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TRE DEVELOPMENT OF INDEGENOUS SMALL.SCALE ENTREPRENEURS IN
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the ocase for aivll-scale industry playing & leading role in the
eoonomic dc!’lopmoae of Africa is by now well established and
doocunented.™’ Governments sre becoming 1ncrtautnf1y awsre of the
need to design progremmes end policies which will encoursge the
growth of snall businesses. This present paper will concentrate
on Just one aspect of these programnmes, the selection and train.
ing of indegenous smsll-gcale entre eurs (both existing end
prospective) in an African oontext, It 1is worth reitsrating
et the outset however thet these will only be effective if small
businaesses in general operste in a favourable economio olimate.
This is largely conditioned by sound gublic policies, such as
the provision of adequete oredit facilities, equitable pricing
and allocation of scarce raw materials, & fair share of licences
ﬁ:rttaportod equipnent and tariff protection for infant indu.
stries.

We shell discuss the question of appropriste treining progrenmes
for Africnn smallescale businessnen in the following sequencc:®

- First of all, we will describe the main funotions of the ens
trepreneur and examine some of the personsl cheracteristiocs
required for success.

- aecoadli. illustrate the level and content of the teaching
petorial and dunonstraution techniques desired, including
various ways of conmuniocating given imowledge.

» Thirdly, suggest suitable institutional settings for such

in Afriaonn

$ Grouth

3 4]
Boonomic Developrent in ‘lntg
and_Change“s MoGraw Hill, 15

Small Industry in East Africa, Econonic Cormmission for Africe,
October 196’4 .

I.L.0, Activities relating to the Development of Small-scale
end Handicraft Industries in Africa, 196065, I.L.O. Gencva,
Degember 1965,

The Role of Snall Enterprises in the Industrialisation of the
Arab Countries, I1.L.0. Geneva, January 1966,
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Although this paper was written with africe south of the Sahara
especianlly in nind, some of the concepts may also be relevant
to developing countrics in other parts of the world,
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4, Pour runsons cun b. pdvencud for ndonting this approucht

1.

Training rcsourcoes, both hunien and finencial, -eF¢ 8CBTCE.

If they nre to bC ¢ploy.d to tho naxinun offcet, somc Suloce
tion proccdurcs 'r n.c.8s6Ty whorcby instruction can bo dis
voted to thos. p.raons who havu the uptitudus and motivations
to gain ~ost b.n it frov it. Anyonu who iz to suparate the
gheep fro the smnts Arong csndidatus for cntruproncurial
sroinins progroTTos ehould havu & brond understanding of the
queliti.s dunandud and be uble to identify then in a hotoros
gunoous group of puoplee This epplics cspucially to afries,
whoerc Jatreproneurs hove noen drown fror an oxpstriote olass
in thc prste Givon the desire to “africonisct {ndustry, this
neons thnt nony of thu trainecs will be starting fron soratoh
without » succussful busincss reeord behind thon es proof of
thoir potcntinl for further dcvelopuont. The porsonal chornge
teristice of thc ceandidutes ~ust therefore funturc nore proe
minontly in thoe sclootion nroocces, We will show that antroe
pronuurs roequire soni spocinl innate charecturistics Af thoy
are to succued, and these are not nuocssarily disclosed by
conventionnl cosderic tests.

8inilarly when drnwing up training syllabuses onc should be
fa~ilior with the kind of things thot thc owners of small

firms in o ronge of industrics have to know 1if their busincsses
arc to survivce nnd prosncle Bven if, in onc sense, ontroprie
pours nr¢ born and not nado, they oon still be tought various
techniques which will help then to nnka the best usc of thelr
natursl instincts. Thc i~ should be to include oll cssential

. elonents of thcir dutles and functions while at the sane tine

3.

b,

rocogmising their 1i-itations, so as to avoid orarring then
with o lot of irrclcvant or theoretionl knowludge whioh thuy
cannot opply in thulr particulnr situations. These lirptations
ocn bo pursonal (uduertioncl luvel, prior industrisl cxporicnce)
funotional (the foct thnt thuy arc usunlly solely rusponsible
for nll napcets of nonagement deternines tho nrount of know=
lcdge they can absorb) and onviron-cntol (the nochinory ut

their disposal or witain their nuons, thc availobility of
outsidc finanous, the ekills of thelir workers, tho charagte
teristics of thoe norket, ofCe)e

Given 2 judicious sclootion of infornotion ond techniques, 8
lot still dcponds upon how _this wnowledge 1s put across, A
cours. on production napngenent glvon to gro\? of divorse
nepufacturcrs noy foil bucaues snch onc 1is uneble to relate
tha generalisad conccpts to his owm norrow product field, An
squelly inmportnnt consideration 1is %hc extent to which oclnsse
roou instruction should b.: conbined with on=thoejob prac’ ‘oo
and nonngcient devcloprnont with techmnlogical training.

The fnstitution~l fr cwork for these tioining progronmes
nuat bu dusipnad nround thu porticulor ne~ds and circunstances
of thc recipionts. The awnur/monager of n gnall business con
rorcly. (fford te spend 1ore thon o dry. or ten away fron his
workplocc, for instnncc. 4 thric onths full-t\n¢ courst in 38
contrnl institutce 1s Fonernlly {nprocticnl for uristing one-
trceprencurs, wWhorens night classcs in loenl tuchninel schools
might fit the bill w.1l. Potentiol riowconers to the ennks,

on the oth.r hnnd, =7y require 2 fnirly short perind of ine
tensive ground work instruction which will linit thoe +i-g
dqurins which thuy will be o chnrpge on thelr fomilics or .

e
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stato, This nay bu followud up by ineplont ndvice fron 0% °
tension porsonncl while they are finding their foet in their
own businusscvs,

4. Having sct out and oxplained our line of approach, le¢t us now
elaborate¢ on the points givun nbove, In the spnce available it
can only by a cursory coverage but wc hope to stinulate furthor
discussion and froush thinking on this importunt topilo.

S. Vorious clements con be identificd in entreprensurial activity.
These will be reloted to the personcl ehoracteristiocs that
should b possessed by entreprencurs,

o) Risk Taking

6. Most onalysts (e.g. Schumpeter, Legorsfcld, Meler ond Baldwin)
agres thaot the executive or entrepramurmi role cnlls for
dooision "~king under uncertsinty.Charooteristically, the
foctors detarnining the outoone of business offorts nre Nue
merous "nd difficult to assess nnd ocntrol., The sale of goods
on 2 more or less fred market is, of course, one najo¥ source
of these difficulties; the dispositions of buyers sre subdbject
to only limited control and prediction. They in tumm ore ine
fluenoud by thosze diffuse but importnat factors which une
der thc 1nbel of gonornl bdbusiness conditions, snd possidle
courscs of 2ction which mny be beyond ready prediotion or
control. The grent part of the efforts of u:”on ¢xXeout! ves
is dircotod townrds minimising uncertointies.

7. In the onsc of smnll privnte busineusses the entrepreaeur will
have to risk also ris own savings, or thosc of his fanily or
close nssoointcs, 2t should be stresscd, however, that entrc-
prensurship 4s not synonyncus with:capitalisn or private
ownership of the necns of production. Entrupreneurisl quoli.
ties 2re roquired egunlly by the manngers of public sector
orgunizotions 2nd or-opoerntives if thay ore to survive in the
"mixcd® cconomies present in nany Afriesn countrics, And they
arc being incressingly demanded of eXecutives in the socloe
1ist countries of Ensturm Burope, ns contrnl direotives ore
roloxed and dcolsione on what to noke nnd how to make it are
left to individusl nanagement ond where the market will dee.
ternine the wisdon o*» othaorwise, of their decisions.

8. It follows thot puoplc who nre attracted to ond perforn well
in "n entrepnrcneurinl role should be people¢ who like working
undor the cénditions descrived, and should "blosson” in sl
tuntions of moderatc uncertninty where their cfforts or skills
can nhke » diffcerence to the outconu. The entreproncur should
possuss what the psychologists cnll o high pggd ("n* for short
for Achlevcnent. That is, hc should gnin strong satlsfoction
from overcoming challenges ond obstacles in his path, ond
react pesitively %o then, roether then oxhibit anxi'et{ and® ine
dceision on foce of new situation. He should generally pose
ses8s gonsidernble sclfe-confidence and will tend to percoclve

x) P.X. Sutton: -“Achieverient Norms nnd the Motivation of Entroe
proncurs® in ¢ enec and m wth*, Harvard
University Rescarch Centre 1n reprenourio story, 1954.
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the probnbility of success, whon fooed with o chellenge, 78

- gryator thon do those with low "n* Achicvenont, particulnrly

%o

10.

11,

" x)

.. Xx),

when there nrc no facts to justify their cstimstes, High
achioviront motivation ean be measurcd by various psycholoe-
gicnl tusts 7nd by ovaert evidenco in the individunrl’s rcoord,
e.¢. 8UCCESS 1n computitive sports (as illustroted by Goe- .
moudl of Tuncsin, Bikgle of Ethiopia and Keino of Kenya, for
exnmplc), oon bs token to 1ndloa§? sonc of the quulitices rce
quired of african entroepruneurs.

-

A scoond..conponont of the entreprencuriol role frequently
montioncd 48 cnergetic, innovating notivity. The entrepree-
nour should "lwnys bg searching for ncans of doing things in
s new ond better way. Ho must be porsuaded thot change oon
ocour "nd th t it enn be brought about by individucl action,

It hos sonctincs been orpucd in the past thut no roal innoe
vation is. ruquired in thq,dQVGloging countricus, that the{
only nced to apply oxisting knowlodge ond tochniques svolved
olsewhcr:. It 18 now boing .rcclised thot toohniosl advonce
doas not oonsist ncrely of initntion of Wostemn or Bast
Buropcan mothodse Pow tochniques oon bu ninpted fron obroad
without = considarsbli ~ount of adaptaétion, which requires
solving uniquo problouns, The footory in, sry, Westorn Burope
or the Unitcd Stotes donunds to such n grent dograc upon the
toohnicol ond institutionol conplex within which it operntas,
thot if 1t wore denositcd imtnet in ony loss developed econo-
ny nd run by its Wostern noncgcrs in the 888: wny in which
thoy rn 1t in thc West, it would brook Aown within o vory
short tinc, T mokes it nperatc efficiontly, the Westorn noe
ngers would have to solve problens »f supply, narketing,
rminton  noc, repuir, personnel relotions, nenagonont struce
ture nnd cnntraocturl nnd finoneinl relntions whioh they had
noever beforoe faced. Indegcnous individuals ottenpting to
introducc now pwrduction units ~r nethods must likowise snlve
grnglcng,xlgrgu aof snnll, which no=nnc¢ unywhere has proviouss
y foeed, ‘

The crcative, problotesilving personclitics oxist in overy
country but noud to be iduntificd ond cneouraged so thot the
rigiditios »f troeditionnl hicrarchienl srclotics ocn be re-
duced, In s.lucting porsons for ontrepronuurial troining At is
nocussary to distinguish theri £ro1 the natural burcaucrits,
thosc whn suck both protcotion fron anxiuty -nd o desiro for
arbitrery authority in hierarchicnl orgrnigati~ns. These are

.For o full discussion of ochievenent rotivotion ond its role

in ceonnmic devcloprient, see DoCo MoClellond: “Ihg Aghleving
Socicty?, Ds vrn Nnstrond, Princetom, 1461,

Evcrett E,
QOC Nins A
Directars o r

. ﬂ 3 ‘) . ' " y y
the Institutes”, au
ns utcs in thc field nf Econonioe

: a9
dcvelopnent, O.E.
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not likcly tn ke offuective eatreproncurs,

12. Agoin various tcsts hove boon devised to 1dcnt1fyx9he cnere
getic, orcative individunls, For instonce aArenson”™’ hos

1 deronstrated that when nsked tn dondle frecly ~n o pleec of

§ puper, they tend to f111 up the spuacc with disercte -nd dife

ferent lincs rather thon scribble backwards snd forwards over
the sanc place. They scek voriety ruther thon sggencss in
whot they draw, At first sight this night scer s~mewhat theoe
retical and remote fronm practienl renlitics. It has, however,
beaen tried out in the fieldx!§th pronising results, A very
interusting study by Frozor in Indio shows o high corre-
lation bcetweon the "m" achlevenent roting of triinees onm
village nechanics course, 28 disclnsced by the #rophic oXe
pression nethod, o2nd their subscquent success 78 small scule
entreproncurs. Such lincs of investigntion would scen tn be
wall worth pursuing in Africa.

13. The ncced is recognised by afrieon leuders, Por exonple the
govornnent delegute of Togo, Mr. Adossora had this to suy to
the 1966 Confurance of the I.L.0. "It is too nfton forgotten
thot the succoss of ~n undertoking depands lorgely upon the
entropronour. When we suy thot nonagerinl stoff is lucking
in nony Africon countrics, thot is not to say that Africuns
lack onterprisc. But this spirit roquires o gocd deul of
exporicnoc cnd cartain quolitics: rationol troining of intole
ligoncc, moral courage, huron quolitics, o certoin inclince
tion for risk and so on. But the luck of the spirit of inie
tiative anong runy Africans is partly duc to the horttage of
the colonial crn. 4nd s» wo must dhnngce this ncntuldty ond
attitudc towords worky we rust deenlonisc, we nust clear the
ninds of -wst of our conpatrints, because the tire when cverye
thing comu Jfrom the metrrpelitom territory is gonce We uro
novw entircly responsiblc for the futurc “nd we ~ust §ﬁ¥71°p
o spirit of 1lnitictive and ~f creastive ir ginution*,

14, Moy wo_suggest that this 1atent spirit 1lrcady oxists in Afe
riors It just noeds to be brought to the surfuec -nd equippod
with the tools tn roke it offuotive in industry, and porti-
oularly irportant, thhse who possuss croctive inoginatinn
nust b¢ onocouragad, by cppropriate finuncinl und gncinl ine
centives, to channel it into business rothor thon exclusivoly
into white eollur jobs which ore presently s~ nuch rore fite
trootive in nany Africun countriocs,

o) Individuo) Bespongibility

| 15. Entrepruncurs frequently have to nake decisions f~r which

1 ehei,bear solc rosponsibility. Rosponsibility of this sort

: ' inplies individuxzlisn, It is not tolerable unless it orbrrecs
both oredit for succusses nnd blurio for fullurcs, nnd leaves

x) E, Aronson: “The Nec

. éne In J.W. nson . \ -
tlon and Society”, van Nostrnnd, 1958,

xx) T.M. Frauzor: YAchicveent Motivation as 4 Pacter in Rurcl
Dovelnprontis 4 rephrt on Rescoreh in Westcern Orissn, Hovere
ford Crllcez, 1961, qunted in McClolland, op. cit,

xxx) 1966 Intcrnztion~l Labour Confercnec. Officizl Rec-rd.
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the individuol freo tQ)cla - ot scocpt tho consequences,
whatceyuer thoy nay b The achieveront gntisfaction of the
Awncr/businessrin 00T cs fro~ hoving ;%;t;mteq the action
that 1is sucocsaful :nd not Just in pu 11c rocognition. Again
this hus irplications for nolicy in Africo, The owtreprenenr
should be neither hor=ed in from 21l sidcs by contrnls »ver
his actions ner spoon fed by n«dvisory scrvices which ruke
011 the dcoisions foi hin. He nccds rmplc soope to choose hils
own coursc of asction fror 9 yorioty of alternatives. If the
norket moehonist 18 allrwed to function proporly, this should
proyide rony of the neoessary cgononic sonctions nnd rewords.
here roains, of churso, o wide ared in which governﬂent
intcrvontion or puldonce 38 required b~ onsure thot the pure
suit of privote gnin does not eanflict with gooinl welfore.
And positive gnvernrent action nas to be tuken to restore
so—o sorblancc ~f balance to the lnbsided éc~no—1es which have
been inhcritod frov the ¢2lonlol era.

d) Kpowhedgo of Bogulte o hotions

VL, The cauligtonour ~rdinorly hos definito conorete knowlodge

as to whothor ho wis done o good Job or ~ndo o series of ocr-

~ roct docisions. Tho 1cve L 0 busincss fiyr's octivities on
well dofined, tangible nceds, bugl. ~r wn nv,litnble ronUe
focturc cnd sule of piston rings or to~thbrushes, implles &
focus on the conorete auteorie of complicnted courses nf 00w
tion. Businessr—on sec t~ rocn something like this whan they
stress that business 18 spractisul”. Rusenrch has shown thut
persons with © high nced for Achievemcent, which uppears to bve
a vitel ch:ractoristic »f antrepreneurship, perfor simi.
ficontly bettor whon they have positive und definito "foed-
back? 18 to how well they are doing. This should be nbjective
ennfirrution. Profits ~irht be deseibed us onc forr of cone
crote foad-buok, not only. or even necessnrily a8 o tongible
pursonal rewnrd, but us an objoctlve measnro nf anccess,

17. On the contrary, those with @ predominunt need for Affilice
tion (1.0, for the establishrant of close friendly relutione-
ship with others as the prirary motivat1on)'are rore concerned
“to lovrn fron others whethcr they hod been bohaving niculy
-~ and proporlghccenrdtn‘g to the best rulcs ~f co=operutive ine
teruction. is type of personalit¥ ~1ght be better fritted
fozlthe 9*,11 scrvice or thu very large industrial orgonie
gations. ' '

18, PFrom the psychologicul point of viuw, it does not autornintiocile=
1y follow thot 011 kinds of people 1ikc to huve concrete
knowledgc f results of their chnices of votlon. Such Knowe
1cdge is 0 source of cnxiety bucuuse 1t cuts both wayss 1t pro-
vides not only pronf nf succoss but 0ls30 inescapable evidones
~f follurc. Consequently sone reople prefer functioning in
an ocoupntion in which 2 person con rest nssurcd thot he 18
dotng 2 pood Job Af he follows estoblished traditions closely.
To wont —ore dcefinite fecd=-back is. to run «. greater risk of
bcing Wronge The. success of & businessnin, however, is do-
termingl. Ry fpcsults”, not by f~11owing ostoblished prac- . . s

x) Sutton, ~p. cit.

xx) As pcrsonificd by Willio~ whyte in “The Orgunisation Mon".
Sirnn ~nd Schuster, 1956,

L
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19. Reseorch hos sugpestod that thosc individucls whe huve do ne

stratcd ~ pronounccd och'mmienl sntitude (- ~king things with
with o dircet visuul feceodback ~f the results) in adolesecncu
tund to beeo g better cntruproncurs (s 1long =8 thuy olsn
posscss 8~mo of tho ~thur chorreteristics we have discussed)
thun do thrac with o particular floir £ r petting cn well
with peoply, ~r excocuting -~rdcrs ¢ -nscicvnsi usly, 'r unue
pul-ting idcus. This is espucizlly true ~f the industricl ene
treprencur wh~ has t- stort :n » 8 nll scule through lack

of cupitul, und 1 ust werk on the shep flocr hirself at the
boginning, Pr spuctive g:2l1l-8c6:1¢ centroprencurs in tribal
Africs 2y thorcefore be found <r.ong those whe huve nde the
best canccs ~r weupons or liked t- dis untle ~nd repulr ble
oyoclcs, cte.

20, Industri-l ontrepruncurship, usuclly involving investront in

fixed vsscts, requirces long ter nlranning nd untieipnition
of futurc nossibilitics, :nd n~t ~ercly rc ching t~ o corvone
cias ns thoy risc, The cntronrcencur hus t~ think 2hend ore
thun st pongla, ond renerally the lurger - businces prows
the greatoer the i-portinec that -ust be given ¢~ plonning,

21, Ho rust 2ls" orpunisc the ~otivitics ~f ~thor porscns « o

co=sordin; iting functicn, It is in this ~rcu of plunning -nd
co=ordinotion that the strietly "-nagcrizl funoti-ns nasurco
inportoncae, :nd wherc -nugorlicl tohoniques -nd tocls, whie
cun bo taourht and oquired, ean be corbined with the gnngﬁfh
entreproncurinl churactoristics which wo huve been :1iseussing,

22, All thc 1abels which re plvan t~ gpueinlirnd ~onuperind
techniquce fund in lorsc ~reomis tions, inoustricl cngeinecring

cost ncoounting, preventative cintunsnec, inventory enntml,
“irket rescurch, porsonncl - unuie wnt, uté.y cun 18~ bu ‘ip=
plicd to the uctivitics of the owner/ rmoger ~f 1 s .21l fir,
The difforcnoc between thu. s lurgely nf s~phistic tion

and eorplexity., Most magerinl toushniquaes involve control -
eontrol »f workors, rateriols, ocochincry, quility, onay, cte,
Whon lorge nurbers ~f uny ~f thesc things arae invelved then

the contrmls ~vér thor rust be forrolisct <nd “depors~naliscd?

In ‘this wuy deceisisns ozn be " 2de on factunl inforration
which has not beon o~lleeted »r ~bserved by the mnfor hine
sclf. While work routines :nd rules f bohaviocur (f~r tic

keaping, disputes, cto,) "ust be cndificd "nd instilled throurh

. forrnl ~edia, This in turn requirces techniquces »f seclooting,
colleoting, recording, sifting, antlysins -nd corwnienting.
thesc control infHor-ation cnd instructions. Hunco tho spcee
ciolisod elericnl, tachnicul, supervisory and —anarerinl pore
sonnel which ust be present in lurrse orginis tions if they
npa tn opernte sm~~thly «nd the direct:rs -re tn be fed with
the dato they nedd for long ter plunning. This expliins

why the production econ~ ‘les of scrle uchieved in lorpe firrs
0y be ~ffsut by hirher wd:inistrative overhels,

23. In very sull fir s, however, ~st of these t eehniques und

. persnrnnel ure unnecess.ry, becuuse the nu-bers ~f workcers,

X) MeClelland npe cit.




1D/CONF, 2/CP. 8.

~achinus - ni products involved oro g 11 enoughf>or the c~ntrol
t~ be uxereisud by ~ne L0, 1. rvely by pers~n-:l ucti~n O
{nstructi~ns b se’ upon his ~bscrv.tions, experiencea and 8=
“~Aapy, rother sh'n n r.c-rded A .tn, Neverthcless the snve
¥¥‘Lg funoti~ns ~.re still sequired in b~th s~ull und lurea

r s. Tk Quelity c-ntr~l for oxoplés The success of both
types f “peuniz: ti~ns depends, 414, up"n raintaining
- o nsistine quulity °f product t~ Tiee e stundurds dernded
by thelr purttoulwr‘-wrkets. The s 1l-sc-ile entrepreneur,
11ike thc ~n.ecrs ~f 1 ree fir:.s, needs t~ know whut 18 ree-
quired ~f his pr duct -nd how t~ re.ch this stondurd by che
scleotion ~f ~~teri 1s, nd tn the nr~rducti~n DIrooEs. But the
o m scc T inspact . wide an-~urh seleotion of cust~- ¢rs, 8upe=
1liers, ~torisls, w-rk ir prosress nd finished goods, to be
able t~ set thesc st ni.rds nd c~ntr-l the hi -sclf. &he
very l.rru ~rg-migi ti~n, on the ~ther hund, neuds personnel
£.-111.r with robability theory for the s.pling T v rkets
~nd prriucts, brr.tory oXxio inution of ~teri-ls, psycho=
1-sic..l nd “edic:l tosts f°r the sclecticn -f {nspectors,
otts, Lleus systo tic prrcciurcs t~ ~cusure and reenrd the
ch vuioctoristics °f purple ml things in .n -“bjective wuy 8C
th.t ¢ ntml c.n be Lint ined, despito lurge® erbors :nd ree
~~tencss fr~ the noint ~f .etivity T s~urce Af iaformoticrn
~n thc prt f “an e aonbe

24, This distincti n botween . neeryrl functicns in srull ond

1urpe fir s is N {-p-rtmt ~n¢ f'r those wh- hove t~ drev

up tr ining syll buscs. 1t will bu seen thut the + opugerinl
tc~1s roquircd by s .1lesc le entrcprencurs haove .. predce
+1in ntly teehn:l e 1 ¢ ntent. 4 c ursc °n quility contr-l
f-r 8 11 show okers, f~r cxu ple, w-uld inolude instruotica "N
hw t- out la.ther, t° t ke cc-unt ~f the lines ~f stretoh
amd vorying subst ncus f ech skin, t° o-ntr~l the heirht
~f the b okp rts f the ak~*®, atce. It would nct cuver such
tcpics 8 st tistic'l o-ntrl °f experi- ents, notivity surple
iny nd the qﬁrralntl&n -f the lenpght ~f the working day
with the reject r to £ quulity 1na€aeears, 411 of whioch
«ight fe ture in . c-urse f-r quulity o~ntr~l nupers of
lurre shcae frot rius. These 1 tter re pronaraulised techniques
whioch o .n be ~pplied to . wide v:riety f prrduots.,The fore
~er h'wevor do . nds . dot1lud knowledse ~f the purtioulur
prcduct in question, 1its - .terils 'nd oo ponents «nd the
. puf-eturing procss uscd.

2%, Of orwrse o' "N ole ants md principles c¢'n be found in the

priotice ~f Sap.pe ent o ne s 11 businass to un~ther

in Aifforent industries. Alg~ us i businass frows, loss re-
1imec o n be pltcad ~n the ~wnor's ~bserv. tions nd decisinn
~king buo~es . TC Jpitulised”, bisad ufﬂn ugse bled Antu
ar dolus.ted wuth-rity. An entorprisa o ploying ~nly § w-rkers
en ~ore ¢ sily bo o ntr~1led by w-rd - ~~uth decisi-ns dY
the ~wner th:n ‘no with 75 ¢ pl- yeus. And there Te un-
d~ubtedly diffsrunces in this respuct Leccrding to the technoe
lopy usod, cefe potw.un nrocass nd tone ~ff% tndustries.

26, In goner: 1, however, 1t w-uld scor th-.t troining ocuraas for
prospoctive afric n entreprencurs, T £-r th:se nlrend{ npe=-
_poting units with fewcr thun 100 w riters, cusht to be ulgt
Spound the purticul.r toshn 1~y f 2:oh trode. Onc ' ight
o 8 far 8 s ying th t the to.ching ~f -my techniques
commected with pr-ducti n ©.nnf e ont should be un interrul
p:rt . f tuchnic 1 tr ining °T skill ‘up rriding courses This

;
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27.

28,

29,

x)

xx)

“euns thut th: troincrs sh~ull be fo-1li:r with spcecific
industrics .nd ths techniques uppronri te t~ ther, r:ther
thun bu specei lised in onc oy ~ther -f the - nuerericl ficlds
such 8 industei.l encinceriny, ~:rketing, -ccounting, ctce,

On this p:int - distirqti n should be .dc between traiining
coursces ond c~nsu1tunhy services, a4 04 industri.l cnsincere
inFs -r ' rketine c-nsult:int, if riven sufficiont ti~¢ in -
client's frct ry, will be ble t~ _cquirc en~urh technic 1
knowledse »f the norticul .r nproduet beins nuf-cturcd to
4ot his roner:liscd un.reent technigue t~ the needs of
thc situ-ti~n. A spuciuliscd industri:l b .ckeround s not n
{"per.tive in this kind of ccnsult.ncy work, But this opr~ich
t- dovelrn ent 18 very oxpensive :nd wruld ~eun th't cnly o
tiny fruecti n ~f fir s c-uld be c~véred in the s'..llesc la
industry scct-r., Cl' ssrco- tr.inins, c~ bined with sh .rt
visits to cuch cntrepreneur by extensicn scrvico st.ff 11 -ws
kncwlcedre t- be disse inited ~ore widely, Here, however,

the instructcors dc not huve the ti e to suin the necocssary
speci:list kn~wledrc ~f e .ch t.de fr~ scrutch, They rust
therefore brinc it with the- in the fr. ~f prior expericccc.
Bven this, by itself, is insufficicnt, When foreign instruce
tore ure usud they sh-uld n~t ~nly h.ve - speciulised indu-
strisl buockgr-und dbut, befeore ¢ b.rking ~n  tr.ining coursec,
thoy shruld be given n cppertunity ~f disecverinrs the une
d~ubtcl diffcoronecs which will cxist betwucn these industries
in thier ~wn cruntires nd the Afrie.n country to which thuey
Jre ussirncd, An .wir:ness f thoesc differenccs, und scc
underst ndinr- of the eccon-ria .nd sneil fiotors resprnggblc, y
npre prerequisites £-or well dozirnol troinipy curricul .,

A lot ~f tinG spent prc:ohlgy the virtucs f flow production
lincs n? hirh Aivisicon ~f $ b~ur which -1t be 'pplieable
in thc cxnert's h—ae e untry, will be westd Af the cupitul
and ¢ unurcerial res urgus roquired t  set up und e-ntrel theo
are just not Lv-1l.hle lreenlly.

The frot th 't succoessful technie:l cre<cperuti-n pr rrv-es
involve ruch “~rc¢ th'n + 1ireet trunafer ~f kn“ﬂgadro is
being apprecited by both d~nors ond reciplents ~like. Thus
Profoss~r Bvorctt Huren h:s 8414 "The A-erio:n whe fecls

th:t his teohnic.1l —ethcd ~f deine . Job, und ~f -~reunising

an enterprisc for its d-inp, 18 the ' “st efffolent w.y, ni
thut his job is to show the indecenous individunl the effie
ciont Westcern wuy his p rtly f.iiled in his j~b befere he
starts. The 4visor's §-b 1s t: le:mm the ocntext within which
the induroncus individul cper tes .nd to be erentive in
dupting dvanced ;g,hnlqueu sc th:t they will functicn within
thut roelztionship, :

This point 1s strusscl in the Crnelusi-n ~f the Mectine of
Experts ~n 3coi-l “nad Cultur.l Frot-rs in Munre ent Devolone
~ont, l.L.0. Goncv: 1965, which discusses tr:inin; teochniqucs
f-r pr-fessionul "inorers ~f laryeesc: le industry.

Frc- Pr-fessor Ho.ron's e-ntributicon t- "Devclpp ont ~f the
B-ercring Countries « an acend::. for Rese.rch?, The Brookings
Institute 1962,
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30.

3.

32,

33

34,

x)

S1 1l-rly Mr. M.c~ss-, the Cn;-lese (Bruzzivill) svern-ent
doleete t~ the 1966 I,L.0. C'nfurence cxpresscd the hone
thut “cxports 'will cnde vour t- cequuint the sclves tuliy
with thc needs ~f the ¢ untries helped, t~ dupt their c un-
scls t- the nceds aexpressed and mot_t- seek thr-uih rigl
introversion the _}d;;%)t.ation of the latter te Qg’; fomqg.ax’

Thesc views ©pply porticulerly to wunyone worikdne in the ureu
~f 8 .1lesc:le industries, which ~per:te .t the gruss mnts
1evel of ec-n~ 1o nd soeisl 1ife in euch country. They ure
thereforc . truer reflecticon ~f its churucteristics thun
~uny lorre-scule orcunigssti-ns which exist in “fcreim® ene
cl:ves ~f thelr own, _

TEACHING METHODS
. -~ -
This loods us ¥~ U discussion ~f teuchine —athods. Most ~f
the cxistinr. ~T pr-sncotive antreprencurs in Africu will hove
had ~nly - pririry cr technic.l see-ndury aducation. They will
not be ccusts el t- thinkirc in .bstrict ~r rencrnlised
ter-s, Bvin thosc "anocerial tcechniques which h ve univer-
8.1l npplic.ticn in s :11 businesscs (like soe uco~unting
~ethoris which, .re required for extornul c-ntrnl purposcs -
tuxiti-n, ote.) still necd tc be deserived :nd i lustrated
by refercncc to the purticulur pr~ducts .nd processes fue
~114.r t~ the truinases if they -re tc be grusped thoroupghly.
The owncrs of 8—ull fuentrigs shculd n~t bo axpucted to re ate
rener-:1l principlcs tc their »wn spacinlised necds, It 1s
fur bettcr t~ teuch the in .. technle:l luniuure which hus
i Airecet intgrest te the .

In vicw -f the short.se of ty chers with mn induscri:l buoke
rreund in afrie:, - strenr oise oan be “ude ~ut for the' uso
Af to.ohine rchines ni proer+ -od bocks, These should huve
buen prop :rcd by persons cqu.inted with the loeul situ:t}-n,
M teri.l sscbled fcr preosentuation in the West of Bustern
furcpe will rener 11y be in.loguites A libor.l us¢ ~f ploe
t-ridl L .rus to e-nvey 1dcos i8 eolled for im rultielincusl
trib:1l sdci.tics, where the kn~wlced ¢ ~f the lingus=fruncy,
Enrlish or PFremch, ° 'y b: rudi-ent-ry. These will 2lsc help
thc entreprencurs t~ trons-it thelr newly uoquirad kn~wledro
t~ their own workers who will ofton be illitorute. Visunl
211ds of 211 kinds, flonnel beards, ~verhecd projegtors, flip
charts :nd fil°s, shoul? be ¢plryed ut overy opportunity tr
cxpl :in md rcinforce the written and spokan word.

In purcnthusis, 1t is intoresting to note thut the reoent
develoy ents in leurnine thenry, up-n which profrra-red instruce
ti~n is huscl, huve ruinfercced the aprsurents in fuvaur of the
"bry trine? r~lc thut s°9ll fir s oun rluy in the tr.neition
fr~ 2 b.ckw r? to on udvunced industriul ecomery. Just us
the in?4vi‘u.l la:rns best if he knowledre 18 siven to hir

in the for of srull, gr.ducted steps, t o:och of which he

¢ 'n check whether he hos obs rbed the inforr:.tio-n before .
nrccceding t- thoe next, s» scelcty 8 .« whele ein Tore rendi-
y r.An the kn~wlcdee ond expericnce to run & c>''plex indu-
stri 1 structurc if it hus sone through the stuses ~f nge-
rotine 8 .11 n? - c'iu- businesscs with relutively si—ple

Prggision«l Rce~ri Internitionsl Lobour Conference, 13 June
1966,
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technol-sles -=nd ~rrinisuti~nel proble~s, In ~ther werd,
lezrning in ©11 1ts f-~rrs, weul? be scen s @ ew ul-tive,
arncrussive proccoss.

Rcturninr t~ troinine —cthods, e¢use stulics con be uscful

in sirulating 2 business proble, but thesc shhul? prefce
rubly contain 1-c1 chir-cters 1n?! situctions ni refer to
the purticulur industries fro: which the truinces :re 1rawn,
As fur as possiblc, however, situsticns sh-uld be cxperienccd
oy witnessced ruther thon si~ulcted. Onethe<jcb training,
where the ontreprencur is helped tco overen.e reusl life Drre
ble-s 28 they orise, 1s better thun desk stuly. Group visits
tc faetories to sec “'nuper techniques in cticn ~ty bu ure
rangFede Full ti~e residontiol crurscs £r wuldebc cntreproe
‘neurs could haove 4 s—oll —nnufucturine unit ..tt.ched, run on
c~~rareisl lines, in which thc trainees cruld be riven ree-
sponeibility for certoin uspucts of the duy to duy ~perr.ticen
Aurins this perinid.

INSTITUTIONAL ARRANGEMENTS
36.Mn2lly, we oome t~ the quasticn ~f the ~ppropriocte instie
euunnz.ni 1 —owork frr thesc truining prerrirmese A for-uluy
which is froquently cncountercd isthe .~ulti-purprsc smill
intustry institutc sited in  -ujor cn{, but with oxtonsicn
nprg aired ot proviiing services t- smullar units in the
provinccs. Expericnce h.s shrwn th.t this is n-t n {dcul

answor, 8o of the rui's:ns » not ccneern us n-w, but ¢
relevunce arc the f~1l.wing fuct-rss;

4) 811 entroprencurs living ~rc thun < few kilo cters
uw:y frr the Institutc cunmn~t uff ri the ti-¢ cor cxpensc
tc attond erurscs. Thelir businesses w-ul' o~llupse if they
left tho f~r severzl 1uys on end, oxecpt in the rirc c.sus
wgen thoey huve purtners whe urce able tc ¢..rry »n in their
2DBUNCCe’

It 18 very A1fficult ¢~ fin! qu:ldified cxtonsion porscnnel
willin/s ¢ trvel areund clving oiviec to the entreproe
noeur o« Govern ont puy vc.les :.nd1 truvcl cxpenscs
apo fton n~t .ttr.etive un-mrn. Thelir fo° 1lius live in
the oupit.l eity wherce - enitiee nrec very ~uch better,
Hotel aconr~iation in the tillnimg nd g:11 towns is
froquently pri—itive,

An institutc lasigmel t~ serve s 11 fir's ig_ﬁ. in

wh:tcever inlustrics they ~uy be found, usua nis it.
golf stuffcl with roneralists ~r d - inisteators nd lucks
the technicul cxperience in lopth to contrivyte very ':uch
t~ spocislisc? ncels of cuch industry.

The attitu'ec ~f the s ull=sculc cntreprencurs towards thesc
r~vern cnt sponscored ~rganizotions —uy be, 1t best, anc

of apathy buc-use they feel th: 't they huve 1littlc tc dcurn
fror “thesrcticiims® n? becuuse they h.we no finunelul
stukc in their operuti~n, und ut worst, - susplei~n of
governrent pryins ints their cwn < ff:irs.

If these prints huve uny volidity, o now “ppreuch 18 susrecsted
Onc ~f the "< jor urru-cnts £-r 8 2llesc-dc inlustry pluyins
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lendin; rclc in Africon indlustriclizaticn is the fact thut
s-911 units ¢in be viible in the s~uller towns, <nd thet the

geographical scettering of industry will induce more bsalanced
economic and social development between urban and rursl areas,
Training progremmes could assist in this process if they too
were decentralised, by bringing them to the entrepreneurs
rather than visa.versa, The physicsl facilitles probably exist
slready in the provinces, in the form of classrooms and oquip-
ment in the technical schools under the educational ministries.
If not, any meeting room can be improvised ond existing small
factories used s demonstration units.

38, Whot is morc important is that the local government outhorities
and the susincssmen themeelves should perticipate in the plan-
ning, finencing “nd exe¢cution of these prograun.s, 80 that
they are designed sround local needs and personal involvement
in their successful operation is ensured. Evening oclasses
after normnl working hours could be orgenised, with the ine
structors drown from industry itself, the teaching staff of
technical schools ond occountants in private practice. Re-
gional ossociations of manufacturers 1n each mo jJor trade could
be -formed ond cssume responsibility for, M y training
progrommes for their members. Full time courses o six months
or n year for prospcotive entreprencurs might be fitted intd
the curriculs of these tochnical schools or adult educational
colleges. : *

39, This dispcrsal of troining focilitloes might result in o lowering
of quality comparud with the level which oould be ottained in
s centr:l institutc. This con be justificd 1f it results in
“multiplying t” islonds of development in Africa*, to use
Singer's wordsy ', rother than in doepening the existing islonds,
At tho moment there is o tondonoy to moke invidious internatioe
nal comporisons about truining facilitius and the cnlibre of
staff cmploycd. Thesu ore irrelovant ond dengerous. The best
internationsl standards could only be ochicved in most Africom
countrics by putting nll their troining cggs into one bausket.
what 18 likcly to bc morc conducivc for harmonious ond sustoined
growth is thc widespread improvement in nonagerial methods in
snullescole industry, compured with the %ﬁ”ﬁn* level in each
country. It 18 bettcr to kecp om cye on those ntemcl indien=-
tors of progress than to set too-high on initiol stundard,
which would incvitcbly result in fnilure, discppointment and
unduc conccntrotion of resources.

40, On this quustion, lct us leuve the lust word to on Afrioon
spokesmin, Mr. Morzh, the Nigerlun government delagote to the
1966 I.L.0. Conference. In the following extruot ' from his
specoh to the plcnary session, Mr. Morah refers speoificolly
to the Intecrmotional Centre for Advonced Technicsl and Voope
tionnl Troining ©t Turin, but his words upply equully to troine
ing focilities, techniques ond institutions in Africn itself.

“Thore 18 no doubt that in our cpoch troining techniques
have ~lrceedy rceuched onazing helghts in some countries,

producing results which cre breathtoking when compared
with the pcost. Naturnlly, my Government favours the view

x) Singer, op. clt.
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that 1t is only proper that both the tecchniques nnd the
equipnent in usc in Turin should opproximaute os for -s
possible to the bust which huve been tried clscwhere ond
provced effective. It is in this w:y th~t thc world us

< Wwhole serve 78 o resenrch laoboratory ond nmuke the
fruits of its lcbour 2vailable at the Centre., Neverthe!
lcss, my Governnent wishes to sound o note of cnution
in this context, The usc of thesc modern developrents
nust not be nade in uttcr disregerd of conditions which
obtoin in countries from which students nre drawn for
troining. In goneral, these arc the developing nations
which do not have the nmcons to equip themselves with the
most modern nacliines which cnll for cxtremely rofined
and complex skill in the mem who use them. If students
loave Turin for their hones 2nd foil to find opportuni-
tics to npply what they have loarnt, they will most
likely be oxposed tc frustration, and their countries
will not reap the full benefits of their training, Por
thosc rcasons, the Institute should nlways strive to
achievce the difficult dynamic baolonce betweecn its methods
its oquipment and the conditions broadly existing in
countrics from which the students are¢ drown,®









