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I, INTHODUCTION

1., The temms "vocational training" and "vocational education" are used inter-
changeably in this paper; both terms rcefoer to all meessures taken to raise the

occupational competcncc of industrisal workers or groups of workers,

2¢ The criterion for "smrll-scale" or'medium-scale! cnterprises, as used in this
paper, is thc number of cmployccs, not the smount of capital investment or the
volume of production., Lnterpriscs with up to twenty or thirty auployces will be
considored small-scrle;  those cmploying between tiirty ond 2 hundred workers
will be called large-scalc cnterpriscs, Industrics that require comparctively
fow cmployues becnuse of high investment in cutomntion are not dealt with in this
pepere However, this should nct be interpreted os an undorevaluction of their

training problems or of their importonce for futurce development,

3. In most developing countries, rutomation will play 2 minor role in industrial
developmant for some timc to comc, Lven in o rapidly developing country such .

Isracl, thera arc only scventy comnuters in usc at prosent; eon optimistic forecost
for 1970 indicrtes ~n incrense t+ nbout 110, In full operetion, theoy service not
morc¢ than = fow hundre! of the 12,000 incdustrinl c¢stoblishments and workshops,

Somy of thcse computers, however, arc fully or partially uscd in lsracl's defence
system, governmenmt agoncics cotc,

Le An ox~mploc of a potential but rostricted use of cutomation in developing
countrics is numericel contrel, This typc of cutomatic stecring is worth-while
only in large-seale production; its usc is improacticel in developing countrics
whore intorncl merkets are smll and exgort trade is limited, This papor, there-
fore, dorls with small and medlum-sizc labour-intcnsive enterpriscs that arc not
highly cepital-intensive,

/.0.




ID/CONF, 1/G.79
Englisn
Page 3

II. MaNFG R IN SMALL «ND MEDIUII-SIZE ENTERPRISES

Labour force in small enterprises

>+ The functions performed by a smell workshop or factory sre fundementslly similar
to those of a large plant, Because these functions in smell enterprises must be
handled by few employees, efforts ore ususlly mede to employ "all-sround" people,

or to troin new worlkers to handle more than one job,

6. There is s genersl tendency to employ workers who ¢re over-quelified for some
Jobs and underquzlified:for other duties thot they must perform, Often, en employee
who is cualified for the skilled tasks of his workshop must slso do semi-skilled work,
However, the some worker sometimes does not come up to expectstions when orders for
work hove been accepted thot require highly specialized knowledge, skill ond ex-

perience,

7. The ménogement of smell enterprises with technicel, sdministrstive snd b siness
responsibilities very often does not have the skilled munpower in each of these fields,
An ovner-nenuvger may bhe ¢n engineer who lacks an administrative and commercial back-
ground; or ne mey be un experienced businessman who must rely, in technical matters,

on iis tecinicolly-skilled workers,

8. In smell vorkshops, there sre seldom special foremen or supervisors; one of the
senior skilled workers who undertazlies his share of procticel production also acts ss
foremon, Furthermore, there are generally no specizl maintenonce men or repair
vorkers, This work is performed by production workers who are often overqualified
for duily mrintenunce jobs but who are not capable of doing complicated repsir work,
"hen manecement hes suificient insight ¢nd enough working cepitsal, compliceted repeir
work is #ssigned to entrepreneurs outside of the orgsnization, Unfortunstely, in
many coses, smell workshops are hampered by lack of funds snd, therefore, expensive
equipment is often mishusndled by incompetent personnel,
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9«  Incdequrte job performance of personnel in a snall enterprise is 1auch nore
scricus then in o lerge factery where the cintribution of individurl workers is less
impcrtont,  Mistokes in 2 lorge onterprise esn be discovercd readily through

ucechanized procussus ir by fellow—workers whe arc speciclists in the seme ficld,

Labuur forec in medium-size entorpriscs

10. In pl-nts ond workshops with Lore then thirty criployces, division of lebour is
lerg ccrplex than in small entorprises.  There is o scperation of technical and
moncgent functions fron ~drinistrative and business functions, Thc¢ definition

of "scni-skillod" nnd "skilled" workers in such workshops or foctories is more
merningful then in smell cntoerprises, Becruse of more extensive use of mechinery
and cquipment, mcintenonee ~nd repeir work is emrricd out & a greater degree by

caployees hired ospeeirlly for such jobs.,

1l. Workers arc often crgonized inte groups of the soue trade, for examplc, with
all lethe turncrs perfoming together, Or a teem oy produce a total product by
working togethor cr it ary corry out o seciel operation with each man contributing
his individurl skill. In both cases,,therc is some form of supervision by o

foreman or supcrvisor whe docs not take an active pcrt in the work itself,

1
a
12, Although long-renge plenning » including menpower developuent, is rccognized as |
once of the basic functions of whnegement, medium~-size enterpriscs scldom allocate i

funds for training purposcs,

13. In contrast to smrll enterprises, there is nlmost no dircet deily contact
botween workers and mensguncnt in nedium-size plonts, Contnct is an importont
factur in worker-managenent relotionship and the lack of it con ~affect the treinin,:
of werkers,

Vocotional treinin: ond education for small enterpriscs

14e In spite of neny possiblc oxecoptions » nost small workshops noed o highor per-
centaiu of highly skilled werkers with a wide range of knowledge and qualities of
flexibility and adaptability thon larger plents, Unfortunctely, in their early
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stages of development, small enterprises are seldom #ble to contribute very much to
the training of the type of manpower they need most, They ususlly cinnot afford

the expenses of on educttional programme ond their labour force is seldom qualified

to train craftsmen adequetely, It seems, therefore, thut this task of vocational
educotion must be cerried out mainly by institutions such as tride schools, vocationsl

schools #and training centres,

15, Training, however, should not be exclusively institutionul, For employment
in a small workshop, treining con best be completed if troinees are given actuel
experience of working in a shop under pressure of time ond possibly unfavourable
conditions, and with obsolete equipment. These experiences ure so importent thot on-
the-job truining is recommended even in Such sm:ll enterprises, if there are skilled

workers who have sufficient telent to do @ good job of training.

16, TFor successful work in & smoll workshop, flexibility end adoptebility ere ¢s
indispenseble as technical skill, '‘ithout these qu¢lities, which should be ' ressed

during the institutional trzining period, ¢ worker can find himself almost helpless,

17. Generzl education is also valuable to workers in small enterprises, Develop-
ment of personality cen give wvorkers o feeling of responsibility in their jobs &nd

enable them to m:ke decisions wisely and defend their decisions once they sre mede,

18, As for men who ¢re in chorse of smell enterprises, often they sre found to be
as much in need of technic¢l training ¢s the workers., If ¢ mén is the owner of a
firm and if he lucks technicel knowledre, he is in @ position of greut disadvantage,
He probubly hes secured his job through proven success in business, Poor evsuluation

of his ovn sbilities cin be s harmful to his clients ¢s it is to his workers,

19, Dxperience in Isrzel hes shown thet it is difficult to encourage menagers to
supplement their knowledge by teking treining courses in the sime msnner ss their
workers, It is ugually s blow to their prestige to udmit lack of knowledge that

could be corrected by toking the seme courses os their workers,

&
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20, Vocational treining of workers in Isracl is o function of the Department for
Youth and Vocnation~l kducation, Ministry of Labour. Management training is handled
by the Froductivity Institutc, a public orgonization that functions under the
Ministur of Labour but is not n regular administrative unit of the Ministry., The
institute docs most of 1ts management troining in the form of single study days,

individunl c¢vening locturcs, or short courses on highly specialized subjeets,

21, Corcerning the financing of tr-ining activitics, therc is o significant
diffcerence between mancgement-troining finmnecing and financing of worker~training,
Small workshops arce usually not cble to poy the full expenscs of training for their
amployces, but it sccms to be a question of honour for an owncer to pay for his own
studics, To ignorc such a psychclogicoel situation weuld be to bring the best

intentions regording troining to nought,

Vocational training and cducrtion for middle-size cnterpriscs

22, In middle-sizec cntorprises, o distinction is made between scmi-skilled and
skillod workers. In this context, a skilled worker is thought of as one whe holds
a job equivalent to an apprenticeship in progressive countries, Semi-skilled
work, although highly spceiclized, requires a relatively short training with little
« no necd for training in rclated subjccts, It requires efficicnt work techniques

thot con be applied successfully without an understanding of why they are being used,

23, Semi-skilled troining can be given to workers on the job at relatively low
exponse without previous institutionel study. Its adventeges are obvious, In the
case of ~ new factory or o new unit within » frctory, treining of semi-skilled
workers should be carried on in the plant, using its equipment supplemented by
simplc training devices,

24, Training of skilled workers fur medium-size enterprises can usually be accom-
plished officiently on the job., Less flexibility is demanded from these workers
than from trainees in small workshops, No time or material is wasted during their
training period. A mutual-interest rclationsh.ip develops quickly between worker
and employur; the treinee becomes productive in a short time and is eligible for
woges,
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25, On=the-job treining can take the form of an apprenticeship suit~ble for young
people, or it can be accelerated training for ndults, Medium-size factorics should
never be so highly speciclized that mobility of workers is impussible, If con-
ditions mako on-the-job training imprecticel, jnstitution~l courscs should bu used,
The disadvanteges &re high costs, distonce of schools from factories, and the frect
that treinees receive 2 cert~in degrec of over-qunlifieation in order tu sctisfy

the needs of the genercl lebour market.

26, At the middle and senior management levels, a distinction is made between
technical personnel anc administrators. Technicinns and engincers recaeive troining
in specirl institutions. They should not be sredunted without receiving sume proce
tical work experience. This experience is essentizl for employees of medium~size
onterprises in which technicians and enpineers usually perform functions Jdirectly
cornected with procduction,

27, In medium-size enterprises, tho middle-level and genior administrativo staff
must be quite flexible as they are usually few in number in each plante They cen
develop flexibility through part-time education, in the plent if possible, or
through institutional training for special courses.









