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other nations were watching closely for
ideas elsewhere, notably in the U.S. And
they have been very good at developing
them. To cite only a single conspicuous ex-
ample, the basic technology for consumer
electronics was American, but the industry
now is dominated by the Japanese.

Managers often don’t understand the
new technology, and in many cases are at
the mercy of technical staffs ‘“‘who are not
tuned to the larger goals of their compa-
nies,”” the Brookings authors say.

What can management do? A book by
Eric von Hippel, “The_Sources of Innova-.
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personnel visit customers and maintain
and repair the products. They are
equipped with manuals, spare parts and
tools to deal with the manufacturer’s stan-
dard products, and the employer evaluates
their work on the basis of measures such
as the amount of time repairs take.

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

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

_nies simply are going to have to put more

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

The Brookings authors see a role for
government, in part through an expanded
tax credit for research-and-development
spending. Government also should encour-
age the improvement and expansion of ed-
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