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I. Background and Development of Prograrme:

Stimulated by UNIDO's participation in the Regional Congress on
¥anagement in Zsia, held in Singapore in Wovember 1977, and following
earlier discussions which were initiated with the CTOS World Secretariat
early 1976 (a joint reeting on factory establishrent was held in
November 1976), a consultation was planned to give Asian VYanagerent
Organizations and UNIDO a deeper understanding of their podsibilivies

for future complementation in the area of industrial managerent develop-
ment in Asia.

Rather than joining a number of experts for an exchange of opinions,
observations and theories, it was considered in this case thet an optimur
approach to the subject would give the parties concerned a maxirur of
exposure to industrial practice and to manage~ent developrent wethods
as they are used in the area.

The four institutes represented were:

= The Asian Association of Managerent Organizations . Blair
Denniston, alsc Ceneral Manager of the Australian Institute of
Managenent )

- The Hong Kong Managerent Association (Mr. S.K. Lam, Director)

- The Malaysian Institute of Managerent (Mr. Tarcisius Chin,
General Manager) and

- The Factory Establishment and Managenent Section of UNIDO
(M. X. Moll)

Including these four persoxs, the meeting was sttended bty 15 persons
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of which 8 from Malaysia, 5 frorm Hong Kong, 1 from Australia and 1
from WWIDO Vienna as detailed in Appendix I.

Although the UNIDO staff member was particularly interested in
observing the developrent of the prograrme with a view towards drawing
fror such obtservations and exchanges of thought the conclusions listed
below, he took responsibili‘y for the following subjects of the built-
in course:

- Management and Developrent - Cenerzl Concepts

- Managerent Information Systers in the light of electronic

data processing - with emphasis on ~ediur size industry

- Ethnological and cultural factors as they affect —anagerent
and maragement developrent, and

- Technological Trends and their influence on industriail
Tanagerent,

All of the contribu‘tion: were well received by the participents who
sated at the end of the ~aeting their appreciation for the har—onizatier
of 21l sessions to forr a fully integrated progra--e, taking into account
the varied origing of the coordinators.

The -anagement develormemt prograr—e given in Appendix YT consigtaed

of three ~a2jor parts:

1) An introductory section of four days where ~anagerial self-
understanding, » comprehengion of orgonizations and an awarerness
of the changi~g environ~ent were *he principal subjcets of

concerr with 2 view towards creatinz a~ong the participants

a co~mon larguaze for the following practine-oriented z2ectivitiss.

During this period, 21l of the clever course participants gave
detailed accounts of their own srmm-izations 2ceoTding te the
gwidelines which had been develorpaed esrlier. Za~h of *+heir
accounts was subseguently ldisecussed ir zn "t~oephere of ~per

exchance,

Theea, 235 well cs 211 the others listed in Apnendiv 77,
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The second part of the progra~-e consisted of well-nrenared
visits to a total of five co~ranies, three of which h~d azeed
to serve as objects of analysis, and to give infor-ation on
all ron-confidentisl business aspects to the participarts of
the course. These were:

a) The LAY SOCN OIL AND SOAP MANUFACTURING SDN.RHD. y 2 corpany

producing soap, detergents, cosmetics and oil preoducts.

b) JOHN LYSACHT, a company producing sheet metal for roofing
end decorative purposes, and

c) TEE KELANG PORT AUTHORTTY, which has +he sole respongibility
for all shinping, ~aintenance, warehousinz and constructinn
activities in this important rort,

Reports on each of these companies were prepared br the groupe ard
discussed with the other psrticipants. The corpenieg themselves nad
indicated an interest in receiving a copy of the diagnosis and recorrmen.

dations and were promised to be given the irfor~ation after the courss,

A computer manufacturer, ICL, and one of its client corpenies were
then visited to obtain a first-hand look at the state of the art of mini-

computers, managerent inforration srsters ard on their arnlication in
practice,

}) Tne third part of the progra—re served to review the elerents of

general ~anagerent in the light of the practical experiences (11 orgerizations
of the participants, 5 cormpanies visited nr studied in deptrh, plus 3

cases given during phase 1 and 3, one of which had been written up ten
years before on the 0il and Soap Manufacturer visited, whiek oave an
interesting possibility for seeing the corpany's strencth and problers
persist and in part change - over the yesrs),

It also expanded the scope of the course into ~ore specific ranacerent
aspects - in particular the ethnical and cultyral ele-ents involved, techrc-

logical change, the econoric environre-t, mans-erent g-yles, ete,
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Yathod of Inforra+tion Gathering:

The following types of information are integrated into the
conclugsions listed below under IV,

The -eeting was used for substantial discussions between the course
coordinators regarding regional particularities of industrial ~anage~ent
and ~anagerent developrent methods. Sirilar dissussions were held with
the other participants in addition to the formal questions, which were

answered orally or in writing during the course hours themselves.

The discussion of the organizational structures, leadership styrles
etc. of 11 organizations presant, the 5 corpany visits and *he 3 case
studies provided first-hand insight into managerent practice in Melavsia

and Hong Kong.

Of particular interest wes the dimension added to +this throngh the
work of the participants, their critical views and the additional divemsion
of looking again 2t the depth of analysis of each group - br the other

groups.

Assessrment of the Course Proagrs~me itgelf:

The programwe, which was directed to senior level managers and management

trainers corpared wi*h similar programrmes in Europe and the US, It
treated all subject of soncerm in grea* depth, using up-to-date - ~ainly

English - literature.

If there was a difference, this may have consistedq in *+he substantial
emphasis given to concepts of management, managemant st7les during the
evolutionary phases of organizations, etc. Am ie usually observed in such
courses, there was an expression of interest in additional detail on a
nurber of subjects. Participants, however, also corplained =+ the end

about the heavr workload and would have wenicd a2 reduction of workine hours.

The participants considered that the course itself had systeratized
their thinking about the managerial function, heishtened their urder-



standing of the managerial role and their awareness of issues, which had
been only marginally conscious before,

Although three of the four coordinators came from outside Malaysia,
there was no observation with regard to a possible incompatibility of the
content of the course with local environment. On the contrary, it was
repeatedly stated that the course had sharpened the eyes of the parti-
cipants for their conditions as managers and that the exchange with
participants from other countries had heightened their awareness of
local problems.

Although the course was directed to the essence of ranagement, to its
shape and form, it might be of further benefit to some of the participants,
if it also offered a limited nurber of very specific methodic suggestions -
to solve given problems of a statistical, decision-makinz or similar
nature, As such, specific skill training would, however, detract from the
substance of a coherent managerial ooncept. A balance between these two
elemenis, which would give satisfaction to all, may not be easy to find.

Conclusions:
1) General Observations:

Although there are substantial differences betwesn the cultural/social
environrents of South East Asia on one side and the so-called Western

societies on the other, the following comclusions from the r:eeting‘ appear
justified.

The general concepts of industrial management with regard to the
functions of the enterprise, the chronological crder of ranagerial pro-
cesses, ‘he various production factors and the views and skills t~ be
acquired by the ranager, are ra‘her universal in nature. This observation
applies even more to such specific skills as production —anagermem+,
financial managerent ard to 2 zorewhat - although net ~uch - leager exte-:

marketing, Personnel manageent, at first sight, would apnear to var:

and {fro~ a nu-ber of previous discussions of tre subiect - in particular
at the 'nagerent Corngress in Singmrore of Moverber 1977 and from
observations of ILD resrding rarare-ent ir +his region,
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more b region but any such differe-ces see~ +n be relzted *o0 rhilo-
sophy, attitude and st;le and not so much to the tools ard sardsticks

of measurerent used by this professional ~roup,

When lookinrg at *‘he leadership style of raragers and the orgari-
zational strvcture of industri-l romponies, the first ‘-pressior is one
of great variance, a print which was alse ~ade b7 sn~e srenkers at +the
Sirgopore Conference referred to cbove. Family-tvpe orgarizations,
Trade and Shipping conglo~erates with a hith dezree of infor~ality angd
fleritilit: and thorouzhly structured commanies "A~erica- g*:'le" conxigt

and are equally successful in Hong Yonzt for instance.

There 18 2 groat voriety; of views nan *he idecl person-lity or
lerdershin for managere wi*h opinions varying fro~ flexibili+r +o fir~-
ness, adaptability and sensitivity to self-awsreress ard d;~omism with
regerd to rersomality and fro~ narticinetive to autoerntic lezdership
strles. The course coordinatcrs were prensred far such varietr of ansgyers
a~d saw their role in creztir~ a better understandin~ of +he various options,

thus perritting reorientaticn whem required.

2) Nnirions of +he Partirinants o» Srenific Subients af Jnmrarigon:

The views of all participants resarding the differevcec betwaer

"Fagt" and "Yegt" were then obtaired on the followirg torpice:

a) Vanarerent and Ertrepreneurship
b) Buriness

c) Society/Culture

d) Farily

e) Individual

a) Differemnes in Msrase-er+:

Of the five tonics nof romnorigon, mansgerent wng seen to differ lenct,
I 2 gseven roint secale (sever for +he hi~hest dezree of differerce) the

averace of ~arkingss wrs 2.9, The differerces observed related ~nre +n
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the situation of the manager than to his personality. It was fourd that
he was more often involved in farily business, that he was on the average
less trained in ~anagerial and technological skills, that he had to deal
with different opportunities (cheap labour) ard vroblers (~raintenance)
but also that he was more entrepreneurial.

One of the participants stated that Fast or Hest, a ranager is 2
manager.

When asked about the ideal personality characteristics of a ~an- ger,
integrity averaged highest in rank, although sore of the participsnts
found this to be one of the least i~portant elerents in a manager. Second
to integrity discipline, firmness, urderstanding and creativity were
considered equally important., Less i~portance was given to ternacity,

self-respect and least to smartness.

The gkills of managers should - according to the perticipants - be
mainly the following:

- cormunicating skills (rost important)

- anzlrtical skills, and

~ specific job skills (each of ~ediur i~portance) ond
- irple~entation and

= ronitoring and controlling skills (of sore i~portan:e)

Yore interesting +han the average rankings were, however, the
vorisnces of opinion between the rarticipants, in rarticular with regerd
to all of the persornality characteristics with the excention of the
generzl low rankings of srartness and gelf-respent and +the ~ediu renking

of wnderstanding, where opinions were ~ore ho~ogerous.

Similarly, the skills required ware differently assessed? in par+icul-r
with rezerd to the i~nortance of srpecifie job gkills bu* also with reg-rd

to eor~unicating, analytical a»d decigzon-rakine gkille,

b) Differences in Pusiness:

RBusiness in South-East 8ia was ceen lessg equinned ‘o handle

by different individual rarticipents



mechanization, less socially responsible and more profit-oriented

than business in the West. It was seen to be generally smaller than
Western business, organizationally less defined, more dependent on
kinship and one participant saw business catering to different cultural
and social needs.

A general opinion regarding business structure refers to the
paternalistic style of management, which is said to make business more
cautious and reserved, placing little emphasis on ~iddle managerent and
the succession in authority, with a limited belief in advertising, etc.
There appears to be a contradiction between these observations and the
preceding rerarks regarding the flexibility of management, which is to
some extent explained by the apperent discrepancy between internc1l
rigidity and external flexibility in Asian enterprises,

c) - e) Differences in Society, Culture, Family and Individual Characteristirs:

Cultural differences were seen as rost significant (5.9 average) with
a high degree of uniformity of opinion. Differences between farily
structures were seen as slightly less important (5.0 average) and the
differences between irdividual persons from East and Hest were considered
significant but not more than the differences i business ‘hoth 4.2 on the
average on a 7 point scale). With recerd to the rossitle differences
betweer individuals, opinions rarged fro~ no diffcrerce +n extpeme differerce;

Business is seen as affected by a greater socizl reliance on philosonk:-,
vhich results in lower social support to entregresewrs. In Agia there is
Tore emphzsis on confor~ity to the group and less or *he creat:ve rola of
the izdividual a8 seer Ly some of the aqourse carticipants in line with

si~ilar staterents made at the Si~gapors Co~sress.

The differe-ces in fa~ily style wi‘h the rrenter securitr sffareld rv
the enlarced - clan + pe - fz~:lv, affocts bath +he gaeial pattern of
relations, vhere kinship plars zn immortant role in Slacinz i-dividunl:

in inrdustry and “he huginess st-rle whiszh, 1= this racrest is goen sloger



to the Japanese "farily style" co~pany than 4o the Jesterm, hishl-

Gy
structured ("atorized") corpary,
“here reference is made to differences between irdividuzls, thcse
are seen as a consequence of the socio-cultural and family differences.
The Asian is seen as rmore 4radition-orien*ed, ~ore linked to Lis ho~e

and nation than the 'esterner, althougzh these differences are diminishin=,

Finally, at leaitt in I'alaysia, there is still an apparent conflict
regarding the gocial status of business in societr »s evidenced b the
fact that the oririnal Malarysisn society has wntil recently not givem
~uch irportance to industrial and cormrercial activities, leavinz the
ecoromic fumction to immigrant groups, while restricting i-gelf ~ainly
to political and social activities., The Covern—ent new follows a conscious
integrationist policy, which imlplies the recessity of changing the status
of buriness in society.

3) Training Requirerents as seen by the Particiverts:

The perticipents were subsequently asked atout their opinion on
~aragement training with resard to the basic purpose of such training i~
their countries, the object of trairing, the persons to participate in
training courses and the training methods to be used. The rreparztion of
an agricultural society for an industrialized world wms seen ac nane of the
main purpeses of managerent training. Tt was corsidered racessary to ‘

introduce syster-oriented thinking ir+o the existing societr,

The 1list of topics ‘o be taursht ranged fro- concentual and nhilosaphic=l
aspects of ranagermt to the teaching of techrological and ~aragerial skills,
including the classical fimetions of rroduction manaze~ent, financial
ad—~inistration, marketinz and germeral -snase-ent. Diapnostic tools such zs
orera*ions research, statistical anelysis, ~anage~ent irfor—ation srate-g

were 210 ~entioned.

Setter huran and social 'mderstanding =23 well as gelf-urderstandirc were

also seen 23 objectives for suvech training. There was 2 congensng, tha* +he
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courses should be directed to *he highest possible level of management as
this would best penetrats the organizations fro~ the top. There was

a preference for public or private organizations or for snecific sectors.

Regarding i{he approach to be taken, great erphasis was placed on
participative learning methods, ans pracftical case work as carried out in
the course. However, there was also a place f~r some lecturing and
clasaroom teaching. Training should be both ar=lytical and conc.ntual.
According to one of the participsnts - the for~ did not ~atter as ~uch ag
the efficiency - he considered both Western and Zagtern methods suitable,

without however stating differences between the trairing ~ethods.

4) The Role of INIDO as seen by the Pariicinan‘s:

The role expected from UNIDO in industrial m-nageret developrent
corprises a nurber of activities already within the focus of UNIDO's
attention,

11 was sugcested, that UNIDO should play a —ore active role than in
the past in this region by orggnizing exchanges, se-inars ard conferences
to accelerate industrial ~anage~ent developrent and, in prarticular, to
give guidance on optimu~ industrial develop~ent patterms, avoiding the
pitfalls experienced by the industrialized countries. Such prograr~~es should
be tailored to the stage of developrent and the opportunities of the

countries concerned.

They should be supported by an active information service an questions
of technical and managerial interest. Om the whole, the exverience of the
meeting was gseen as a start only and complerentation by all other instrurents
of UNIDO, in particular also with regard to its potential role of providing

guidance in irdustrialization strategy was considered desirable.

The joint AAMO-CIOS-IMIDO prograrre was seer ag a ~odel for si~ilar
activities in that and other regions of ASTA.
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In view of the success of the course itself, the coordinators of
AAY0 decided to offer another course of the sare type on a self-
finenced basis to participants from the region and felt confident that
a sufficient number of managers would be attracted.

UNIDO should maintain an active interest in these activities
both with a view towards contributing to the —anage~ent requirements
of Aesia ard to tapping Asian resources in managerment develop-en* for

the benefit of other arsas of the world.

| —
\ One iter of particular interest in this connection is the course
\ leaders course which has been developed by AAMC-CIONS for the preparation

of ranage-ent trainers in the Asian regiom.

i .
! Industrial ‘anrgerent Developrent could be seen as a prire target

for TCDC activities,




APPENDIX I

Participants of the Meeting:

Valgg ia

Hong .‘(ong

Dr. Tarcisius Chin
General Manager
Yalaysian Institute of Ianagerent

Mr. Abdullah Norhadi
Director, Project and Implementation
Lerbaga Kera juan Trengganu Mengah

Mr. C.M. Aziz
Regional “anager Sabah
Bank Bumiputra () Berhad

Mr, Misron Bin Yusof
Senior lManagerent Analys-
Lerbaga Letrik Negara

Mr. Mohared Nor Jadi
Senior Assistant Traffic “anager
Klang Port Authority

Dr. Ramlee Karirm
General Manager
Aseen Cherical Fertilizers Sdn.Phd.

Mr. Wee Ah Fah
Traffic Officer
Klang Port Authority

¥8. Joyce Yan Yoon Kwre
Director
The Ipoh Enterprise Sdn.Bhd.

¥r. S.K. la~
Director
Hong Kong “Yanage~ent Association

“r. Cheng Pui Kee
Managing Editor
World Trade Publications



Hong Kong cont'd Mr. Ko Ping Wah

Australia

g

Preduction Planning and Control
Vanager
Tyco (Hong Kong) Limited

Dr. Lau Wai Shing
Senior Lecturer
Hong Kong Polytechnic

Mr. Lee Che Chiu
Manager Development Manager
Hong Kong Management Assooiation

¥Mr. Blair Denniston

General Manager

Australian Institute of Managerent
(South Australia)

Mr. Klaus 1l
Factory Estsblishment and Management
Section, Industrial Operstions Division
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