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INDUSTRIAL DEVELOP!-!ENT ORGA.i."iIZATIO~ Jriginal : S?-~·i:SF 

SEMINAR GN TEE PLANNING AND DEV"ELOPMENT OF TRAINING SERVICES 

AT PUBLIC I1"DUS~I.AL ENTERPRISES !~ LATI~ AMERICA, 

·JRGANIZED BY UUIDO, CLAD,* !CPF., ~ AJ."'ID ESA?* 

in Bogota, Colombia 

from 4 to ~ July 1983 

Conclusions and reccmmendati~ns ** 

* CLAD - Centro Latinoamericano de Administraci6n para el Desarr.ollo. 

ICPE - International Centre for Public Enterprises. 

ESAP - Escuela Superior de Administraci6n Publica. 

** The con~lnsions ~d recommendations ver" prepared by the rg,p:porteur 
on the basis of the vorking papers th.at vere presented and the discussions 
th.at took place at the Seminar. 

':'his report has been tra.r.sl9.ted f!'cm ·an unedited original. 
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General ccnclusions 

l. :'he i:::stitations re-presented at tt..e Se?:Lfo.ar ":elong tG ;;;t.e sectGrs -..;t.ic!l 

en~crprises in ~atin .~erica, a region #~cse cc~~ries d.i~~:r -.n.de~7 :n tc::--S 

of their size, their economies az:.d th.air policies and where the public enter

prises also differ in size, organization and relative involvement in the 

industrial sector. This diversity ~es it iL:lpossible to propose any one 

single solution, but at the same time contributes to a wider range of approaches, 

all of them worthy of examination, to the problems facing the public enter

prises of the Latin American region in the light of the specific conditions 

under which they operate. 

2. The planning, development, adapt at ion and implement at ion of training 

programmes requires, as a prerequisite, that consideration be given to a 

number of basic :'acts and requirements, viz. : 

(a) The necessity of de•relo-ping an awareness of the need fer a cle~r 

understanding of the objectives of public indu3trial enterprises in Latin 

America, together with a profound beli~f in the i.:portance and Justification 

of these enterprises; 

(:i) The !'act that the mana.ge?:tent of :;ublic industrial enterprises 

transcends the institutional limits of ~hese organi::ations and is d.irec";ly 

affected by the ~olitical, economic and sccial decisicns ~ak.en at ~he gove~

:nental level; 

( c) '!'he need for an awareness of the importance of the public industrial 

enterprises to the rational economic and social development of the countries 

concerned; 

(d) '!'he need to take into consideration local, national and subregional 

differences, and to approach the problem in terms of changing societal 

conditions . 

3. An essential premise of mana.geria.l training is that management proble~ 

in public enterprises must be approached with academic rigour at the technical 

level and at the same time with common sense. 

4. The management function consists essentially in a nearly continuous 

pro~ess of critical, analytical and C!eative decis~on-m.aking geared to the 

social, political and economic conditions of the enterprise. 



.. 

- 3 -

;. ~t is imperati;e that public enterprises esta~li3h t~e necessa....-y 

constantlj· affecting these organizations. 

~'his systematizing :nust begin vi.th the establishment of formal. trai~ing 

and development programmes in order that this effort .::ia.y be effectively 

co-ordinated. 

Conclusions regarding certain ascects of the -olanning of human resources 
and the identification of training reouirements 

:':le :planni.:lg cf ::i.uman resources ::nu.st be co-ordinated •.ri::h the ente~rise' s 

strategic planning, out is subject to constraints in t:::.e fcr::i of go•rer.:men-c 

;iolicies. 

~.fanpover planning is an U:iportant element in d.eter:nining training 

req_uire!!len-r;s and polic:r and :nust 'be based en the supply gnd demand. situa~ion 

in ::::e labour t:arket, ·.rith ca.re taken to correc"t :;iossible i!!lbalances. 

3. :n for::rulating managerial training progra.mn.es :'er ser.ior and ::ii.ddle . 

:nanagemen~, it is essential, given the differences be~veen these tvo ec!:J.elcns, 

~-J '..!Se dii'fe::-ent sc!:l.e?nes or wdels for ide!lt ifyin'! -::te t ra:.ning :::-eq,ui:::-emen"t s 

(in :e~ of content, ::.ethodolcg:r, etc.) for eac~ of ~he~. 

,, -. T!le id.er.~ificati.on of tra.ini:lg !"eq"..lirements ·..;i:l be :argely d.e-ce!":rined 

by -:he area of ac~ivity of ~~e ente~rise, its ob~ectives and s~ecific 

;roblems and also the eX:er.i.al factors ar~fecting it. 

-:'here is little previous experience regarding ~he use of !llOdels ~o 

determine training r~q_uiremen~s a.t the nghest !evels, and there is no decisi •re 

evidence regarding the efficiency or effectiveness uf these models. Accordingly, 

it ·.rill be necessarJ to devise a &tand.ard series of factors to be taken into 

accotmt vb.en identif";i.ng the variables ~hie~ have an effect on trainiilg 

requirements: 

(a) A critical factor in th.is connection is the involvement of the top 

management of the organization and of the co-orilnating and oversight beefy 

·.rhich ::mpervises it (ministry, holding company, etc.); 

(b) The higher his position in the hierarchical structure, the greater 

the num'oer of unplanned decisions tor which the manager is responsible; 
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(c) Crisis as a generator cf ne~ requirements; 

(d) T:le fut:ire as an e=erging factor affecticg ~ev require~ents. 

:::::..anage!l'.!.en-: ices 

role in the determination of req_uiremeni:s, but there are also cases in which 

entrepreneurs are unable to diagnose their own needs. 

Conclusions regarding some aspects of develonment of curricula for the 
formulation of training "Orogrammes for senior and middle manage::nent 

1. The development of training curricula for the executive level requires 

a careful definition of the role of senior and middle management. One must 

be clear as to what kind of persons take over these positions, the first step 

being an analysis of their backgrcund to deter:nine ~nether :heir previous 

experience lay in the political or the technical area. 

2. The training curriculum fer public-sector entrepreneurs =ust include 

instruction in the techniques of strategic planning so as to e~able these 

persons to acquire kno~ledge in such areas as the identification of objectives 

and the for::nulaticn of policies and strategies. !n 1dd.ition, the curriculu:c. 

should ai.:n to develop the manager's interpersonal and group skills so as to 

enable him to i:?:J.fiuence ";he attitudes and •ralues of his staff. 

3. Regarding the introduci:icn of technology into c'.ll"ric• . .il~, care snc1..ll.d be 

taken to liI:lit it to the conceptual and =ei:hodological plane, avoiding it in 

?rogramme contem;, since this l!'.lSi: :::'eflect the specific cond..i.tions of the 

enterprise as revealed oy an analysis of its requirements. 

4. ~anagerial tr~ining ?rcgrgmmes ::rust include continuous ~eedback processes 

designed tn encourage thoughtf1..ll., analytical, c:itical and creati ·re attitudes. 

5. The :;:iersons to be trained should be included in tt.e de•relopment of the 

curriculum. 

6. Training progre.mmes must include aspects reflecting the real conditions 

~f the enterprise and also the possibilities of innovaticn. These programmes 

must also reflect something of the a.mbigt:ities of the managerial environment. 

7. In !)lanning the curriculum everJ care :rust be taken to ensure that it 

effectively meets the requirement identified, vith consideration given to 

alternative programme material. 
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Sonclusions ~e~ar'.ii~g :2ac~ing ~ethcds ani t~e ~re~~r~tic~ :: :e~c~i~g 
materials 

and materials used in the training !ZlUSt be elements in a si:rategy of :=!:.a.nge 

and not merely produce a super:'icial trensmissicn of information. 

2. ~ith respect to teaching methods and materials, there a.re no solutions 

or prescriptions which are wholly and rithout exception transferable frcm 

one country to another; rather, such solutions and prescriptions must oe 

adapted to the political, economic and social conditions, evolution a.nd 

outlook in each country. 

3. The training ~ethodology :ust be tailored to the problems confron"ting 

the specific country's ;ublic enterprise sector, with particular attention 

given to such basic factors as conflicting ob~ectives, the relationships 

oetween the public industrial enterprises az:d t::e State, '.!Ild str.ictural 

alternatives generated. 

4. The techniq_ues used in training :!!.8.D.a.gers at the lcvest supervisorf le\"els 

are for the most part ten or- ~i:teen years old, but studies designed tc i=i;prove 

'them are being envisaged. 

5. It is essential that a foundation be laid for app~ied socio-cconcI:lic 

s"tudies that •.rill !!lake :.-: ;ossible :.o devise, adapi:; and transmit adminis~rai:i·re 

technology th.rough :he for.:i.ulaticn of inde~enden:. teac::tl~g ::ia.terials a.nd 

appropriate methodologies. 

6. The teaching ~ethods used in :nanagerial traici:ig :::iust ~e dynamic 

(involving case studies, workshops, ent~ryrise game-plans, seminars, and ~he 

like) and req_uire the use of independent teaching :na.teria..ls designed to 

reflect the real situation of the participants. 

7. It is particularly important to note that a. number of 1..a.tin American 

countries have already developed tteir own independent teaching materials and 

are applying advanced training methoc!s - ca.se studies, technical and 

behavioural models, and computer-assisted simulation models. 

8. Training packages should be developed only within the specific f'ramevork. 

of application. 
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£2.nclusions regarding the selection and training of instrJctors 

::n selecting the teac!ling personnel for top-level !!12nage~ent traini~g 

at enterprises, the basic criterion tc be ccnsidered is the ~culd-ce 

instructor's thorough familiarity -.rith. the area of mo•..-ledge i.n question, 

coupled with the ability to teach using teaching methods tailored to the 

knovledge to be transmtted. Hovever, even where the potential trainer lacks 

the desired experience and teaching ability, this should not be regarded as 

a reason to reject him. 

2. Another criterion that needs to be considered vb.en selecting the 

teaching sta..f'f is the extent of their commitment to t.J.e values of the enter

prises and of the social system of •.mich it is a part. 

3. Another factor of importance in the selection process is tue re~uirement 

'that the instructor be capable of the high degree of analysis and insight 

required nf someone engaged in training senior managers. 

4. Instructors must be able to :::iake effective use of t~e teaching ~ethcds 

and audiovisual aids appropriate to the technical content of the training 

programme they are following. 

5. An enterprise training programme ~or mauagers ·..-hich employ:; teaching 

::nethods appropriate to ~he leYel ·.rill not only provide e~erienced !llB.D.agers , 

but •.rill make it possible for these same :::ia.na.gers to act as instructors 

·.rithin thei:r own organizations :...s ·..rell as a't "?e!'tinent training institutions. 

6. .\. priority requirement as pa.rt of the effort tn set up operating 

training :mits at each enterprise is the fcr:IIU2.ation of a training programme 

at the cational level for training co-ordinators (to be res~onaibl~ for 

training at public enterprises). 

Conclusions regarding e~ra.I.uation and follcv-uo of training 

l. The purpose of evaluation is to assess the progr~ss of the training 

programme, its effectiveness, its impact and its appropriateness tu the 

obje~tives envisaged. 

2. The evaluation of training results at public enterprises ie being 

c~~ducted in a very unsyst~matic VtJ.Y. 

3. The basis for effective evalua.tion of training prog:r:-a.mmes must take the 

form of clear-cut and precise objectives, possibly defined in behavioural 

terms. 



:;::recess covering all aspects of the training: requirements, teaching ~ethods 

- . . 
-~.i..:es~:::!lnai:-es, -~-----'.::I. --- --··--..; 

analysed. 

~-"!--; r·-~.~ --:::-- .• : -- . -s.:::: ..._-:: .,...o-.... ~.-: ., _ .. --· -- --..; 

6. Any evaluation methcd should clearly ask the questions of •,;ty, ·mat, 

for ·mom, ~ and ~ the evaluation is to be carried. cut. 

7. The desirability of conducting or not conductin~ an evaluation should 

be analysed in the light of the associated costs. 

Conclusions regarding certain as~ects of an infor:!laticn system ~n ~raining 
reauirements and o~~ortuni~ies 

~raining opportunities emerging from the s:rste:n to :ie establ:'..;:;;ned. ::nust 

be available to the user •..;ithin t~e shortest ~ossible time. 

2. :olhen seeking opport~ities, care should ":le ta.."rer. to a:roid d::.:.!Jlicatfon 

of ef~crt i!l the design o-= programmes and -:o ~old cos-cs -:-:o ~ :U.:ii!!ltll!l. 

3. ~~ protessional ~raining and developmen~ associations that already are 

in being or are pla.nn.ed could proYide a focal :;::oint fer tee ~ollection ar.d 

dissemination of information :m training opportunities a~ tt.e ::lat_ ""l'lal le•rel. 

4. It must be &eter:ri.ned ~hether there are infor.na.t:'..on syste~ for tr~ining 

o~portunhies at suoregi.:mal or national ins'tit~.:.i:icns. 

/. As an initial step it ·..-ould. oe user'.ll to ?re'9are an bs"ti-:uticnel gu:.c.e 

for the Latin American region indicating "';he aYail~ola ~raining facilities 

and the kin~s of t~aining p~ogrammes offered a~ insti~ui:ions of the type 

~entioned above. 

6. This guide :night include public enterprises which ~ould like to ~ave 

or already have the faciliti~s necessar'J for the organization of in-plant 

training programmes. 

General recommendations 

l. The institutions which are providing er •.rould like to provide :na..."13.gerial 

training for public industrial enterpris~s are urged to investigate the best 

approaches, in the light of the conditions in each cuuntry, either for carryi~g 

out on their own or fer finding ways of rurring cA.rried out studies designed, 

at a minimum, to produce the following bas i.c information ou public enterprises 

in the industrial sector: 

( ~) . Syst~matic i~foz:-~a;t; iqr ... qn th~Jr or:igtn and ~:rolµtion; 
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(b) Indicatcrs of econcmic importance; 

( c) Struct"...U"al analysis of the sector; 

(e) Co.se studies; 

(f) .Analysis of specific management probl~ms. 

2. Public enterprises, their o'T"l!rsigh.t agencies and training organizations 

are urged to promote awareness at public enterprises of the need to identi:'y 

objectives and formulate their own policies for the development of human 

resources, especially a.t th.e se~ior and :niddl.e management levels. 

3. Management training organizations, and also u'1r!DO, the International 

Centre for Public EnterpTises (ICPE), and the Latin .AIC.erica.n Centre of 

!-!anagement for tevelopment (CLAD) are urged: 

(a) To carry out activities designed to assist t:t.e Gcver-iments of the 

various countries to find va.ys of establishing clear industrial development 

policy objecti7es; 

(bi To d ~velop an appropriate ~chanis:u. for the select ion of a g:-oup 

of researche~s and the organization of "W"orkshop-se!!li.nars for the ~raining of 

researchers in the ~ublic enterprise area. 

4. It is recommended that !CPE should continue its s~adies fer the 

identi.:'ication of training requirements, :nanpover plai:.ning and tte e•raluat:.cn 

of t::a.ir.ing programmes, a.nd it is urged to prepare !118.nuals :::m this subject 

reflecting the experience of Latin American public enterprises. 

5. :~ is r~commended that CLAD should: 

(a) Continue its research efforts, particularly its post-graduate 

course for the training of public sector research specialists; 

(b) Continue its promotional activities and it3 r~gional events tor 

the exchange of experience regarding managerial training for the semi

public sector. 

1~. It is recommended that UNIDO should continue its efforts under the 

centres of excellence programme and extend this progralll'm.e to as many Latin 

American countries az possible, with the aim of: 

... 
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(a) Systematically ide!ltif'".ring ~he institutions or :'.'acilitie~ 

(researc~ ~entres, i~dustrial plants, etc.) ·.tit~ the a=ility to c~nduct 

(b) Promoting scientific ::-esearch a-.; :;raini::ig ins-:i:;-.....~icns :::.r: sue=. 

areas as curriculum development, training methodologies s.nd the 9reparation 

of teaching mP.terials, for the purpose of developing independent teaching 

facilities; 

(c) Lending assistance to institutions •.rith the ability to offer 

training services, by he:!..ping them in the :preparation of teaching materials 

for their progrJ.I!lliles, f\1r:iishing them vi.th audiovisual equipment, providing 

for the basic and ~.lrther training of inst!""..lctcrs through fellowships, 

assigning professional specialists to give specific ~rogrammes or develo~ 

new ones, -:tc. ; 

(d) Continuing to organize refresher and brainstor::ri.~g seminars on 

critical aspects of training, such as ~he identification cf requi::-e~ents, 

curriculum de,relo~ment, teaching :::ie-+;hods and materials, t::-aini.ng of 

instructors and eYalu.a"ticn of training. 

7. It is recommended that the abo,re-me:rcioned institu-;ions should ccntint~e 

their effor+;s at co-opera"tion among the!llSelYes and that thi:;; effor<; shou.ld 

~e made a pa.r; of ~he ~ark of other loca.1, na~ional and regicual organizations, 

~hereby streng:hening .; ... ... ~. 3y ~ay of example, the :'.'allowing are same of :he 

9ossibilities :hat ~ere discussed at the Seminar: 

The implementation of instruc~or training pr~grammes at the sub

regional le'rel; 

?articipction in ::nanagement- deYelopment prog?"ammes; 

Provision of teaching materials; 

Provision of independent case studies; 

Provision of simulation models for use in management development; 

Provision of specialists to deliver p~ogrammes on specific subjects, 

etc. 

8. Further, it is recommended that UNIDO should prepare a publication on 

this Seminar, to include chapters on the subjects covered and to reflect, in 

some depth, the theoretical and conceptual aspects and practical experiences 

discussed. It should also fhclude ab1lndant bibliographical r~ferences. · 
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9. ?ina.lly, ";he partici:;:ants in ~.-.e S.:~::.-.s: nave :::-equest;ed th.at the Se!llinar 

organizers should se~d t::e fi::w !"e'?o!"": "'::::: :::.e ·:2.r:.21..:.s :.::.st:i.tt..'ticns and/or 

in the Seminar requested that the report should express their gratitude 

to the Colo::nbia Higher School of Public Administretion (ES.AP}, the 

United Nations Industrial DeYelcpment Organization (UNIDO)i the Latin 

American Centre of ~-!anagement for Development (CLAD), and the 

International Centre for Public Entel"9rises (!CPE) for the efficient 

vay in which these institutions had organized and carried out this 

Seminar, and also thai: it should. thank Mr. David ~del.ma.n (CLAD) and 

~fr. Sergio Gardelliano (UNIDO) for their excellent ~ork as moderator 

and ra!Jporteur, respec"ti ·rely, at this Seminar. 

• 
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