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INTRODUCTION

Among oertain of the North American Indian coastal tribes who 1ived along
the west coast of North America, it wag the custom to display wealsh by
bolding o "potlatch", Thig Va8 a feast to which overyone within reach

was invited, During the festivities, all the possessions of the host

Were given avay to the guests, this made the host rich in the esateonm of hig

m«-puhmutblo, but of oourse, it was not strangs to thoge that practised
it. And go it ie to thome fmong us that practice different customs to-day,

The ocustom of the "potlason” seens soonomically unsownd in medem seciety
but in the oontext of the Primitive oonomy of the time and region it
provided a means of dutribuﬁng relative wealth,

In order to discuse the reising of sffiolency levele in pulp and paper
mille 4n do\nloping countries it ig steential to oonsider the sudject
in the light of the customs of Such countries,

There is no clear~out short route to the oorrection of low offiociencies
where they oxist, The purpoee of thig Paper therefore is to Present
‘ugrestions bdaged on uporionoo-f-uhcnby solutions may be found,

Thie paper Tepresente the latest of several oontridutiens which have been
Presented by Sandweil} over the last fifteen Yyoars at intemational meetings
held to discuse various aspects of the pulp and Paper industry,




The observations and Sugrestions contained herein are based on extenmive

exparience pained in start-up, operation and training of opcrational and

management personnel st mills in Chila, Mexico, North Anerica, Pakistan

and Portugal,

EFFICIENCY MEASUREMENT

O'bject ives of Industria? igation

Effioiency is usually measured asainst the objectives of the industrial

development Gonoerned, Whoreas there are many ways of defining these

objectives, those which conce™n governments are fenerally determined

by a need to provide itsg people with morc roods than has previously been

possible, If guch obiective ig realized, and goods are avajilable which

they oould not Lave before and are not deprived of other ~ssential goods,

then the enterprise will have attained a measure of efficiency which may

be accsptable to Government and the peopls,

The pulp and paper industry has been particularly attractive to the

Governmen.s of developing countries as a medium through which thig type of

objective can be met, because of the aignificance op Paper in the whole

national productive proresse. FPaper is the basig for literacy and literacy

facilitates Communication, If there igm to be an improvemont in the Tonomy

of an under-devsloped country, paper is 1 ikely to be a major force which

initiatos the growth, Because of ite power at the base of the sconomy, its

development is froguantly heavily subsidized or prutectsd by tarifts,

Efficiency or lack of efficiency may wail ha related 4o the

or the degres of Protection afforded,

The ultimite objuotive of the under-developed or the deve]opinp; country is

to reach a point at which thewe labelq no longer Avply and the status of

being classed ag "developed" ig attained,

This will he thke cage when its

8ize of the subsidy
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products not only provide serviceuble Cuods where there were none before ,

but also, when these can compete in worlg markets ir tconomic conditions

permit,,

Cost as a Measure of Efficiency

If the costs of manufacturing and selling pulp and baper in the developing
countries are compared with established costs in the developed countries,
it is found that there are three major components of the total cost which

almost alvays bear the same relationship to one another. These sre

tabulated as follows:

Item Percent of Total Cost
Raw Materials 25 - 30
Manufacturing 4o - 50
Transportation 25 - 30

A program to raige levels of efficiency need not » therefore, as many have
advocated, be directed exclusively at reducing labour cogts » but must be

directed towards all of the cost Components tabulated above.

Rew Materials Costs

Pulprood, or other fibre sources and chemicals make up the largest component

of raw mterials costs. Fibre sources may comprise indigenous woods » agricultura)
residues, bamboo, bagasse, or imported processed fibres, Chemicals » Similarly,
my be manufactured locally or imported. Generally to compete in world

mrkets, fibre costs must be comparable with those available to wanufacturers

who already serve those markets. Any special dizadvantages in cost, (imported
fibres, for example ) must be offset by & corresponding advantage in some other
cost component. When raw material costs constitute too great a proportion of

the total mnufacturing cost, either they are being wasted through inefficient

Processing methods or low efficiency of Production et the supply source.




Manufacturing Cento

Manufacturing costs, which normally account for approrimately hulf of the
Wwilel cust, o) production, precent ihe greapest opportuirity ror improvement
in efficiency levels. The components of manufacluring cost end their round-

number values are approximately a:; [oliows:

Ivem Percent of Total Cost
Power /Steam 6
Manufacturing and Maintenance Materiuls 7
Manufacturing and Maintenance Labour 8
Administration Expenses und Taxes other

than Income Tax 9

It is significant that the only components of manufacturing costs which

vary to even a minor extent with the rate of production are pover and steam -
all the other componenis represent costs which are time-related rather than
production-related. Major contributions to the reduction of manufacturing
costs can be made by increasing the rate of production; the higher the
production rate, the lower the corresponding morey vulue of the unit cost.
Needless to say the first step in increasing production rete, is gencrally

to attempt to make better usc of existing plant and equipment.
Transportation Costs

Transportation costs are usually the product of the distance of the market {rom
the source of the commodity and it is probably safe to say that few
manufecturers selling the world markets succeed in exploiting to the fullest
possible extent opportunities for negotiating the most favourable transportation
costs, However » in the developing countries, where transportation facilities

are frequently limited » Lewer such opportunities are likely to present

themselves.

A basic problem for less effizient mills is that high production costs tend
to limit the range within which » because of the trar portation cost factor,
productsrcan be s0ld competitively. Reducing costs at the mill widens the

rarge of markets and at the same time opens up possibilities

for negotisting

more ravourzble trensportation cnarges.
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Quulity, Reliability of Mill Preducts

No discuseion concerning the possibiiditics of compelilion in world markets

would be complete without refarance Lo product quality and relicbility of
deliveries, Quality of product is relaved bolh to technical skill and to
efficiency of operation, Reliability of delivery is often the only tactor
by which a custoner decides velween twe suppliers whose quality and cost are
reasonably similar, n fact, reliability of deliveries frequently outweigh
cost because the customer is able to maintain a low, but safe level of
inventory, and avoid having capital locked up in stock,

Suomary

Any discussion concerning efficiency levels requires consideration of the

e SRS el B o KA B HSE,: <45

subject in its broedest sense and in relation to a specific objective. Under
certain conditions an atceptable objective might be the provision of goods

otherwise unobtainable without simultaneously withdrawing goods already
available.

Efficiency is related to the cost of producing the product. In the pulp and
puper industry the components ar CORt cAn be broadly broker down into the three

ma jor soegments, raw materials, conversion and transportation.

If the cost of raw materials is significantly greater than 30 percent,
improvement in efficiency may frequently be achieved by improvements at the

source of supply, or by better utilization (recovery) of fibre in the mill.

Manufacturing costs offer the greatest potential for improvement, since the
unit costs will decrease in direet proportion to any increase in production,
and efforts should consequentily ve directed first at actiieving maximum
possidble production levels with existing manpower and equipment.. Improvement
in the costs of transportation is generally dependent upon having first
dchieved effective fibre and manuiacturing costs, quality and reliavility of

delivery. Only after these have been achieved and stabilized can markets be

selected to the best advantage.




CULTURAY, CONSTIDRRACTONS

The "Potlutch' fitfecy

The custom o Lhe "potlateh™ was Lroniod superilelelly in the inireduction,
suffiiciently only to makc the point that it wan incoryrehensible bo us,

although il mude sensc to tiose Lhot practiced it

The coastal pecples in Lhe Pacific Nevthwest of thie American continent had no
need for acquirin: naterial pessessions other than Lo enhance eilher their
self-esteem or the esteem of their fellows.  fYhere was cnough for averyoue to
live on, they built communal houser,, sharel fuod with one tncther, made their
own clething and weapons. A faredly having divested itsel( of 3t possessions
at a "potlatch'" would acquire us guoests, the equivalent at other potlatches
50 that the ¢nd result, in terms of possessions at least, was that everyone

ended up approximatcly cqual.

The objective of those who held "potlatches” was to gain esteem and they
achieved this., The custom which at firs{ appears incomprehensible becomes
e

whin viewaed in ilis lighi., 180 us examine

4 ZO0O0y SO unlc
briefly some apparent conflicts in customs between the develouved and
underdeveloped countries, bearing in mind that actions taken to improve
efficiency leveis ray heve to be taken with the eid of people with differing
customs and traditions.

Social Stratification

The developing countries are generally churacterized by a much smaller middle

class than exists in the more highly developed ccuntrieg. There tends to be a

small proportion of rich, and a large proporiics of Foor.  These at or near

the bottom of the social scale characteristically work at panual labour, and

those with manual or cther skills tend to risc slightly above thig level,

Since there are few ouilets for app.ication of such sxille they are generally

in shor¥ supply. Generaticns of urickilled people with a strong tradition of

wnskilled work may have tended to reduce the ability of later gencrations tc

acquire new mechanical skills » even when the demind tor row skills expands.
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Those at the top of the social scale arc eithep born to that estate with g
tradition of leadership, or they have achicved it on the bagiz of their skill
in manjpulating the destinics of people., This LYOUD d8 penorglly  better
educated than the remainder, a fact which tends te 0t its members still
further apart from their social inferiors, Although by und large this group
is comprised of able people -~ many of whom are outstending - g substantijal
nmmber, because of their evident Superiority in the social scale, tend also
to regard themselves 8s supericr in all things and to think of themselves ug
being more able than they realiy are. They will undertake activities for
which they are not fitted and which they consequently perform with less skill

than is conducive to efficiency.

On the other side of the scale there are those who are extremely able at the
discipline in which they have been trained but who, because of their sense of
Superiority refuse to use their special knowledge and skill unless they can do
80 from a pusition of leadership. These conditions result in mismngement, in

unacceptable levels of efficiency, and in the vasting of valuable skills and

tadlents,

The dearth of suitable skills at the lower end of the social scale can be
corrected by careful selection of those with the potential to develop new
skills and thereafter by training.

S8election and training is, or course, the answer to problems arising out of
the conditions that exist in the upper levels of society, but who is to do

the selection? Emphasis must be Placed on accomplishment rather than status
82 the measurement of ability.

Nationalism

e ———————

Along with the grovwing sense of nationalism @morg peoples of the developing
Countries, there is a corresponding growth in the sense of individual worth

and & growing self-confidence. When this tendency is viewed in conjunct ion

vith the lack of 3kills in the mechanics and tech




Whor o new emtepnrdcs dp ctarted §ron o develontne conntry Lhe voet direet
mean. of acauiring skills is demorally bo o employ ror-nationals in the
expactation thit while vhey mre proviairg the okills thal arc ne cded, the
nationals will learn frow Lher, T prociies the hired Joreipner will possery

the nceded skills, ouh geroralyy he .o i weajable o Leaching, or is rarely

given the proper opportunity Lo teach even it he doeg know how.  Those
expected to leern sec the case with which th. roreigeer verforms his skills
and often dislikirg him for his lack of ¢ffort to do wha' it is Lelieved he ;
is supposed to do - teach-und Lor Ls indifTerence tu (hedr beliefs and custous,
they irequently sssume, in their new self-confiderc.s, that they can de as well

themselves.

It should not be assumed that the forcgoing romarks apply only to operating
and mechanical skills - they apply equally, if not worc o to management skills,

the talent for which is hurder tc¢ detect and harder 5t111, to select.

It muct be clearly understood that these remarks are criticul in the sense
that they are not motivated by teelirg of anperiopity. Thay are motivated

by the necessity of demunstrating that the social and cultural influences in

& developing country musi be reg opnized arnd that the problems of low operaling
and production efficienicies muct be overoome within the (ramowoerk of its
scciety and culturc, and nct within the Cramework of the society and culture

of the more favoured nationc.

Iangﬂe

The skills and technical knowledge neccescary for improvements in efficliency
bave to be transmitted from those that pozsess them %o those who dc not, and
the means of ccmmunication depends upon &n understanding of the languuge in
which the communication takes place. 1" this scems Lo ipply tha. the
necessary skills ard knowledge are possessed orly by menbers of the more
favoured nations, this is nct necr.sarily the case, for not intrequently the
language of the upper lovels ot €ociety iv incomprehencible to pembers of the
lower class. Morecver each inductry has its technical voesbulary  and Jargon.

The words comprising these have nov only . be lesrncd, bLut theip mennings

bave to be understood.
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1he average rorphelogical table lists about 150 distinctively difrferent
languages in the world and it ic probable that these in burn can be cubdivided
irto thousands o distinet dlalecte.  Perbaps somewhore between 20 and 30
differcnt langueses serve most the world's reeds, bul even this ig a
formidable numbe . Obviously any exercise in conmunication to improve
efficiency in any specific pulp and paper mill in a developing country mu...
be preceded by a program to ensure that a viable means ot communication

exists.

Religion

Religious practices and nores are likely to have an influence upon the methods
adopted and adapted to improve efficiency. Due consideration needs to be
given to these as failure to recogunire fundamental 4 ifferences in outlook
based on these factors will present significant barriers to effective

communication and mutual understanding.

SKILLS
Mature and Dggee

Any program to improve efficlency will depend for its success upon the extent
to which existing kinds and degrees of skill are evaluated and upon the

steps taken to correct deficiencies,

8kill can be defined as "Practical knowledge in combination with ability,
cleverness and experience in arts or crafts". 1In the context of this
discussion this definition DAy be further qualified as management skill,
technical skill or manual skill, particularly mechanical skill. In the
following paragraphs these skills are discussed as they relate to the problem
of improving levels of efficiency.

lln‘llgnent Skills

A skillful manager ia likely to possess the follow ing attributes:

- ability to 8ssign, define and delegate responsibilities so that no part of

an enterprise is without someone having desigrated responsibility for it,

and no activity is assigned to more than one ind ividual,
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- & knowledge of the techuical and businers aspechs of the enterprise

sufficient to enable him tov detect aind correct improper pructices and to

- abllity to suiiably influence the aititudes of people or otheiwise motivate

them to achieve the targets set,

A high degree of skill in management gencrally only occurs when & manager has

acquired these attributes over "a significant period of timc; he may have acquired

them through any one of several differing combinations of experience occurring

in different sequences. These experiences will usually include:

& technical education, not necessarily in the technology of the specific

industry,

formal or informal training or coaching (perhaps even extensive reading)

in the management sciences,

leadership experience in a low-level management environment; as a supervisor
for example.

- socia) expericnce in hyman relations,

Individuals with & combination of such attributes and experience are probably
quite rare in the developing countries. When there is a lack of managers
possessing all the attributes necessary, steps must be taken to train them.
Buch steps must be dynamic, the outcome of specific analyses of shortfalls

and design of corrective programs for the individuals selected for training.

It is important to recognize that "education" in a formal sense is only

one of the requirements for an effective manager, and it is not necessarily
the most important one. The development of a cadre of skilled management

| personnel depends first upo‘n selecting those with the capacity to acquire the

necessary ekills - without this, effective managers cannot be developed,

Technical Skills

Treditional technical skills are acquired througn formal education and are
enhanced by practical experience and application. Righ technical skills

result from long exposure to education or experience or both. To be effective
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in industry, thoce possessing Lechnical sk Ll s musi w1ro possess anulytical
diaghostic and crealive skills; these can rarely be acquired through formal
education alone but arc the vutcome cither of an liherent mentel outlock

or of long experiecr.ce,

Technical skills must be considered tu include not only the technology of the
pulp and paper industry - its phyzics and chemistry - but skills in such

disciplines as mechanical and electricnl engineering.

8ome of the skills required by the industry have a bagis in art rather than

technology; paper meking is, to some extent, one of these.

Technical skills sufficient to enable an enterprise to compete in world markets
are apt to be rare in the developing countries and » 85 in the case of management

skills, where they are in short supply & dynemic program to provide them is
required.

Manual Skills

Prabably the most significant marual ckills in chopt Supply in the deoveloping
countries are the mechanical, electrical and similar skills required to keep
complex modern machinery running at capacity. It has been noted previously
that the greatest contribution that can be made, as a rule, to the reduction
in manufacturing costs is to increase production rates. Usuelly the firqt
step in bringing ebout the necessary increase is to ensure that all plant
'clplcity is used for the longest possible period of time and is not out of

service because of operating error or mechanical breakdown.

Difficulties in providing these skills from local. sources are considerable.
Not only must the traditions non-mechanical labour be overcome, but the
educational background of candidates for mechanjcal training is likely to slow
down the process appreciably in comparison with the more highly developed

countries; the language of the trade alone is a borrier. Candidates for

training in mechanical skills in the more highly developed countries enter
their training with a relatively higaer cducations] level =nd invariably
with higher literacy than in the under-develcoped countries; even then an




apprenticeship neriod in the chosen irade generally lasts five years. 1In the
modern pulp and paper mill, mechanicul tradesmen of'ten outnumber operating
personnel. Sericus 4eficicncies in mechanicel ¢kills con cnly be overcome
by using non-nationals if immediate benefit is to result, However, cultural
differences, language and costs may vwell make the employment of foreigners

uneconomical and some compromise may therefore be necessary.

8kill Acquisition

There are many barriers to the acquisition of skills in some developing
countries, at the rcot of these is mostly the social and cultural structure,

To risk the dangers of generulization and at the same time to put the matter
bluntly, those having the benefit of education frequently think they know

all that needs to be known,and the uneducated are slow to learn and think

they learn much faster than they actually do. Among the lesser-educated

there often appears to be either a lesser aptitude for , or a tradition against

learning. To overcome such problems requires a high degree of experience and
skill in training.

A _SUGGESTED PROGRAM FOR ACTION

Ravien of the Problenm

A program to improve the level of efficiency of pulp and paper manufacture in a
cicveloping country first requires that the operating economics of the particular
mill under study be compared with known standards for u similar operation, so
that attention may be concentrated on those aspects of the operation where
differences appear to exist. Each of these aspects must then be examined in
detail to identify those which show the greatest opportunity for improvement,

80 that work on these is given priority.

Whereas in many instances th'ere will de technical and mechanical process
deficiencies, it will commonly be found that improving the effectiveness with
which people do their jobs is the first step to be taken to bring about
improvement in production efficiency. Means of accomplishing this will include
replacement of some personnel, transfer of others from one Job to another and

an extensive pr

of training. All levels of the organization are likely
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to be alfected and the process of bringing sbout e changes thau are
necessary must be carcfully planted 0 that there is @ minimum of cultuiiel
conflict and that social stratification, fawily Wity , national and individual

pride, language and religion are taken inbe censideration,

Organization and Managcment

A business enterprise depende , for its succese upon RGANIZATION, SYSTEM and
CAPABILITY. ORGANIZATION refers to the chain of command by which the total
responsibility for the enterpr;.se is delegated downwarda by the chief executive
to personnel who understand and are capable of discharging their individual
responsibilities. SYSTEM refers to the policies and procedures of the compeny,

the specifications used to defire what the company does. CAPABILITY needs no
definition,

It has already been indicated that the responsibilities of each individual
within an organization must be so defined that no activity or task can remain
undone which contributes.to achieving the objectives of the enterprise.
Responsibilities wmuct be essigred logically te those copable of discharging
them and so that there 18 no duplication. Authority must be compatible with
responsibility, and each individual must know to whom he is accountable and
for what, and who is accountable to bim. Avsign of a good organization will
be organization charts and Job descriptions which are understood and used ,
although the converse is not necessarily true; the existence of such charts

and descriptions is not necessarily evidence that an organization ia

efficient.

Bystem is manifested by evidence that the activities of a company are carried
out in accordance with a plan such that whenever there is a relationship
between one activity and another, the means of effecting the relationship

hae been prescribed » 1s simple and is easy to carry out.

Without capability to discharge the responsibilities assigned or to operate e
prescribod sysiem an organization will be less tnan efficient and will not

achieve its objectives.
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In any program to improve efficiency the eveluatlion of an organization, ite

system and its capability must go hand in hand with identification of those

specific aspects of the cperation capable of improvement and the ranking of
these in order of their impact on profitability. Such an evaluation and
identification constitutes an audit. Without such an audit a specific plan of

action cannot be developed.

Plcnn:lg
No task should be undertaken without planning and usually the amount of

planning required is in direct relaticn to the size of the task and the degree
of succese to be achieved. An example of the relationship between planning
and accomplishment is to be seen in the space programs developed by the U.S.A.
and the U.8.8.R., in which the ratio of time spent on planning to the time
spent in executing the plan has probably been greater than in any other
undertaking in history. Despite the amount of blanning, there have been tragic
and costly failures. It seems reasonable to suppose that less planning would

-

have resulted in more failures and vice versa.

The first step in planning is to establich the objective and isolate the facts

bearing upon it. This is the audit , referred to pr'evious],y. The next steps

are as follows:

= list al) poscible factors and actions which could result in achieving the
objective,

evaluate the possible factors and actions, select thoee with the greatest
potentisl for success and establish priorities and targets ’

assign responsibilities for carrying out the actions indicated »
initiate action,

reviev progress in relation to targets set and modify as necessary.

The Objectives

During the Antroductory paragraphs of this paper various alternative objectives

were jdentified, these were:

} - to increase levels of efficiency to the point where pulp and paper are

Z; available without depriving the country of essential 800ds previously &vajiladble,

4
4
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= 10 increage efficiency in the munner Just stoted mnd further, to elimjpate
subsidies,
= to meke the product Campetl.itive 1n outside meakets 0 conditivue are

suitable.

Whichever objective is chosen - and in some instances all three may be
established in suzcession - it is necessary irst to identify it in

quantitative terms. what must the mill net price be and what must the cost

components be?

Collect the racts

If it 4s hecessary to express the objective of & program in such quantitative
terms as identification of what the mill net price must be, the process of
collecting the facte must be directed towards determining what can be
achieved. This is a task which requires a measure of knowledge and skill often
not available within experienced companies even in developed ccuntries. This
is, in fact » & Job for the professional consultant. The consultant brings to
the jot not only o broad bace of knouledge and Sxpericnee Yo makc an accurcie
detcrnination, but also the hecessary objectivity. The consultant can also
provide experienced personnel to work exclusively on the problem at hand ,
leaving the members of the organization being studied free to pursue their
day-to-day activities in running the enterprise, In addition because of his
more ready access to accurate information about what is going on in other parts
of the world , he is able to identify specific areas in which improvements in

efficiency can be made, as well as those where no improvement is possible.

Moat of the opportunities for improvement will be manifested by differences in
cost - of manufacturing » materials, administration and transportation -
between ﬁhe enterprise under study and those customary clsewhere in the
industry. At the root of these will be the performance of individuals who
either do not pogsess sufficient skills to perform efficiently, are not
applying the sk3lls which they have, or for whom attainuble targets have not

been set but for which they are held accountable. A part of the fact-finding
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process is to establish an inventory nf skille tngether with a 1list of thoce
which are lacking, and another part is to determine the increase in profit

1likcly to result if the objectives are met.

Such a collection of facts constitutes ine basis for designing a program of

improvement, and for a decision as to how far it is economical to proceed.

Develop and Evaluate Alternative Courses of Action

Once needs have been identified, specifically those needs showing promise of
being met, it is possible to determine whether or not the objectives of the
program can be met in whole or in part , to estimate the profit that would result
from meeting those objectives » and to design a program which focusses atiention
only on those areas capable of improvement. As mentioned previously, improvement
is nost likely to be brought about by a change in the performance of people.
Bome of those involved may need to be reassigned to responsibilities
corresponding with their capabilities and thie may mean upward or dowrward
transfers. Some may need special training to acquire the skills for obJjectives
to be met. In any event thore orc certain tc be & number of courses of action
which can be taken. In order to find the most economical solution to the
problem, all alternatives need to be examined and evaluated 80 as to ensure
that those most likely to bring about success are selected. In selecting
actions entailing re-assigmment of responsibility and progrems or personnel
development or training, the importance of the social and cultural

considerations referred to in the previous chapter cannot be over-emphasised.

Work Progrem

The completion of the fact finding and evaluation stages of the program
described in the foregoing will result in the establishment of specifications
for the task ahead. These specifications will not only establish targets
for achievement but will indicate the course required to achieve them and
provide a basig for estimating the cost. Targets will need to be specified
in tangible termc so that performance can be measured against them. PFor
example, if product apeciricutions do not exist, a target night be, not only
the preparation of written product specificatione, but also written teating
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procedures for comparine vproduct characteri-tic; with the specification: and
written manufacturing procedures direccted tovards ensuring that the product

will be made within specificat o Limits.

If the streemlining ot systems and yprocedures will contribute to improved
efficiency, responsibility must be assigned for the design of new systems

and guidelinec established for what thece are to accomplish,

If physical changes to plant and equipment are nceded, these must be identified,
their cost estimate? and expenditure justified upon the basis ol the increace

in profit projeci.w.

The conduct of an audit , the preparation of a work progrem, the design of new
 systems and the determination for the need for physical change generally reqQuires
the type of skill and knowledge that can best be provided by the professional
consultant. A renvonnble estimate of the time required to mske an audit and
develop a work program would be six months.

As hes been indicated earlior y implemertation of the work Program 13 likely $o
require that more effort be expended upon training than on any other aspect.

Yor this reason, the next section is devoted to @ discussion of training.

DESIGN OF A TRAINING PROGRAM
General

S ——

In considering the design of a training program having as its objective
re-assignment of responsibilities , the acquisition of new skills and the
attaimment of specific performance objectives, an excellent guide is provided
by the chapter on traiqing programs contained in the manual on "The Use of
Consultants in Developing Countries" published by UNIDO in 1968. .This
chapter describes a program wherein those undergoing training participate
in deciding what training is needed and in determining the course of action
nocésn.ry to meet those needs. The role of the consultant is to mct as the
prime mover to keep the program geing and to coordinate its various parts,

This 1s "on-the-Jjob" training in its broadest possible sense and consequently

involves minimum interference with productive activity and minimm cost.
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It must de reccgnized het improvement as “hc result cof training is necessarily
slow because of the rormal human resirtance to change. It is particularly
important therefore to be sure that itraining prcgram: are relevant to their
objectives and that they are designed and selected to meet the specific
objectives determined during the fact-finding phase, The techniques of
training are generally little understood and it is a common error to bring
inadequate forces with inadequate skills to bear upon the problem. The design
and conduct of a training progr:m is the task for a specialist with a proven
record of past performance if there is to be any reasonable assurance of

succesas.

'Whom to Train
The audit phase of the improvement program will have identified training needs
vwhich may involve all levels in‘the organization, or only the lower echelons.

Training will almost certainly include management and supervisory skills,
procedural skills, technical skills and manual (mechanical) skills. However .
whether o not tue top echelous ol the urpalivalion avpewr suilicieully
competent not to acquire additional training it is unlikely that any major
Program will be successful unless management take part in such & way that
their participation is known to all. A mechanic who is trained by his foreman
is likely to be more satisfactory to that foreman than a mechanic trained by
someone else. By the same token a supervisor trained by his own supervisor

is likely to be a better supervisor tbhan he would be if trained by someone
else,

Within the organisation, therefore, the top levels of management must
participate in the program at the very least to the extent of contributing
to its design and supporting it with their authority and enthusiasm.

Where mon-nationals are involved in training at any level it mst be ensured

that they are competent in the techniques of training and that they learn

something of the language and customs of the country,
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Training at the Management Ievel

The involvement of top management in the design of a total training nropram
necescsitates the empluyment of a prefeossicnal montgemendt coutsceller who is
capable of identifying management weakinesses and of assisting with their

correctiion,

Considerable time is taken up during the early stages of such a program because
it consists primarily of establishing an over-all mill-wide training progrvam
design. Subsequently, if coach'ing of management becomes necessary, the best
results are obtained by short concentrations of effort at relatively long

intervals, (a month to six weeks perhaps) spread over an appreciable period of

time.

A large part of the coeching activity is usually related Lo the setting of goals
and targets for subordinates amd the establishment of procedures for ensuring
that these goals will be met. 1f members of the top management group can
benefit from special instruction in such topics as communications, training
techninuea, problem golving and the like  thees may be obtained by ettendance
et formal courses and seminars provided by Universities or professional
associations, Alternatively if there is a sufficient requirement for such
training with an organization; specialists in these fields are available

vho can provide in-plant training,often at much less cost and with less

disruption to operttions than if training 1s undertaken away from home.

Supervisory Training
Apert from specialised courses to meet specific needs , probably the most valuable

form of training for supervisors results from participation in identifying and
deacribing their own responsibilities and in setting goals and targets for
those that work under their supervision. The best instructor for this type of
training is likely to be an individual's own supervisor, who will have the
opportunity of comparing the job descriptions and targets which have been

prepared with thoce prepared for himself.
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All that is requircd Lo ncep such a Prograi in uperavion and effective iu

some general supervision by a management counsellor, whose principal function
18 to ensure that work is actually perfourmed as required by the program and

thet it ic not allowed to wither and die¢ from inertia.

Procedural l'raingg

Procedural training should be carried cut by those who have designed the
procetures. All that is necessary is 1o ensure that the trainers are armed
with appropriate techniques and that there is u specific program established

vith targets for completion and the means for the measurement of results.

Technical and Mechanical Skills

Technical and mechunical skills are probably best learned by the application

or some modification of the traditional apprenticeship system. This requires
that each trainee accomplish a wide variety of tasks, each of which is

preceded, and perhape accompanied, by specific instruction in how to perform it.
To carry out such a program on a broad scale requires the establishment of an
wghuivelion - wimost certainiy several veovle, some or whom would have other

duties - responsidble for sceing the program through,

The Training Organization

To initiate a training program embracing all the types of activity descrided

in the foregoing in a pulp and paper mill employing five or six hundred people
would probably require initially a full-time staff of several specialists

under a Training Director , these would diminish as the Program progressed.

In extreme cases such a program might be spread over two to three years. In
advance of the in-plant program these specialists would have to undsrgo special

training themselves; in the language of the country and in its customs and
culture,

A [ S

SUMMARY AND CONCLUSIONS

A program to improve the levels of eftficiency in pulp and paper mills in
developing zountries requires an audii of existing conditions, the development

of & work program besed upon the audit and is followed by action to implement
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t..e work progrum. skilied assistance 1s Likely Lo ope requirel for «ll inree
phases of the program if snccess 18 Lo Le achicveo, Tmplementution ol such a
progran i likeiy to entail guidance end Lraining at all levels of the

organization, spread over o period of Lime.

All the main phases of the program musl ve carricd out by experienced personhel
who not only have a sound technical background in the judustry, but who have

also been provided with an appreciation of the national and cultural environment
within which the industry operb.tes. This applies equally to those who undertake

the audit, develop the work progran and implement it by an extended program of

guidance and training.

An audit of the type described will reveal the extenl to which a program of
improvement will increase profit. The work progrum will make it possible to
determine the cost of implementation and the investment necessary to generate
the necessary increase in profit. 1f the return on investment ir sufficient,
the program can be undcrtaken. 1f it is not, new targets or o scaled down

program way have t.0 be developed until AT economicnl solution is found.
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