G @ | TOGETHER

!{’\N i D/? L&y

=S~ vears | for a sustainable future
OCCASION

This publication has been made available to the public on the occasion of the 50" anniversary of the
United Nations Industrial Development Organisation.

’-.
Sy
B QNIDQI
s 77

vears | for a sustainable future

DISCLAIMER

This document has been produced without formal United Nations editing. The designations
employed and the presentation of the material in this document do not imply the expression of any
opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development
Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its
authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or
degree of development. Designations such as “developed”, “industrialized” and “developing” are
intended for statistical convenience and do not necessarily express a judgment about the stage
reached by a particular country or area in the development process. Mention of firm names or
commercial products does not constitute an endorsement by UNIDO.

FAIR USE POLICY
Any part of this publication may be quoted and referenced for educational and research purposes
without additional permission from UNIDO. However, those who make use of quoting and
referencing this publication are requested to follow the Fair Use Policy of giving due credit to
UNIDO.
CONTACT

Please contact publications@unido.org for further information concerning UNIDO publications.

For more information about UNIDO, please visit us at www.unido.org

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION
Vienna International Centre, P.O. Box 300, 1400 Vienna, Austria

Tel: (+43-1) 26026-0 * www.unido.org * unido@unido.org


mailto:publications@unido.org
http://www.unido.org/

=

D319 =

LIMITED

ID/w3.210/18
10 November 1975

ORIGINAL: ENGLISH

United Nations Industrial Development Organization

Meeting on Self-Help Programmes for
Small-scale Industries in Developing Countries

Vienna, 10 ~ 14 November 1975

Management-Trainings
The Experience of a Volﬁtary Agency
in Sri Lanka

by

Peter Moehan #

* Staff member of the National Council of YMCA of Sri Lanka.

1/ The views and opinions expressed in this

and do not necessarily reflect the views
This document has

paper are those of the author

of the Secoretariat of UNIDO.
been reproduced without formal editing.

1d.75-8334




We regret that some of the pages In the microfiche
copy of this report may not be up to the proper
legibility standards even though the best possible

[\ copy was used for préparmg the master fiche

r




- 2! ————-——» o !§
06}/ Distr. i j
, LIMITED o
ID/WG.210/18 Add.1 &

13 November 197,

Unitad Nations Industrial Development Organization Original: ENGLISH

lleeting on Self-Help Progranmes for
Small-scale Industries in Developing Countries

Vienna, 10 - 14 November 175

MANAGEMENT THAINING:
THE EXPERIENCE OF A VOLUNTARY AGENCY IN SRI LANKAy
by
Peter Meshan#

Addendum

The Potuntial Role nof Voluntary Service Agencies
in Carrying Out Self-Help Programmes for Small-Soale Industry
in Less Developed Countries

* Staff member or the National Council of YMCA of Sri Lanka.

1/ The views and opinions expressed i this paper are those of the suthor
and do not necessarily reflect the views of the seoretariat of UNIDO.
Thie document has been reproduced without formal editing.

id.75-8512







Most church and voluntary service agencies in less-deveioped countries
currently contribute to industrial developmen: through vocational skill-
training programmes in crafte, carpentry, pottery-makingz, machine-repair, etc.
However, such crvanizations could contriute d.vectly to = 211-scale industry
development by re-orienting tie guals auu cuta rvaia o)’ theus existing training

rrogrammes

The goal of vocational training centres should not b» restricted to

technical skill-tra'ning only: they should also develop the technical skills,

menarerial ability, and eatrepreneurial capacity for self-help and risk-

taking to enable trainees to start small-scale iacustries. In short, they
should creste technician—ertrepreneurs rather thoan techniciane only. This
would necessitate o change — perhaps & fundamental re—orientetion - in existing

vocational training curricule.

The new traiaing-curriculw:. would be rationalized and formulated accord-

ing to the goal of creating new entrepreneurs. It would devclop a clear
understanding and onthusiasn for setting up emall-scale c¢nterprises based on
the technical skill accuirel by trainces in the course of their training.

Instructors would realize tha* vocational trainiug ic only the first step

in the educction of trainees who would start e-all-scal: industries.
The new training programme would inciude four parts:

1) Selection of Traine=s -- Persons rommitted to learning a skill and

starting an enterprise woulad bte :rel-~ted 28 trainecs. Selection
techniques could be adapte”™ v~ '™ i “2ml 7 1 in entre—
preneurial-—-training programmes of the Guiarat Tndustrial Investment
Corporation, Ahmedarad 2'/ and wileli luudbvsy uabedslod raining Institute,
Hyderabad in Iudia.

2) Technical Skill-Training -~ Trainees would continue to learn a skill

under the conventicnal training prcgrammes. They would alsc learn

principles of technology edaptation and innovation.

2/ For the past five years, the Gujaret Industrial Investment orporation,
in association with three other agencies in (ujarat, has condusted
entrepreneurial development training programmes.




3) "Adapted" Business Management Training - Trainess would learn:
- basic management principles ~nd techniques

- methods of individual and collective self-help, including possible
areas of cor—operation with other trepreneurs throu h ad hoc
groupings or co-oyerativis

- extension services, loan-facilities and industrial estates of govern-
ment

= praoticel difilicnlties and considerations in starting & small enter-
prise

= preparation of [lea3ibility TCLOT Lf .

Course materials fo: cuch management training woild be adapted to

looal requirements and to the educational and cultural backgrounds

of the trainees. ‘ssistance in formulating such materials might be

provided by IIO .nd UNTDO.

4) Entrepreneuria}.ﬁ_]lgyg;gggg;.j_irggi.nﬁ ~ Trairiang would be conducted

in: goal-settiig, eohieverert-motivation, seli-reliance and career—
planning (small- zcale cnierrrice as :. carecr). Guidance on such
training is available frcm the Gu arat Tndistrial Tnvestment Corpo-
ration, the Jmall inductry Extension Trainirg iastitute, and the YMCAs
of 8ri Lanka and the United States.

When the training programmc is oompleted, church or voluntary servioce
agencies should provide libersl finance (i.e. through a revolving fund) and
extension consul .ancy to traineo-entrepr neurs. If this i. not feasible,
the agenocy should pre-arrange for liberal finanoe and extension--consul tancy
in co-operaticu with national banks and government technical service agenocies.
The Sri Lanka YMCA hae sxperience in the adninistration of a revolving-fund
loan-scheme for self-employed younz adults.

8Buch a comprehunsive packnge of mervioces is essential for the initiation
of small-soale indusirial units in less developed countries; and churchaes
and voluntary agancies in these oowntrica oan provide this package by
building upon their oxisting vocational training programmes. Suoh an ex-
panded programme would, in somo caver, require funding, erpertise and in-
structor-treining from national aic intornational sources.
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T "TRODIJCTION

F.oom Dezember 1)73, to Octcher, 1)71 two staff meorbers ol the llational
council of YMCA of Tri Lan"a conlucted » series 2f ten weelend workshops based
on the Management-by-Ob jectivas “HBO) concert of managenment. An average of
13 people attended eash workshop, ranging from a low of nine t0 a high of 22
participants. Participants included: :nddle-manazers of banle, enrineering
firms, textile manufaccuring firms, printwy s, o small hotel, co—operative
societies, farms and voluntary agencies ax well as civil seraats, ~rofessional
pcopla, teachers, and unemploysd ycung adults. The weriichops were open to any-
on: who would pay the workshop-fee. Al participants spoke Fnglish and had
swudied to at least "Ordinary Level'. Only a few had Lcen introduced to MBO
previously. The vorkenops were he'd in one rurai arca, five outstation towns,

and four suburws oi Celombo, the capital city.
1) 0

Tho workshops were hared on an [nBO wor'shop model used hy the director of
tlhe Hong Kong YMCA Training Institute during 2 17973 visit to Sri Lanka. The
~me model was used in the fire. ¢f the series of ten workshops; however, feed-
hack <rom the first worhishop clearly indirated the need %o simplify future
‘;orkshops o they would “e nore easily comprehensiltie to the clientele. The
(xperience znd relative success of a '"scaling-down" of the original workshop
naterial to a level appropriate to the clientele constitutes, perhaps, the

2in interest of this paper.

One more point should be made lefore descriving the actua! worlkshop.
Cistorically, the YLCA, churches, and other scrvice organizations in Asia, have
verformed social wo.k primarily in educational, hea!th, recreation, and camping
srogrammes. While continiling these programmes in recent years, thes: charitable
pranirzations huve rmoved into "production aspects" of human weifare through
vouth vocetional-training aid employment schemes., The relevance of management-
t-.ining a.d entrepreneurial development to participants in these schemes is
vvident, esnccially if hey are expicted to set up new small-scale enterprises

in the fiture. [ wil? returmr t¢ thie point at the conclusion of this paper.

The Workshop
Tie workshop wa3 a 13 day p.ogramme of structured exercises - although it
'las been adapied tu a one -dey or even healf-day programie. The full workshop
1ncluded: short lectures on nanagement and KO, four cxercises apply ng MBO
to participants’ jobs, four T.i“a/Cmeer Planning exercises which led immediately
into the MBO exercises, and an educational game on “"Cooperation". The ansuing

desorivtion will take the foim of » comparison of the first workshop (using
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the "standard" woun. of (he Hong o director) vith ibe succeeding workshops
{using a scaled-duwnl ve-zion developed the tu» 1nstructore uver a period of

time).

In the standar: oo, sre-weor shop docurienty included a % item "glossary

of management terms g weiiai’ions', 2 "Crcle of FBO"M diegrar vy P G Od.onne,
and & two-page paper o "Orrarizational Thecry"which alse cmstituted the work-
shops introductory leciue. e seneral icne was academic ani was meant to pre-~

pare participants for tre w v :zhop.

In the sealed—down worken:

Py bt gleosscry and "Cycle o7 MBO" were dispensed
with.Participants at the 1 »ot v shop found 1 4em confusing and one person

called then "nbstruse aid «wmcecanr:”. The leaders continued to use the paper

v

on Organizationai Theory i (wie:r erksheps 1t =iovtened 1t and divided it
into readeble sectiocuw and ..trvesting Jdiagrans. Thls paper formed the basis

of a similar introductory lecture on "Organization cnd Piznniag" and to this

was added anothey shori ect .+ .y “anagement snd ! RO with linkages to the

first lecture. In heti lec ur -, econony and ‘ingiicity of ~xplanation without

sacrificing conceptual menminme uns stpiven for. For cxample, in the scaled—-down
workshep, the detinition of "ias ,emeni" ng "the oF of orgenizing men, money,
materials, space and time o whis v specific goeis unter & timetable {or the

benefit of pecple in sueict: " yn. Tensy [reviousiv, che definition was "guiding

haran and physical resouve:: inte dn oo Jrganiizaticn wnits that attain their
objectives to the sctrusfce'>om ot those s rved and gith a high degrce of morale

and sense of attainmont en th nart ¢! those rerndering the service".

In the standard workshop, the 1 .- op Life/Career Planning Section, which

followed the introductory lectur we. .~ ucel Ir +he scaied-down version, these

CXErcises wert need to ercourase fach © riicnant to view his own life as &
manageable unit through the ase o0 wor o oty and sl l-group discussion. This
promoted better personcl understanding . we participant with another and enabled
them to realize the inpert sce of the " apag! 1 "jo! agpect of their lives.
For the remainder of the arikshop, tuc o, nspret of pecplets lives was explored
through the MBO process.

The apulication of (PO {o peopiets wow fored the heart of the workahop.

In the atendard mode -, MiO-ppirestion was divided inte three sections, namely:

Key Result Areus, Covre b1y Ol gectives ond Action goals. After a short explana-
tion of "Key Result A =" 'w tha instruclcors, cach participent used the work-

sheets, team<discus:i. , wd individunl aone., tetion with instructors to arrive




at his own Key Result Areas. In the sarc way, people defemiined their Operating
Objectives and Action Gorls.
In the scaled-down version, th2 key *orms (t‘noug'n “eceping tleir basic {unc-

tion) were "simplified" 1o0: Arecs of Concern, Long-Runge Gools, nnd Action Steps.

The worksheets werc shortcned from five to two pages and re-dorigned sc they were
more logical, less detailed, and easicr 1o fellow. Through ut ti,. MMO-application
period, the instructcors stressed thet goals should b speciyic, measurable and

realistic. The rcvised workshceis greetly faciiitated cerpreliension of the three

key aspects of [[BO-application.

Following the MBO-application pericd, the ~cucational game on "Co-—operation"
was used to relieve ithe tedium of concentrrtinon i MR0 =5 rush as to point out the

importance of co-cperaticn in srganizationel worl.,

The final exercise, "M Applicd to Your Ton=Prisrity Froicct", cnabled cach
person to choose onc Long-Range Goal witiin onc Arca of Concern and to determine
his requirements for finance manpower, “aterials, innd, ‘uildings and time-
scheduling to achieve the goal. Onec:o agein, the project worksheet in the scaled-

down workshop was shortened ~nd re~-desimeod to rakeit easier to understand.

At the scaled~down werkshop, -. simpler "Cycle of MBO was presented with all
of the esmential components of standard workshops “Cycle". Lacli workshop ended

with a feedback scmssion.

Comments on the Workshop

This brief comparison of the "gtandzpd® worl:shop and "scaled—d~wn"workshops
shows that the instructurs simplified »nd streamlined all arcas of the workshop
to make it more acceszille to their relatively unsophisticated management—clicntele.
In the instructors’ opinion, the simplificatior justitied the loss in precision
and subtlety of meaning which would pracbally te obtained ia the standard workshop
by a more advanced manasement-clicntele, Fowever, such precision may be unnecessary
for some peopls, especially il they are heing introduced to a formal system of
manegement for the firet +ime. Purther training would, indeed, call for more

oomplex explanation of teyms and ideas.

The scaled-down workshops indicete that "mancgement" is a process capable of
"reduction” to fairly "lcw" terms for general audiences, and this bacomes important
if we agree that nanagement-training (whether hasic or complex) ie important for
anyone who meeks to improve his eoonomic well-heing. But peoplc must be brought
inte managerial-thirking carefully, aooording their educetional and experiental




background, so they can tnke maxirum cdvantage « f the training that is available.

Coneluzien
Differcnt types of manegenent~training can ‘« prepared to cater to people of

differont backgrounds. I'or exauplo, an ongincering graduate may require a diffe-
rent type of training than a Lrignt tliough lesep—cducated, rural, small entrepre-

neur, yet boih play an irportant rolc in indusirin! development.

In recent years, voluntary organizotioas and ehariteble institutions have
begun to worl: »n the econcmic prov:len=z oy lower-inceme, less-cducated people in
Asia. These people represcat ~ less advonced ranagement--clientele than the
clientele reached 'y banl-s and develspment finrice institutious. However, they
arc important to thoe industrial lile ~f *“e pation through their village~-

industries and small-ccale .odera idustrices.

These veluntary agencics rcach these peopl tiarough vocational-training

schemes which impart “<:zhnical sille to villegre youth,  Hewever, if it is hoped
that these young pecple wi'i e able 1o use their aow tesinical slills to start
small industries in the future, taey wiil neod menagerin! 5'iills and training as
well. They represent ~ group of potentinl ~1treprencurs that may never develop \“l
unless proper training in rnanagement ond entreproncurial-iotivetion is providod.

Otherwise, they may prefer to accent voge—-empiovnent.,

The YLCA and other voluntary nageaeics hav: ~n opportunity and responsibility
to promote small-scale industrial units through thoir vocational iraining pro-
grammes. To develop small--senle entreproacurs “ron among such trainees, training
in monagement and entresrencurial-motivation nay be necessary. The YMCA Workshops
in Sri Lanka indicate sone guidelines for providing this particular clientele

with useful management tools.,

In addition, the YlLCA workshops show one w7 in which voluntary organizations
can support sma.l-scale industrv “y sup lementing industrial extension training by
the government. This may be particularly relovant %o managers in outstation towns
rather than in cities where more training opportunitics are available. The YMCA

workshops drew the response of such managers and enabled the programme to pay for
itself.









