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SUNBMARY OF THE REPORT

1) OBJECTIVES OF THE MISSION
To equip a team of HIMA (Hong Xong Management Association) staff
(known as Hoos Manarement and Orgenisation Development Sorvio-)

to provide help to management in Homg Kong with:

(a) The identification of their organisations mamaperisl

manpower development needs.

The design, implementation and eveluation of practical
programmes of dovelopment in such a way that, in due
course, these activities would become salf-generating
within the organisations concemed and the managemant
could themselves take over the management of their owm
further developmnt.

2) OBJECTIVES OF THE APRIL/MAY 1875 ASSIGIMENT
The objective of this assignment was to help HKMA -~ NODS team to

commenoe to carry out crucial implomentstions of sewveral of the
programmes that had been designed and agreed with client entorprises
in 1974 in order to:

(a) Enable the team to gain self-confidence and melf-

sssureance in their new skills and unfamiliar rolc;

(b) Ensure that the team wins credibility in ite new
role with some of the most important and influential
ooncerns in the Hong Kong business and public services

commmity. (1)




SUMURY OF THE REPORT

3) TFINDINGS
The MODS team are in s unique position of beins able to offer a

totally integreted and planned Nampower Development Service in a
plural culture (Chinese and English) vhich is needed in Hong Kong.

They have achieved this status throuch direct experience working
with nine organisations and having contacts with another ten.

Two Manpower Development Seminare attracted strong swpport,

fourteen organisations attending.

Pusiness activities that MODS clients are engaged in include Clothing,
Plastics, Food and Drink, Ship Repair, Electronics, Commmication
Services, Banking and Urban Services.

The main problems and needs encoumtered in client orgsnisations are:-

organisation Prcblems and Needs - Managewents need

assistance with coping with change.

Relationship Problems and Needs - Managers need
assistance with clarification of their role and
the contribution they can make to the success of

their organisation.

Training and Development Problems and Needs - Managements
need to develop Training and Development Policies for
their organisation based upon a Syatematic Analysis of

real Management and Organisation Development needs.

(2)




SUMMARY OF THE REPORT

¥) RECOMMENDATIONS FOR HONG KONG

(a) Manpower Developmont Officers Programme
Tailor-made programme £ organisations who can support a

Manager of Manpower Development (internal MODS specialist).
ldeally suited for the Labour Department of the Govermment
of Hong Kong's newly appointed task-force of experts in
treining and duvelopment.

(b) Dewelopment of Innovatory MODE activities.

After further experience in applying MODE, the team are
likely to need assistance with evaluation of experiences
leading tc development of naw and imnovatory stratoegies and
plans of action for dealing with now and unuwsual development

needs and designing and running more advenced outreach
progremmes.

MODE Team - Individusl attachment overseas

Two mewmbers of the team M. §. K. Lam, Director of Training
amd Mr. T. F. lay, Training Officer to be attached to the
British Industrial Training Service for threc to six months
to widen their experience. Mr. Lar in new and experimental
Management Development and Training Activities and Mr. Lau in
spplication of Management Training and Dewelopment Progremmes
in Bnglish.




5) RECOMMENDATIONS FOR SOUTH-EAST ASIA
Development of a Regional Dewolopment Organisation for
introducing MODS to other countries in South-East Asia using
Hong Kong because of its unique advantage of being the meeting
placs for Asian and Western cultures as regards managemont

practios and the MODS team because of their expcrdence.
Practical starting point a short intensive seminar for
representation from South-East Asia contries for developing

stretegies and plans of action for the introduction of the
MODS conospt in their countrios.

6) UNIDO ASSISTANCE
It is recommended that UNIDO expert assistamoce is provided for:
a) Menpower Development Officers Progremme.
b) Development of Immovatory NOD8 activities.
¢) South-Zast Asia Regional Development Seminar.

ad thet consideration be given to grenting WIDO fellowship
for Wr. Lam and Wr. Lau's ettachmsmt in U.K.

()




SECTJON I - OBJECTIVES OF THE REPOKTY

The cbjectives of this report are to present to the Government
of Hong Xomg:

1) A review of the progress of the WIDO mission
assignment during the period April and May 1975.

2) To explain the basic concepts used during the
assignment and to examine the factors which are
likely to influence the development of MODS

(Menagement and Organisation Development Service).
3) To provide recommendations for:-
a) Puture development of NODS including treining

and development of NODE staff.

D) Wider implications for application of NODS
activities in South - East Asia.

(s)




SECTION 11 - INTRODUCTIOM

1) Background
The Hong Kong Managesment Association (HIOWA) is an incorporated

body consisting of professional managere and corporete organisations.
It has a membership approaching 3000 and receives s substantial

subvention from Government towards meeting recurrent expenditure.

Its cbjectives are to improve the standards of menagement in Hong
Kong enterprises through managerisl menpower development for the
purpose of promoting and maintaining the economic viability of the

commmity,

In view of the growing need for msnpower developmnt and treining
the Association set out to develop a Managemsnt and Ormiution

Development Service (nons) that would assist enterprises to diagnose
their real dowlopmn; needs and to design and implement learning
activities to meet their needs, both short term and long term.
Wherever possible MODS activities seek to enable managessnt of
enterprises to acquire the skills themselves and in the process to

achieve greater managerial effectiveness thereby helping them tu cope

with continuous and repid cconomic and technological change.

Thus, totally integrated and plamned long-term progrewmes involving
thess twc aspects of manpower development and treining can be provided.
The HXMA has both the foundation and machinery to provide on a
continuing basis an integrated mmnpower development service of this
nature which will becoms increasingly needed by Hong Kong enterprises.

In order to obtain treining and guidance in this field so that a
professional service can be offered that will make a long-terwm impact

(¢)




SECTION 1I - INTRODUCTION

1) Background - continued
on managers in commerce and industry end the economy as a whole the

HXMA requested assistance through the Government of Hong Kong.

Two experts from the Industrial Treining Service, London, U.K. went
to Hong Kong under UNIDO auspices in 1974 end completed the initial
training of the HKMA - MODS team.

This treining consisted of helping the team to acquire conceptual
and diagnostic skills through a mixture of intensive inputs and
practical experience in twelve selacted enterprises (mombers of HKMA
willing to participate) under expert led tutorial guidance. In eadh
of the enterprises the team dealt with manpower development problems
affecting the success of their enterprise as perceived by the Chief

Emscutive.

Following the acquisition of conceptual and diagnostic skills the teams
were helped to acquire the skills needed for design of leaming
situations and development programmss and the inter-perscnal skills
needed to arrive at working with (not for) their client's acceptable
plans of action for implementation. This again was achieved through

a nixture of expert led intensive inputs and prectical experience in
the selected enterprises.

Overel) Wigsion Gbjectives
The overall objectives of the mission are to improve the standards

of menagement in Hong Kong Enterprises through managerial manpower
development leading directly to the promotion and maintenance of the
esonomic viability of the commmity,




SECTION II - INTRODUCTION

2) Overell Mission Objectives - continued
. The specific objectives of the mission, as a whole, are to equip a

team of HKMA staff (known as MODS) to provide help to management in
Hong Kong with:

(a) Thoe identification of their organisations' sanagerial
manpower dovelopment needs.

(b) The design, implementation and evaluation of prectical
progremmes of development in such a way that, in due
course, these activities would become self-gamerating
within the organisations concermed and the managements
oould themselves take over the management of their owm
further development.

3) Objective of the April/May 1975 Assignment

The objective of this assignment was to help the HKMA - NODS team
to commence to carry out crucial implementations of ssversl of the

programmes that had been designed and agreed with client enterpriscs
in 1974 in order to:

(a) Enable the team to gain self-confidence and self q
assurence in their new skills and wnfamiliar role.

(b) Ensure that the team wins credibility in its new role
with some of the most important and influential concerns

in the Hong Komg business and public service commmity.

During this phase of the mission the role of the expert was to act as
& sWpport and resource to the team members as they engage in "liwe"
isplementations in real mmagement situations with one exception, the
need for the expert to lead an Organisational Development activity.

(8)




CTION II - INTRODUCTION

¥) Vorking Objectives of the April/May 1975 Assignment
Immediately on arrival of the expert in Hong Kong the HKMA - NODS

team and the expert drew up a list of seven working objectives.

These were:

(a)

(d)

(c)

(4)

(o)

(e

(o)

Each member (four) of the original MODE team to be given
the opportunity to lead and/or be respomsible for at least
one implementation activity(s).

The two new members of the MODE team to participate in a
"iive" diagnostic activity including presentation and report
to the client.

The team to establish and arrange to conduct a short diagnostic

survey of perceived needs with three new enterprises.

The two senior members of the team together with the expert to
design and M two Manpower Developmant Seminars for Chief

Emecutives and Senior Executives of Hong Kong enterprises.

The team to work out and agree a plam of action for the NODS

outreach stretopy.

Espert to conduct with the whole team an experiential leamming
module for Nanagers using a subject of their choioce, Ssslected
feom a given range.

Each member of the team to have at least one private tutorial

ssesion with the expert in order to discuss his owm progrees,
dsvelopment needs and improvemsnt areas.

(9)
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SICTION III - FINDINGS

1) ic Concepts used MODS Team i tation activitie
The basic concepts which formd a focus for all implementation
activities are enumerated below. They are derived from a combination
of the experience of the Industrial Training Service, ideas emerging
from the academic world and criticism of convential methods of

Management Training and Development by uviﬁnm in the U.S.A. and

H“l in the U.X.

Using a definition that "leaming is the mental process which causes an

individual to change behaviour" and that an intervention is "A conscious

attempt by one individual to help the loaming process of another or others”

then in the fields of leadership, motivation, team work, percoptions and

relationships, it becomes esscntial to assist Managers to (a) clarify their

experiences, (b) assist them to develop new insiphts and (c) to develop the
facility to learn from experience so that they do not merely repeat past

experience but learn how to use it in the future.

Experiential learning plays a very important part in this process and it also
ombracas some of the vital principles associated with Nenagoment and

Organisation Development.

(1) Behaviour is greatly influenced by the environment in
which people work.

(11) Receptivity to new ideas is more likely to be enhanced if
people can readily establish a relationship between the
ideas and the obstacles they face in performing their job.

(1) "Myth of the Well Educated Manaper” by J. Sterling Livingston|
Harland Business Review, Jan/Feb 1971 - pages 79 - 689. ]

(2) "The Experienced Manager - A Major Resource' by Alistair \
Mant, published British Institute of Management 1969.

(10) I

SECTION 11 - FINDINGS

1) Basic Concepts uscd by the MODS Tesn during i tation

sstivities - Continued.

(114)

(iv)

(v)

Every organisation is unique in the sense that the
mixture of individuals is unique and therefore
emphasis needs to ba placed upon pecple, leaming
from how they interact together, gaining insight
from their individual dehaviour, and using the
learning experience to develop thumselves and the
organisation to which they belonmg.

It is gonerally accepted that pacpls are capable

of a lot more salf-diroction and self-control than
they are normally allowed. Self-management should
be both experienced and encouraged and the role of
the "trainers" as a "Manaper of leaming" bccoms

a cornerstone in the development of this facility,
with particular emphasis on leaming groups becoming

self-managing.

Learning becomes much more internalised in the sense
that in the open onded type of programme the
reshaping of the combination of rast experience and
the programme experiences is different for each
individual and consequently behaviourel standards

are much more difficult to predict.

(1)




SECTION III - FINDINGS
1) Besic Concepts use

activitios - Continued

EXPERIENTIAL - BASIC
EXPERIENCE VE ALL HAVE.
ORMMISED /
— |
oy mcxujnm COMION TO GROUE.
ADIERS EXANINATTON WOV THE EXERCISE/TASK
i WAS DONE.
- mlor IEAS MOV TO USE EXPERIENCE.
— UBE AT WoRK APPLICATION OF EXPERIENCE.

T0 MEW SITUATIONS.

?) MW - WOIS Clients
During the acquisition of conoceptual, diagnostic and learning design
skills the MODS team worked in seven out of twelve organisstions who had
been specially selected by HKMA to provide a comprehensiwve cross-section
of different types and different sises of representative organisations in
Hong Kong. They were all members of HIMA and a number of their Chief
Executives are members of the Council and Executive Committee of HKMA.

Their sise range was firom 10,000 to 200 employees, five out of the twiwve
were wholly Chinese and the remainder a combination of Expatriates and

Chinese.

12)




2)

3)

SECTION 1I1I - FINDINGS

HXMA - MODS Clients - Continued

The outcome of this initial work resulted in follow-up projects
(implementation programmes of assistance) being requested on a fee
paying basis by five organisations end implomentation progresmes for
three of the five were commenced during the April/May 1975 period of
the UNIDO mission.

One major programme was postponad dus to financial retrenchment and
another due to absence from Hong Kong of key menagers. In addition
during the April/Mey period contacts were initiated and/or developed
with six more clients and future opportunitics for further clients were
provided through delegates who attended the two Manpower Development
Seminars that took place.

The activities that client organisations are concerned with include,
Clothing, Plastics, Food and Drink, Ship Repair, Electroanics,
Commmication Services, Banking and Urban Services. Details of clients
and follow-up activities are given in Appendix 1.

Problems and Needs Encountered in Client miu‘tim.

A wide variety of manpower management and organisational development
problems and necds were encountered by the MODS team. They can be
conveniently classified under threc hcadings:

(a) Organisational Problems and Needs.

(b) Relationship Problems and Needs.

(¢) Training and Development Problems and Needs.

Organisational Problems and Needs
Both the Chinese and Expatriate organisastions are experiencing symptons

of the need for planned organisational change, though for different reasons.
In the case of Chinese firms, highly successful entrepreneurial, pioneer

(13)




SECTION III - FINDINGS

3) Problems and Needs Encountered in Client miuﬂml ~ Continued

O__t-.gliutimal Problems and Nceds - Continued

run companies have reached the size and point where the founder cam no
longer personally promote and control all, and where the major changes
of organisational and management roles and behaviour accomspanying the
essential movo towards departmentalisation, specialisation, delegation
and co-ordination are necessary to permit the company to go forward
again with ancther stage of development.

In tho case of larger Expatriate conocerms, the need for a major review
of identity and objectives as well as a major overhaul of already
departmentalised, scientific managsment form of organisation is required,
as a result of changing from entrepdt trading to Industrial sanufacturing

and often conglomerate status.

While the organisation changes are happening rapidly, managements generally
lack adequate conosptual fremeworks to enable them to identify the urgent
training and development needs of managers at all levels which these

changes make necessary and urgent.

Typical signs of needs in both cases are {llustreted by the relationship

problems oncountered and referred to below.

Relationship Problems and Needs
Problems in this area centre around the discrepancy between actual roles

as performod and the roles needed by thc situations. Typicel examples
found during diagnostic and implementation activities include:
(a) Entrepreneurs, having installed specialist menagers
continuing to act as pionecrs, interfering with day

to day activities of new managers.

(1)




SECTION II1 - FINDINGS
3) Problems and Needs Encountered in Client anisations - Continued

Relationship Problems and Needs - Continued

(b)

(c)

(d)

(e)

(1)

(o

()

Roles and relationships between specialist departments
ad line management not clearly defined causing

unoertainty and conflicts over responsibilities.

Junior managers failing to keep senior managers informecd
about the real situations occurring amd not being

encouraged to do so.

Poor commumnication and rivalry between Sales md Production
Nenagers.

Junior Menagers not being stretched, insufficient attention
being paid to the identification of their resl dewelopment
noeds and provisions for meeting them.

Co-ordination within the Management Tesm insffective, managers
not sure when, where and how they can make the best

contribution to the organisation.
Tendency for Middle and Junior Nanagers to becoms routinist
in their sctivities and fail to take the initistive when

needed.

Menagers not clesr about their emact role and how their
performance is wensured.

Devel ¢t Problems and Needs

Perosptions of Management Treining and Development is nerrow and limdted.

Usually perceived in terms of off-the-job courees for individuals,

(18)




SECTION II1 - FINDINGS ‘

3) Problems and Needs Encountered in Client Organisations - Continued

Treining and Development Problems and Needs - Continued

usually external to the company, usually concerned with established
techniques or tools of management (production control, work study,
sales management etc). These important and often expensive activities
do not appear to be based on any overall systematic analysis of
msnagement and organisational development needs of individuals and
working groups. Consequently managers find difficulty in integrating
their new knowledge/skills/attitudes within their norwal working

situation.

4) Assistance Provided by the Industrial Treining Service during
April/May 1975 period of the nission.

During this period the expert working in a swpport and pesouroce

capacity but taking a lead role when the situation demanded helped
the MODS team to achieve the cbjectives stated in Section Il-Introduction
to this report.
The assistance given can be classified under four headings:
a) An Organisation Development Activity.
b) Design, conduct and implementation of major

Management Development activities in two client
organisations, cne Expatriate and one wholly Chiness.

¢) Design and conduct of two Nenpower Development
Seminars for Chief and Senior Emecutiwes.

(16)




SECTION III - FINDINGS

4)

Assistance Provided by the Industrial Training Service

April/May 1975 period of the mission - Continued

d) Assistance with individual and team development
including two additional members who joined the

team at the beginning of April 1975,

(a) Orgapisation Development Activity

(b)

The two scnior membars of the MODS team together with the expert,
designed and conducted a two day intensive organisation development
programme for the total senior management tcam. (Two Expatriates
and oleven Chinese) of an Expatriate organisation which provides
an information processing servioe to industry, commerce and the

public sactor.

Objectives of the propramme were to help the senior managemont team
devolop a now management appraisal scheme themselves and at the same
time assist them to develop their competence as an integreted toam by
helping them to deveclop skills for assessing the effectivcness of

their teamwork.

T™he outcome of this seminar was an agrecd framework for their new
appraisal schems together with a dctailed plan of action for
implomontation. In addition they had experienced effectivc tcamwork
in action and had bcgun to develop the skills for continuously

ssscsuing their om performance as & teanm.

Design, conduct and implementation of major Momagement Development
activities in two client organisations.
A) Bank (Expatriate)

This assignment commenced in November 1974 with a Seminar for

the top management team when they diagnosed the stage of
(17)




SECTION III - FINDINGS

4) Assistance Provided by the Industrial Training Service during
fpril/May 1375 period of the mission - Comtinued.

(b) _Design, conduct and implomentation of mejor Management Development
activities in two client organisations - Continued

A) Bank (Expatriate) - Continued

development of their organisation, features that needed

changing and principles and application of Managemnt Training

and Devclopment. Implomentation programmcs of assistance

commenced in April 1975 and they consistod of:-

(1)

(i)

(411)

Two programmes for Departmental Heads (key departments)
to equip them to design and conduct a technical induction

programme for newly appointed officers of the Bank.

Two progremmes for selccted senior officers from depart-
monts which would be used as a training ground for newly
appointed officers. During these programmes the
participante were equipped to design, organise =nd mcasure
loaming programmes for trainee officers attached to their

departmonts.

A steering group of three mombers from the top management
team was set up and assisted with the task of evaluating
the progress of implementation of systematic Management

Training and Development.

The outcome of these activities was:

(a) Departmental Heads designed a comprehensive technical
induction course for newly appointed officers which will be
run and evaluated by thamselves in June 1975.

(18)




SECTION III - FINDINGS

4) Assistance Provided by the Industrial Training Service during

April/May 1975 period of the mission - Comtinued

(b) Design, comduct and implementation of major Managewent Development
sctivities in two client organisations - Continued.

A) Bank (Expatriate) - Continued
(b) ALl departments which will be used as a treining growmd for

newly appointed officers now have a treined trainer competent
to plan and organise training activities within their

dspartment.

A major breakthrough has been the change in attitude by Senior
Menagers from seoing Management Treining and Development as
something which can be sub-contracted to the Training Officer to
an activity which they should be directly involved in.

3) Garment Manufacturing Company (Chinese)
Isplementation programmes of assistance commenced in Docember

1974 and they have continued un a regular basis since thst date.
The programmes which have all be@ conducted im Cantoness are
dealing with diagnosis and remedial action, by participants of
problems and obstacles affecting the interface between Sales

Managers and Production Managers.

An interesting feature of this assignment has been the acceptance
by Chinese Managers of experiential leaming despite in the
beginning a certain amount of scepticism by top managesent.

The isplementation activities have brought about an action osntred
approach to dsaling with cbstacles affecting meny facets of

i company performence and improved awareness by top management of

]

the problems affecting middle managers.
_ (19)




SECTION III - FINDINGS

%) Assistance Provided by the Industrial Training Service during
April/May 1975 period of the mission - Continued

(b) Design, conduct and implementation of Major Management Development

activities in two client organisstions - Continued

B) Garment Manufacturing Compsny (Chinese) - Continued

Two examples of projects for clients are described in Appendix 2.

(c) Design and conduct of two Manpower Development Seninars for Chief

and Senior Executives.

It became apparent during the diagnostic period of the mission that
Management Training and Development activitics promoted by organisations
in Hong Kong were not based on any systcmatic analysis of real
menagement and organisation development needs of individuals and

working groups. Further reinforcement of this observation was

supported as experience was gathered with MODS clients. Also

many of the specialist staff in organisations who had the
responsibility for Management Training and Development had not

received comprehensive training themselves and often did not have

the credibility or status necessary to deal with all levels of

Management.

Two Manpower Development Seminars were designed and run with the
cbjectives of:

(a) Creating an awarcness of the services available through MODS.

(1) To assist Chief and Senior Emecutives to becoms familiar
with concepts of organisation development and their
application in design of a total Manpower Development
Policy for their organisation based upon real

development needs of individuals and groups of individuals.
(20)




SECTION III - FINDINGS

) {stance Provided by the Industrial Training Service durin ‘

1 1975 iod of the mission - continued

(c) De and conduct of two Manpower Devel t Seminars o

d Senior Executives - continued
In addition these Seminars were seen as a major part of the outreach
stretegy of MODS, by crcating an awarencss of the need for improved
Menpower Development Policies amongst employers in Homg Kong and
providing the MODS team with a large number of potential clients.

Emecutives attending the sominars were provided with a "live"
experionce using a role played case study. Thoy were given the
opportunity to practise the application of diegnostic, leaming design
and isplementation skills under tutorial guidance and the production
of a Manpower Development Policy for the case study company.

Apart from learmning "What to do" and "How to do it" thoy also

experimoed MODE in action.

Both seminars werc well supported, fourteen orgsnisations participating
ad the general cansensus of opinion expressed by all th participants

was:-
(a) That orgenisations need to develop Mampower

Development Policies along the lines suggested.

(b) The learning methods used (experiential learning)
together with the NODS concept of "Working with
Mepagers" not 'for Managers' were most accsptable.

One delegate, a bank supervisor from Indonesia under trainiag in

Neng Kong expressed overwvhelming enthususem for what he had leammt
éduring the seminar and said he would be using the concspts and techniques
ismediately upon his returm home. Full details of the seminars are

provided in Appendix 3.
- (21) I




SECTION III - FINDINGS

%)

A

istance Provided by the Industrial Trainin Service duri

April/Mey 1975 period_of the mission - continued

(d) Assistance with individual and team development inclydin

two additionsl members who joined the team at the boﬂmg.
of ﬁz‘il 1975.

The two new members of the team were provided with conceptual

and diagnostic skills through intensive inputs and coaching by
existing team members and the expert, integrated with a "live’
project with a new client culminatingwith a presentation and report
to the client. They were also assisted to integrate with the
existing team members and whenever practical assisted the other

team members with design of implementstion programmes.

Team development forwed a continuous aspect of MODS sctivities
through rehearsals of implementation programmes, small growp
presentations about implementation experiences and regular evalustion
sessions when the whole team sddressed themselves to the question
"What have we leamnt". Appendix & illustretes an cxasple of the

outcome of an evaluation sessiom.

Outyeach Stretegy

A important aspect of the teams development cemtred arowmd "Plaming
for the Future" and discussion tock place which culninated in a
framework which the team can use as a basis for producing s detailed
plan of action. The fremework consists of guidelines:-

(a) Ppege of en Outresch Stretegy
1)  To ensure that adequate servioces (eipertise) are

dsveloped by the NODS team.

i1) To enmsure that continuing client outlsts are doveloped.
(22)



April/May 1975 period of the mission - continyed

() Apgistapce with individual snd team developmget including
twe addjtional mpmbers who joined the tesm at the beginning

978 - Contin

(e) Purpope of sp Oytpeach Stretegy- continysd

141) To ensure that the bost match between NODE and
clients {s continually maintained.

(d) Quigelipes for Outreach Strevegy
(i) Develop marketing activities to help achieve NOOS

cbjectives.

(11) Obtain the maximum provision of work (at movwml
fee-rate) with the minimum of nom-fee paying
development activities.

(144) Waintain the right balance of werk to met the needs
of the NODE team and the Homg Xemg commmity.

(iv) Provide opportunity to develop services to meet
futwre needs of Nong Xong.

(v) Allocate responsibilities to imdividual members of
the team for seeking new cliemts and developing expertise
. ia isportamt sectors of Nemg Xong industry and oommerce.

(vi) To sst Wp a mechaniem for ocomtrolling expenditure on
Outreach Activities and for monitoring/assessing results

of these activitiea.
(23)




SECTION III - FINDINGS

4) Asgistance Provided by the Industrial Treining Service during

April/May 1975 period of the mission - continued

(q)

Assistance with individual and team development including
two additional members who joined the team at the bominl
of April 1975 - Continued

Individual Development Needs
Identification of individual development needs was assisted by

asking each member to record on a Personal Assessment Shect
(Appendix 5) his own perception of his competence for each skill
component of MODS activities and their application in broad areas
of MODS work. Each member was also askod to indicate competence
using both the Chinese and English languages. This gave each
mewmber a picture of his own standarde at this moment in time which
can be used as a tool to plan his own development within the MODS
organisation objectives.

In addition each member individually was assisted to identify his

personal improvement area through a dialogue with the expert.

5) Project Status as at JWNE 1975

The MODS team with the exception of the two recent members hawve

reached a position in their development as follows:

(a)

(»)

Self-confidence and self assurance in their application of
the basic skills of MODS work and possibly more important, they
have intemalised the basic concept underlying all MODS activities.

Begun the process of establishing credibility with a number of
important and influential concerns in Hong Kong - Chinese and
Expatriate. The Analysis of Initial Impact of MODS (Appendix
6) shows that the MODS team are or will be actively involved with
cver 100 executives from nine enterprises which employ over

28,000 people.
(2w%)




SECTION JII - FINDINGS

. 5) Project Status as at June 1975 - Continued

(c)

(d)

(o)

A rough estimate indicates that indirectly their (MODS)
influence affects 11% of the total number of pecple employed
in the industries from vhich their clients are drawn. More
important than the figures quoted is the potential number of
the Hong Kong work force which they (small team of six) will
be in a position to influence after acquiring first hand
experience of the real problems facing managements within
the industries listed in Appendix 6., namely something of the
order of 300,000 people.

They have experiencad success through their om eofforte with
both Chinese and Expatriste cnterprises.

They are now in a position to plan and organise both their
own development and the development of MODE in Hong Kong

over the next nine to twelve months.

They are in a unique position of being able to offer a

_totally integrated and planned Manpower Development Service

in a plurel culture (Chinese and Emglish) which Hong Kong
sorely needs. What is particularly important and exciting
is that they can provide to the indigenous population of
Hong Kong the most modern learning methods and techniques
suitably adapted for cultural differences.

(28)



SECTIQN IV - RECOINDATIONS

1) Introdyction
The assistance provided by the British Industrial Treining Service

to the H.X.M.A. - Management and Organisation Development Service is
Mdmamwmiamhnmiudwmhm
wmique features:

(a) The eystematic diagnosis of development and treining needs
in orgsmisstions by members of the organisation snd mesber(s)
of the I.T7.8. working together.

(b) The forwulation of prectical apd workable development snd
treining policies, strategies and cperetional plame Jointly
with the client.

(c) The design and implemsntation of prectical tailor-made development
and treining progremmes and the planning and implemente‘ion of
continuous evaluation processes jointly with the client.

(d) Sesking wherever possible to enable clients (managers, treiners

or others) to perform these activities for themsslves.

1.7.8. consciously seg out not to create a dependency relationship but

to help opganisations to help themselves. A ccnosptual model of this
philosophy in action is shown in Appendix 7.

The MOWA - Nenagewent and Orgenisation Service have adopted this philosophy
and a8 indicated in the findings of this report they have successfully
ewperienced it in action in Hong Xong.

(2¢)



SECTION IV - I_!ECMDM’IGS
1) Introduction - Continued

The recommendations suggested in this report are based wpon the
application of this philosophy to Hong Kong and its extension to other
countries in South-East Asia.

2) Recommondations for Hong Kong
(a) Manpower Development Officers Progremme

As indicated carlier in this report the MODS team are now in a

position to plan and develop themselves and their service over the
next nine to twelve months. During this pericd one of their major
objectives is to create an awaroness throughout organisations in Hong
Xong of the need to undertake systematic manpower development and
training activities and to promote wherever feasidle the need for
organisations to support a special tailor-madc programme for

Manpower Development Officers in Honp Kong.

Thesc officers would be Managers of Manpower Development within their
owm orpanisations i.e. specialists in the MODS concept who having
acquired the MODE skills from the HKMA - MODS team would be able to
extend the application of MODS themselves.

In effect this is the concept of the multiplier effect whereby a

small resource group ocan extend its influence over a larpe area.

The design and conduct of the Manpower Development Officers progrowms
will greatly affect the impact that it will make in Hong Kong.
Officers need to develop skills in five areas:




SECTIMN 1V - RECOMMENDATIONS

2) Recommendations for Homg Kong - Continued

(a) Manpower Developmant Officers Prograsme - Continued

(1) Conceptual Skills
The ability to understand concepts in leamning, training and

organisation development, to commmicate them to othors and
eventually to be able to develop new conospts as an aid to

leaming.

Diagnostic Skijls
The ability to study total orgsnisations or problems arising

in any part of them, identify the key areas requiring attention
and assess the likely cbstacles to changs.

Inter-Persanal Skills

The social skills nceded to work effectively with individuals
and groups under conditions of tension and to provide help at

a time it is needed.

(iv) leaming Design Skills
The ability to create and oporate effectively and eoonond cally

viable learning situatioms.

(v) Ewalustion Skills
The ability to set targets of leaming and development with

treinees including standards of achievement and how the standards
will be measured.

They can be helped to aoquire thess skills by means of a modular
progremme based upon the following principles:

(20)




SECTION IV - RECOMMENDATIONS

2) Recommendations for Hong Kong - Continued

(a) Manpower Development Officers Programme - Continued

(1)

The emphasis is on the _x:_o;l_e_ of the officer rather themn

on a theoretical job. They are helped to recognise the
possibility that they can choose to cperate in a variety

of different roles and that these are determined at least as
mich by the officers own assessment of the nature and severity
of the constreints under which he is operating as they are by
the job description he is given. One of the objecctives of the
programme is to help officers make this kind of assessment

realistically.

Ewphasis on goncepts more than techniques: within the organic
view of the treining/development function and the officer's

role the latter is more than just someone who can use leaming
techniques. Considerable attention is given to the subject of

organisational development and the behaviour of paople at work.

D:li?_ontic techniques receive more attention than problem solving.

One of the assumptions upon which the progremme is based {s that
the more effective role for the officer is in helping managers
to diagnose their own learning problems and solve them for
themselves, rather than look for ready-made solutions. For
this reason the programmc emphasises the various ways in which
training/development problems may be studied and their key
features identified.

The programme is concerned more with learning than teaching. A
key aspect of the officers role as a "manager of leamming" is
experienced by the use of the progremme iteclf as a means of
studying learning methods as part of the officer's own leaming

process.
(29)




SECTION IV - RECOMMENDATIONS

2) Recommendations for Hong Kong - Continued

(a) Manpower Development Officers Programme - Continued

Although the emphasis is on "leaming by doing" it does
not emclude the use of formal methods of instruction where

necessary.

The emphasis is on development rather than training. The
progremms does not present itself as a complets training but
rether as a component in a continuous progremms of self-
development.

In this sense the prograsme is always open ended and the
design of the progremms incorporates vherever possible the
following features:

(a) An sssessment of the charecteristics of the
organisation and the constreints under wvhich the
officer has to work.

T™he introduction of the officer to new concepts and
ideas about learning by stages: this implies a

modular programme with modules not enceeding one week
each, the period in between modules being used for 'live"

ewperiences of application of what has been leamnt.

A requiremsnt that a project arising from the subject
matter of the preceding module be carried out in the
officer's o organisation betwsen modules and that this
project be on a subject of real oomoern to the organisatiom.

A hMgh tutor/student retio of the order of 1:8 to provide
sanioum cpportumity for individuel comeslling and

coaching.
(%)




SECTION IV - RECOMMENDATIONS

2) Recomendations for Hong Kong - Continued

(a) Manpower Development Officers Programme - Continued

This type of programme would be extremely beneficial towards
assisting the Labour Department of the Government of Hong Kong with

its objective of helping induetry keep ahead of Hong Kong's main trading
rivals. It is the type of prograsme that the newly appointed task
force of experts would benefit from and if utilised by the Hong Kong
Government it would demomstrate support for a "home-produced"

activity thereby encouraging self-reliance within Hong Kong as a

viable complement or alternative to overseas training and devclopment

programmes .

UNIDO Assistance with Manpower Development 0fficers Programme
It is essontial that the initial programme for Manpower Development

Officers attracts a high calibre of participants and that it makes an
impact on the organisations who sponsor participants. Therefore it is
strongly recommended that UNIDO expert assistance be provided to assist
HXMA - MODS to develop and run the first progresme. It would require
the scrvices of an expert for a periocd of 10 to 12 weeks this would
include design, preparation and running of the programme. It is
envisaged that this activity should take place in early 1976.

(b) Development of imnovatory MODS activities

¥hen the MODS team have consolidated the application of comoepts,
knowledge, skills acquired during the 1974/75 period of UNIDO
assistance and further enhanced their credibility, reputation and
prestige during the remainder of 1975 and early 1976 they are 1likely
to need additional supporting assistance. The type of assistance
needed will fall into two categories:

(9)
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SECTION IV - RECOMMENDATIONS

2) Recommendations for Homg Kong - Continued

(b) Development of innovatory MODS activities - Continued

(a) Discussion and analysis of the experiences they have gained
from working with clients leading to development of now and
innovatory strategies and plans of action for dealing with new
and unusual development nceds. e.g. How to assist the small
Entrepreneur, How to develop safety awareness throughout an
organisation, How to develop programmes of assistancs for
industries or groups of individual companies.

Assistance with designing and running wmore advanced outreach
prograsmes to maintain and further develop the overall awareness
stimulatad by the Manpower Development Seminars e¢.g. One week
Organisational Development Seminars for organisations who have

recognised the need for Plannsd Organisational Development

UNIIDO Assistanos with Development of innovatory MODS activities.
Expert assistance should only be needed for short intensive

periods of three/four weeks duration and the likely time scale

is one period in late 1976 and two in 1977

NODE team - Individusl attachments overseas
During sxpert led tutorial discussions with individual membors of

the MODS team, two requirements for overseas attachments emsrged.

(a) M. 8. K. LAM - Director of Training HXMA.

Mr. Lam together with the Director of Management Servioces
MW has the responsibility for the development of MODS
sotivities in Hong Kong. He has a shared responsibility for
amagement of the team and development of team member's
expertise and a major responsibility for innovation of new
ad experimental development and treining activities.

(32)




the problems affecting niddle wmanagers.

(19)
l SECTION IV - RECOMENDATICNG

2) Recommcndations for Hong Kong - Continued

. (c) MODS Team - Individual attachments OVerscas - Continued

(a) Wr. 8. K. lLam - Director of Training HKMA - Continued

He would benefit from a three month period of attachmemt to

the Industrial Training Service in the U. K. in order to!

(1)  Study how I1.T.S. manages its staff and its
development.

Emmine and participate in new and experinental
Menagement Development and Treining activities
being used in U. K.

W, 7. F. lau - Training Officer HNMA
M. Lau is one of the junior members of the NODS team who has

achieved remarkable personal development since the commsnhcement

of MODE activities. He is extremely pood when dealing with
Chinese Managers in his native tongue but neads more experience
and guidance when dealing with English Speaking Nenagers. He
would also benefit from working at MODE activities in a Westem
environment because he is the only mesber of the team, as far as

I }mow, who has not been exposed to 1iving/working/studying
sbroad, which is quite common to the younger W and coming Chinese
Nanagers . He would greatly bemefit from a three to

six months attachment to I.T.5. in the U. K. in order to:

(1) Pemiliarise himself with western cultural amd warking
methods theredy providing him with experience
common to weny young Chinese Menagers.

Participate in conducting developmeat ad weining

progresmes for English Nanagers.
(33)
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gg;g IV - mcg_ngg!uugg
2) Recomendations for Hong Kong - Continued
(c) MOD6 Tesm - Individusl attachmsnts oversess - Contipued

(b) Mp. I. F. lay - Training Officer HKMA - Continyed
(1i1) Develop his application of the English language in

MODS type activities.

ft is recosmended that serious consideration {s given to srranging
these sttachments under the auspioces of a UNIDO Fellowship for both
¥r. Lam and Mr. Leu. Mo spplication supported by the expert has
already been made on behalf of Mr. Lau.

3) Development of NODE within South-East Asia
The Industrial Training Service has assisted with the introduction and

development of MODS type of activities in many oversess countries. The
Service has worked in Colombia, in South America, Kenya, Suden, Nigeria,
U.S.A, Australia and New Zealand. Its unique philosophy of providing
presticel help with the diagnosis of development and training needs, the
formulation of development and training policies, strategles and
aperational plans, the design and implementation of development and
treining programmes and the planning and implementation of continuous

evaluation processes working with clients and wherewver possible seeking

to enablo the clients (menagers, trainers or others) to perform these

agtivities for themsslves could be applied to other South-East Asia
oountries undor the auspices of a Regional Development Body such as The
Asian Asscciation of Management Organisatioms - AAMOCIOS of The Intesmational

Cowncil for Scientific Management - CIOS.

A regional activity of this nature could aleo draw upon research work being
oarricd out in South-East Asia such as the study into"lm‘“rial Beliefs
and Dehaviour in South-East Asia" vhich the Contre of Asian Studies of the

(1) Mesearchess are Dr. 8.C.Redding$ T.W.Casey. They have
not heen approached for permission to mention the study
in this report but the author fecls that no objections
woyld be raised.

(W)



SECTION IV - RECOMMENDATIONS '

3) Development of MODS within South-East Asia - Continued

University of Hong Kong is currently undertaking. Countries which are
taking part in this study include Hong Kong, Phillippines, Jaspan,

Thailand, Singapore, Malaysia, Indonesia, and (South Vietnam).

Without further investigation it is difficult to be firm about the
structure and sise of a Regional Development Organisation but its role

pight aim at fulfilling the following objectives:

1) To develop through action ocentred research practical ways
of assisting with the continuous devalopment of efficient
managers and management of enterprises and industries in

South-East Asian countries.

2) To act as an inter-face between academic bodies such as
Universities and practising managers by seeking to develop
the utilisation of academic ideas into the practice of
management. Also to promote research work in fields which
would be fruitful towards achievement of the first abjective.

3) To build up a body of imowledge gained from applied experience

for usc in South-East Asian countries.

Essentially the Regional Development Organisation should be small and my
permanent staff it may hawve would apend a considerable amount of their time
in the field interspersed with short periods running seminars and short
{ntensive courses aimed at sprecading ncw ideas/concepts to a wide audience.
Physically it could be peripatetic and not confined to one permanent location
for all time. Hong Kong which has the unique advantage of being the meeting
place for Asian and Western culturcs as rogards management practice would

be an ideal location for its inception.

(35)
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SECTION 1V - RECOMMENDAT 10MS

3) Development of MODS within South-East Asia - Continued
The MODE team of HKMA supported by experts will be in a position to make
a significant contribution to a Regional Outreach Activity of this natwre
after they have acquired more field experience and conducted Nenpower

Development Officers programmes in Hong Kong.

UNIDO Assistance with a Regional Activity in South-East Asia

Many people when introduced to the MODS concept for the first time find
it relatively easy to understand at an intellectual level but much mose
difficult to internalise the concepts and principles in practical use.
There {s also a tendency to confuse MODS with what can be regarded a8

oonventional types of Consultamcy Activities which are well known.

A useful and practical starting point for MODS development in South-East
Asia would he for a short (one /two weeks duration) intensive seminas

for representatives from ISouth-Eut Asian countries during which they could
dewelop strategies and plans of action for its introduction in their own
Country, as well as a framework for Regional Co-operation through the

spplication of MODS concepts.

A direct experience of this nature would be greatly beneficial towesds
assisting the participamts to {nternalise the concepts HKMA - NODE team
working together with UNIDO experts would be able to make a valusble
contribution in the design, planning and emscution of a Regional Seminar

of this type.

(%)
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APPENDIX 2 ‘

THO EXAWPLES OF M.0.D.8. ASSIGNMENTS

1. _COTHING WANUFACTUNER

Chinese ovned family organisation employing over 2000 pecple with
factories throughout South-East Asia and world wide export treds.

Initial contact made by HXMA and a number of follow-up meetings held with
mesbers of the top management group to agree scope of MODS diagnostic survey.
Real need that was perceived by MODE team was for a Senior Management,
Organisation Development Seminar to examine the prosent position and work
out a stretegy for Plapned Change. Senior Management were reluctant to
expose thomselves to this activity and instead agreed to examination of a
perocsived problem area, the inter-facc between Sales Nanagers (factory
based) and Production Managers, for one product renge.

WODS team carried out a diagnostic surwey by conducting a dialogue with
the mejority of Sales and Production Namagers mnd their superiore supported
by on the spot cbeservations.

The objectiw of tha survey was to establish each mmnagers perceptions of
ebstacles to effectiveness md problem aress in ordsr to design lomming
situstions vhich would help them to becoms better managers.

Pindings ®d recommsndations were discussed with the top managemsnt tean
whe initially were sosptical until oonvinoed by a live demonstretion abeut
ths use of experiential learming.

The outcome was agreement for NODS to conduct & nwber of menagement
training and development sessions for ocombined growp of Sales and Production
wancMMum-leoofmmucfm

nagers. 1)




APPENDIX 2 - COWTINUED
3. CLOTHING NARFACTURER - Continued

. wtmxmmmmmmmmammuum.
These sessicns were well received by participamts who produced
documented reports of their idess for discussion by top managemsnt.
Purther sessions based on the findings of the initial sessions were then
orgmnised and conducted by the NODE team.
N.5. All sessions were conducted in Cantoness and reports were

written in Cantonese.

Points for the Toam
Two main leaming points emerged from this assigament:
1) Poipt of imtervention
1deally the starting point should hawe bean & organisation
Seninar for the top managemsnt growp but the only acoceptable
point wvas at Middle Menegement lavel, wvhich included two members

of the top mEnagemeat grouwp. Strategy adopted was to work from
the niddle upwards.

2) Use of EBxperiential learning with a Chiness Nenagessat Grop
mtomwuummwmmm

Dsvelopment sussions about the possible inhibiting effect on this
moocu-nmmtommnummm-u
Weoterm cultures, hM«nn&lmbhumw.




X2 -

Part of an Intermational Organisation with a Senior MNenagement Growp
of thirteen (two Expatriates and elsven Chinese).

Initial contact mede by HCMA and followed up with a discussion with the
Gemeral Manager to agree in which area MODS ocould be of help. The
senior management appreisal schems was chosen because it was felt that
it could De improved and a diagnostic survey of the scheme in action was
oarried cut. Mesbers of the MODE team cbserved managers appreising
subordinates and being appreised themselves and followed wp their
cbservations with a dialogue with all the Nanagers involved to cbtain
their views, perceptions and feelings and to test out ideas for
improvensnt formulated during the obeservation sessions.

Tollowing discussions and exchange of ideas with the General Nmmager it
was agreed that the Senior Management Team would be assisted to develop
e new appreisal schems for themselves thereby achisving two of the
Gneral Managers cbjectives.

(a) Developing more cffective teammork
ad
(d) Developing a move effective appraisal scheme

Both thees cbjectives were achiewed through a two-day Orgmisstion
Development Seminar attended Dy the total Semior Nenagemsat Team, including
the OGemerel Nanager.

loaruing Points for the NODS Tean

The tesn learmt how to act in an edviscry/catalyet rols with small growe

(3)
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APPENDIX 34 (1)

INDUSTRJAL TRAINING SERVICE

THE HONG KONG MANAGEMENT ASSOCIATION
MANPOWER DEVELOPMENT SEMINAPR

QUIPE TO ASSEGSING TRAINING NEEDS

1. INFRODUCTION

1. Why asseps the company's training noeds?
It has been ewphasised that companies should "Assess and identify

their own training necds”. This stems from the belief that training
is not merely a 'a good thing to do' when the company can afford it
or is big enough to absorb i{t. BUT THAT training effectively for

your own specific nceds {8 good business sense whatever the sige of

your company. That 'training' in fact will pay-off. ‘

2. What is 'Tyaining' anyway?
One of the bigpest obstacles is the misunderetanding of what 'training' |
encompasses. Some companies feel it is irrelevant to their needs
because thoy believe it covers merely day-release in educational
institutes or having to do without a key manager or foreman whilc they
are on a course. In fact it cowers a whole range of activities all
aimed at improving the use and cffectiveness of manpower in the firm.

In some companies 'training' is mainly carried out on-the-job (sitting

next to Nellie). The trouble is that it is usually unplanned. "it

just happened.' As a result it is ineffective and uneconomical and

leads to avoidgble 'staffing problems' e.g. q

High labour twmnover

Senior poople overloaded

Low ouput from operators and ovarmanning
Lack of people of the right calibre
Trainees taking a long time to learm jobs
Failure to mect new challenge effectively

" . All of the above mean hidden costs, Sometimes very substamtial costs.
Effective systematic training could contribute to solving these kinds
of problems and stop them recurving.

‘ 1)




APPENDIX 3d (i) - Continued

. "Training' defined in this sense is a planned activity, appropriate
to the individual company, which makes certain that people of the
right calibre (companics complain about lack of calibre); are doing
jobs to the right standard (cospanies have problems of low performance)
at the right timc the company nceds them (most companies find difficulty
coping with changes, holidays, absence, aexpansion etc.).

Throughout this guide this is what is meant by 'training': a plamned
activity which is both effective and cconomical. Assessing the real
need, for this is the first step to meking it so.

3. What exactly is assessing training needs?

It is a continuous process which helps management
- to decide where training can improve the company's
productivity and/or market standing;

- to decide whether it is worth doing anything more |
sbout it; and '

- to focus upon and provide motivation for the sction
required.

It is a management activity not 2 training activity because initislly
{t should be done at a whole company level i.e. it should result in a

clsar
POLICY LINE on what to aim at
PRIORITIES on where to start
PLANS on what to do (the later stage of 'deweloping treining' {
would itemise exactly how to do it)

Three steps are noocessary:-

a) collect together rclevant information, which is often
rcady and available in cach company;

. D) assemble it and analyse it systematically to 1dentity
broad areas necding your attention;

¢) ipterpret it to point out for the cowpany what needs
to be done (the implications of the informatiom),

(2)
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. II. WHERE COULD TRAINING PAY-OFF FOR THE COMPANY

A number of factors can improve business operations: more efficient

mothods, more highly capitalised plant, diversification into new markets,
cutting down 'specials', more effective recruitment and training. These
and others have a part to play. What specific part can '¢training' play?

There are four clear areas where 'training' could pay-off i.e. which are
wortiwhile for management to give attention to:

Pay-off Avea No. 1. Filling vacancies more economically
No. 2. Coping with chan;es more effectively
No. 3. Achieving and maintaining good performance
No. &. Dewveloping people to their full potential

Pay-off Arca No. 1. - Filling Vacancies more aconomically

Every time a firm takes on a new person it costs money. Sometimes far
more than it necd bc. There are four 'alarm bells' which give waming
of this exccss cost:

a) WHERE EXCCSSIVE NUMBERS NEED TO BE RECRUITED TO FILL FENM
ACTUAL VACANCIES:-

High Labour Turnover 6.g8.

10 operatives rccruited in one year - only 5 employed

19 teller trainees recruitcd over two years - omly 7 employed
7 supervisors 'tried out' in 2 supervisors' posts in one ycar

b) WHERE EXCESSIVE TIME IS NEEDED TO TRAIN THEM WP TO STANDARD: -

Long Training Time.
8 woeks to leamn one cperative joL when operators are required
to do 7 or 8 tasks!

3 months to learn ccrtain 'knacks' which experienced operetives

find ‘cesy'.

2 months to learn lowest operetive job when most (75%)
recruits leave within 1 month anyway (see Labour Turmover above).
(&)




DIX 3d (1) - Continucd

¢) WHERE VACANCIES HAVE NOT EVEN BEEN RECOGNISED: -
Lack of Junior or Middlc Managament.

SENIOR MANAGERS SPENDINGC A GREAT DEAL OF TIME doing menial
routine tasks because no-one lower down is available.

SUPERVISORS AND MANAGERS coping with an increasing load of
peper-work for want of cheaper clerical help.

d) WHERE EXISTING COMPETENT PEOPLE WILL HAVE TO BE REPLACED
THROUGH SICKNESS OR RETIREMENT

2 out of 3 executive Directors over 65 ycars of age
10 out of 15 salesmon retiring in the next 3 years.

Pay-o a No. 2 - Coping with chanres more offective

Changes in the firwm often demanc changes in the way people do their jobs.
These changes are sometimes rcsisted or the new skills or attitudes are
not learncd cffectively. This costs moncy. Three common 'alarm’ areas
are worth recording:-

a) WHERE THERE HAS BEEN RAPID EXPANSION
- Senior Managers baing required to do much larger
and quite different jobs: trying to learn the new
skills required while only just coping on a crisis
basis with their present situation

- Chief Emecutive losing his previcusly excellent
oontrol over manufacturing through being increasingly
involved in marketing.

- Production Manager trying to cope with an increasing
number of operators, being bogged down in details instead
of planning to train a foreman or chargeheand to help out.

b) IRE GES _IN MARKETING, PRODUCTION
METHODE OR PRODUCT DEVELOPMENT
- Sales represcntatives needing to be brought up-to-date
technically to face a different and more difficult market

(v)
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situations at the same time as meintaining sales
figures.

= Bigger premiscs/enlarged work area situation giving
the opportunity for improving methods; manager and
foreman too busy coping with transforring old methods !
from old situation

= NO SIGNIFICANT NEW PRODUCT FOR THREE YEARS:
PREVIOUSLY COMPETENT TECHNICAL STAFF NOT ABLE
to keap up to date with technical dewelopments.

¢) WHERE THERE ARE CHANGES IN COMPANY SYSTEME AND ORGANISATION

Pay-off Arca No. 3 - ACHIEVING AND MAINTAINING SATISFACTORY PERFORMANCE
Wherever performance is luss than standard it costs the company monay.
Training is only cne of the facters which can reduce the cost. Somctimes
it 1s a very significant factor:

¢.g. a) WHERE OPERATIVE PRODUCTIVITY IS LOW
11 operatives working at only 508 efficiency through
training/incentive and supervision deficiencies.

§ female 'packers' - onc packer achieves YO8 mos
the awerage of other i

e _than

b) RE_FOREMEN ARE NOT REALLY 'SUPERVISING'

No-one concentreting on quality or material usage while
@ foremen spend a great deal of time on operative tasks

c) WHERE NEVW (OR EXISTING) MANAGERS ARE FAILING TO MANAGE

Examples where Managors are appointed specielly to take
the load off the Managing Director still deponding on
Managing Director's decisions.

Technically competent managers failing to pass on their
technical and trade expertise to juniors through being
too involved in detall as their department grows.

(s)
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d) WMERE SALES PERFORMANCE IS NOT DEING IMPROVED

Sales representatives accepting casier/older lines when
ooncentration on new lines is required.

Sales representatives not being able to give tha technicel
service backins an expanding new market requires.

Pgy-off Apea No. 4 - DEVELOPING PEOPLE TO FULFIL THEIR TRUE POTENTIAL

When there are so many growing complaints of 'not being able tc get the
right sort of people’ some firms 'waste' the people they've got:

8) WHERE JWNIOR MANAGERS (OPERATIVES) JOIN BUT LEAVE AGAIN QUICKLY

The fev greduates recruited by a company leave within two
yoars while it takes 18 months to make them really effective.

Good cless girl operatives lcave within cne month on a very
boring job, at thc same time the company is short of good
leading operatives.

b) WMERE MANAGERS WHO SHOWED EARLY POTENTIAL HAVE 'GIVEN UP'

Further company expansion held up because key managers
had stopped 'growing with the jcb'

Magy difficulties quoted in recruiting suitable managore
from outside.

Managers who have ‘stuck’ spreading cynicism about the firm

¢) WHERE THE COMPANY HAS TO LOOK OUTSIDE TO REPLACE KEY PEOPLE
WHEX THEY LEAVE UNEXPECTEDLY

'Crash' recruitment to key-posts rosulting in wrong
selection which causes many furthor problems.

Taking on 'the omly possible candidate' at an exorbitamt
salary causes bad feeling among other managers.

(8)
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IIX. HOW CAN YOU DECIDE IF TRAINING CAN HELP YOU?

4

. Some of the examples quoted above probably ring bells in your
company. How can you find out more systematically and ocbjectively
i it is worth your while doing anything about it?

Just carry out the simple 3 steps mentioned on page 2 of this
appendix. First collect some informatiom under the pay-off areas

suggested above, whore you know training can be of help e.g.

1. WHAT TO LOOK FOR IN PAY-OFF AREA NO. 1. (Filling Vacancics)

Ring with a red pencil any category (or department) where 2
high proportion of people are over 55 or 60 years of age,
especially if it would take years to roplace them;

Where an excessive number of people left or started last
year compared with the number you employ in that category
(excessive might bc 25% or more);

Where there is a difference between pecple needsd in the future
and people employed;

Discuss with your menagers and supervisors whether they have
to spend time 'doing jobs below them';

Get their opinions on where there are vacancies or gaps in the
organisation which it would be profitable to £i11.

THIS WILL GIVE AN INDICATION OF THE SIZE OF THE TASK AHEAD IN NUMBERS.
WHAT TO LOOK FOR IN PAY-OFF AREA NO. 2. (Coping with changes)

Think what changes in your company in the past year coujd have

been brought about more effectively;

Discuss with your management team how they could have been improved;
Forecast the likely changes in the next ysar - look closely as you
may be 'toc near to the pame to recognise the play”. It may be

necessary to review and re-state yowr objectives for the company;

(7)



APPEMDIX 3d (1) - Continued

Nake a list of the important changes which will require
further attention.

THIS WILL INDICATE WMETHER CURRENT PROBLEMS ARE LIKELY TO
BE FUTURE PROBELMS ALSO. IT INVOLVES MORE SPECULATION THAN
THE FIRST AREA.

3. WHAT TO LOOK FOR IN PAY-OFF AREA No. 3 (Achieving Good Performanca)

Consider all your company's operetions. In which arcas are there
dclays or bottlenecks or obvious deficiencies? Get someome to
collect as much relevant objective data as possible in these areas
e.g.

- customer complaints and quality problems

- delays in moeting schedules or promiscs

- poor output or material conversion figures

- high accident rates

- absenteeism/later.ess/labour relations problems

- failure to meet sales targets and trends

- failure to meet cost and budpet targets

Some of this information will peint out areas of your operations where
there is a need for better training. Others may hawe differcnt
soclutions which you will now want to tackle (non-training priorities).

Whether training or other action is required, this 'focussing on a
problem area' should show beneficial results in its om right.

The above information is mainly factual: it should be supplemented
by opinions and subjective expcrience within the company.

- Think of yourself and critically appraise what you have
done with your time and effort and what you have achicwed.
Compare this with vhat you woyld like to achieve. It
mey be ecasier initially to.

- Think of your immediate subordinates - are there any glaring
deficiencics in performance which you could deal with in the
short term? The longer terw 'think' about this ought to follow
a systematic pattern but at this stage we are looking for more
obvious clues.

(8)
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- Discuss with your subordinates (individually) wher: they
think the performance of their reople (or departments) be
improved. Refer to the factual data collected. Make a list
of what you consider to be priority needs for improved
porformance if any.

THIS WILL INDICATE THE IMPORTANCE OF THE TASK AND INVOLVES
MORE JUDGEMENT THAN THE PREVIOUS TWO.

WHAT TO LOOK FOR IN PAY-OFF AREA NO.u4 (Developing Potential)
This is usually a longer term need than the other three but it mey
be your particular company's most important area for attention.

- Think about the people who have left the company over the
last 2 or 3 years.

- At management and supervisor level how many of those leavers
would you have preferred to keep.

- If any, what really influenced their leaving; could it have
beon avoided by providing better and more challenging
opportunities for then.

- 1If the answor is 'possibly' think about your existing mena~ors
(section leaders and foremen) and decide whether they need more
challenging opportunities too.

- If you company is too large for you to think individually about
all the managers and supervisors get your management team to
think about their subordinates' potential also.

- If you consider developing potential at any level (management/
sales/technical or operative) in the company to be beneficial
directly (in fully forecasted vacancies from within) (or
dndirectly in having a more stable and satisfied work foroe)
put it down and give it a priority.

THIS WILL FOCUS ON THE IMPORTANCE OF YOUR COMPANY'S
IMVESTMENT IN PEOPLF.

At this stage you will have assembled together notes of your
conclusions from the various discussions you have held. This kind of
information a Training Specialist would collect to help decide where
further training might show a pay-off in the company.

(9)
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Because the evidence is now consciously out in the open it has
probably already pointed out a number of areas which you feel are
worth focussing attention.

However having got so far with the job of deciding where the bcst
pay-off lies it is probably best to go to the next stage before
initiating too much action.

ASSEMBLING AND ANALYSING THE EVIDENCE SYSTEMATICALLY
The next logical step is to assemble all the information you haw
collected together so that priorities can be set systematically.

¥rite down your omn judgement of the priorities you would like to
set on these problem arcas - some priorities will be to do with
‘training’ activities and others with orpanisational, systems or
work method activities or chanpes.

In most conpanies the exercise leads to an immediate clear priority
which can be tackled in the short-term by improving or extending
‘training’activities. It also results in management focussing uwpon
other areas
a. vwhere the company will benefit from
soms concerted longer term action

or b. where more information will be needsd before
sctually deciding the action

IV. HOW CAN YOU SATISFY THE NEEDS YOU HAVE REVEALED?
1. Bslecting Priorities

In many cases priorities select themselves or at least it is not
di #ficult to select the problem areas which noed tackling first.

Ofteny until the data is written down or presented systemstically the
problem is not often recognised as being worth doing something about
{.e. although managements invariably know about the problems they did
not fully appreciate the effect of them on company operetions - (the
common tendency to live with the problem).

The main benefit of the process of assessing training needs is that it
causes management to look squarely at the problem and to decide whether

to do_anything about it or not.
(10)
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'Tpaining' Xnow-How
Often managers were not clear where training could help and in
what way it could help.

This is where training expertise comss into the process of
identifying treining needs. A training specialist should be able
to advise management what training could do about a stated problem
Meny companics are in need of this training know-how.

The provision of know-how depends on the training load and on the
pay-off of training to the company.

The right policy decision not only helps management at this
asseasment of needs stage to see what training could do, but

would also provide the neocssary know-how for carrying out the action
plan when it is agreed.

Deciding the action required
This kind of discussion leads to an ACTION PLAN. At the asscssment

of needs stage the action determined will describc more what has to
be done than how exactly to do it, e.g. it deals with setting up the
training rather than actually carrying it out.

The types of plans of action for individual companies are too varied
to summarise in this Guide.

Policy decisions
Some managers may be concerned that this Guide has not specifically

mentioned determining policy. But the major policy decisions have
already been taken if you have got this far e.g.

a. you have probably nominated yourself or a senior exscutive
to be responsible for training in your company;

b. by coming this far you have accspted the Policy to trein
effectively for your own company's needs because such
training should show a returm:

¢. by recognising the fourth arca of training needs in Section III
you have acoepted the Policy that the pecple in your company
need training and opportunities to develop their full potential;

(1)
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d. by sppreciating that assessing training nceds is a
gontinuous process you have implied the need for at
least the minimum of records so that your training
activities may be evaluated for their continued
contribution to the overall company objectives;

¢, by facing squarely the training required by the problens
rewealed in the assessment of training needs you have
decided how to provide the particular training know-how
required by your company.

Thus the exercise of assessing your training needs has led to a POLICY,

to PRIORITIES and to an agreed PLAN OF ACTION. Most companies have aleo

fomd that it has given them & better insight into their company

operetions and has pointed out where a variety of activities (not

only training) would lead to improvement. ,

Thus it forms the beginning of a continuous "improvement activity.

It will be continuous only {f management sees it to be profitable.

It will be profitable only if management carries it out oonscientiously
ad with serious intent for improvemsnt.

Revissd and adapted firom material of the Imdustrial
Treining Servies, Bnglmnd, 1978,

(12)
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INDUSTRIAL TRAINING SERVICE
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HONG KONG MANAGEMENT ASSOCIATION
MANPOVMER DEVELOPMENT SEMINAR

U e S it~ ="

MANAGEMENT DEVELOPMENT

e e

A !ﬁof History

For a long time it was held that treining people to becoms good menagers
was not possible. Managers, the view was, were borm not made. The
successful manager had certain characteristics (\ntralnable of course)
such as drive, integrity or maturity. The characteristics of the manager
and the organisation he worked in should conform to universally applicable
principles.

This 'Classical School' of thought was succeeded by Scientific Management
(Taylor, Gantt, Gilbreth) which emphasised work, analysis of tasks and

the separeteness of planning and doing. It focussed attention on the
complenity of managoment, but the training which resulted concentrated

meinly on technical aspects. Some effort was directed at iwproving personality
treits which supplemented the classicists’ characteristics but birth vas

still held to be the crucial moment in a manager's career.

The 'Human Relations' movement charged the emphasis from work to people and
motivation - and hence the requiroment for menagers to provide an environment
where people could satisfy their neods. Training becams centred on 'Common
Skills' which werc held necessary for successful management and which
consisted of such things as democratic leadership, wmotivation and
commmication together with certain personality traits.

Hodern Thinking

Today management theory and manapgoment training are based on the integration
of the work-caentred theories with the pecple-centred approaches. The
Classical School's concept of one ideal management style operating in an
orgmisation also based cn universally applicablc principles has been refuted
by modern theorists. Rather they claim, technology greatly influences cholce
of the best managemcnt structure and the growing firm should be organised
difforently from the stable one. The enviromment in which a firm operates
will affect its organisation.

This implies the necd for top management to ensure the ability of the
organisation to adapt to a changing environment. To a large extent this

will depend on managers lower down also being able to perceive changes in

the envircoment, to assess their implications and to act as the new situation
demands.

Parallel to changing organisation theories, behavioural science has developed
a clearer understanding of the importance of halencing the satisfaction of
individual needs with the economic technical and organisational facters of a
business. Busiress success will be greatly affected by the extent to which
the organisation and roles are structured to take account of individual needs.

(1)
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Such requests are:-
"7e1l me what is requirved of me"
"Give mc a chance to perform'
“Help me when I need it"

“Let me know how I am doing"

are typical expressions of management needs in particular. An
organisation which satisfies them will be building in positive motivatore,
pather than just doveloping ncgative sanctions.

What these changes have led to is an emphasis on improving performsnce

of managors on their jobs. They must improve their ability to sense and
react correctly to change so that organisational goals are achieved, while
operating in 2 framework that is conducive to job satisfaction.

The Tasks of Msnagement Development
These may be classified into four main areas:

a) Selscting and Trajning Potential Nenaseys

Particularly aiming at junior and middle menagement

posts, the company will nced to assess its future needs
and docide its selection policy - the latter with specific
yefarence to whether it will buy in 'ready-made’' managers
or trein its own. This will to a large extent deterwine
its broad training policy in this area.

B) Plspping for Menagemont Syccesseion

Very much linked with the previous area, but with a particular
eye to top management posts, assessment of future noeds is
again necessary. There will also be the choioe to 'buy in' or
not but the effects of such a policy will nced to be carefully
thought out - not least its cffect on morale. For inteamal
dsvelopment, mcthods of assessing potential and arranging
individual manager development will be needed.

) Improving Performance of Existing MWenagers

1f isational poals and individual job satisfaction are
both important, the managers right down the line must be
{nvolved in the development process. Managers must set their
o targets and performance standards and must mutually agree
on how progress to targets will be judged.

Menagers need to be trained to develop their own subordinates.
Nethods of isproving performance wust be worked out - e.g. use
of coaching, projects, reading, films, etc., organisational
changes, improvemsnt of methods and procedures.

(2)
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d) Improving Mapagewent 'Climgte’
All of the above should lead to a better climate, but it is
important that there is a recognition of this at top lovel as
an end in itself. Spacific training in growp techniques may
also be used at appropriate times.

Types of Trajning

a) Coupses
It ioc generally acospted today that while specific tcchniques
and knowledge can be taught on coursas, they are of less use
for cultivating attitudas, ability to deal with people and so
on. In addition, managers who have gained new {deas, especially
about management styles and techniques, on courscs often find a
hostile reception from other managers who have not had the same
leaming experience. Finally, a course can teach a lct about
subjects:; it can rarely give opportunity for implementing Tdeas
and techniques. This is often the most difficult stage and
managers soon become dispiritied at the dif#ficulties they encounter.

b) Projects

Particularly useful for training the newcomcr, serving to involve
him actively and purposefully as quickly as nossible, the project
also has the advantage of intrinsic value. It can be used as 2
training tool at most lovels and can be used to reinforce leaming
from other sources - such as courses.

c) Jap Kotation

This can be linked to the above if used on a short-cycle basis.
There is a need to avoid the 'Cook's Tour’ superficiality of a
department every two months for no good reascn and to no usc ful
end. It can be a useful technique for middle and top managers as
well as the relatively new treinee as a means of broadening
experience and cross-fertilisation.

4) Regding or Filme
If carefully chosen and used in conjunction with discussion
afterwards, led by a suitable persom, thic can be cone of the bast
routes to understanding of now techniquus and ideas and even
helping to develop now attitudes.

e) Talks snd Discussions

Talks can be given by members of the management team on areas

in which they have particular knowledge or oxpertise (not necessarily
technical) or else visiting speakers can be invited. A discussion
following this will provide an opportunity for exploration and some
vesting of idcas and is vitel if the value of the talk is to be
enploited.

(3)
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The Boss as Trainer

It cannot be too strongly emphasised that the key people in any training
activity are the menager and his boss. The company persomnel and training
department or outside speclallsts should be used for advice and ideas but
the responsibility for treining should never be theirs. They may provide
courses, but should not decide the necd for them.

The superior has a vital role in coaching this managers, It is an
activity which takes up a lot of his time anyway and could generally
be better planned.

Team D:ovelopment . _

It is increasingly seen today that ome of the major potentisl arcas for
improvement lics in the way thet use is made of the managemant resources
the firm has. This is lcading tc much more emphasis on the team-based
activities of managers. All managers arc inter-dependent to a degree, but
most development and training activities stress the one-to-one hoss
subordinate relationship.

Toam problem-solving, team cbicctive-setting, team action planning are
all valuable methods of putting team relationships on to a scunder

foo:ni.ng. quite apart from the more complex approaches such as sensitivity-
training .
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DEVELOPMENT PHASES OF ORGANISATIONS

M‘“-—-—

IITRODUCTION

One of the main factors which affocts the performance of individuals at
all lovels within san organisation is the way in which the orgenisation
itself develops and chenges in time,

From analysis cf the way in which many organisations have grown over the
years, it is possible to build wp 2 picture of a number of principles of
dovelopment which the normel organisation will follow as it develops.
fpplied with flexibility, these principles are of value in interpreting
company problems and plannine future policy.

Outline Principles

Trom its inception, an organisation ‘develops' by way of sewcral distinct
'phases'. At a particular stage of development, its managcment style,
intornal structure and processes will follow a pattern, which will change
as the company cevelops. The ncve from one phase to another is a natural
but difficult process. As the company develops, its approach mc longer
copes offectively with the changing demands made upom it; the resulting
problems in tum force the compony eventually to chanpe its approach and
thus move intc the next phasc of development. Threc main phases of
davelopment can be identified:-

2) The Pioneering Phasc - Phase 1
b) The Diffcrentiated or Scientific Management Phase - Phase 2

¢) The Integration Phase - FPhase 3

THE_PIONEERING PHASE

i orgenisation is normally created by one or twe people with an idea. He
or they identify a need for which they feel they can supply a solution. (i.e.
2 new product, or a service). He fecls therc is a sufficient market for the
product to meke a finamncial profit, and that hc has the capacity to creato
m méuct.

from this sometimc vague origin, the organisation begins. At its outset, all
revolves around the individual or individuals with the original idea (the
ploneer). He raises the necessary £inances, from personal resourcaes,
relations etc., creates the initial market, through friends and contacts and
supplies himsclf the technical and practical axpertisc necessary to put his
idea into production.

(1)
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At its hoight, the following charactaeristics typify an organisation in the
pioneering phase:-

. 1. Jleadership from the top: all decisims are taken by the pioneer,
o has the overell nlcture cf the company. His leadership is
autocratic (other aemployees are expocted to do what they are told)
but he is respected and followed as the expert om every aspect of
his business.

2, Clear orsmisation goals: the organisation is gecared directly to
the needs of its customers; being normally of small size, it can

change quickly and sasily to cope with changes in demand.

3. Informal orpanisation: there arc no formal or rigidly defined lines
of respons ty and coomunications. Most informetion is passed
verbally; little paperwork is used. Everyone in the orpanisation
knows and comes frequently into contact with, most of his collaagucs.

4. Dynamic and informal cperation  few procedures or methods are
standardised, nor arc standards rigidly defined. Forward planning
is minimal. Froducts are tailor-made and the work procass is
moulded to suit customer needs.

In summary, the pionecr runs his business much like a family: loyalty is
rewarded and strict paternalistic discipline imposed. For this approach to
be successful the pioneer nceds to have a complete and detailed picture of
every aspect of company operation . and his subardinates must be willing to
acoept dependency, and autocratic leadership.

Problems of Phase 1

The duration of the pioneer phasc in a particular organisation is extremely
variatle and 15 often closely geared to the personality of the pioneer himscl®.
As this style of organisation depunds on the pioncer's ability to 'oversec

the company's detailed operation, the phase may end with the retirement or
departure of the pioneer, when his successor, in the person normally of his
son (or another family member) lacks the original pioneer's depth of

knowledge of thc company and technical expertise and therefore has to adopt a
different style. In other cases, other problems pradually develop which may
force the ploneer himself to modify his approach, if he is able to do so.

Typical events which may cause a pionaering phasc organisation move into the
next stage of development are:-

1. Growth in size: increasing numbers of employees, sise of

market and production facilities cause the informality or
pionecring management to become inadequate.

2. Sﬁgclay.st techniqucs: the increasingly complex nature of
¢ busincss demands the applicatiom of more 'professional’
techniques if control is to be kept, i.c. production planning,
cost control, work study.

3. %ggssion +o Ploncer: as already indicated, the successor to the
. pionecr may not: sufficiently versed in the company to take as
strong 2 role as leader.
4. Lack of capital: when thc pioncer can nc longer supply the
neosssary capital funds for growth, cutsiders may be called
upon to provide the necessary resources, and in turn will
require a say in how the business is run.

(2)
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S. Bett ing needed: the informality and flexibility of day-to-
day p%!ng can no longer guarantes to support the increased
resources of the company. Planning of 211 aspects of the cowpany
needs to be more systematic and longer terwm.

6. Professional Man nt: experienced managers are introduced from
outside the company, who are not prepared to function within the
patermalistic, autocratic style of pioneering msnagesment.

Introduction

At the end of the first phase of its development, the '‘pioneering phase'’
an organisation encounters a variety of problems. These are mainly due to
the increasing failure of the informal, unsystematic proosdurcs it has
developed to cope with the increasing complexity and sise of the business.

To overcome thase problems, new systeme and procedures are introduced and
the company moves into the second phase of development, known as the
'‘scientific’' manapemcnt phase. The principles of scientific management
fall into four categories: -

1) Mechanisatiom
2) Standardisation
3) Specialisation
4) Co-ordination

Mechapjsation

The activities involved in mechanisation are self-evident. The emall-batch,
hand worked process gives way to mechanised mass production. This is
necessitated by higher production requirements, needs to minimise production
costs and the requiremsnt for a standard product.

Within the organisation, this move highlights the importance of engineering
and maintenance skills, coupled with mschanical fault finding, while
reducing the emphasis on original trade skills or hand skills.

standarisation

In phase 2 of the development, there is a strong move to ensure that the
informal variety of previow plamning and activity is replaced by carefully
oontrolled consistency. Quality standards are laid dowm and individuals
sppointed to carry out inspection functions. Job methods and procsdures are
standardised to ensure that any job is always performed in the same (best)
way, regardless of the individual doing it.

To achieve this standardisation, as well as co-ordination, more rigid control

systems are needed, which gives rise to much greater emphasis on plamning in
all areas.

(9)
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Specialisation

. Pscple and functions within the organisation are now expected to
conosntrate on a more limited and clearly defined range of activity.
Specialisms are introduced in a variety of ways:-

Vertical specialism: different levels of menagement are
Introduced. Top management defines policy, middle menagement
plans how the policy is to be achieved and first line management/
suwervision carries out the plans.

Mgimal specialism: different individuals specialise in
specific ction 1.¢. production, sales, accounting, engineering etc.

flow specialism: a distinction is also made between planning,
%‘ng out and controlling the work. Separate dspartments now
concern themsclves with planning (production planning, design office

etc) and with control (quality control, costing department otc)
leaving only the actual carrying out of the work to the line management.

Technical specialism: a variety of professional tschniques are
mﬂﬁ_aﬂ-npoctl of the company and individuals or
departments are introduced to specialise in these e.g. work study,
computer services, perscnnel and training etc.

- ation

The orgenisation's structure now has to be more carcfully defined, to ensure
that co-ordination of sffort is maintained. The following 'rules’' are
normally applied:-

a. Sran of control: each manager has a defined ares of

operation, and a limited number of subordinates under
his direct control.

b. S!ﬁf[nne relationship: the varicus specialists are
sald to have an advisory role line management. Rcsponsibility/
authority remeins with line managers.

c. Egme:lal incentives: the labour force is enccuraged to work
y the appllcation of incentive schames giving extra pay for
extra effort.

d. P% commnications: there is an upsurge in paperwork systems

signed to keep employees inforwmed of plans affecting them, and

to inform management of activity against defined standards.

’ Problems of Phase 2

Despite its inherent disadvantages, the sciontific menagemsnt orientated
company may continus to cope effectively for a long pericd. Howewer, if

m company continues to develop, & point is reached when a number of probless
0o~
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a. Inflexibility and inertia: it becomes increasingly difficult
¥or the orpanisation to adapt and change to meet changes in its
cnvironment. As rcsistance to new ideas grow, the company
gradually ceascs to progress.

b. m_o_{_ig_—_%mm: the formal coomunication system fails
to help individuals with the organisation to appreciate the full
picture. Commitment to ths organisation is replaced by a
ooncentration on the immediate performance of the section and

department.

c. Ws the policy-makers at the top of the
organisation lose touch with the prectical problems affecting
exacutive management. This can causc unrealistic policies to
emert an increasing strain on company resourcee.

d. W the distinction batween
specialist and line manager becomes incrcasingly unoertain:

tadvice' and 'instruection' are blurred.

. w: the individual within the organisation
begins to lose his commitment to it. From the narrow limits
of his position, he can nc longer see where he or the company
is going.

Productivity goee down and management may try expensive solutions without
effcct. These problems will often indicate the need for a firm to enter
the third phase of development, the integration Phase.

THE INTEGRATION PHASE

Introduction

Comparatively foew companies have surmounted the second phase and entered
the third phase. It is not therefore possible to describe in such detail
all the characteristics of phase 3, nor to identify the nature of the
problems which might. logically be oxpected to follow it.

Nevertheless, it is possiblc to describe some of the activities and
characteristics which occur.

ciples of Integration

The overall aim of the integration phase is to re-establish soms of the
flexibility, informality, and teamwork of the prioneering phase, while
maintaining the systematic approach to planning and comtrolling initiated
in the scientific management phase.

Phasc 3 management aims to create a situation in which individuals can
satisfy their fundamantal needs as humen beings (e.g. the need to he part
of a group, the need to be recognissd as having status etc) while
contributing effectively to the goals of the organisation. In this
situation, the role of management is to assist rather than comtrol, to guide
rather than lead, and responsibility ie shared more evenly through the
organisation.

(s)




APPENDIX 3 d (iii) - Continued

The basic principle in this case is that human beings are fundamentally
responsible and responsive, provided that a situation is created for
them which gives opportunity for this to develop.

Prgctical steps to reach Phase 3

1. Senior Hanarmnt Phuo_._%hy senicr managers have to wnderstand
vaticns of human ngs and the skill to apply such concepts
to company goals.

2. Team building: the organisatiocnal structure must lose some of its
hierarchical rigidity and be replaced by a series of groups.
Initially, the top level policy makers must become an effective and
cohesive group. They must achieve a level of understanding which
enables them to function effectively together and be able to
formulate company objectives and policy in realistic and achievable
terms.

3. MNanagement by exception: commmication up or dowmn the groups
Is not noma*!y necessary for routine. Positive action is initiated
only where something out of the ordinary occurs.

4, %&ﬁim process: better relations betwecen departments sequencing
the product are encouraged possibly by creating groups containing
workers from several departments. Shop floor staff are given more

responsibility for setting and maintaining standards and creating
change and innovation.

5. Endin t by results: the integration phase creates a climate
reilcs on other Inducements than financial for encouraging
individuals to contribute. Incentive schemes tend to disappear, as
do soms of the differentiations between white and blue collar staff,
daily and menthly personnel.

SUARY

At present, much of our thinking in industry is geared to phase 2 development
and its superiority over phase 1. Effort for improvement is often concentrated
on an attewmpt to be more systematic, more controlled, more logical in approach.
In this 1ight, many of the characteristics of phase 3, appear impractical and
academic. They rely on an organisation's ability to develop trust and
confidence throushout its members and on the individuals' ability to gresp

and apply concepts of behaviour and development. Nevertheless, it would

appear to offer a prospective solution to many problems afflicting companies,
who are struggling with the problems of the second phase of development.

(¢)
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COMPANY GRONTH AND DEVELOPMENT
CASE STUDY - PLUS COATINGS

Background Informstion

Plus Coatings Ltd - in Sham Shul Po, was established about 50 years ago.
The present factory was built in 1922 and gradually extended itself.

Main recent developments have been the building of a frontal office block
in 1958 and a laboratory in 196u.

The Company manufactures a renge of special industrial paints and has also,
within the last 15 years, developed the manufacture of painting equipment
such as spray guns, pumps, spray booths, etc.

This Company was privately owned until 8 years ago when it was sold to a
financial group. Although in a highly competitive industry, the Company
has been increasing the volume of its business steadily and has a good
reputation for supplying a specialist field. Its profit margins however
have declined over the past four ycars as costs have been rising. A
considerable amount of exporting is done, particularly to tropical countrics
(sbout 30% of output).

The Board consists of a Chairman and three Directors who represent the
Financial Group interests,plus two Executive Directors who are the Managing
Director and the Company Secretary.

Recent Changes

One part of the plant was closed down threec years ago as it could not producc
a specialised paint cheaply enough to maintain an adequate profit margin. <
Over fifty mon werc eventually made redundant.

Twe years ago the Board in a further effort to reverse the decline in
profitability, engaged managemsnt consultants to advisc on a production
control and costing system.

As a result of the consultants' advice, a General Works Mamager was
appointed to take charge of all production. It had previocusly been split
between the Chief Chemist in charge of paint production and the Technical
Manager in charge of the manufacture of equipment.

The appointment of a Financial Accountant and a Sales Manager was also
recommended by the consultants. (Previously the Managing Director liked to
look after the Sales side).

The new Works Manager has made a number of changes in the Works organisation

(shown in the chart) resulting in reising the status of a nuwber of
supervisors to that of manager and clarifying their functioms.

(1)
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Other changes which affect the Company are:-
1. The recont implepentstion »f a stenlard costing system.

2. Chaages in system of wage and salary payment, introduced
by the new Works Manager.

3. Diacussions are being held on the introduction of data |
processing at the insistence of the new Financial Accountent.

8 owey Situati

It is the implicit policy to promote managcrs and supervisors from within
(sce age and length of service of menagers) with the exceptions noted

above. No formal training is given tc newly appointed or promoted persons ;
it is a cas. of exposure on the job with occasional help from colleagues and
sweriors. Since the Works Manager's appointment, sewversl managers' and
supervisors' duties have been re-allccated and some managers and supervisors
have bocen sont on short courses.

The Company has recruited apprentices for the manufacuring side of the
business as well as traineos in the Laboratory and Accounts Department.
There is a high wastage of traineecs.

While a number of draughtsmen were also rccruited as trainees in this way,
great difficulty is experienced in getting rccruits and no manager is very
enthusiastic about the scheme. There are only two engincering apprentices
at the momont. There are scverc restrictions to the continued development
of the 'equipment' side of the business due to shortage of enginecring staff.

Concern is expreased by the senior managers at the lack of potential
candidatcs for promotion from shop floor upwards. There is a high labour
tumover. This is not so on the accounts/sales office side. Relcvant
statistics are shown in the Tables.

QRGANISATION CHART
poard
Hluginél Director
cuwmy[ Secretary Sahljnanagur Works Hlmo’r Chief C—Llilt 'l'oo‘ni.c.l <
: Nenager
‘ 1 |

Pereonnel Manager Financial Cost

Acoowntant Accountant

! T T ]

Production Engineering MNMaterials Chief
Hanager Nenager Preparation Inspector
Manager
FURERS EWPLOYED
Senior Managerial staff
Supervisors

Clerical/Sales Staff
Works Personnel

13
18
18
100
m
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The Wapaging Dircctor and The Markets

The Managing Director himself has grown up with the Company. He 18 &
technical man, and has been largely responsible for the sucoess in exports.
He is full of dnergy and likes to spend much of his time discussing technical
points with the Chief Chemist or the Technical Manager or on the shop floor.
¥hile he doesn't interfere with day-to-day running of the Works, he
frequently 'chases' big orders, especially exports. He likes to have many
minor decisions referrcd to him, which he then discusses with his fellow
director, the Company Secretary, who generally gives sound advice and runs
an efficient department.

He used to look after the Sales Staff of two senior, older represcntatives
who had grown up with him in the paint industry and one younger energetic
engineer who concentrates on engineering equipment sales. These now report
to the new Sales Manager.

Profit margins on the paint side continue to fall but the equipment business
is proving to be very profitable indeed. There also secems to be a expanding
market on the equipment side.

Syndicate Brief

Using information obtained from your interviews suppocrted by backgromd notes
prepare a Training and Development Policy for Flus Coatings.

Your policy should consist of a2 Plan of Action showing:-

(a) MNeeds What are the learning needs of the organisation?

(b) Leaming Desi W¥hich methods should be used and what
s y take for dealing with the identified
lsarming necds?

(e) tation - How should the learning methods be

te Indicate priorities for actiom e.g.
immediate, short term, long term.

)
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TABLE I - ST
AGE LENGTH OF SERVICE TRAINING
YEARS
Menaging Director s2 30 Experience
Company Secretary e 23 Qualified Company Sec.
Sales Manager 38 3} Formal Training previously
Chief Chemist 59 15 Qualified Chemist
Technical Manager 1] $LY Experience in the Industry
Genural Works Manager | 54 1} Froviously a Consultant
Financial Accountant 35 1 Oualified A.C.A.
Cost Accountant » e Qualified A.C.A.
Personnel Manager 59 22 Experience in production
Production Manager 61 28 Experience in production
Engineering Manager L 8 Qualified Mech. Eng,
Materials Preparation 81 » Exporience
Menager
Chief Inspector 62 28 Experience
t

TABLE 11 - LABOUR FORCE

1

TOTAL EMPLOYED | AGE DISTRIBUTION ans SERVICE

This Last t |=3 §-12 {912

year year 1 121-30| 31-50]51-60| +60 year |mths{mths| mths
Supervisors 15 16 - 2 3 " 6 2 - - 2
Shifr Workere| 72 7 10 26 2 20 |14 | 42 3l ] S
Day Workers 12 12 8 - - s 1 |22 15 | ¢ 1
Engineers/ 3 ] 1} 2 - - - N 1 3 -
Draughtsmen
Craftswen [ | ) ) ) § 2 ) § 3 - 12 1
Apprentices 2 s 2] - - - |- ? 2 |- -
Technical 3 3 n - - - - L] 1l 3 -
Assistants
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A GENERAL 100

Menaging of projects steering mechanise.
ma-in-mﬂwofthmmmmmm.
Dealing with treining function in a big orgamisatiom.

Project group to introduce change to the organisation.

Malytical work before implementation.

Use of actual work done as teaching aid end give credibility to the whole
Design of special new learming situatioms. .
Use of H.K.M.A. expertise.

Self leamming rether than teaching.

Noving into a Nepager of leasuing-

Handling crisis (briefing session for department heads).

MODE team should have common underetanding/thimking.

Spesking in Cantoness but writing in English.

Waqmmxmhmuumuum
Chinese omed organisation in Chinese.

Different experience in dealing with middle and superviscry managenent
perecnnel .
mw-mwam-ouummwmmn

suwpervisory level.
Iaportance of clients' involvemsnt for the progress of the project.
Tormst of progremms outside ocontrol of WODS team presented ddffieulty

in getting the programme effectively dome.

Bperience gained weful for dealing with Chiness Cultwre in Neng Keng.
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4 ) ATION

- Buperience in dealing with top management team of A local set-wp
of an intemational ocmpmy.

- Able to catalyse a proup to work out their problems, solution and
plan of actiomn.

= Self-evaluation by participamts.

- Bwperience gained may be useful for other projects md for self.
= Able to design & leawvming situation.

= Doing things live, and meting needs when they emerged.

SRR IEVELOPVENT SENINADS
- Need for this in Homg NKong.

* Dress relearsal vory importamt.
Pole play of a nmages of & cempany belag interviewsd by 1o0) NOAEFE
of eowpanises.

- Pesdback and follow-up lspertamt.
 Thiaking on yowr feet.
Masketing strategy.

SEL NS DNFONMTION CRRMNESATIEN NN W08 TN WNOED |
Bow mesbers of MOBS tean omn otand on their feet with alaimm of
oupesvision.

Sheuld allow more time for preparetion of pressmtation.

lnevn by prectising and isput at stegee.

Sogn Wk - shariag of idees, findiags =nd ssseubly of infesmation.
* Intervantion of DG at Niédle Nmagement level witheut mush Sop
ammegement iavelvemmnt.

ls to spetk elisnte’ lmguage.
* Bow aporience with mestly fomade NMRAGNS.
)
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Writing
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Writing
Proposals
Designing
Learning
Situations
Giving
Instruction
Thinking on
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Designing a
Strategy
Managing
Scheme
Developing
Learning
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Experience

Group
Work
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Development

Manzrercnt
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Training

Surcrvisory
Training
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Training
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wuw;mﬁwo: T Marketing | Miscellancous Contribution Experience _
7 ) '
¢ .m & %8 G| fist sectors by classification
| e B e 3 m MN E.m.“ (Government, Public, Commerce & INSTRUCTIONS
ﬂbm 0 ’ s ——— e ———
g 0w 5 e ™ 8 = o 20 e " .
ko © 80 -t L 0 @ -t O £ & ol B Industrial) in which you have
R .m.m.m .m..m E9 aﬁm m ..m.s .mwa live experience and those in Using the legend complete
.md..v. nmw mm nw .mu.m mm m.m nhw which you need live experience. each box on the sheet for
Mmm 3%8 |0 £ 0D - o b 4 <& what you perscnally assess
is your cun lewel of
competemce in MODS work.
y LEaw
_ Language
b C = Chinese
" N“Mﬂ%
{
-
o
<> Competence
“ A = Competent without
supervision.
E = Supervision by
exception.
Tunubaw supervision
D RSP - B = Nc experence




TOTAL NUMBER

NUMBER ENPLOYED
NATURE OF NUMBER OF
BUSINEES CLIENTS ENPLOTED 1IN N NODS
CLIENT INDUSTRY PROJECTS
ORGANISATIONS (1) =
GANENTS 1 Chinese 2000 164,000 3
ELECTRONICS 1 Chinese 200 58,000 1
SHIP REPAIR 1 Expatriste 4500 10,000 1
POOD & DRINK 1 Chinase 800 12,800 .
BANKING 1 Ewpatriate 000 22,000 s
BRVICE 3 Dipatriates 0 Not Maowm 5
MBLIC SECTOR 1 Expatriate 10000 Not Maowm .
’ 2, 850 263,800 10
(Agprenimately over
100 snmeontives
recsiviag treiaing

Nmpower Develepment Sendnare - 19 participants from 1t crgmisatioms.

)

L

homndod

e
swmber of caploposs in Pevistered and Resorded Mndwstrial
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Mapert by the Commissianer
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R WBER ENPLOYED NUMBRER OF RESULTS OF NODS ASSISTANCE
w NODS
1S (1) WL
1.
164,000 ] Inproved Sales follow-up and inventory contro
55 .000 1 Re-crganisation leading to improved utilisstion of
’ nanpover.
10,000 1 Inproved utilisation of msapowes.
12,800 1 Inproved performsnos of existing managess.
22 . 000 s owing emtinuity of effective managers to
’ meet lavge epamsicon progremms.
ot s Iaproved performanes of existing mmnagere,
X ot } 2 Iuproved wtilisetion of mmpower and Fesowress.
50 263,300 10
N PR e
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