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In all emerging countries, the development of human resources remeins o

priority task since withrut exception, there is still a lack of vital entrepre-
neurship, the prnduct of initiative, drive, aszbition and manrgerin]l telent; there
are still attitudes which do not permi‘t the advancement of the best suited; and
there is still the nmix of trcditional behavior potterns end motivaticrn wliich huve
been denying the emergence of a suitable environment for industrialization.

The task of developing humen resources in an environment of un eserging
country by attempting to mold attitudes end chenpe motivation is most complex.
Yet, it secme that donors of technical assistance can play an important role in
developing numan resources, not only by creating opportunities for work and profit,
but also by providing industriasl services in an attempt to shape the motivation
of thore who are already in the manuficturing process =8 well as of those who
because of essiciation or study constitute a potential managerial resource,

In the following,I will describe some of the industrial services with which
1 am familiar, In doing s0 I will loan heavily on experiences gathered during
the 1nst four yerrs in Higeria and wherover feasible, I will give data on the

input of resources and the number of people reached, At the same time, I will

also refer to industrirl services projects of this type in three other countries

(Brazil, Spain &nd Yuposlavia) in which I have been associated with similar

exercises,
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Industrial Newsletter

If popularity is a yardetick for the usefulness of certein industrial services,
the Industrial Newsletter would certainly rank first. In Jigeria, the Industrial
Newsletter has gcno every other week to mrre than 9,000 Nigerians connected in
one wvay or another with Industry, This nunber is growing by between 1NO end 200
nev recipients for each new issue, While the first 150 recipientzs of the
Induetrial Newsletter were selected by us when the Nesletter was started in
Septenter, 1963, subsequert ndditions were mainly made in response to specific
requeste or sugrostions by established recipiente although occasionally we added
some nones of our own cholce. .

Because of the wide varioty in occupation end background and bscause of our
wish to serve as many needs as possidle, the Newsletter had from the beginning
4n-~luded many amorphous subjects ranging from topics designed for village use
such 88 how t» build Solar Water Heaters to such sophisticated discuseicns as
the importence of human relations in modern industry. Other subjects which were
fncluded recently were: Small Plant lay-Out; Emp?nyse Treinings Husan Relations
in Management; Glossary of Management Terms; Startings and Managing e Small
Business of Your Owns Pernonnel Practices; Distribution and Sales; Records and
Reports; Enterprise Organisation; Financial Mansgements Research and Public
Relations; Fundamentals of Accident Prevention; Mechanical dardling of Materials;
Control of Blectrical Shock Hazardss Proper Use and Maintemance of Tools; and
Corrosion and Ite Prevention.

This iz obviously a.broad runge of subjects but then the Newsletter is a0t

really desirned to provide information which cen be translated in all instances
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into actual operatiors., Instead, it i{g to whet apputites for better things

and shape attitudes conducive to creating o state of receptivity for new approaches,
In othor words, the real purrose cf the leusletter {s to encourage recipients to

do lom;thing hew or to do scmething better than befrra, At the same time, the
Newsletter continurusly introduces stendards of perfommnce and excellence and
encoureges people tn conpare their performence with theme stendords and try to
crapete with them., In douing 80, the Newsletter recognizes the frustrations that are
being encountered in the environment of an emerging country and partly by attempting
to come to grips with specific problems, but in 8ny case by tho mere fact of its
scheduled appearance lends Suppert to those in Whom a wish for Achievegent can be
awvakened, Thus, the Industrial Newslotter like the other industrial services which i
I will discuss subsequently assunes that this wish for better things, the desire 3
for improvement 28L 88, in fact the entire motivation process for achievement {a ~
not necessarily a product of Lhe existing environment {n an advanced society, but
can be generated and developed as an acquired characterietic 1 an ererging
country,

Raving slways been preeged for funds and st:ff time required b- the srowth
of the Industrial Newsletter s well ug the other industrisl servicee, we have
over the yeers developed certain techniques which permit us new to perform
these services with what we believe is a minimux of recources, In the case of
the Industrial Newsletter as it appeers in Nigeria, the typing of the
"mltilyth® stencil (eight pages) and the addressing of emvelores on an

addressocraph machine is carried out on the premises of our offices with the

printing, collating, folding and "stuffing" of envelopes handled by a contractor, ;
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In the past em 2lopes were ther. returned to the Missior. solely for postage

metering but mnre recently we heve been compelled by tr.2 Nigerian postal authorities

to sorf envelopes by region &nd major cities and towns, an additional burden that
we had to absorb, Americen staff time (1argely my own! is about two hours per
Newslettoer which includes the occasionnl selection of texts -- subjects run in
i{nstallments==the drafting of the first pcregraph and dictation of special replies
to other thon routine nail, Staff time of local associztes for the Newsletter is
60 hours per week,

The technique most responsible for the reduction in staff time needed for
industrial services, is a very simple coding system seared to technical sectors
(0vg., wetal processing, automotive repair, leather, textiles etc.) ae well as
to an indication whether we deal with private entrepremeurs, emplryees in
private firms, employcee in povernzeni-owned corporaticns or civil servants.

Ve hnve learned, however, not to allow in this code systen for location

(vecmuse of the considerable mobility of recipients) and instead indicate region
of douicile by the color of the addressograph plates Since these plates can be
replaced (and then reused) with reletivo esss, this turned out to be & better
aprroach than & reassignment of code numbors every time & recipient of the
Rewsletter moves to a new address,

Recipients of the Nav'sletter are beinr encouraged to refer to their code
numbers not only when writing to ue on matters pertaining to the Heuwsletter,
but also if requesting assictauce in the form of some of the other technical
services which we provide and which I will dezcribe 1=ter on, These reeipients
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have been using their cnde musber with considerable enthusinsm giving us
reason to believe thct o prestige association has entored the picture,

As I have indicnted, *the response in Nigeria (ns well as in the other
countries in which a liewsletter of this type hnd appesred) has been most
encourcging ns evidenced by the "fan mail" which we hrve becn receiving. In

faet, it scems thet the Newsletter hes been apprecis ted merc thon the other
industrial services as an expreession of goodwill. T2y Industrinl Newsletter
has also played an importcnt role in offsetting disappointment on the port of
those many Nigerians who have come to us with requeets for such specific
technical assistance as training abroad, grant or loan assistance and even
Jnba; after being compelled to turn them down, we could at lenst offer scme
modest help in the form of placing them mn the mniling list of the Newsletter,

There hes been not onlv the priblem of & consideracle amount of mail
but alsc the walk-in trade, a condition which predictebly increaces es the
Newsletter becomes more "personnl” nnd ccvers subjects of general interest.

Por inetence, in Yugoslavia we had te delete & series ¢f the close support

&iven by industry in generei tr surgical techniques ami the ‘reatment of the sick
because €0 meny individuals ceme to see us to describe their medical problems
and to ask for additional details. Yet, obviously it would defuet the purpose
of this service of developing motives were it to become completely impersomal,
Under the circumstancss, we have tried to answor every inconing letter cnd in

the process found thnt some twenty ctendard replies take care of rbout 9

of issues rnised leaving the remeining 10% to "individucl treatment® repliee,
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At the same time we hrve developed a preint.rvie” questionnaire with the help

of which we have been uble to keep vieits by the walk-in trade to lese than ten
minutes each and still have nost visitors depart cheerfully. (A sample of

the Industrial Newslctter is ntteched).

Technical Newsletterss
Heedless to sey, the range of penernl subjects included in the Industrial

Newsletter hes led to surgestions from many recipients to poy more attention to
certain gpecific technical subjects, Therefors, as an experizment to determine
how & technical letter would go over, we began about eighteen months ago with
a bimonthly Woodworking Letter whioh after it turned out to be very successful —
it now goes to 1,000 recipients in ligeria — was followed by an Automotive
Maintenance and Repair Letter (900 recipients); 2 Shocmaking letter (s00
recipionts); and finnlly & Metal Proceseins Lotter (600 recipients)s These
technical letvers go only to individuals who are specifically cuncerned with the
technical subjocts covercd and in contrast to the Industrial Neweletter, the
technical letters are quite impersonal; and vhile the accompanying trensaittal
letter molicits opinions end views, 1t does so in low key.

¥hile the Industrial Neusletter resios heavily on Us S Government
publications which are not protected by eapyrights, the tochnical letters mst
as ¢ rule use copyrishted material, Howower, after desoribing tu publishing
heuses whrt we are trying to do, we h ve with proctienlly no exception received
permission to use tholr matorinl, although vith the obvicus stipulation that
we give credit to the source. (Semples of the four technicnl letters are

attached) (Staff times 60 hours of local pssociates, weexlye)
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Technical Inguiry Scrvice

Established in the mid-1950's rs Joint venture between AID ond the U, S,
Department of Commerce, n cooper-tive efiort which wr s later joined by the U, S,
Depnriment of Lobor, the Technical Inquiry Servico (TIS) h-s turned out to be o
most useful device. As its nome indic: tos, the Tochnienl Inquiry Service was
designed to provide replies to technicrl inquiries om nating in the field. To be
in a poeition to provide suitrble rnswers, the Tochnienl Inquiry Service h-s at
its dieposnl o list of 5,000 Ancricen enfineers, consultrnts, scientists and
technicicns to whom it can turn for ussistance. During recent ye-rs, however,
I8 procedure were sirrpened rt the Wnshington end nnd as inquiries from the
field Yocame repetitive and incressingly involved rolr tively simple quostions,
the TIS seems to have beyun to process many inquiries undér its om rteanm

and 2180 relies increncingly on bnsic textbooks which nre now being sent umt
in lieu of specific reslies. As fnr as our own staff is concerned, a total of
ebout forty man-hours weckly by a locsl aseociate have been roquired to process
750 inquiries’znd reprok and ship out incozing replies from TIS herdquarters,

This TIS hns boeen & most useful progren, Unfortunrtely, houever, it is

elro n reletivaly expensive nrorram, Although peid by AID on n worldwide basis
and therefore not chrrged agninst progma funds of » given country, the
relatively high expense compels AID to continuously hnve n Wrad look at the
usefulness of this progrem rnd to mudi% rosul*s, Since the cruse~end-effoct
sequence of TIS asmistance rendered and boneficicl resulte gnined — and I will

s2y more rbout this problem lntor on = i most difficult to troce, thore
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has been a considerrble amount of soul searching 1coently both at AlD's
Washington headquarters ns well as in the field, the omtcome of which is
still uncertain. In any case, I believe it is scfe %~ predict that ¢ slearing
hou3se nf some sort for technical questions will contirme to exist under AID's

auspices although its shape and form may be modified.

One of the services which has always been very populer is the Technionl
Book Progran which AID has carried out in a number ef Miseions to which I have

had the privilege of having been nseigned. The funetion of this p

simples Individuals who come or write in for assiztonee such as on new technieal
processes or mansgerial techninues are given a tce%mtul book which eover the
subject of interest nnd this bdook is expected to meet or round cut requircments,
However, the Technicel Book Program has posed a considerable administrative
buxden on us in tracing certain titles, frequently given incorrectly by would-be
recipiopts, to publishing houses, thon erdering and rsgam paving for these
books, receiving and dietributing them rfter they am;e sevcral months later,
In Nigeris, our cods system has helped £nd we hrve streamlincd procedurse of the
Technical Book Program to a point where it czlls now for omly five houu weekly
of staff time of our loeal aucciatea; However, boocsuse of funding problems we
do not publicize this program any longer and process not more thun about three
hundred titles annually,




Tochnical Film Progrem

While a short discussion of the Technical Film Program belonge in thia
aeriea; I would 1like to rccommend thut if a program of this type is adopted af
all that this be done with a clear understzndins that only institutions in a
host country which have experiunce in disseminating visual aids be considered as
recipiente of films, Experiences in a numbor of countries indicate that the
administretive burden of distributing films followed ty the difficulty of gotting
them back on time and last but not least the frequent meed to splice and revaiy

damaged films cause this to be a very expensive service.

AID's Mission to Nigeria introduced im 1965 & pilet pe

of correspondence course treining f Nigerians now in ssnag k
expected to assume manngement positions in the foreseeable future, I Believe
this was a first attempt of this sort ars far ae AID is ooncerned, This pilef

project was limited to sixty-four Nigerians ami was carried ouv by the Intermat

Correspondence Schuol of Scranton, Pennsylvania, and leSalle University
Extension in Chicago, Illinois, It has besn unueually successfuls a muccess
vhich can be measurcd in quantit.tive terms. While onrreocpondence studente in
the United States drop out at the rate of up to 80 per cent, we have had in |
Nigeria unly 20 per cent dropouts, involving levgely those who were affected

by the political eventé of the last eighteen monthe, The two correspoudence
schools also assured us that in terms 4f gredes, Nigerian students do much
better then their American counterperts,
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The general men gement subjecte which turned out to be most popular were
cemplete Businese Man' rement, Fersonncl Mon:gement, Office Monogement, and
Production Mnncgement. The specifice edministretive subjects chosen were
Inventory Control, Advertising nnd Snles Promotion, Merketirng, and Industrizal
Supervicion. Finally, & nurber of individuals selectcd cccounting tabjects,

Some of the experiences which we heve guthered micht be of interests, In
the first plrce, we belicve thet the succese of this project can be traced to
rigorous selection jrocedurcs. Aftor publicizing in the Industrial Newsletter
our intent of introducing this pilot preject, we requested thot {individunle who
were intcrceted cruplete questionnaires, end at the same time nbtain a
recommende- on from their employers, os well as a written stutement thet thelr
immedirte supervisors wruld guide participents through the course and lend a
helping hrnd if necdeds We beliove th: t the involvement of supervisors hrs
kept the intcrest of those prrticipents alive who othervise might have thrown
in th: towel,

Mnother feature .hich we believe hus had & positive effect on this project
is the requirement to return conpleted leesons throush our office., This permits
us t0 kcep track of progrese mde (and ns 2 side offect reduccs the postege fee
to participants from fntornational air mail postepe to local surface postage).
Progress mrde by individuels is being recorded on a large wall chart and
stragelors (those who do not complete a lesson ina mon‘..h) erc first being
encourag:d by us by & letter; and if this has no rcsults, a cecond communication

{a beins addresscd to their suervisors asking for their interest.
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Staff time nf local associates has averaged 30 hours.

Finnlly we hard out Certificotes of Cempletion (copy attached) to
1ndividﬁals who have finishud « course, a feature which #3 ¢ rule is being
covered by local news media and thus encournges *hose who are still in midcourse,
While this project worked out well &t our end —- iocal ataff time requirements
have been in the order of 30 hours weekly - some difficulties heve been
encwntercd, however, at the Strteeside end since we had not alloved far the
reluctance of the correspondence schools to change their procedures which at
times appeared to be sot in concrete. This lack of flexibility is no doubt tied
in with the need or the part of these schools te rcduce costs and turn cut a
"mass product".

While I forescec a great potuntial for management training through
correspondonce courscs, the difficulty of tying it in with a permonent insti-
tution is considerabdble, While I will touch on the goneral difficulty of
institutionaliszing technical services latar on, it might bc of interest to note
thet we have tried to establieh : procedure whereby the rroding of lesscous would
bo dono by one of the two Industrial Development Centers in Nigeria which we have
supported actively with AIM parsomnel and equipment. Unfortunntcly, howaver,
and in spite of the schools' willingness to help us in trving out thie approach,
the recent political events in Nigeria put whet wo hope iz only a temporery
stop to this plan. or the srmec reason, our attempt to branca out into

technical correspondence courses such 28 for elcctriciens, cutomotive repairmen,
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carpenters, etc., alsc cane to a halt. Hrwever, at this initiel stoge it can
be said that in the technicel ficlds where it ie most difficult to provide
inplant' training cbroad, correspondence course8 mAy reprosent a stoper.p measurc

of considersble interest.

Mcpngement Seninors
During the last three rnd one half yeers, we hrve held twenty-six Man~gement

Serinnrs in Nigeria at intervels of sbout six wecks (no Seminars are being held
during the Christmns senson or during the summsr months)., Altnough initielly
designed for twenty-f27 individuals the avercge attendance for all Seminars hus
grown to forty-one, with the last ten Seminars having an nvorege attendance of
fifty participints. These Semincrs are held by American lecturers who are in
Nigerin either under AID cortrrcts or under & contract with the United Netions or
mich institutions nc the Fora Fou dntion. Seminnrs rre progrommed for one working
woek consisting ¢f ten lectures, one in the mornins ond one in the cfternocn.
Topics discussed heve ore cormon denuminetor; Manogement Tochniquos. During &
recent Seminar, the following subjects were discussods Centreligstion and
Decentrolization; Delegation rnd Controlj Mrnageriel Uscs of A~countings
Bnginearing Aspects of Manngements Psychological Foctors ia Mrnagement; and
Organization Planning, (A cupy of a rocent schedulc ie attached.)

This hrs been ny first association with scheduled Seminars of this type
and it is still difficult for me to say why these Seminnrs have been 2~ popular

as they have been in Nigeria os evidenced by the increesing nunbor of peopae
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who want to attend — at one instance we hnd to turn ammy fiftecn aprlicants
while an additional five "crashed the gnte™, Even the snonymous evaluntions
which we requust from nll participents at the end of sach Seminar on hond of a
carcfully prepared questionnaire (sampic atteched) de not seem tc provide the
enswer although it scvms thnt these ceminers rwaken an ewereness on tho pert of
perticipenta thet there rre certzin tochniques and methods in menngeament whiech they
should study ~nd pct familinr with., An attrective ferture of these seminars hns
been the rwarding of Certificrtos of Attendnnce sipned by both the Mission Director
ard the Chairmnn of the Nigerian Inctitute of lirnrpement, It should be added thet
beginning with the lest four Seninars the Nirerian Institute of Mrn- gement hod
begun to cn-sponsor them and thus introduced institutionrl cepects which we hope
will eventunlly lend to an assuiption of the responsibility for holding those
Seninanra by the Manrpement Institute,

Prom the cdministrative point of view, tls lion gement Sexinars have been

relatively easy tc introduce, orranize tnd hold, On the avernge, thcy have called

for about twenty hours weukly of the time of & local hire secretary who aftoer some

training handled all corresponcence, (The rverage figure it misleading, however,
since juet prior to rnd right af%er the Senincrs, thrt is during peck period

of activity, this sccretery hns been busy on n full-time b-sis working on
management seminars while during the remainder of the time she works on other
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An important frctor freilitr-ting che holding of these Seminnrs hns boen

thoe coorereticn of *ho verious inetitutions providing lecturcrse. These hzve
inclucied the University of Nigzeria, the University c7 Logne und other Nigerinn
secdemic institutions. Equally importunt b s been the coopern.tion of public
corporations znd nrivrte firms in noninzting suitrble personnel to attend, This
cooperation wes only srrdunlly achieved by us as the value of the seminors

could be asscssed,

Iechpical Sepinozs
I would like to mention briefly technical seminars but I do not propose to

deseribe thuse tochnicel seminars since in Nigeria they have boen conducted within
th~ “remework of two Industricl Deveolopment Centers without an input of the grovp
of people who are responsible (at the homdquarters ~ffice in legos) for the
implencntrtion of those industrinl services I heve mentioned before. In fact,

1 beliove Technical Seninars do not belong within the context of industrial
services, »s discussod here, since thoy cennot be held outside on institutionnl
fremevwork within which demcnetration equipment cun boe provided and aa

orgenized follow-up activity can be introduced.

In describing the various indugtrinl servicus I have indicntod on & number

of occasions th t ceptain sorvices hrve been quite popular and usefuls Yet,
before swamerizinge thesc fvorable facets, several negrtive aspocte should be
mentioned,

~l4~




First, it has been most difficul, to truca the bemefits of those
services 'nd follow r cruscennd-offoct Scquence thy t would hove o meaningful
application to individunl rdventoges derived. For instance, have the recipicnts
become better man~gers? Hove they becn able to ettain higher profits? Huve they
saved production time? Heve they reduced accidents? To detcrmine results,
we have tried to encourage beneficiaries of these services to provide us with
maasurcble success stories or submit critical comments to us, Howev.r with a very
fow exceptions, this apprrach hre not had practical reeults,

Second, thcre has been th. difficulty ncross the borrd of
"institutirnalizing® industrinl service activities, Trus, os long 28 we or other
foreign donors arc engaged in providing these scrvices, they may be expected to
be onrried out successfully and eradunlly incrense in offsctivencss and impact,
Howcver, at least in Nigeria, it has been difficult to generste host governoent
intcrests in alloenting counterpart personnul of requircd srmpetince ~nd dediention
to be train.d by us and @ven nore difficult to £ind » host governnent institutien
whic.. would be willing to carry on. In feet, with th. only excuption of nonsgement
seminnrs (and the technicul seminars which ere earriod out under r different
project which is elready part of =« growing institution th:t we had helped to
create in the first pluce)it must be oxpected thrt most of these industrisl
services will corse to exist after the foreign donor — in this case the USAID =

terminatos assistance activitios,
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While cortain case historios ¢nd subjective assceaments misht be
necepted ns et lenst prrid~l -newers to questions tskud in rel-tion to the
first problem ::nd while benefits derived while the pregrim lasts mty be considered
outweighing the incdequeey of nn institution:l tiv-in as far as the second problen
i{s concerncd, thore if a third problem aror which I would 1like to touch upen.
In previding these indurtrirl services, s 1 h~ve pointed cut earlicr, we prceed
cn the basis of the assumption thct we can understond and thercfore influence
individucls ir emcrging countriis by encournging them to think ond draw conclusions
80 08 to genernte wistes rer finding end seizing op-orturities, In doing so,
however, we must not lose sight of the fuct thr t individuals in morc developed
societics, let nlonc those in emerging countries, ere guided to a considerable
extent by emotions, desires, sentiments, needs ~nd & rance of attitudes which are
genernted by the imnedir te environment. Responses coming from this uncherted
area mey £t times have n reterding offect on ths bost thought cut industrial
servicos progren., Yot 28 men cbtoins A heritege from the environment into
which he is born, he elso lerins by practice, his own ~nd by cbscrving others.
Therefore, 1 ~c confid nt th't the eseud planted by these industricl services --
te it nt the villege level, in the smell shop or in the larger plont — wil
eventunlly grow to hrve the results which will contribute :1so to chi.nging those
facets of th. enviromrcnt which ncw hrve o reterdins effect,

In sumrery, L beli.ve the ndvantzees rnd bemcfits of the¢ industricl services
are impressive., Theyr fill in to some cxtent eround the isl-nds of sctivity

penerated by lrrpe scele induetrirl projects ~nd thev crerte no doubt «.. weroness

of better things bevond the horizoa of treditional orbite and thus swaken g desire

for further ~chicvenants,
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