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PREFACE 

Pursuanc co che Paris Declaracion and ProgrB11111Je of Accion adopced ac che 
Second Uniced Nacions Conference ?n Che Lease Developed Ca:.mcries (LDCs). held 
in Paris from 3 co 14 Sepcember 1990, UNIDO, wich financial supporc from che 
Governmenc of Icaly. decided co organize a Workshop on induscrial developmenc 
in Che LDCs. The aim of Che workshop is co review Che .c;cacus of induscry and 
co analrze key issues of industrial development in the LDCs. The proceedings 
of Che workshop will form the basis of an Industrial Action Plan for the LDCs 
to be submitted to the Fourth Session of the Conference of UNIDO in November 
1991. 

This report addresses issues of h~n resource development in LDCs 
focusing on industrial management train.j.ng. The report has four ('drts. 
Chapter 1 is an introduction and background to managemenr development 
prograJIDes (lfDPs) in LDCs. Chapter 2 discusses the requirements for 
industrial management skills in LDCs and, examines the different groups of 
potential training candidates and their training needs. Chapter 3 analyses 
the process of planning. implementing, and evaluating management development 
progrB1111Bes. It presents an analysis of the complete process of management 
development. starting with the sponsoring organizations and ending with post
craining follow-up. Chapter 4 includes policy recoDDendations. 

This paper has been prepared by the, staff of the Regional and Country 
Studies Branch based on inputs provided by Dr. Chadwick R. Perry. Queensland 
University of Technology. Brisbane, Australia, as UNIDO consultant. 
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1. INTRODUCTION 

1.1 1be background 

As the least developed countries (LDCs) are transformed from traditional 
societies to mc,iern nation states. managemen<: of their industrial enterprises 
in an environment of scarce resources and limited infrastructure is both 
difficult and critical. For example. an evaluation of 277 development 
projects in Africa found more than 88 percent encountered human resource 
management problems (Rosenthal 1986). and another report identified management 
problems as the key factor in the failure or unsatisfactory performance of 
African development projects (Youker 1989). Management in industry would be 
especially important in the least developed countries (LDCs), because their 
industrial sector is so small by definition, and requires development. 
Management's importance in the future increases as LDCs adjust to: 

the continuing internationalization of production processes, 
technology, finance and trade flows with trading blocks such as the EC 
and US/Canada; 

the need for publicly owned enterprises and utilities to operate in a 
more competitive environment, become more efficient, operate closer to 
their capacity, and not be a drain on government funding; 

the perceived need to foster local enterprise ownership and management 
skills through local entrepreneurship (Elkan 1988); and 

the co-ordinated development of rural, industrial and service sectors. 

Thus. the issues to be addressed within the management development 
programme have to relate to different groups of clients operating in different 
production structures, different geographical locations and at different entry 
point on the managerial ladder. 

1.2 Scope and methodology of the report 

This report addresses issues of human resource development in LDCs 
focusing on industrial management training. It concentrates on management 
development organized and funded by UNIDO and aid donor countries. Three 
other forms of management development in LDCs should be acknowledged, aithough 
they are not considered in depth in this report. These are: 

management degree programmes at institutions of higher education; 
management development of local staff by transnational corpo~ations; 
management development learned directly as 'on-the-job' experience. 

In this report, 'least developeJ countries' (LDCs) are defined as the 
42 least developed countries identified by the UN. These countries are 
situated throughout Africa, Asia and the Pacific and Carribean, and are a 
heterogeneous group. This report makes many references to African LDCs 
because they represent more than half the population of LDCs, and the average 
African LDC's industrial performance has ~en below that of other LDCs in the 
1980s. Nevertheless. references are made to other LDCs and the report's 
conclusions should apply to most LDCs throughout the world. 

The report defines 'management development' as promoting the effective 
purs•Jit of an organizations' own objectives through changing its manager's 
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attitudes. interpersonal and group behaviourial skills. cognitive skills. and 
knowledge. This definition of management development emphasises two key 
concepts. Firstly. the definition highlights the importance of shared values 
in organizational and management effectiveness. discussed later in chapter 2. 
Secondly. the definition is not restricted to the manager's knowledge and 
cognitive skills but includes attitudes and organizational behaviours such as 
leadership style; thus the definition implies that management development 
brings about changes in the organization to which the manager belongs. 

In this report. 'manabement development programmes' (MDPs) are defined 
as programmes associated with the UN or donor countries which consist of 
courses presented to participants by trainers; however. in this report the 
HDP concept is broadened to include planning before and implementation ~ 
these courses. 

'Development corporations' are defined as institutions which control a 
number of government-owned enterprises; examples are the Ethiopian Beverages 
Corporation. the National Development Corporation in Tanzania and the Botswana 
Development Corporation. 

The rationale for targeting women in management trc:dni'lg programmes 
would ~eed to be appreciated in view of the increasing emphasis on enhancing 
their potential participation in the industrialization process. This is one 
of the thematic issues of UNIDO, constituting a special subject of in-depth 
analysis in a number of reports (Van der Wees and Romijn 1987, Desjardins and 
Lamy 1987. UNIDO 1988b). 

The report has four parts. Firstly, requirements as reported from 
literature for industrial management skills in LDCs are reviewed, based on 
perceived training needs of the potential and established cadre of managers. 
Secondly. an overview of the process of planning. implementation and 
evaluation of mar.agement development programmes 1 s presented. Finally. pol icy 
recommendations are offered. 
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2. REQUIREKEHTS FOR INDUS1'RIAL MANAGEMENT DEVELDHIENT 

The 'grar.i designs' for development in the 1950s and 1Q60s have given 
way to a more tentative approach. for 'all the evideni.:e points to the 
continuing failure of imposed solutions' (Simpson 1988, p. 328). This report. 
therefore. starts with an overview of the type of training tha~ managers in 
LDCs are likely to need. Because LDCs are heterogeneous, precise needs will 
vary from LDC to LDC depending on its industrial structure, existing knowledge 
and skills base, socio-cultural conditions and the macroeconomic environment. 
In this report. only a general picture of training needs can be given. The 
exact needs ior individual countries can only be determined through a detailed 
assessment survey. 

In this chapter managerial skill requirements of different target groups 
for MDP are reviewed in the context of their special training needs. This 
provides a background to the later discussion on components and techniques of 
training programmes addressing these various groups of a managerial cadre. 

Participants in management development programmes could be: 

pre-start up entrepreneurs 
small enterprise managers 
large enterprise managers 

entry-level managers 
middle-level managers 
top/senior managers 
development corporation managers 

The training needs of each of these groups will be discussed in turn. 

2.1 Training needs of pre-start up entrepreneurs 

Entrepreneurs who start small businesses promote a more equitable 
distribution of income and employment opportunities, because small businesses 
are usually labour-intensive and can be established in non-metropolitan 
centres (Nelson 1981). Moreover, it is believed that small t•usinesses require 
less complex management skills than big businesses and so should be nurtured 
in areas where management expertise is scarce. 

An increasing number of women all over the world are setting up their 
own micro- or small-scale eJ".cerprises. The percentage of women classified as 
employers and own account workers in the total female ~mployment is highest 
for African women, 20 r-~rcent, compared c1 13 percent and 15 percent in Asia 
and Latin America respr?ctively (ILO 1987). The figure may be even higher due 
to underreporting and differences in defining female self-employment. In 
addition to the reason: stated above for starting small-scale businesses for 
women this type of employment is attractive since it can ~e more flexible, can 
be run from their homes, and is less restrictive than employment 1n larger 
enterprises. This und~rtaking may ~lso be the last resort to provide them 
with income jn view of the fact that women are twice as likely as men to be 
unemployed in Africa (UNIDO 199lb)., 

Broad programmes to encourage entrepreneurs to start businesses are not , 
required, for the supply of entrepreneurs in response to market grow,th in , 
developing countries has been elastic ,(Nanjundan 1986), and the r:ecent , 
increase in unemployment of graduate,s and, technically trained people in LDCs , 
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will fuel the flow of entrepreneurs (for example. about 40 percent of trained 
technicians in Djibouti cannot find work in the formal sector (L'NIDO 199lb)_ 
Howe\·er. the transition from school into self employment is not an instant and 
easy process. Maturity. experience. skills and personal savings are important 
entry requirements into micrc- and small e11terprises_ Although the quality 
of plans for pre-start up entrepreneurs could be improved through training 
prograll!llles to enhance entrepreneurship capabilities and confidence building. 
management training and consultancy pPJgrammes. these would not be sufficient_ 

Special programmes aimed at pre-start up entrepreneurs. need to be 
coordinated with or .1er programmes and are gender sensitive. This may require 
:oordination of planning. training and access to finance tailored to the needs 
.__,f society. including the awareness and need to utilize the potential of 
female entrepreneurship in LDCs. Examples of this type of integrated approach 
being applied could be found in Scandinadan funded projects of industrial 
estates in Botswana. Lesotho and Swaziland. 

These estates are important since small enterprises grow into medium
scale and large-scale ones and need to be run by private de\·elopers or 
cooperatives rather than by go\·ernments (Nanjundan 1986). without this 
integration. entrepreneurship will be hampered by limited r.apital and limited 
business experience. resulting in 'entrepreneuriaJ participation ... restricted 
to technologically simple small-scale ventures at the periphery of the 
commercial sector' (Fairbairn 1988, p. 271). 

But even integrated. multidisciplinary industrial estate programmes will 
always be of 1 imi ted effectiveness. especially in rural areas where industrial 
estates have a poor record (UNDP 1988). So a broader approach to the volume 
of training required in LDCs would be to include entrepreneurship training in 
apprenticeship institutions and in primary and secondary school curricula and 
to give emphasis to the elimination of sex discrimination in training 
programmes (UNIDO 1991). 

This broad approach would influence pre-start up entrepreneurs in the 
informal as well as the formal sector. Small enterprises in the informal 
sector are not subject to formal rules of contract. licenses. taxation. 
inspection. etc .. and mostly provide services rather than industrial products. 

ThP informal sector can be an important breeding ground for 
entrepreneurs whb later join the formal industrial sector_ Moreover. the 
informal sector i's growing in importance as the government sector in many LDCs 
contracts under 'fiscal pressures. and as governments loosen controls on 
entrepreneurship'(such as controls on prices. private ownership and trade) as 
the negative effects of those controls on economic growth have become obvious. 

The founder's of enterprises in the informal sector usually acquire their 
training through on-the- job training or apprenticeships. mostly in small-scale 
businesses owned 'by the nuclear or extended family. before setting 11p their 
low-cost. easy-to-enter industry. This type of training may also be Lhe only 
opportunity for majority of women to acquire skills apart from those acquired 
in the household; 

Legislation aimed at promotion of manag~ment components 
apprenticeship training or secondary and trade school courses, would 
great benefit to 'this category of potential entrepreneurs in the LDCs. 

into 
be of 
This 
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type of legislation i~ especially important in LDCs. because there are so few 
industrial enterprises in which entrepreneurs can acquire their training. 

2.2 Training needs of small enterprise managers 

After start up, small-scale enterprise management development undergoes 
a transition from planning to management stage. A survey in Malawi. for 
example. showed that the dearth of entrepreneurial and management capabilities 
were the main constraints to expansion of small and medium-size enterprises 
(U.S.A.I.D. 1987). Nelson (1981) notes that adequate data about small 
entrepreneurs' training needs are lacking. he suggests. however. that after 
start up, managers of small-size enterprises mus~ gain confidence in dealing 
with formal and informal funding sources. and in taking advantage of existing 
technical assistance and training schemes (Farbairn 1988). 

In addition. managers who own small enterprises need information about 
(Nelson 1981): 

meeting government and big business tenders 
exporting 
management skills such as planning product development. inventory 
stock control 
costing and pricing 
credit applicatioPs. 

A manager who owns a small enterprise has little time for training. One 
definition of a small business is 'an enterprise which is in trouble if the 
manager is sick', because the manager makes all th«.! management decisions 
without the help of internal specialists available to big business managers. 
In addition to having to work long hours, managers who own small enterprises, 
especially in rural areas, may have difficulty travelling to the venue of the 
training programme. Training of managers of small enterprises should 
therefore be brief and out of work hours, practical, and problem- and 
industry-specific. It would be advantageous if amongst trainers are 
practitioners who are successful small enterprise managers and trade 
associations executives (Bailey and Royston 1980) who are in addition 
sensitized to g•mder issues. 

Again, the lack of infrastructure in LDCs suggests that the training 
should be coordinated with finance and extension services. in a 'single 
window' approach; else, the training may not be implemented (UNDP 1988. 
p. 73). That' is, management development needs to be integrated into a whole 
range of measures. such as appropriate fiscal and credit policies, including 
the promotion of subcontracting networks and arrangements for local small 
enterprises in place of imports, and legislation to protect private 
investment, designed to assist small -size enterprises.' 

Managers who own llU:4l. small industrial enterprises (RSIE) have special 
requirements.' They deserve special attention due to t~eir dominant position 
in the indust'rial struc~ure in many developing countries. their increasing 
importance in' providing alternative means of employmen't to agriculture, and 
potential for facilitating urban-rural and agricul tu~e-industry linkages. 
Comprehensive', evaluation of technical assistance provid~d to RSIE carried out 
by UNDP. ILO, and UNIDO arrived at the following, characterization of 
entrepreneurs, in this sector: 
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Most RSIEs are privately-owned. m0stlv the proprietors are family 
members. workers who are members of the family form the largest 
component of the labour force, and the labour force are part-time o~ 
seasonal. While sources of entrepreneurship for RSIEs very among 
countries and at diffe_ent le\•els of development. in general it is the 
farmer or family member who turns to RSIE from a part-time to a full
time occupation. He obtains informal or1-the-job apprenticeship 
training in a craft or trade. and either joins the unit which trains 
him or starts on his own. Most women entrepreneurs. who originate from 
the farming sector tend to concentrate on handicrafts. garment and food 
related industries (UNDP 1988, p.26 and 27). 

Given the intensely local and decentralized nature of RSIEs including 
variety of activities, management development programmes need to be community
based and multidisciplinary. They are usually directed at already operating 
RSIEs and trainees who already have 'some technic.a: knowledge and enterprise 
experience and are able to build further on that base' (UNDP 1988, p. 75). 

Thus the key to the success of RSIE management development organizations 
are local presence and market awareness. It is a two-way process: local 
organizations are more aware of RSIEs and are financially dependent on them, 
and the managers who own RSIE are willing to approach the non- bureaucratir. anc! 
local organizations. In brief, RSIE management development activity must 
(UNDP 1988, p. 129): 

have strong field links 
be based on local presence and autonomy of presence 
be technically competent. 

Management development has been a low priority for RSIE and for small 
enterprises in towns. The First Consul taticn on Small - and Medium-Scale 
Enterprises including Co-operatives (UNIDO 1989a) made only one reference to 
its importance (p. 26). 

In brief. small-scale enterprises are important ~lements of LDC 
development, but the special characteristics of their managers make their 
development difficult, such as the demands on their time, unawareness of the 
need for management training and location away from training facilities. 

2.3 Training needs of 11anagers in larger enterprises 

Following the discussion on management devPlopment in small -scale 
enterprises above, management development in large-scale enterprises wi!l be 
discussed. The following sections are primarily concerned with middle and 
senior level managerial requirements. However. the importance of efforts to 
include 'blue collar' workers into management development programmes is 
recognized as the new trends of production technologies indicate the move from 
low skill assembly line production to high skill group work. Changing style 
of management from hierarchical to participatory style drawing on tacit skills 
of workers is implicit in the concept of Tt:.tal Quality Management (TQH) 
discussed in section 2.3.3. 

Broadening of the recruitment base for future managers in larger 
enterprises should be part of the overall strategy for effective utilization 
of human resources. In this respect women's potential has neither been tapped 
nor fully recogniztd. Thus concentrated efforts are needed to ensure that 
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women are also given an equal consideration for manageriai posts and access 
to managerial training. 

2.3.l Knowledge and cognitive skills requirements of aanagers 

The knowledgP and cognitive skills requirements of industrial managers 
are possibly similar in most countries. For example. any industrial 
establishment requires accounting information. appropriate im.-entory systems. 
production plans and market forecasts. Managers in LDC enterprises certainly 
need these basic management skills and knowledge. For example. a UNIDO study 
of Liberia found that 'management. trciining and information syste11as are 
generally inadequate for routine tasks !"'_!~h as accounting. administration. 
inventory. purchases and sales' (UNIDO 1989d. p.17). So knowledge and 
cognitive skills for basic functions s··'.'h as these can and should be 
transferred from developed countries to LD'~ using successful procedures such 
as Flexible Learning Packages (FLPs). 

The transfer of technology- and equipment-related knowledge and 
cognitive s~ills makes it essential that contractual or legal requirements for 
associated management developme.1t are linked with government and private 
sector development projects. Moreover. if a multinational buys a privatized 
enterprise in an LDC. its development of that enterprise should be linked to 
appropriate management development. 

Marketing is one area of knowledge and cognitive skills which may be 
particularly appropriate for LDCs. Government controls have often meant that 
managers in industry have produced to meet government direc~ives rather than 
market demand. As government controls are lessened. managers need to 
understand the need for market research and product design/quali.ty. and 
matching SU?ply with demand in a competitive market. 

A survey of 64 managers in developing countries noted the importance of 
managerial skills/techniques transferred to their work. and rated 
hierarchically the following (Yavas and Cavusgil 1989): 

internal/organizational skills 
export marketing and marketing research 
functional area skills 
planning. policy formulation and strategic decision making 
product cost accounting afid pricing. 

2.3.2 Behaviourial skil~s and attitudes requirements of managers 

The knowledge and cognitive skills noted above are of course necessary 
for industrial effectiveness. but they are nearly as important as behaviourial 
skills and attitudes. What do managers in these enterprises do? In contrast 
to the essentially solitary management work of entrepreneurs. managers of 
large-scale enterprises work with other managers who are senior or junior to 
them, and must delegate much of the basic work done by entrepreneurs. That 
is. management is a social process. Having knowledge and cognitive skills is 
one thing. applying them within an organization is another. 

Research in developed countries has demonstrated that the tra1n1ng 
programmes for managers of large-sc;ile enterprises should of course relate to 
knowledge and cognitive skill training. Equal emphasis need to be made on 
attitudes and behaviourial skills. Cognitive skills an'~ knowledge are lliU. the 
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most i~portant aspects of managerial ~ork. despite the emphasis placed on th~m 
in most management de\·elopment programmes ( Burgovr.e !ind Stuart 1976: E\·arts 
1987: Knibbs et al. 1985: Cunnington and Trevor-Roberts 1986: Margerison 
ar:j Kakabadse 1984: Dakin and Hamilton 1985). Typical results emerging from 
the researches on middle and senior managers include the follo~ing finding: 

Important as it may 3eem. education in the enterprise side of 
management-financial systems. marketing techniques. production methods. 
and the like - plays a relatively small role in the executive's ongoing 
development. Rather. the greatest emphasis is on communication skills. 
delegation. respect for others. decision making. and self-discipline 
(Margeris0n and Kakabadse 1984. p. 30). 

Results of research about senior and top management. are similar: 

They need the skills to manage people, and to manage the relationship 
between their units and the political aPd social environment. As a 
base-line requirement [onlyj they must also ha\·e conceptual and 
analytical skills. (Limerick et al. 1984, p. 33). 

The research above referreri to US. UK and Australian managers, but there 
should be no presumption that the situation in LDCs is different. For 
example. a UNIDO report describes how frustrated managers in Mozambique Mere 
that their functional skills could not be applied at work because of 
'organizational problems' such c>.s a lack of simple controls for variables such 
as costs and turnover. lack of maintenance, and poor quality raw materials; 
the manager~ were most interested in how to overcome these problems (UNIDO 
l989b). It should be noted that the 'organizational problems' are not just 
internal, as in developed countries. In developed countries. governmenrs 
usually have mainly a regulatory function. But in LDCs. governments h.ve far 
more influence over an enterprises' operations, and so training ·· 
establishing and maintaining relationships with governments and suppliers ~~ 
important (Safavi 1981). 

As an example, Coates' (1990, p. 5), list of senior management cor,cerrs 
gleaned from managers themselves in LDCS such as Tanzania and Sudan are as 
follows: 

getting organized and becoming more effective 
time management and delegation 
~eing 'more assertive 
working effectively in management teams 
being 'more involved in the overall training process and not 
leaving it all to the training department 
the ndtion that marketing is a common issue 
sell irig skills 
customer service and customer awareness. 

The emphasi~ on internal/organizatioQal skills is reinforced in Jones' 
(1989) survey of '152 Malawi managers, wh,ich found that managers need to 
operate within collectivist organizations , that emphasise relationships and 
acc'umulated power 'rather than performance., 

' 

The importance of 'political' internal/organizational skills in LDC 
management development i!: also confirmed' by Hofstede's (1983) survey of 
ma~agers in 67,countries. He found that co~ntries with low GDP per capita had 
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a culture with high levels of Collectivism and low levels of Individualism 
(Collectivism measures a preference for a tightly knit social framework based 
on interdependent responsibilities, and Individualism measures a preference 
for people taking care of themselves and their immediate families only). 

Countries with low GDP also had a culture with high Power Distances 
rather than small Power Distances (Power Distance measures the acceptance of 
unequal distribution of power in organizations). Because of their 
heterogeneity, levels of Collectivism and Power Distance will vary from LDC 
to LDC. However, by definition, LDCs have low GDPs and limited exposure to 
the industrialization. Thus average LDC levels of Collectivism and Power 
Distance would be higher than the averages of developing and developed 
countries. Thus Hofstede's (1983) findings should be especially relevant to 
management development in LDCs (Hereafter, the term 'collectivist' will refer 
to high levels of Hofstede's (1983) Collectivism and Power Distance). 

This collectivist nature of organization culture in LDCs is crucial to 
understanding the development of their managers, and so deserves closer 
examination. 

In LDCs, moral responsibilities to others are more important than self
actualization. Children grow up in a society where work and extended family 
lives are joined. Thus enterprises are expected to provide more than 
wages. Compensation packages includes allowances or benefits for housing, 
transport and so on. 

The importance of these social relationships in LDCs nurtures social 
mechanisms based on prestige. hierarchy and status rather than individual 
performance, with problems dealt with by custom or consensus. Consequently, 
managers have a relatively paternal style of relationship based on a concern 
for the network of people for whom they are responsible, and workers have a 
deferential attitude tr managers and do not seek to show initiative. 

This collectivist culture of LDCs is no more irrational than the 
individualist culture of most developed countries. LJ)C societies usually have 
a turbulent past and may have a turbulent future, and resources are scarce. 
The group-centredness of these societies offers 'the individual identity, 
insurance and social security, community refuge' (Safavi and Tweddell 1990, 
p. 58). 

Collectivism explains four characteristics of management in LDCs. 
Firstly, management techniques based 011 an individual manager's efforts may 
be inappropriate. For example, techniques such as management by objectives 
and performance appraisal based on individuals have been found to be 
ineffective (Jones 1989; Seddon 1987). 

The second implication of LDC collectivism is that workers may expect 
the enterprise to provide continuing benefits to the worker and his extended 
family, and the expected continuation of existing personal inter-relationships 
throughout the enterprise results in a concern for status and rituals rather 
than professional or technical qualifications. 

Thirdly, the difference between LDCs and Western countries which arises 
from the LDC's collectivist culture is that enterprises in LDCs are typically 
more centralized and authoritarian than in the Western countires. But there 
are no cogent reasons to suggest.that MDPs should try to alter this aspect of 
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enterprise culture of LDCs. Research in developed countries does not conclude 
that more decentralized enterprises achieve superior organizational 
performance (Mansfield and Alam 1985). 

The fourth characteristic of LDC collectivism relates tc different 
manifestations of collectivism in relationships between managers and workers. 
and among che managerial hierarchy. There are indications that workers do not 
cherish the values of participatory management such as 'creativity' and 
'independence'; instead. they value 'security', 'ecnnomic returns' and 
'relationship with the boss'. Probably. this is due to the fact that workers 
are so poor that lower-order, physiological needs orist be met before higher
order needs the basis of Western management, are addressed. 

On the other hand the managers themselves prefer that their own senior 
managers become less collectivist and directive in their dealings with them. 
In contra~t to workers, the managers' higher-level needs should be addressed 
because their lower-level needs are being met. For example, managers in 
Malawi expressed dissatisfaction with their superiors' authoritarianism. and 
wanted more opportunities for their own input into managerial decision and 
action (Jones 1989). In interviews throughout Africa, Safavi (1981) found out 
that many managers were 'disenchanted' with the way their enterprises were run 
by senior managers and were frustrated by the red tape involved. The 
conclusion one draws to that collectivist values need not be altered for 
management's dealings with workers, but should be reconsidered for senior 
management's dealings with other managers. 

In summary it can be concluded that Western managers' behaviourial 
skills and attitudes which were developed in more decentralized and democratic 
cultures must be modified and transferred with ca.~e before being incorporated 
into LDCs management development programmes. 

2.3.3 Training needs from an organizational per~pectives 

The above picture of managers' internal/organizational concerns has been 
derived from managers themselves - their needs for getting ahead in their 
organizations. But collectivist managers could conceivably pursue goals of 
status and prestige at the expense of economic performance of their 
organization. Consequently the next question to be addressed in the search 
for training needs of LDC managers is: What are the characteristics of 
economically successful organizations? 

Research in developed countries in the 1970s and 1980s (Pascale and 
Athos 1981; Deal and Kennedy 1982; Peters and Waterman 1984; Gluck 1984; 
Limerick et al. 1984; Clifford and Cavanaugh 1985) suggests that there are 
no definitive management practices and techn~ques w•iich characterise excellent 
enterprises. What distinguishes exceller)t enterprises from others is a 
distinctive set of shared values. Two quotations summarize this research: 

"We would all like to see some definitive answers about what 
types of organizations and processes work. However, if you 
emphasise what it takes to knit the elements together rather than 
the design of the individual elements, you begin to understand 
what really makes a difference ... visi,on and leadership." (Gluck 
1984. p. ll). 
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"Tw0 crucial facts arise in all studies of the world's most 
successful manufacturers. First. the companies that have 
developed and implemented the most effective manufacturing 
strategies are those characterized by a strongly held set of 
values and beliefs, i.e. a corporate philosophy. This philosophy 
or spirit permeates the business from the top floor to the shop 
floor.• (Huge 1988, p. 2). 

Until demonstrated otherwise. it should be safe to assume that the 
findings also apply in LDCs. This finding has implications for training of 
top/senior managers because they must be pro111oters and protectors of the 
values . _ir own organization, and ensure they understand the linkage 
between: 

culture 
organizational structure 
production strategy 
customers service. 

Often, only Managing Directors (HDs) or their ~quivalents ~re aware of 
these interdependencies for the whole organization. These HDs 'battled away 
at the interface between their strategies, structures and cultures' (Limerick 
et al. 1984, p. 13), but the managers below them apparently were unable to 
inter-relate their organization's strategy, structures and cultures in any 
consistent manner. 

This finding echoes the importance of shared values concept which 
re:i.nforces the value of the Planning for Improved Enterprise Performance (PIP) 
programme (Abramson and Halset 1979) which ha~ been used by the ILO and other 
organizations in hundreds of enterprises, projects and progra:nmes in scores 
of countries for organizational develop~ent within an enterprise. PIP is a 
series of senior management workshvps, using worksheets to lead the team 
through problem identification and analysis, objective setting, plan 
formulation and implementation. The worksheets and procedures ideally are 
used over and over as senior management group of an enterprise continuously 
learns to align to the organization with its environment to fulfil its own 
v1s1on. In this context the training needs of middle and senior management 
in LCCs are broad!~ similar to those of managers in developed countries. 

Conc:entrating on the differences noted above, some observers suggest 
that a completely new approach to management and management development is 
required. Jones (1989) suggests African managers develop their own indigenous 
management ideas and techniques for their own socio-cultural environment. 
Similarly, Kerrigan and Luke (1987) emphasise training outside formal MDPs 
because they see a drastic need for reconceptualization of management and 
MDPs. 

However, management in collectivist organizations has already been 
conceptualized and implemented in the 'total quality management' (TQM) 
movement (sometimes called the TQC movemc nt) which has been implemented in 
many industrial organizations in several countries. TQM principles were 
developed in collectivist Japan but have been adopted in the individualistic 
US, the EC and Australia. For example, productivity of Japanese-owned 
automobile plants in the US is as high as their plants in Japan, even though 
the workforces are supposed to have different cultures. Thus evidence is 
clear that TQM principles are not Japanese culture-bound (Jain 1984) and can 
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be adopted in other countries. Indeed. TQH principles would 'fit' the culture 
of LDCs extraordinarily well. with their emphasis on workgroups. relationships 
between members of workgroups and between workgroups. organizational cohesion 
and consensus. and management responsibility for systemic causes of errors. 
It is important in this context to include women blue collar workers in this 
sphere. 

Unfortunately. no trials of TQK in I.Des have been reported. even though 
TQH principles would appear to be the ideal conceptual framework for meeting 
managers' and organizational concerns identified above. Thus study tours of 
LDC managers to collectivist countries such as Japan which have adopted TQH 
may be useful. 

2.4 Training needs of 11BD&gers of development corporations 

Section '}. 3 above discussed training needs for middle and senior 
managers of enterprises. But training needs of one more level of management 
should be considered. In many I.Des, governments own many enterprises and 
control them in a bureaucratic fashion which does not promote efficient and 
effective use of resources. Even if middle and senior managers manage an 
enterprise which has a strong and distinct vision, their effectiveness may be 
limited if the structures and control systems imposed upon the enterprise by 
its government-owned development corporation do not support economic 
development. Thus management of these corporations must also be restructured 
and developed. 

A case study from the United Republic of Tanzania illustrates the 
importance of ·ieveloping the managerial skills in development corporations: 

" in 1981 all management at [an enterprise] ... was localized. Two 
years later, it was reported that as the local personnel took over the 
general and technical management functions of the company, one kiln 
blew up in 1983 allegedly due to insufficient attention given to 
maintenance by management. The action which followed was drast::.c 
involving the de~otion or transfer of top management in the company. 
This decision inhibited further learning-by-doing on the part of 
affected local personnel It appears that the option of 
strengthening the local management was proposed by the Board of 
Directors of ... (the enterprise] but the higher level Board of 
[the developmen: corporation] decided to remove the whole top 
management. Since this local management was the most experienced in 
cement production in the country the orlly alternative was to engage 
foreign management." (Wangwe 1989, pp. 2'5-26 quoted in UNIDO 199lb). 

' 

If the managers of development corporations had themselves been better 
trained, they might have recognized that the cause of the enterprise problems 
was a lack of skilled and adequately trained managers. Thus, they would have 
used a collaborative, 'win-win' management style with those cianagers rather 
than a confrontational approach, 'I win and you lose", they did use. 

Managers of development corporations mus't be trained in order to make 
de-lsions as to when and how enterprises should be decentralized or 
consolidated. In order to make such decisions: they must be capable of: 

balancing economic and political i:ssues; 
attracting and appointing appropri,ate HDs of enterprises; 
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negotiating win-win strategic alliances with and among the 
managers of their business enterprises: 
financing the business enterprises and establish accounting 
procedures to monitor financial discipline; and 
establishing and monitor the enterprises' strategic directions. 

Fulfilling some of these training requirements can be achieved in 
structurea meetings of MDs of business enterprises with development 
corporation managers. At one of these meetings in Africa, MDs of enterprises 
met with: 

representatives of government. supervisory authoritie!' and company 
teams. In the meeting. each group first exchanged its mutual 
perceptions of each other. The consultants ... controlled this airing 
of views and kept the meeting task oriented, rather than finger 
pointing. A plan was agreed upon to grant increasing autonomy to the 
executives in finance and personnel matters. so that they could better 
accomplish their mandates. This process illustrates a two-stage 
campaign of using PIP first. then constructive confrontation with 
authorities later (Kuhr and Wallace 1983. pp. 60-61). 

But clearly, development of corporation managers must extend beyond 
meetings such as these. to enable them to make an appropriate decision 
regarding when and how much authority to delegate to enterprises or retain 
within the corporation. 

One hindrance to the delegation of autonomy from develofment 
corporations to their enterprises is the collectivist culture of LDCs noted 
earlier. Devolution is often taken to be equivalent to privatization, that 
is, to selling off government owned enterprises to private individuals. 
Privatization has theoretical foundations: a privately owned asset in a market 
economy would be employed more efficiently if the few owners bear the profits 
or losses involved in their use (rather than a multitude of taxpayers). But 
a government in an LDC may perceive that privatization restricts access of 
locals to management and supervisory positions and to training for those 
positions, if the new owners are not locals. This means that privatization 
must be associated with provisions for management development of locals. 

An alternative to privatization is to improve the effectiveness of the 
board of the enterprise and the management and board of the development 
corporation. Whenever privatization is only partial. the need to train 
directors and managers of development corporations remains. 

This training will only be accepted by managers and directors if they 
feel they need to learn. Some directors and development corporation managers 
are appoiratees who do not want change (Kubr and Wallace 1983), and training 
rhe~ will have little effect. Effective training will require 'unfreezing' 
their old bureaucratic ways and replacing them with new management methods. 
Unfreezing could occur with organizational restructuring of the development 
corporation and its enterprises and the setting of new economic performance 
targets and controls for them, such as a government's ruling to reduce funding 
of their deficits. The replacement could be associated with an HOP which was 
complementary to this organizational restructuring, aimed at helping thf' 
managers achieve their new'performance targets and to survive in their new 
setting. 
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This approach sometimes called 'action learning' was adopted for example 
in the MDP in Uganda. Enterprise and corporation managers and directors 
together ran a ~imulated exercise where enterprises' performance wa~ measured 
against clearly defined objectives: the simulation measured their planned 
performance against actual achievements against and fed the re~ults back to 
them before they made another set of decisions (Appendix 1). 

2.S Effect of computers on training needs 

In d~veloped countries. computers have influenced how managers manage. 
and so have affer.ted their training needs. However, in most LDCs, less than 
20 percent of the computer capacity is being utilized. and most of that is for 
routine applications such as payroll and accounting. For example, a UNIDO 
survey of a number of companies in the Zambian agro-food sector showed ill had 
inadequate information systems even for their accounting, administration, 
purchases and sales functions. Another example is Ethiopia - the first 
African country to acquire a computer, in 1960. In 1990. it had fewer than 
ten mainframe computers and about sixty microcomputers, with only eight of 
them in industry. None of the 2000 PCs in Ethiopia are used in industry. One 
can only conclude that 'the role of manufacturing is very insignificant, but 
the role of computers is even more negligible in manufacturing activities' 
(UNIDO 1990a, p. 28). Similarly, a 1989 survey of computer users in 
francophone African countries showed that the overwhelming majority of these 
were in services industries, with manufacturers being a very small number. 
A UNIDO survey of all African countries showed that in about half, only 5 
percent of the factories used computers for management purposes. The 
conclusion drawn is: 

... the figures indicate a very striking level of underdevelopment as 
far as computer usage is concerned. There is no obvious correlation 
with country size or levels of development of the acono~y as a whole or 
the manufacturing sector in particular ... The results indicate a real 
difficulty and a clear obstacle to wider use of computers, whether for 
industrial management or any other purpose. (UNIDO 1991, p. 34) 

Clearly, a need exists for courses for computer professionals such as 
system analysts and programmers_ National computer training centres have been 
established in several LDCs, but the results on management use of computers 
have not been encouraging, mainly bc~ause the computer input and output is 
provided too late, and managers find it difficult to use the information (Kuhr 
and Wallace 1983). Moreover, LDC managers are generally less familiar with 
computers and more apprehensive to their use than managers in developed 
countries. 

So before computers can affect the training nteds of managers identified 
in sections 2. 4 and 2. 5 above, managers in LDCs need training in basic 
computer literacy and appreciation. Managers must understand that computers 
are essential managerial tools which provide a fast way of processing data 
thus giving them more time for analytical tasks. For example, a marketing HOP 
in Uganda introduces participants to very user-friendly software which will 
provide forecasts of sales which they would not otherwise have available; the 
enterprise managers have access to PCs in the PIES offices to run the 
software, if their own enterprise does not have a PC. Training in the project 
feasibility software called COHFAR also allows managers to evaluate new 
projects in ways that were previously not possible. Managers also need to be 
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trained to negotiate with computer suppliers, recruit staff. a:ld suggest and 
monitor applications for cost-effective investment. 

2.6 Conclusion 

Participants in MDPs could be pre-start up entrepreneurs , managers of 
small- and large-scale enterprises, as well as managers of development 
corporations. Training for pre-start up entrepreneurs and managers of small
scale enterprises should begin at school, concentrate on business basics and 
motivation, and encouraging female students' participation. Training for 
managers in large enterprises should include internal/organizational and 
marketing skills, organizational culture, and for development corporation 
managers on differentiation/integration issues. Management development should 
be coordinated, based on improveaents in higher level enterprise perfcrmance 
criteria, and sensitive to gender iss· .. s. 

A system of rewards and punisnments must be incorporated in an K)P 
(Safavi and Tweddell 1990), as was done in the Ugandan MDP (Appendix 1). 
Moreover, the collectivist culture of LDCs favours group activities during 
MDPs, vi th participants learning by doing and discussing together. Thus some 
experienced participants may be selected and promoted to teach other 
participants in small group work during the MOP. 
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3. PLAMNlNG. IMPLEMENTING ANll EVALDATING MANAGF.MEN"i DEVELOPllEKT PR.OGlAICIES 

Section 2 above identified MDP participants and their needs: the next 
section turns to how those needs can be met in MDPs. The approach taken is 
necessarily a broad one. ranging from the initial selection of sponsoring 
organi~ations. through details of the MDP. to post-MDP implementation. 

3.1 Programme planning 

3.1.1 The role of sponsoring organizations 

Management developcient programmes (MDPs) can have many sponsoring 
organizations, ranging from the managers• own enterprises through to 
governments of developed countries. voluntary organizations (NGOs) and the UN 
system. Coordinating activities of these various sponsors can be crucial. 
The coordination would need to focus on agreements/understanding regarding the 
following: 

progra111111e objectives, content and duration 
programme funding 
selection of participants 
programme evaluation and implementation 
continuing programme presentation. 

Three action goals may be required at the start of a MDP (based on 
Schermerhorn et al. 1985): 

identify key decision makers in the participating organization; 
facilitate joint decisions where joint concerns are present, in 
a win-win negotiated framework; and 
maintain the coordination through cooperative mechanisms to 
commit each participating organization to be responsible for the 
HDP's success or failure. 

The following considerations should be taken into account when 
establishing coordinating mechanisms of sponsors for an MDP: 

keep the number of sponsoring agents to a minimum so that there 
are not too many inter-organizational relationships to monitor 
and control; 
ensure a sufficient ~ of sponsors to ensure survival of the 
MDP if the 'political' environment were to become turbulent; 
do not create ~ relationships for the MDP which will only 
exacerbate local rivalries and be outside those power structures 
which control 'funds; and 
if possible, ' include organizations that will have a vested 
interest in th'e success of MDP (for example. the Development Bank 
of Papua New Guinea runs effective MDPs because the training will 
affect the pa~ticipants' ability to repay their bank loans). 

The last point abo'.fe suggests that sponsoring of MDP should be a 
vertical slice through ai:i industry rather thar. a horizontal slice. For 
example, an indiv~dual ban~ will be more cc"Glllitted to an MDP if~ its loan 
custqmer:; are involved, for the MDP will give the bank a competitive 
advantage. In contrast, ~n MDP open to All hardware retailers in a region 
woul~ not give any of ~hem a competitive advantage. This competitive 
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advantage provided by effective management d~velopment explains the findjng 
that most industry associations do not provide training (UNOP 1988). and those 
that do serely emphasise industry-wide concerns such as industrial ar.d labour 
relations issues and functional areas of supervisory or junior management ( ILO 
1986). 

To improve industry association tra1n1ng. the ILO (1986) suggests that 
industry-wide employers organizations strengthen links with management 
development organizations. But many management development institutions in 
LDCs need to be strengthened themselves. 

3.1.2 The role of a client 

'Sponsors' discussed above are organizations. but the 'client' discussed 
in this section is preferably an individual manager directly senior to a MI>P 
participant. If that manager is explicitly co ... itted as a 'client' then he 
or she could be involved in the following aspects of the MOP: 

Analysis of training needs of potential particia>ants. As noted 
in section 2.1, this should be an early step in planning an MOP. 
Selection of participants, for example, a successful maintenance 
MOP in Ethiopia was preceded by short seminars for client top 
managers who then selected participants for the MOP proper. 
Presentation of some of t-he material in the MOP sessions, 
alongside trainers. In the distant future, the ideal situation in 
which managers do al! the training might occur, for example, IBM 
does not have 'trainers', for managers present all sessions to 
their subordinates. 
Evaluation at the end the MDP; for eXAmple, Coates (1990) has 
found clients' involvement in evaluation of MDPs to be very 
useful: 

Managing directors of the various participating 
organizations have come to the evaluation meetings to talk 
about the impact of ... [the MOP] in their companies and 
savings banks. They have advised on their future needs, 
suggesting in turn new approaches to learning from 
experiences and making them work in organizations (Coates 
1990,' p. 6). 

' 

Ongoing presentation of MDPs after the trainers have left - if 
clients and' participants are aware that they will have to rcesent 
later MOPs.' they are more committPd tn learning and improving the 
MOP. ' 
Acceptance,' review and final approval of participant projects 
after the MOP, to implement the principles covered in the MOP. 
For example', successful MDPs in Ethiopia included special, post
MDP seminars for clients on how to apply their participants' 
recommendat,ions. 

' The involvement ot client managers in planning, running and especially 
in implementing MOPs i~ important in LOCs where any management development 
might be viewed as a , thre4t to the status and prestige of more senior 
managers, as noted aboye. ,For example, in an MOP in Sudan, the worrying 
questior. about whethei:; the, participants would be allowed to apply the 
principles they had lea~nt on the job was raised 'by the wr.ole group' (UNIDO 
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1989c. p. 568). <.:lien~ l11..inagi!rs ·.1e~d to feel empowered by their junior's 
involvement in an MDP. cc eusvre t;-ie junior's own empowerment. 

3_2 Programme implementation 

3.2.1 Deteraining the scope of management development programmes (KDPs) 

Given the recent research findings noted above of the importance of 
internal/organizational skills and enterprise culture, limiting participants 
in an MDP to only one enterprise is highly reco11111ended. An in-house PIP in 
one enterprise could become the starting point for all later iDClnagement 
development training in that enterprise. The PIP is expected to establish 
future directions and training needs of the enterprise and provide a framework 
for linking later MDPs. 

Ho•ever, most enterprises cannot afford to have all or most of its 
management absent on a MDP; moreover, preparation of in-house MDP material is 
expensive and time-consuming. One alternative is to pick and choose modules 
from among modular material such as the ILO' s Flexible Learning Padcages (FLP) 
material for developing managers' cognitive skills (ILO 1985). 

Another alternative to one-enterprise MDPs is to select MDP participancs 
from several enterprises within the same industry. Howeve~. participants 
should be from different parts of a city, region or country so that close 
competitors are not forced to withhold vital company based information from 
each other during the MDP. 

Alternatively, extensi•·e group work could be incorporated into a multi
industry MDP so that participants from an enterprise or an industry could 
often work together. In such MDPs, a 'mixe1 grill' approach could also be 
taken so that participants from an enterpr~ .;e are spread through several 
groups to prevent their progress being constrained by the mindset and power 
structures of their own enterprise. For when participants relate concepts 
raised by trainers in the MDP to their own organizations, they may have to 
admit mistakes and weaknesses. One trainer in LDCs has found that there 'are 
D'any cultures in which admitting to mistakes, especially when they are 
interpersonal, causes much anguish' (Coates 1990, p. 6), and this is 
exacerbated when participants from one enterprise have to work together during 
an MDP. Moreover, information gleaned in MDPs is a possible source of status 
and prestige within an enterprise's hierarchy, and so may not be disclosed in 
discussions where other participants from a manager's own enterprise are 
present. 

3.2.2 Scheduling 

The duration of the HOP will be determined by the training needs 
analysis. The duration of a MDP session could be one day or several weeks. 
Combining HDPs covering several areas into one optional diploma could be 
considered. 

For small enterprises, MOP sessions will usually have to be at night or 
on weekends unless there is a seasonal influence or activity which would allow 
sessions in the dar. 

For other participants. part time or full time day sessions may be 
appropriate, for at l~ast one African country has found after-hours 'evening 
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acti\·itv [is] unproductive owing to fatigue and ~has] rescheduled 
sessions in the morning' (Coates 1990. p. 4). and evening sessions were not 
recommended in a MOP in Mozambique (UNIDO l 989b). Moreover. LDC transport and 
electricity difficulties may make evening sessions difficult. 

3. 2. 3 Instructional tectmiques 

3.2.3.l Non-computerized instructioJU>...l techniques 

All too often MDPs in LDCs rely upon lectures as an instructional 
method. This method may not be the most beneficial for the participants 
because 'wise and erudite lectures ... show clearly the amount of learning 
acquired by the teacher but pay less attention to the learning of the 
learners' (Coates 1990. p. 6). 

In addition to lectures. there are other instructional techniques that 
are more useful because they elicit the personal experi~nce and expertise of 
the participants. These are ranked below according to the level of 
participants' involvement: 

assigned reading 
group discussion 
analy£is of critical incidents 
case study 
simulation 
study tours to other countries 
work based on experiential learning in the form of: 

- specific projects 
- structured diary analysis 
- action learning and self teaching action groups 
- contract learning 
- mentoring. 

Any or a combination of the instructional techniques chosen depends on 
, their availability. time, and training needs (ILO 1972. Smith and Delahaye 
' 1987). Given th ... beha\·iouri.d skills and attitudes identified in section 
' 2.3.2 instructional techniques incorporating participants' involvement are 
, clearly to be preferred: 

"Managers are sometimes more comfortable when the materials are taught 
through lectures and discussions. Some instructors may decide that it 
is safer to lecture. especially wh»n learners are uncomfortable with 
discussion or are keen to learn from the instructor's experiences. 
Thus the learner is encouraged but never forced to learn in a new way. 
However. most learners appreciate being helped to learn in differet.t, 
more effective ways. Certainly in management training programmes where 
the participants do most of the talking better learning usually 
results. al though the participants may not necessarily realise it at 
the time." (ILO 1985, p.7). 

Experience has shown that these techniques may not be readily acceptable 
as an alternative to traditional use of lectures. One explanation for this 

' is the cultural foundations on which participatory instructional methods are 
' based. In developed. more individualistic countries, the techniques have 
' foundations o'f self-awareness and collaborative functio·.1ing of pairs and small 

groups. But ~n collectivist LDCs, founddtions should be more group-oriented, 
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'emphasising group unity and int~rnalization of external standards' (Lindsay 
and Dempsey 1985. p. 274). That is. the hierarchy of needs is different in 
the two types of countries (Nevis 1983). 

Thus the first step towards using the more participatory action learning 
techniques in many LDCs is to acknowledge the participants' collectivist 
values. The next step is to train trainers in how to deliver the techn~ques. 
Included could be, for example. the use of non-verbal communication skills and 
physical arrangement of training room facilities. 

The third step is to use a wide variety of t7a1n1ng techniques. For 
example, when confronted with Asians' preference for 'cookbook' programmes. 
one experienced trainer (Tait 1972) used a variety of teaching methods in his 
programmes. and another found that 'none of the available training techniques 
were perfect enough to produce the desired results. Thus exclusive use of any 
one technique must be avoided' (Howard 1972. p. 23). SiiDilarly, a UNIDO 
expert recomc:.ended inc.orporating into the teaching 'a broad range of effective 
pedagogical techniques •·sing relevant. locally prepared material' (Willoughly 
1984, p. 2). 

Another expert concurs: 

"It is no exaggeration to say that the ... features of management 
education and training concern over their relevance to the 
continuously changing real life separation and emphasis on learning to 
learn - are becoming the determining factors in the selection, use and 
further evolution of teaching and training methods. Since each method 
has its strengths and weaknesses, a mixture of methods based on the 
teacher's assessment of their potential and in certain case emphasising 
one particular method around which the programme is built. is the 
predominant feature of management education and development activities 
today. and will probably continue to be in th~ near future." 
(ILO 1963, p. 3-8). 

Discussing small enterprise training, Patel comes to the same conclusion 
that a mix of techniques is required: 

"The level of education declines as EDPs move to smaller towns and less 
developed areas. ' The training content for business orientation and 
project planning must be modified to suit the absorption capacity of 
the entrepreneurs: Giving less ~dlphasis to written Llaterial and making 
more use of business games, group exercises and practical examples 
proves to be effective ... modifying appropriate tools and techniques 
for imparting the' essential concepts of business is often difficult." 
(Patel 1987, p. 119-120). 

' ' 

In sWldllary, a mixture of participatory techniques should be used. and 
adapted' to local conditions and participants. 

' ' 

R~gardless of the :techniques adopted, visual and audiovisual material. s 
such as overhead transparencies, slides. videos and films could be used. They 
add rea~ism to a train~ng session which a mere verbal desc~ipt1on cannot. 
However, their use requ~res a projector which works, a traine1 whc knows how 
to oper~te it, and a re~iable electricity supply. 
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Of the audio\·isual material. \"ideos and films require thE audiE:-tCE to 
follo• at a set speed. and cannot be halted if a participant cannot undErstand 
an issue raised_ Furthermore. their unalterable script ma._- not be appropriatE 
to the culture or kno•ledge of an LDC audience_ Finally_ their costs of 
production and purchase are relatively expensi\·e. For these reasons. initi<:l 
use of audiovisual materials should probably be restricted to overhead 
transparencies and slides. 

3.2.J.2 C09pUter-assisted instructional techniques 

Personal Computers (PCs) should continue their infiltration of 
industrial enterprises in LDCs al though cost. unreliable electric it~·. and poor 
mainte~ance and repairs ~ill remain barriers. PCs' influence on management 
development may not be as extensi\"e. for they will remain a complement rather 
than a substitute for the training techniques discussed above_ For example. 
at present. PCs are used to allow participants to do some exercises that apply 
sume cogniti\·e skills tirst raise<! in a lecture or book: 

"In this way. the computer becomes a tool for indi \"idual izing 
instruction. permitting students to work at their o~-n pace. and often 
at their own work site.__ Research indicates that computers are best 
at improving the effectiveness of an already good training package. 
especially on topics where managers must be numerate in order to solve 
problecs and allocate resources." (Kubr and ~allace 1983. p. 81). 

Vnfortunately. these cognitive skills are not the most important 
requirements of management, as noted earlier_ Moreover. the training software 
is expensive to develop. at least two to three times as many hours per hour 
of presentation time as non-computer materials. 

One effective approach would be to have ~roups of part1c1pants do PC 
exercises. with plenary discussion of the results. Ideally. the groups would 
be limited to three or four members so that all of them could see the PC 
screen at the same time, and contain part1c1pants with a mix of work and PC 
experi~nce so that group members would learn together_ 

This suggestion is reiuforced bv the success of the business .. imula .. 1on 
exercises in the Ugandan MOP. A spreadsheet programme was written al:owing 
participants to make 'what-if' strategic decisions and receive immE:diate 
feedback on their results, for example. the effect on profit of a pri~e changE: 
or the effect on inventory of a production decision. Groups of participants 
experienced together the interrelatedness of strategic decisions. and then 
reflected on their PC-based experience in plenary sessions. 

The use of PCs in MDPs enables trainers as well as participants to make 
effective management desicions. For example. word-processing software permits 
quick changes to case studies and notes so that names. places. relationships 
and currency can be localized. 

3.2.4 Role of trainers 

Given the training needs and instructional techniques identified aoove 
as essential for MDPs, trainers should be viewed as 'process consultants' 
rather than 'resource consultants'. Process consultants at tempt to help 
others solve their own problems; in contrast, resource consultants pro-.d,des 
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expert information or sen:ices. therebv merel v transferring kno.-ledge ( ILO 
1979). 

Because expatriates tend to be resource rather than process consultants 
( ILO 1979). there may be grounds for preferring local trainers. • Fc:..r 
instance. in Tanzania there is an organization in Arusha called ESAMI (ThE 
East and Southern Africa Management Institute) which believes firmly that 
management development in Africa is an Africa-Africa problem. and therefore 
they consciously exclude a lot of European input from their programme' (Coates 
1990. p. 9). 

The use of local trainers should be encouraged. however. not at all 
costs. Care must be taken that these trainers have up-to-date knowledge of 
the industry and are qualified in the use of training techniques discussed 
abov~. Thus it may be aJvisable to use expatriate trainers to §tart a MDP 
alongside designated local counterp2rts. with the pre-Flanned objective of the 
locals soon taking over the programme from the expatriate trainers. ILO's 
expecience confirms this suggestion: 

"Inexperienced trainers sometimes use FLP uni ts mechanically. This 
creates a negative attitude in learners. It is vital that an FLP unit 
be run by someone trained in the method. This inv::>lves working first 
as a learner. then as assistant trainer and finally as trainer under 
supervision" (lLO 1985, p. 7). 

Further confirmation is provided by the Economic Development Institute' s 
(EDI) working with the transport and communications divisions of the Eastern 
and Southern African Management Institute in Arusha to develop new MDPs. Now. 
ESAMI conducts regularly MDPs without EDI's support (de Lusigran 1990). 

One difficulty with the built-in 'handing over' of the MDP to locals is 
that outside trainers (expatriate or not) are being asked to wor~ themselves 
out of a job. It may be thus advantageous for sponsoring organizations to 
link this built-in obsolescence with recruitment into other training jobs in 
other LDCs, perhaps narrowing the number of its MDP trainers and building a 
longer term relationship with them. 

Given that there are very few managers in some small LDCs such as 
Lesotho, F.wanda and Cape Verde, establishing a cadre of management trainers 
for one country alone could be too expensive. This would suggest that 
regional management development institutions would be more appropriate for 
many LDCs to share scarce human and technical training resources. This type 
of regional co-operation would also facilitate sharing of management 
development experiences within a common socio-economic environment such as 
language. trade and cultural links (some francophone, anglophone or lusophone 
Afr'ican LDCs. for example), island isolation (Tuvalu. Kiribati, Vanuatu. 
Wes'tern Samoa, and the Maldi•Jes, for example). or landlocked LDCs (in Central 
Afr'ica and Afghanistan, Nepal. Bhutan and Laos. for example). Where regional 
man~gement development institutions already exist and include non-LDC members 
(ES~I. for example), quotas for participants from LDCs might be set to ensure 
tha,.: they benefit. 

, In addition to the considerations above. per~0nal quali•'~s of trainers 
alsp play an important role. If the trainer is merely a resource consultant. 
the~ knowledge might be the major criteria for choosing trainers. But process 
con~u~tants must meet also cultural criteria. For example. many Vietnamese 
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refuse to learn from individuals whose nationality is different from their own 
(Agnelly 1972). Usually. the trainer should be '.Jlder. be better educated. 
appear more prosperous and have more status than the participants. The 
trainer's authority will also be aided by other authority figures officially 
opening and closing the MDP, for example, government ministers or prominent 
business people (Appendix 1). 

Trainers can add to their status as authority figures, by making sure 
that logistical arrangements for participative activities are well organized. 
Learners are sometimes less tolerant of participative learning situations than 
they would be of traditional instructional situations. Thus the trainer must 
rehearse carefully to ensure all materials are available, and be of high 
quality and free of unnecessary errors (ILO 1985). 

In collectivist LDCs, participants will treat appropriate trainers with 
the deference usually given to authoritative elders, and expect closer one-to
one care from a trainer than in developed countries. Thus trainers should be 
willing to provide broad directions for MDP sessions, and then sper.rl emotional 
and intellectual energies on assisting participants to learn within that 
scope. 

The respect for trainers may make participants too passive to benefit 
fr Jm the participatory instruction techniques by being too receptive to 
prescribed knowledge and not able to get involved themselves in the training 
activities. So trainers must build on the face-to-face interaction to produce 
the trust, support and encouragement required for participants to learn from 
those techniques (Pun 1990). This relationship will provide more of a 
counselling environment rather than a critically authoritarian one, and be the 
fo:.mdation for eventual transfer of power over their learning to the 
participants themselves. Experience from Uganda showed this power can be 
transferred from the trainer to the &.r.QYR of participants by arranging for 
participants to select a Course Leader from among themselves. This Course 
Leader then begins to replace the trainer in chairing participants' case study 
and role play discussions for a brief period of a day or two (Appendix 1). 

3.3 Evaluation, application and follow-up 

This section will consider two aspects of MDPs: programme evaluation 
and follow-up activities which would assist the managers to apply their new 
skills back at their workplace. 

3.3.l Eval•iation 

An MOP can be measured in four ways, in ascending order of importance 
to organizations (Smith and Delahaye 1987). 

reaction 
learning 
behaviour 
results 

Reaction can be measured by attendance and by questionnaires at the end 
of each session, module and programme. Learning can be measured with 'before 
and after tests' or in exercises that embody the programme's desired outcomes. 
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Thus reaction and learning can be measured in the classroom. but changes 
in behaviour and results can onlv be measured back at work. A measurement of 
these may often indicate no change resulting from the MDP. This may be a 
reflection on the organization rather than on the participants. the trainers 
or their MDP. In other words. MOP-caused behaviour and results im,rol ve 
implementation back at work. and so always require support from the 
participant's organization (Huczynski and Lewis 1979). 

3_3_2 Application and follow-up 

A MOP must prevent 'encapsulation of training'. that is. the training 
experience is enclosed in a capsule and not applied at work. This can be 
partly explained by rewards: MOP change outcomes are rewarded by the trainer 
during the MDP. but not at work. 

The first step in application can begin before the MDP. if managers are 
asked to gather work material appropriate to the MDP. and bring it with them 
to the MDP. For example. a Kenyan work study MDP asked participants to 
measure their productivity before the MDP. including infon:1ation about 
resources. processes and the time taken for Each prncess. 

The next step towards countering encapsulation is to have tra1n1ng 
materials as rec;.listic and adapted. as much as possible, to the local 
conditions. 

The third step is to incorporate time into the MDP for part1c1pants to 
relate the KDP ideas to their own work experience. Coates (1990) does this 
in his MDPs: 

"In a careful and a caring way, people need to be induced to reveal 
their own experiences and lead their conclt.asit1ns to intentions and 
plans for the future. which in turn will create new experiences ... 
Trainers do not need to have experience of participants' experiences, 
they need to create an atmosphere that allows participants to relate 
their own experiences and move forward with them into the future." 
(Coates 1990. p.6). 

Involving the participants' superior in the MDP' s final evaiuation 
session is also helpful in this regard, as is collating policy recommendations 
from participants for anonymous on-forwarding to their superiors. 

The fourth step towards Cl)untering encapsulation is to arrange follow-up 
activities such as: 

seminars with participants or guest lecturers presenting papers 
which extend the concepts covered in the MDP 
action plan for individual project with client 
action plan for group project with client 
individual mentoring and counselling 
further HDP sessions with the trainer 
workshops of participants where one presents his or her problems 
and the others propose solutions using concepts learnt during the 
HOP and their own experience. 

In addition to these suggestions, :follow-up artivities covld include 
participant visits to other countries,' perhaps along the lines of those 
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provided bv the Association Internationale des Etudiants en Sciences 
Economiques et Commerciales (AIESEC). In the case of LDC participants. 
countries visited should be industrially more developed developing countries 
such as Kenya and Mauritius rather than developed countries. so that lessons 
learnt can be more easily transferred back to the LDC cultural and economic 
environment. Visits to other LDCs would probably not be as mind-broadening 
as visits to more industrially developed developing countries. Experience 
with fellowships for 33 Ethiopians to visit other countries reinforces this 
suggestion of participant visits. 'It: was the unanimous opinion of all 
parties that training both in the form of fellowships and study tours was one 
of the most important inputs of the project... and brought substantia!. 
performance improvements to the industries which benefited' (UNIDO 1988, p. 
18). 

Visits of managers of LDCs to other ~ountries should become an even more 
important part of ~~nagement development. As the internationalization of 
economies accelerates (see section 1.1). LDC involvement requires managers who 
are outward looking and searching for opportunities beyond their national and 
regional borders. The relative information sparseness of LDCs (fewer 
libraries. newspapers. magazines, television channels. and so on) makes visits 
an important means of building this awareness. 

Whichever of the HDP follow-up activities listed ahove is chosen. 
arrangements should always be made for participants to meet after the HDP to 
report to each other on applications of MDP material. For example. 
participants in a Kenyan HDP found that the these follow-up meetings provided 
creativity and direction, because 'each individual was recognized in an 
atmosphere of mutual support and commendation' (Safavi and Tweddell 1990. p. 
53). 

3.3.2.1 Action plans and action learning 

Of the follow-up activities listed above, action plans are probably the 
most common, but LDC experience demonstrates the plans should be limited to 
one project that is within the participant's area of authority. The project 
should be such that it can be completed in three to twelve months and have a 
demonstrable effect on how the organization operates. The HDP participant: 
should carry out the project under a supervising manager who agrees that the 
project is worth doing. who will be influenced by its outcome, and who will 
decide whether it has been completed (Coates 1990). 

After the HDP, trainers should arrange for supervision of participants. 
For example. a maintenance MDP in Ethiopia even had seminars to train client 
top managers in supervision of participants' projects. 

Action plans could involve individual or group projects. A useful 
variation on these is 'action learning' projects in which individual 
participants meet regularly in a group known as a 'set of associates' to share 
their experie~ces of undertaking an individual project for a client. 

Action learning projects can be enlarged to become the core of a MDP. 
with the trai~ers-run sessions being relegated to a support role. An example 
of this type: of ,MDP is the 18 month, part-time MBA programme of the 
International ,Management Centre for Buckingham ( IHCB) run in Kenya, Indonesia, 
Malaysia, Vanw,.aatu •nd Fiji (Ccates 1990). The participants try to introduce 
change in the~r owri organization through management action. 
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Similar programes were organized in Egypt and India. Here the 
individual managers in the set of associates worked on a problem in another 
function in another set to make each 111<'.nager face problems from new angles. 
'It is not a question of the blind leading the blind. It is a question of the 
blindfolded helping the other blindfolded to pull the bandages off their 
eyes.' (Revans 1986. p. 4). 

Jones (1989) suggests that action learning is worth experimenting with 
in LDCs. because it 'may address the needs of Malawian [and other LDC] 
managers for security and social interaction while enabling them to identify 
real problems and to use their shared exper\ence to develop solutions' (Jones 
1989. p. 89). 

Action learning need not follow an HDP and need not be associated with 
IKCB program.es. For example. in Nigeria the Eastern Nigerian Development 
Corporation was seriously concerned about s~ving over 100 small vegetable oil 
mills. Arrangements were made for managers of 10 profitable mills to meet 
with managers of 10 unprofitable mills. without requiring a manager to 
disclose the state of his or her mill to the others. Awar~ that they all 
might soon lose their jobs. the managers simply talked together about managing 
their enterprises. Within three months the whole corporation was solvent 
(Revans 1986). The point is that managers in trouble can together learn more 
from each other than they can from outside experts. 

Whether action learning is associated with the sessions of an HDP or is 
merely an after-training project, several considerations should be be.me in 
mind when action learning is adopted: 

Formal processes of obtaining cU.ent support and arranging 
regular meetings of the sets of associates are essential. 
Learning resources such as FLP modules must be available to the 
set, as experience shows: 

Trainers who have made special efforts to set-up 
action-learning groups sometimes find FLP units 
particularly valuable in providing programmed 
knowledge that a group needs to solve a particular 
problem. For example. a group that is trying to 
solve investment problems might benefit from a four
hour FLP ses~ion on capital investment analysis. 
while another group exploring joint ventures might 
want a four-hour session from the technology change 
serie5 (ILO 1985, p. 6). 

The set of associates needs a facilitator for training in team building 
and problem analysis skills. organizing the learning resources noted 
above and managing discussions so that it provides sufficient depth of 
analysis and group support. 

Action learning is something which is recommended far more often than 
it is actually used. Why? One reason may be that it is difficult to 
implement the three considerations noted above. Another reason may be its 
emphasis on projects that are essentially an iru1iyidual's project by each 
associate, when organizational change is usually a workgroup phenomenon. If 
the projects were seen as~ project rather than an individual's project, 
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action learning may become far more successful. especially in LDCs with 
collectivist cultures_ 

Management develc.pment lllust continue beyond the MDP and be a part of on
going act1v1t1es_ This will occur if managers learn to continuously learn 
during the MDP _ Learning is an ongoing. cyclic process from planning. through 
experience and reflection an that experience. to further planning_ Action 
learning may facilitate this process of learning_ Interestingly. this cyclic 
approach to improvement is a key aspect of TQH. which has a similar plan-rlo
check-act cycle_ This is another reason for trying TQH in LDCs in addition 
to the reasons suggested earlier_ 
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4. POLICY PROPOSALS 

This report has reviewed relevant management development experience from 
several perspectives. A case study on management development in Uganda. 
suamarized in Appendix 1. can give a practical illustration of some of the 
issues discussed in the previous sections. This section suggests pol icy 
implications in the context of LDC's. These implications are grouped into 
general guidelines and then in~o suggestions for policies at the national and 
regional levels and for UNIDO and other multilateral and bilateral agencies: 

General guidelines for all policy-makers could include: 

Knowledge and cognitive skills training should be provided to 
managers. and could be transferred from developed countries 
(section 2.3.1). 

In addition to knowledge and cogn1t1ve skills training, 
management development should include important training in 
organizational and tehaviourial skills and atritudes. Gender 
issues should be addressed when appropriate (section 2.3.2). 

Training in behaviourial skills and attitudes should be grounded 
in the collectivist culture of LDCs (section 2 . .3.3). 

Different types of management development may be provided for 
entry level managers, middle managers, top/senior managers. and 
development corpor.':ltion managers (and their boards of directors)_ 
Progra1111es should ensure women's access and participation. 
(sections 2.4). 

Managers may need computer appreciation training before the 
potential of existing LDC computers can be realized. PCs could be 
maintained at central offices for use by enterprise managers and 
their staff (section 2.5). 

HDPs should be d~signed and delivered for managers Am! their 
organizations. with special emphasis on group work. experiential 
learning, and cli~nt manager involvement throughout the HDP and 
its implementatio~ (section 3.2). 

Management development could be used as a tool for enhancing 
organizational re~tructuring of enterprises and their development 
corporation, so that 'unfreezing' of old managerial patterns is 
forced to occur (section 3.3.2.l) 

Proposals for national policy,makers could include: 

'Grand d~signs' for national or sectoral mana~ement development 
should be avoided~ rather, the need for management development 
could be created in association with other aspe("'ts of industrial 
policy. such as pa,rtial privatization of somf! enterprises or the 
restructuring of development corporations (section 2.4). 

Industrial performance and improved overall utilization of human 
resources should be the major objective of management develop~ent 
programmes (section 2.3.3). 
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Coalitions of MOP-sponsoring organizations could be supported and 
facilitated, and include organizations with a vested interest in 
the MDP outcomes (section 3.1). 

Building up of local training capacity should be an integral part 
of MDPs (section 3.2.4). 

Appropriate entrepreneurship and s15all-enterprise management 
training could be incorporated into school. university and 
apprenticeship programmes to ensure that women are not excluded 
in terms of either access or participation (sections 2 .1 and 
2.2). 

Adequate management development during privatization and 
equipment investment negotiations with donor countries and 
transnational corporations. could be mandated (section 2.4). 

Management development institutions could be supported, although 
this will often have to be done on a regional basis (section 
3.3.2). 

Proposals for re&ioual p<licy makers could include: 

The relevance and possible co-ordination of management 
development institutions and universities could be supported. for 
countries with similar socioeconomic characteristics (section 
3.2.4). 

The understanding of LDC rAanagers could be broadened beyond their 
national boundaries to the industrially more developed developing 
countries, through visits and attendance at regional management 
development institution programmes (section 3.3.2). 

Proposals for policy makers of VNIDQ anci other multilateral anci bilateral 
a&encies could include: 

Industry policy actions to complement management development 
progra11111es could ensure their outcomes are gains in industrial 
performance and not simply increases in collectivist prestige 
(section 2.4). 

Because of its importance to management development, modular, 
experiential training material on collectivist behaviourial 
skills and attitudes might be developed, possibly in association 
with ILO. Differences betueen dealing with workP-rs and with 
other managers should be induded (section 2.3.2). 

TQH could be tried in some selected LDC enterprises, to s~e if 
TQH can be modified to provide the 'reconceptualization' of 
management required in the LDCs. By implication, inclusion of 
'blue collar' workers would broaden the recruitment base for 
potential managers including women (section 2.3.3). 

H'owever. these techniques are expensive to establish, as the development 
of the :FLP cognitive skills material dem~nstrates (ILO 1985). To prevent 
duplica,tion of similar materials for coqecti.vist behavioral skills. UNI DO 
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could coordinate the development of modular materials for those behaviourial 
skills. 

Policies such as these could assist management development t~ play its 
role within the broad range of industrial policies requirement in LDCs. 
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APPENDIX 1 

ease study of mana&ement developgent in an I.DC 

This is a brief description of the experience of an MDP in an LDC. The 
case is not presented as a model for others to follow. for a major reason for 
the failure of any development progra1111e is 'the blind tende~cy for leaders 
to standardize all interventions. and the negative interaction effects created 
in the process• {Paul 1982, p. 232). The case is 111E:rely a story of a MDP in 
Uganda which illustrates many of the concepts developed in the report. 

After years of political and economic unrest, the new government of 
Uganda has set about rehabilitating the economy. ~ith UNDP ass: stance, the 
Public Industrial Enterprises' Secretariat {PIES) established pr·.lg.i:'aimes for 
industrial enterprises of the state-owned Uganda Developmen~ Corporation 
{UDC). An early step was co ... issioning diagnostic evaluations of several 
enterprises by manag~ ·nt consultants. In effect, these evaluations also 
became a training needs analysis for development of the enterprise managers. 

A coalition of PIES, UDC and their Ministry set up a five-day MDP for 
the chairmen of boards. directors. man.aging directors and senior management 
of the enterprises. Some UDC staff also attended the MDP. Two expatriate 
trainers were recruited. and they modified their materials with local trainers 
who were told that they would soon take over presentation of the MDF. That 
is, the MDP materials - centred on a simulation, and on several case studies 
and role plays - were localized so that they reflected Ugandan conditions. 
Software on personal computers {PCs) allowed the trainers to make these 
changes very quickly. 

After this trial, a real MDP began. Some of the participants were very 
experienced business people. but some had no b-~~iness experience at all. In 
a number of cases some participants were not convinced to attend the MDP. But 
they were convinced by the enthusiastic support from the MDP. the PIES 
Director and his Chief Technical Ach·iser. they were told that attendance at 
the MDP might affect the level of support their enterprise would receiv~ from 
PIES. 

The MDP was opened by the Deputy Minister. The trainers. all in their 
late forties. introduced themselves. They established their authority by 
noting their numerous degrees, publications. and consultancies. and their 
management background in both private and public sectors. Then they disclosed 
personal details about themselves such as the size of their families and their 
anxi~ties about the MDP. 

After this introduction. groups of participants worked through several 
experiential exercises which usua1ly ended with discussions of their 
application in Ugandan management practice. One of these exercises was a PC 
assisted simulation of enterprises within a 'UDC'. At the start of eac.h 
module or section of the MDP. the trainers provided a structure of clearly 
stated objectives and plan of activities. But after this start, the trainers• 
influence was deliberately and gradually diminished. Indeed, after one day 
of the MDP. the participants S'elected 'One participant to replace the trainers 
in the chairing of discussions. 
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During t:he MDP. a very dist:inguished local businessman. the PIES 
Director and other PIES st:aff played senior roles in t:he role plays. The local 
trainers wat:ched and assist:ed t:he expatriat:es. 

At t:he end of t:he MrP. t:he PIES Director led the part:icipants in a 
review of the HDP. and in a discussion of act:ion plans for enterprises and t:he 
UDC arising from t:he HDP. In a closing ceremony. the PIES Direct:or presented 
participant:s wit:h a certificat:e, and t:he Minister spoke of t:he import:ance of 
t:he management of t:heir enterprises to t:he nat:ion. 

The t:wo t:rainers then wrot:e an inst:ructor's manual containing detailed 
guides t:o each session. including overhead t:ransparencies and PC programmes 
and left:. Since t:heir depart:ure. t:he local t:rainers presented t:wice on t:heir 
own successful HDPs. 

After t:he HDPs. t:he PIES has recruited t:eams of cons·ucant:s t:o counsel 
(but: not: direct) t:he ent:erprise managers, run a workshop to establish act:ion 
learning groups among the managers. and developed an HDP for market:ing skills. 
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