supply of equity finance; reliable, that is not liable to panic
intervention at the moments of stress and difficulty normal in
an enterprise at this stage; and on terms which do not thrcaten
the new owner-manager with loss of control over his enterprise.
The finger scems to point, not at direct investment by banks
and other large institutions, but at a more active intermediary
role by the banks, to bring together business owners at this
stage of development with investors of a kind acceptable to
them, both from Ireland and from abroad; not least (we return
to this in 2 moment) {rom ameng the Irish overseas, It does
not follow that informants have necessarily perceived this
problem correctly. But certainly they raise an issue which
deserves further study by the banks and other financial
institutions.

(11} A number also perceive gaps in support for what might
be called pre-enterprise or pre-production activities; for study
tours by promising young managers and entreprencurs, for
feasibility studies, for technical contacts overseas by small
entrepreneurs to whom time and air [ares are expensive, for
firms’ own market research as apart from the more gencral
work of CTT, and for market launches. These comments stand
referred to IDA, CTT, or the National Science Council.
OECD’s Review of National Science Policies—Ireland has in 1973
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made certain recommendations on study tours, which will be
taken up again below [48].

(i) Ways of involving Irish businessmen overseas in Irish
industrial development need not be confined to encouraging
investment by them in enterprises originating within Ireland.
The enquiry turned up cases of men who have brought hack
their overseas expericnce, with or without capital accumulated
overscas, specifically to help not merely the country but their
own home town. The suggestion of one informant that a
campaign to do this be directed to Irish contractors and others
who have madec a success of business in Britain deserves to be
followed up. At the level of rescarch, a useful preliminary
would be a survey of what the achievement of Irishmen in
business outside the country has in fact been. Informants’
repeated comments to the effect that “T have never yet scen
an unsuccessful Irishman abroad” may be cxaggerated. But
they raisc an important issuc which should be more fully
documented.

(iv} There emerged by implication rather than by direct
reference a case for existing large and technically advanced
enterprises in Ireland to become more active than hitherto as
midwives for new Irish-owned businesses or new products
from existing ones; whether by way of contracts, of investment,
or of managerial and technical aid. Some examples of this
sort of aid turned up in the enquiry. But clearly there could be
room for much more action, sometimes by large private-scctor
concerns, but also and particularly by public-sector bodies
such as the Department of Posts and Telegraphs, RTE, or the
Electricity Supply Board. In principle EEC rules discourage,
and will in due course prohibit, the restriction of public con-
tracts to local bidders. But therc is reason to think that it will
remain permissible to use such contracts to help in developing
new enterprise in regions such as Ircland which arc accepted
to be in need of aid. The gains from a midwife relationship
between existing and new enterprises do not run only in one
direction. One of the writer’s impressions from investigating
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industrial relations in the ESB in 1968-6g was that the Board
contains a great deal more talent than can be used directly
in its own work. Engincers and managers referred as a high
point in their carcer to the first years of rural electrification,
when they were sent out on their own with a wider mandate
and a freer hand than they could expect in their ordinary job.
The spin-off of new enterprises can also, of course, create
openings in the new enterprises themselves for engineers,
scientists, and managers who would otherwise have to wait
for slow and limited chances of promotion; to say nothing of
the attraction of a slice of the equity. From the point of view
of the larger public sector bodies’ own dynamism and internal
relationships, there is everything to be said for their taking on
a wider development role. Examination of the case for action
here is a matter partly for individual industries, departments,
or semi-Statc bodies, but also—especially in the context of
EEC—Tor the Government as a whole,

OECD’s Report on Review of National Science Policies—Ireland,
though, curiously, it does not take up the case for action of
this kind by Irish Government departments and enterprises,
does point out that foreign enterprises in Ireland too could be
encouraged to purchase more of their supplics in Ircland and
to help Irish industries by sub-contracting. That report’s
particular concern is not so much with encouraging the spin-
off of individual new enterprises—though that is part of it—as
with obtaining a more coherent, inter-linked, and mutually
supporting pattern in Irish-based industry generally, whether
Irish or foreign-owned; with ways to “weld a series of separate
firms into a real industry’” [49].

(v) The criticisms directed against AnCO appear, as has
been said, to be largely of a short-term nature, arising out of the
early stage at which AnCO’s programmes stand, and do not
necessarily have much relevance to these programmes as they
will be in their fully developed form. They do, however, point
to an issue which has been significant in starting these pro-
grammes, and could be when new development programmes
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are started in other ficlds. It looks as if AnCO’s initial action
was spread too thinly, New development programmes necd
to be concentrated cnough to make a full and convincing
impact in the area where they operate, and so avoid arousing
fears and expectations to which, with the resources available,
justice cannot be donc.

(3.) Secial responsibility, participation, and the role of the managing
director (Scctions 2 and §)

Informants tended, as has been scen, to share 2 common
view of their role as business leaders. They feel a wide sense
of responsibility for their local community, for Ireland, and
for their employces, as well as towards their owners in the case
ol companics or members in the case of cooperatives. They
express this by seeking to create buoyant, dynamic, and profit-
able enterprises, and see no contradiction between profitability
and social responsibility in the competitive (often highly
competitive) markets in which they are involved, indeed very
much the contrary. They tend to aim for a participative style
of management. Some are, in addition, actively engaged in
the work of trade associations, public boards, or politics; but
here there is a divsion of opinton. Some insist on the valuc of
business lcaders setting part of their time aside for these wider
responsibilitics; others say that their primary responsibility to
the economy and country is to make a success of their own
cnterprises, and, at least at these enterprises’ present stage of
development, that this leaves too little time for major outside
activities. All, in any case, take a strong line on the role of the
business lcader himsclfl By all means let him call forth partici-
pation. But he must also himself be prepared to give aforceful
and, if nccessary, ruthless lead. His role must be central and
dynamic. He must assert his independence even against his
Board. :

All this would have constituted a major area for further
investigation if it had been possible to carry the project further,
There has been a tendency in company law and practice over
many years, in both America and Europe, to underline the
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role of the managing director or directors as a third, indepen-
dent, organ of company government alongside the Board and
the shareholders’ mceting [50]. The chiel executive, whether
an individual or (as in Germany) an exccutive board, has
been seen more and more clearly, not as the servant of the
Board, but as having independent authority to lead in the
development of company policy as well as in executing it. His
Board must learn to respect his independent role and to clarily
their own role accordingly. That is the significance of the move
towards a formal division between a supervisory and an exccu-
tive board which in the last few years has spread outwards
from Germany, and is currently expressed in EEC proposals
for the board of *“European’ companics, and, for application
to all companies, in EEC’s draft Directive 5 on company law.
It does not seem, from informants’ comments on the situation
from which they have had to break out, that this distinction
between the roles of a board and a chief executive is as yet
generally enough understood in Ireland.

Looking at the role of chief, and other, executives not from
above but from the underside, another major trend in all
industrialised countrics has been towards the collapse of
traditional concepts of management prerogatives in industrial
relations. Commenting on current trends in British collective
bargaining, a joint CBI-TUC paper to OECD’s Regional
Joint Seminar on Prospects for Labour-Management Co-
operation in the Enterprise (1972) said flatly that:

In many cases there is literally no limit to the rangc of
questions which can be brought in to the procedure
agreement, and which must be dealt with by discussions
and negotiations between union officials and the repre-
sentatives of management at the various levels.
One nced only think of a case like that of Upper Clyde Ship-
builders to see what the authors of this paper mcan. Anything,
they are saying, may be put, not merely on the agenda, but on
the agenda for bargaining. Right across the countrics rcpresented
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at the seminar it appearcd that the traditional distinction
between bargaining and consultation is breaking down. Some
meetings may be formally or, in fact, more consultative than
others, but at the back of them, if they are to be realistic and
effective, lies a bargaining, that is a power relation; and this
is something of which managers as well as trade unionists
increasingly see the point.

But what, in that case, of the necessary freedom of chief
executives and their collcagues to lead in policy-making and
to take executive decisions? Management prerogative today
consists, not in a reserved list of functions which need no sanc-
tion, but in the right of management to a quick and clear
sanction to act freely in the areas where trade unionists as
well as managers agree that this is important. The problem is
to re-write the works constitution so as to make room both for
the trend towards participation based on power and for main-
taining and developing the leadership role of top exccutives, on
which informants in the present enquiry rightly lay such stress.

Social responsibility, finally, raises two very practical issues.
The first is how to measure and judge it, the question of a
“social audit”; which has moved recently from the theoretical
to practical level [51]. Business responsibility is, as informants
in this enquiry made clear, understood differently and more
widely in Ireland than in some of the larger industrial countries
where an individual firm’s impact on the community at large
1s less obvious. But it is still in some respects undefined; for
cxample, as several informants cither stressed or implied, over
such things as financial operations, takeovers, or dominance
by large institutions over small firms. Not all business leadcrs,
in any case, arc as awarc of their responsibilities as some of
those interviewed here. There is room for clarification, from the
side both of business itself—the current interest of British
dircctors and managers is largely in selffmade and self-
administered business codes—and of the government. And this
clarification is needed in the interest not only of the public but
of providing a clear sanction for action (the point of the last
paragraph once again) for business men themselves,
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In a small country like Ireland, with many industrial and
public institutions to man from a limited supply of qualified
people, there can also be a problem of overloading the willing
few with more functions than they can handle without neglect-
ing ecither these functions or their own main business, Inform-
ants, as has been seen, showed themselves well aware of this.
There is sense in the case made by one of them for a thorough
review of the machinery of government-industry relations and
of trade associations to see whether more economic and cffective
use could not be made of the limited human resources available;
or, of course, of what steps might be taken to enlarge these
resources themselves. In certain areas, notahly research and
development, joint machinery in Ireland is already, by inter-
national standards, well planned to ensure that the units where
the servicing of industry or agriculture is done are of viable
size, and that scarce manpower is economically used [52]. The
question raised by informants’ comments, as in the comments
quoted carlicr by Tony O’Reilly, is whether this is sufficiently
true of the management of Irish economic development as a
whole.

The cultural background

But the major gap emphasised by informants themselves
was in the area of gencral culture. Informants did not claim
that the state of public knowledge and attitudes in Ireland, or
any part of it, is such as to lead to active opposition to new
industrial enterprise or to create jealousy or hostility against
those who successfully launch it. The man who launches a new
industry and provides new jobs in an Irish country town, let
alone in one of the bigger established industrial centres, is likely
to be in the happy position of a prophet who docs have honour
in his own country. As more than one informant commented,
his countrymen may still be bemused as to how that particular
individual from that particular family cver achieved so
much.

But though the climate of opinion is not hostile, it does not
emerge from these interviews as particularly encouraging.

128




Specifically, informants identify three main areas where action
to create the right climate has failen short.

(1) Education for action in a changing and industrialised society:
awareness of world standards (Sections 3 and 4)

The gencral education of people in Ireland, whether in school,
through the Church, through early work experience, or in the
community at large, has not, informants insist, been such as to
hreed up people with a capacity and appetite for independent
action, as apart from the role of a functionary under direction.
Too lew have acquired even the basic virtues of honesty and
hard work. Too few are practical in the sensc of people who
have learnt how to learn, to go about identifying a new
problem and assembiing the elements for a workable solution,
or to use their hands as well as their hcads. Too few have
acquired the double qualification of academic knowledge and
familiarity with physical things and confidence in working
with them. Too few have been made aware of world standards
of achievement, with the result that too manyare either brashly
unawarc of the short-comings of Irish standards of performance
in certain areas, or else paralysed by lack of confidence in
what they themsclves and the country could achieve if they
faced overseas competition with {ull understanding. Too few
have been given a clear understanding of the practical possi-
bilities of business enterprise and its relation and relevance to
Irish cultural values.

Inlormants are not educational specialists; they state ends
to be achieved, not educational ways and means. But what
they are asking for falls into categories easily recognisable in
terms of current educational debates. When for example they
ask for a better combination of ¢ducation by hand and brain,
they are in effect saying that the style of academic education
which was appropriate when it could be taken for granted
that familiarity with handwork and physical achievement
would be gained at home on the farm, or in the shop or craft
workshop, is no longer sufficient in an industrialised society
where, for most people, physical work activitics have becn
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removed far from the home. Arensberg and Kimball’s [53]
picture of the physical work apprenticeship served, naturally
and automatically, by the sons and daughters of traditional
Western farmers in their home and community is no longer
represcntative even of farming. As rcgards the son or daughter
of a Dublin civil servant or factory worker it is totally remote
from reality. Socialist countrics, in China or Eastern Europe,
have made a principle of fusing together education by hand
and brain in preparation for life in a modern society. Without
necessarily proposing that particular model, informants are
raising here an issue recognisable to educationalists throughout
the world.

When, again, informants ask for education for action, and
especially for independent action, they point directly to certain
areas of development in educational thinking. Education for
achievement in McClelland’s sense, to develop the qualities
which will lead a man or woman to seek out new problems
and organise their solution, not merely to follow custom and
practice or a superior’s dircctions, is as has been said already
heginning to be built into the practice of management educa-
tion, among others by the Irish Management Institute. John
Raven and others at The Economic and Social Research
Institute have been concerned with ways and means of building
it into general education at the level of schools and colieges.
Raven’s study on the attitudes of Irish teachers [54] confirms
that the entrepreneurs interviewed have put their finger on
an arca of real confusion in Irsh education, as regards both
education for action and the relevance to the brighter as well
as the less bright pupils of education by hand as well as brain.

This is, of course, not enly a question for Ireland. The
writer has reason to think, from his own experience in manage-
ment education in Britain, that there is a problem here for
British managers as well, and that this problem goes back to
features in British education and British socicty generally which
have tended to produce a “reactive’ rather than a “motivated”
society.

In another context the writer has traced the necessary shift
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in a swiftly changing society from fixed rules of conduct, which
can be defined and enforced by the authority of the Church
and the community, to a more flexible approach which throws
on individuals and social groups the responsibility for defining
the problems facing them and the rules of conduct applicable
to them. They will, no doubt, need advice and guidance from
the Church and social institutions, and an ultimate pomnt of
reference in a limited number of fixed and permanent prin-
ciples. But, within very wide limits, the initiative and the
authority to decide on rules of conduct and their application
must lic with those individuals and groups in actual contact
with each situation. The writer has summarised elsewhere the
implications which are being, and need to be, drawn from this
in management education, Others have been concerned with
the same issue as it applies to the school curriculum [gg].

When, finally, informants spcak ol the nced for awareness of
world standards, the point will be obvious to anyone who has
followed, for example, the development of social science in
Ireland over the last two decades. It cannot be said that the
younger generation of Irish ecconomists, psychologists, or
sociologists are unfamiliar with world standards in their fields
or fall short of them. But it is well within the writer’s memory
when, with one or two conspicuous individual exceptions, this
was not so. It may be that informants under-estimate the rate
of progress in this direction in the fields with which they are
concerned. But if they state from practical experience that they
still sce a problem, their comment deserves to be taken
seriously.

One of the most practically useful points in this report is
the proposal that the State should set up a deliberate and
subsidised programme of study tours abroad for experienced
executives and technical stafl: and, gencrally, should pay more
attention to the “‘gatekeeper” function in promoting the flow
of overseas contacts and experience. OECD’s report on
National Science Policies—Ireland links a plan of this sort to
proposals for the universities to do more to encourage an
entreprencurial attitude in their students:
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A schemc based on a university-IDA joint effort might be
contemplated along the following lines:

(1) A screening process would guide the most promising

undergraduates towards an “entreprencurial course”.
These students would be attracted into the course by
means of sizeable grants or by endowing it with con-
siderable prestige.

(it) The curriculum would deal with such entreprencurial

(iii)

subjects as marketing, accounting, management, ang
the like.

At the end of the course, a travel grant would be
awarded so that each graduate could personally
investigate possible openings for products on foreign
markets, in close liaison with the Trish Export Board

(CTT).

(iv) After thus surveying the field, the future entreprencur

would be put on the payroll of the IDA and would
develop the technical side of his product, investigate
the equipment needed for its manufacture, and work
out the financing programme with the IDA. A business
could then be started up [56].

Informants in the present enquiry differ from these proposals

in certain important details. The point made by at least some of
them was about the need to give an entrepreneurial slant to
courses in many fields, not necessarily to steer students into a
specialised entreprencurial course. They were also concerned
as much with people already in business and management as
with students, and not necessarily with graduates alone. But
on a broader view the coincidence of thinking between the
OECD

report and the present enquiry is close.

On the specific point of education for action at school and
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college level, informants thinking runs so close to what has
emerged in some British discussions, centred on the proposals
of the James Commiittee on Teacher Education and Training [57]
and of the White Paper on Education—a Framework for Expan-
sion [58], that it scemed worthwhile to include as an Appendix
a practical example of the direction which some polytechnic
teachers in Britain think that the new general Diploma
courses now proposed for British higher cducation should take.

(i) Awareness of the social value and practical possibilities of
industrial enterprise (Sections 1, 2 and 3). The gospel of industrial
cnterprise has still, as informants rightly insist, to be preached
to the unconverted. It has not reached enough of the people in
distribution, services, and other long-cstablished Irish business
activities who could well have both the capacity and the
resources to take an industrial initiative. It is much less true of
Ireland than of other countries with higher ratios of employees
to sel-employed that to quote a recent American report,
“knowledge about self-employment in this country is a quite
well-kept sccret” [5g]. The farm, the shop, the pub, the
professional practice, are part of the family if not the personal
background of a higher proportion of people in Ireland than
in other developed countries. But there is less familiarity in
Ireland than, for example, in parts of London or in the West
Midlands of Britain with industrial self-employment and the
founding of new industrial enterprises. Informants are right to
stress that therc has not been cnough doorstep work “‘going
round the country on a bicycle”, to reach those hitherto inert,
as apart from waiting for those who themselves make the first
move.

Nor has the meaning of enterprise been got over strongly
enough to the general population especially through the schools.
The schools have not done enough to make girls and boys
aware ol the opportunities of entrepreneurial action, the
practical ways of seizing them, or the rewards which can follow.
In particular, the message that the life and career of a successful
entreprencur is a good one from the point of view of social
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responsibility and of work satisfaction, as well as of income and
wealth, has not been transmitted. Nor has a true understanding
of the nature and social significance of profit.

(ii1) Multiplying initiative by many agenctes (Section 1). Nor,
finally, has enough been done to multiply the preachers of the
gospel and the scarchers lor new enterprises, and to build a
netwark oflocal initiative and co-operation in support of it, by
more effectively involving local agencies—not always or
necessarily local authoritiecs—in IDA’s drive for new industry
on the lines indicated i1n Section 1. The question of a more
organised effort to encourage large established firms to help
to launch new independent Irish industrial enterprises is again
relevant here.

This is not simply a matter of business efficiency. It also
concerns the health and capacity for participation and self-
management of local communities as such. The informant who
argued that stronger cncouragement of local initiatives could
be a major means, not merely of increasing the amount of new
enterprise, but of bringing new life and dynamism to local
government and to local communities themselves, made a
valid and most important point.

The accent laid by informants on these general social or
cultural deficiencics, as apart from questions about the
economic and technical support system or about management,
is as has been stressed the most important finding of this report.
The range of agencies from which action to correct these
deficiencies is called for is very wide; (amilies, schools and
colleges, employers, agencies such as IDA, and the State and
the Church themselves. But so also is likely to be the impact
of successful programmes to correct them. To repeat the point
made at the end of the last section, what informants explicitly
or by implication are calling for is not some culturally valucless
or even damaging training of a narrowly technological kind,
Their criticism is that Irish culture is defective as a seed-bed
for enterprise in that it fails to generate among Irish people
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cnough of certain human qualities which have general value,
or to release widespread enough initiative. The action to which
they point as necded to create a beiter climate for enterprise
is action to raisc the general civic and personal capacity of the
Irish people and to widen their opportunity to use it. And the
attractive and responsible pattern of living and working which
entreprencurs, judging by thesc interviews, tend to create for
themselves is itsell a positive contribution towards doing this.
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Appendix

XTrACT from the report of a working party at the North-
East London Polytechnic, Diploma of Higher Education—a
Proposal, October 1972,

8. On this basis, and on the basis of an appraisal of the
destination of many such people in the past, we identify the
following major career arcas:

{a) business and public administration
(b) tcaching

(¢} social work

(d) communications

The Dip HE is not intended to provide an adequate terminal
qualification for entry to any career in these ficlds, nor are
these fields the only ones for which Dip HE would provide an
adequate general education. It is hoped that the programme
will make a significant contribution to the provision of highly
skilled recruits for employment in North-East London.

g. Objectives

The student’s objectives in the programme are conceived as
thosc of a general education defined in terms of skills relevant
to the ultimate vocational objectives. The working party
attaches great significance to the choice of this approach to
the definition of general education rather than the more
conventional one, followed by the James Committee, of defini-
tion in terms of subject knowledge. It recognises that pro-
grammes based on either definition will have much in commeon
but belicves that the distinction is an important one of principle.
In particular it means that the student’s successful completion
of the Dip HE will depend upon tests of what he can do rather
than tests of what he knows. The justification of this approach
is the observation that criteria of skill rather than those of
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knowledge are the most appropriate in the selection of candi-
dates for employment or further cducation and training in the
fietds with which we are mainly concerned.

10. This approach depends on the validity of an assumption
that there is a wide range of skills that can be defined and
assessed which constitute a common base for the employment
andfor further education and training we have postulated for
Dip HE students. We believe that this is so and that these
basic skills arc common to all forms of academic and pro-
fessional work. Qur problem then becomes the definition of
these skills and the means whercby students with a wide range
of background and interest may acquire them.

11. We define these skills tentatively as follows:

{a) the ability to develop alternative idcas about a situation

{b) the ability to formulate objectives and to do so in terms
of the means for achicving them

(¢) the ability to rclate this thinking to established bodics
of thought and knowledge and therchy to make use of
these

(d) the ability to identify within a situation personal
problems of value judgement and deciston

(e} the ability to work in association and collaboration with
other people; associated skills of communication and
social relationships including—

(f) the search, selection and use of written, graphical and
orai material

{g) the techniques of creating and organising such material,
including the skills of writing and speaking with purpose
in a variety of situations

(k) the formal and informal conduct of group activity in
committees, seminars and work tcams

(#) the use of mathematical and other format aids to thought
and analysis

{1) certain rote and mechanical skills
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It will be necessary for the student to develop the co-ordinated
use of these skills in planning and taking effective action in
situations with which he is confronted.

12. The working party acknowledged possible objections to,
and difficulties in, this form of definition of objectives. In
particular it recognises that these general skills can be practised
and demonstrated only in specific fields and activities and that
this practice and demonstration may be trivial if the student’s
cxperience of the specific field is superficial. However, the
working party is firmly of the opinion that, in practice, the
modern world rightly judges the general educational achicve-
ment of a man or woman by such skills, adaptable to many
diffcrent activitics, rather than by the more conventional
criteria of general knowledge of a range of subjects and informa-
tion,

Hitherto these skills have been generally regarded as the
by-product of an academic cducation in subjects. In our
conception these skills become the primary objectives. The
study of academic subjects is conccived along with other
student activities in the programme as a means or a vehicle
for their achievement ; knowledge of a subject is not a necessary
objective 1n itself.

For the student these generalised skills are not ends in them-
sclves but the means to subsequent ends in education, training,
carcer and a subsequent life outside the academic environment.
An essential objective of the Dip HE programme must there-
fore be to assist the student in formulating his subsequent
objectives and preparing himself for their achievement. To
the skills listed we must therefore add to the objectives of the
programme the formulation and cultivation of the student’s
academic and carcer intcrests and the development of a sense
of purpose so that on completion of the programme the student
has a clear idea of his next step and a well-founded confidence
to take it.
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