
                                                                                     

 
 
 

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

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

 

 

 

 

OCCASION 

 

This publication has been made available to the public on the occasion of the 50
th

 anniversary of the 

United Nations Industrial Development Organisation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

DISCLAIMER 

 

This document has been produced without formal United Nations editing. The designations 

employed and the presentation of the material in this document do not imply the expression of any 

opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development 

Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its 

authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or 

degree of development. Designations such as  “developed”, “industrialized” and “developing” are 

intended for statistical convenience and do not necessarily express a judgment about the stage 

reached by a particular country or area in the development process. Mention of firm names or 

commercial products does not constitute an endorsement by UNIDO. 

 

 

 

FAIR USE POLICY 

 

Any part of this publication may be quoted and referenced for educational and research purposes 

without additional permission from UNIDO. However, those who make use of quoting and 

referencing this publication are requested to follow the Fair Use Policy of giving due credit to 

UNIDO. 

 

 

CONTACT 

 

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

 

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

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


1qo~.l IP /ID/SER.A/1504 
31 July 1991 
ORIGINAL: ElG:.I.Slf 

.ESTABLISH!Ki AN INOOS'lRIAL DEVErDFMENI' AND FINANCIAL 
CEGANIZATIOO Fm mHJITOO OF 'IHE 9'fAlL AND MEDil.14-SCALE 

ENI'ERERISE SEJ:'.'I(R IN SimRA I...EDIB 

DP/SIL/87/003 

Technical report No.8: guidelines for general exten.sim 
w::>rkers at shop floor level "' 

Prepared for the Government of Sierra Leone am the National 
In:iustrial Develqneut am Fina.rce organization Li.m.i.ted (NIDFO) 

by the united Nations In::lustrial Developre 1t Organizatim, 
actiDJ as executi.RJ aqerq for the United Nations Develcpnetat PI-o:JI-anme-~ 

Backstawi.RJ officer: Seiichiro Hisakawa, 
Institutional Infrastructure Brard1 

united Nations Indu.c;trial Developnent organizatim 
Vienna 

* 'Itiis document has not been edited. 

V.91-27560 



TABLE 0 F CONTENTS 

ABSTRACT 1 

. I 
INTRCDUCTION 2 

I OBJECTIVES OF TIE GUIDELIN"'.c..S 3 

n OVERVIE'.11 OF EXTENSION ~Oi<K 3 

III STitUCTURE OF NIDFO EATENSICN WRK 4 

IV BASIC STEPS IN EXTENSIQt; '.\Cine 7 

A. Developing Mutual Orientat'.on 7 

B. Recognizing and Defining Proble1116 11 

c. Developing and Er.luating 

Alternative Strategies 14 

D. Assisting in Implementation of 

Selected Courses of Action 16 

E. Co111J1unic~ting Results 19 

v DEVELOPING ATTITUDF.S FOR EXTENSION ~ORK 21 

VI FUTU~ OPTICNS 22 



1 

ABS"'RACT 

'lhese guidelines have been designed to address the extension 

worker. It outlines the roles of extension work in general and 

some special issues involved with assisting mall enterprise 

owners, given what is known about entrepreneurial characteristics. 

It discusses the need to communicate effectively and build 

rapport with the entrepreneur - client. It also establishes 

realistic expectations and teaches the extension worker how to 

overcome natural resist.;nc~ of .!ntreprer.eurs towards outsiders. 

The guidelines further emphasize the prerequisite of establish­

ing rapport with the client before analyzinl" problems and developing 

solutions. It also stresses the advanta.ges of joint-a.FProach in all 

sta(es of assistanr,e to bring the en .. erprise owner into the process 

of extension service as much as possible. The extension wcrker's 

critical role in the hand&-on process of implementing improvements 

is likewise emphasized as a key to eff~ctive extP.nsion work. 

The guidelines also cover directions in report writing or 

presenting results of the extension work to ti:e entrepreneur. 

Finally, the guidelines identify some critic~l attitudes to 

extension work and hints at future options in the carreer of an 

extension worker. 
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IN'l'RODUCTION 

As a component of the job description of the Entrepreneurship 

Development Progr~e (EDP) :C:xpert, DP/SIL/8?/003, the drawing up 

of guidelines for the gener--1 extension worker of the Nationcl 

Industrial Development and Fin-..~ce Organization (NIDFO) is included. 

These guidelines hr-ing together some of the key pain ts 

involved in making extension •ork wit.~ srn~ll enterprise owners 

successful. Experience of the :::DP E:xpert in small enterprise and 

entrepreneurship development indicates that deTeloping a better 

understanding of the process of extension work and following some 

solid time-tested principles c-.n greatly increase benefits to the 

small-scale industry entrepreneur and the extension worker. 

Drawillb from experience as an extension worker and having 

supervised the work of a number of them, these guidelines have 

been prepared fror.i 15 to 17 April 1991. The principles ma.y be the 

same as -pplicable to ether developin~ countries, the approaches, 

however, have be~n tempered to adapt lo the prevailing conditions 

of small-scale enterprises «nd entrepreneurs in Sierra Leone. 



3 

I OBJECTIV-t.S CF THE GUIDELINES 

'Ihese guidelines should be used as a supFlement to the 

basic business managet:len t c.nci en t:-epreneurship know-how of NIDFO 

extension ~orkers in deliverin[ assistance to the S?:1all-scale 

entrP.preneur. 

The comrnunicction and counseling concepts included could also 

be useful re;;;.ding to other sto.ff of lHDFO as well. 

An extension wo1ker who h•s • good found;:·tion in accounting, 

finomce, production and marketin[ management should be able to 

help a small-scale industry entrepreneur get things straightened 

out in the enterprise management. This all depends on some other 

thinc;s which may be of even greater importance than business or 

technical knowledge. This is when extension service techniques are 

called to the front to enhance business 211d technical knowledge. 

The co~pilation of these guidelines is intended to provide 

NIDFO extension workers ~~th extension service techniques that will 

strengthen their busines~ and technical know-how. 

II OV::RVIEW OF :..xTENSIGN >·;ORK 

It is ~ e£;tablished fact th;:i some of the administrative tools 

and concepts designed for large ~terprises (and taught routinely 

in most business schools) jus. to not relate to small enterprises. 

At le~st not ir. their usual form so that modific<otions are required. 

Secondly, it is true in any client relationship that extension 

workers c;in not do any good if rapport and communication are not 

estab!iohed with the entrepreneu~client. 



4 

One of the fundai:ien ta1. principles in extension work il5 tc 

recognize that •hat might be "best", "correct" or "optim•l." 

in the extension workers opinion just may not fit the entrepreneur's 

point of view. 

Since the extension worker is providing a service with the 

intention of helpin[ the client satisfy the latter's needs, various 

business principles -.nd theoreticol concepts should be applied 

only as they actually relate to the situation. 

Successful extension service workers have fowid it a good 

idea to involve the client to some degree in every phose of the 

a::si.:;tance. Most successful extension workers make heavy useof 

the client's ideas in analyzing situations and fonnulating cction 

plans. This must be done in such a way that helps the clients Gee 

better how various is~ucs fit together more clearly in order to 

accomplish the desired results. 

I!T STRUCTURE OF NIDFO EXTENSICN YiORK 

Although proper selection of potential entrepreneurs ai1d 

effective training for motivational. development and mc:.nacerial 

skills are es~cntial fo~ the Entrepreneurship Develop:ient Programr:1e 

(EDP) of r·!IDFO, the positive results from such activities can be 

enchanced a creat deal. throi.;gh adequate attention to po:;t-training 

activities. This i::: when tt 1:: small industry entrepreneur are 

ljl<ely to run '._nto difficulties that are beyond the scope of tr&iininr;. 

The difficulties in preporing the business plan to the 

satisf~ction of the ?inancial Services, NIDFO, or any o~~er 

financin~ institution, the choice of machinery and equipment to 

purchase, the sourcinc of r~w materials, are all likely to stun1p 

anc.i confuse the s::1< 1::. industry en treprcneur. 
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The participants undeq;o ~ exercise for the preparction of 
the business plcm durinr, the .Basic Business l-i;magemen t Course ( E>Bl·~C). 

At this stare meticulous care has been taken to expose them to 

realities of situ2tions in tteir enterprise~. Exter.sion workers of 

raDFO and resource persons of tl!e t:::-aining institutions (OIC presently) 

provide practical cou.~sellir.r experience in this preparatory phase 

of business planning. The exte~sion workers, however, should be 

available to participants ~hile they refine and finalize the 

business plan. 

The candid"tes who have corq)leted the Entrepreneurship 

Eotivation Training (E:T) c-..nd the :S3~·:C are i::ainly those who are 

alre~dy in busine~s. These entrepreneurs are sup~osec to be highly 

motiv.:ted individuals looking towards the survival ond growth of 

their enterprises. iience, the ~ollow-up needs of these entrepreneurs 

have to be considered mainly in the context of these needs. 

Experience has sho~~ ~h~t in the absence of follow-up contacts, 

the imare of train in[ and th(· perception of its usefulness suffer 

severe setback. 

A. Proble~s with which Entrepreneu~s 

Z.:ay f-4eed Guidance 

A list of co~~on proble~s which may exist in entrepreneur-clients 

of NIDrO are: 

• Product diversiiication 

• Marketing infor::iation 

• Availability of financinr 2.11d credit policies of r:rDFO 

• Appropri;.te technic<:·l training 

• ~stim~tion of capital requirements and other financial ~ta 

• l·:achinery Cc· paci ty balancinE', 

• Oth~r technicol advise 
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The help required fro!!'! exten:::;ion workerc r.:3~' be categorized 

among the following: 

• 

• 

• 

• 

As~ist.;mce in prep< rir.c tech.nicCJ.lly a."ld i.uiancially sound 

businecs plans as requi:-cd ty the Financial Services 

Section of NIDFD or other financial institutions; 

Meeting fresh queries fro::i the Financial Services Section 

or other fin-.ncing in~titutions, as a follow-up of their 

loan ap~lications; 

Developing pragJ11atic c;ction plans aimed ~· t achievinf the 

return on u~ge of financial resources; and 

Attendinb to miscellaneous contingent problems arisin~ out 

of the project implc!!'!entatio~ process. 

In addition to post-t~aining as~istance, therefore, extension 

service is likewise delivered for pos~financing of enterprises. 

B. Role of the Extension worker 

The extension workers of NIDFO must maintain a continuing liaison 

with tr~ined entrepreneurs. 'i'hey may have to perform a dual role: 

one required of a trainer and the other of a small enterprise 

manacer. The extension worker, therefore, may have to possess 

certain personality traits like hizh level of initiative, 

independence, creativity, flexiuility, interper:::;onal competence, 

empathy and openne:::;s in relationships. He/she need not have so 

much expertise in any particul;:r m;:inacement area but he/she rr.ubt 

have b~sic orient<.tion to man~[e~ent 2nd sound understandinr of 

troininc. 

Thr, ex tcn:::io:-'. worker :::UL t :·lw: y~. b .. on r:u~ rd : nc: encurc tb<· t 

in the rroce:.~ir., of rcnderin[, !'iel;i, lic/f.>he iL not vncmir<.i£inc 

depcncenc~' by usurr.in; the i roblcm col vinr role of the concerned 

en trepr~ncur. 
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In the phase .,..he!:'eby loan aElications are being processed, 
the extension worker must preF<re the entrepreneur to answer by 

himself, queries raised by loan appraisal officers. It has been 

observed that good business plans fail to carr-y weight witt. loan 

ap~raisal officers sicply bec~use tne e~treprenuer fare badly in 

th~ interview by the panel of evaluators. 

The extension wo!"'~er must also be ready to provide discrete 

intervention with the loan evc;luators en delays in proce~~ing loan 

applic~tions. This intervention, however, r.rust be carefully done 

so as not to be construed as inte!:'ference. 

The extension wor'h is a follow-up interest ;:ind may have to 

have a terminal point, however. ~ntrepreneurship development 

programr.:es r~ce the ta~k of developin£ entrepreneurial capabilities 

by continous suppo:-t o.nd at the sace time avoid the creation of 

dependencies. The skill of tte ex~ension worker lies in helping 

the entrepreneurs to be self-su:ficient and independent in 

decision-making and taking initiative. 

In generc:.l, there c::re five (5) rr.ajor steps in e .. dension work: 

A. Developinr 1·'.utual Grientation 

Developinc mutu~l orientation involves the estvblishin[ of 

good rapport c.nd corr.munic: tier. between the client and the extension 

worker. ···'hile the responsibility 2.nd effort on this step rr.ust be 

accepted to some de[ree by both partie:;, the extension worker must 

frec;uen tly bend ov£:r backward to md-:e things work. If there is no 

satisfrctory undcr:::t<..ndinc th~· · ntrc;;reneur may hold back infonnation 

th;: t m<::,· be crucicil to the recorni tion of a probler:: or the develop­

me~t of a ro:::ciblc colution. 
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Points to consider in this step are: 

1. Adaptation to the Small ~te;-prise Owner 

h small enterprise ~wner is frequently characterized by many 

attributes, a s follo•s: 

1) Being a.~ i?:aT.~Grcnt correlotes highly with success. 

2) Successful scall ente:!"prise owners h~ve typically been 

poor students in school. 

3) Sntrepreneurs make p~or e~ployees; it is not unusual to 

have been fired 2-t some tioe in their past; 

4) Ph.Ds .and inventors typicclly are not successful 

en t::-epreneurs; 

5) Successful male enc::-epreneurs usually have supportive wives; 

6) An entrepreneur's prim~ry motivaticn rel1.ects a free spirit 

and independence; he/she has great difficulty i.~ following 

orders frorr. others; 

7) Relationship with fathers is more inportant than other 

fa~ily ~embers in entrepreneurial personality development; 

8) Entrepreneurc ~re most successful and satiEfied ac doers 

rather than ~s manaGers or planners; 

9) Entrepreneu"s are not big rid< takers although they may be 

characterized as realiutic g~mblers; 

10) ~eservinc time for fzr.:ily ;:ind r·enonal pleasures is clc<.<rly 

scconda:rJ to r.iakinr the budnezc run. 



thrcur;r.out th~ exte:-.sicn $er·:ice. .Sor.:e t:.."l•:e:-lyinc f.:.cto::-s tc t-e 

noted are th•t s::all ente::-i;ri::e c;.-r.ers ~:ho c;re _;::ro:..d c·f theij: 

a.'1C: inte:-c:::t in .- "partnershi_: effo:-t" to :::clvir.L fr.c-::: t:sual::.:,· 

2. :reatinr Po~itiv~ Expect~t1cns 

frequently re:::i:::t o:.:tsi=ers h·c<.t.:::-e cf t!:eir b:·sic ::.- tc;::-e as 

inCividt.i.~:li~tic C!'" .. tr .. ~~~e!'leU~~. ..:.n orC .. ;!"' t:; c;vr.rcor.:c tl:is 

conc::-ete benefit::.= tt:.t are likel~- to result f::-c::: Lt:: rcl.:;tic:1s!-.ip. 

~!lci....n :::e ~r-~c:;..:ic -t:.;;:c.: o: i:.er.efi t~~ :~.~ t ~"°ill be cr~jcyed. 

?er cxa~ple, a pro~otic~<1 ide:. 1::: ~.-t an ~nd i:: itself, but 

the product£ ,;:r.c.; the:-:::fore result::: in sellint_ ::.ore, incre'-::e in 

r.:arket sh<:rc '-::'· the:-c:ore t;rofits. E:c C'-reful, however, net to 

Ciccor.::;-.lic-.l'":~d tc .-.void disappointr.:e!".:. or: frc !''•rt of t!-.e client. 

The n::,ct effective \-;:-_,y to expres: y .ur c·.m ccntritution is in 

t-crr.:::: cf i.o·.: yo:.:.r cffcrtc will t·:ilc' er: .:.he cli"nt'.c strr:ncthe 
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3. Reinforcing Entrepreneur's Security 

Keep in mind th~t the entrepreneur is likely to be uneasy 

about your extension service inter~ction. Several apprehensions 

involve such areas as: (a) potisibility that he/she will be unable 

to implement your reco:::rnend~tions, (b) fear of having financial 

and technical "secrets" ~xnosed, ( o) loss of feelings of personal 

independence, and (d) cost in t~~~s of money and time in implementing 

re corn.en da tions. 

The extension worker must c;.nticipate this uneasy and insecure 

feelings by cow1 teractin[ these issues directly. You Cr!n indicc. te a 

keen awareness of the ir.:portonce -:; ~ the .;lient' s time by as~uring 

that appointments or visits will acco~odate the entrepreneur's 

normal work schedule anri by bein£ punctual. Do what even has to 

be done when you vi~it but be sure to let the client conduct necessary 

business such that you should not expect complete undivided attention. 

Another source of uneasiness on the part of the entrepreneu?'­

client relates to his/ter hesi t£·ncy to reveal financial and technical 

secrets to anyone outsice the business. '.i.'hey must be assured of 

ccnfidentiality. This factor is especic:.lly important with respect 

to info:nn~tion that mibht be si01ificant in relationships or 

government ref;Ulatory agencies. In most c~ses it is necessary to 

reaffin:: sev,_ral times th< t the findinrs of the ~:.<tension worker 

dlld recommendations are for the benefit of the client entrepreneur 

only and will not be disclosed to ethers outside NIDFO. 

Lastly, there must be: a continuing effort towcirds enhancing t11e 

entrepreneur's ego 2nd 2chievement satisfaction. Caution, however, 

must be exercised to show sincerity. In general, the small industry 

entrepreneur feel eG~ecially satisfied with specific thinEs done well 

and appreci;:te recorni tion for these identifiable accor:iplishmente:.. 

From the st~rt of the extension work p<:.rticul~rly r;ood rcs1lts or 

citternptE to try ney; recommendation::: e:.hould be rcco(J'lizcd 2nd encourciged. 

Do not Dppezr to overdo cuch cor::i:lir:icr. tc. Keep t!icm me2ningful by 

e;avin£ them for occzu.ions th;; t are worthy of suer.. 
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B. Recognizing and Defining 
Problems and Opportunities 

The establishment of rapport with the entrepreneu~client is 

usually achieved reason~bly after • visit of an hour or so. 

As this happens, the extension worker must actively listen to 

encourage the entrepreneur to express his/her view , f tt.e probler:is 

ilild opportunities being faced. 

Recognizing omd defining problems and opportunities may start 

early in the relationship, but this step is generally deferred until 

after the first phase is firmly underway. The consequences of jumpi.Ilg 

into conclusions too quickly may result in either a"h4ii.lf-baked" 

assessment of the true situation or a "turned off'' client who does 

not really a~;preciate an outsider coming in ilild immediately finding 

fault with everything. Most entrepreneurs have areas which they 

feel they are doin[ a good job on dnd do not arpreciate having these 

areas criticized at the outset. Cnce the mutual understanding has 

been developed and the client's objectives clecrly set forth, many 

problttms and opportunities will become much easier to determine. 

1. Problems vs. Synptoms 

In many cases apparent problems are probably merely symptoms. 

It is usual for many symptoms to be arising from a single problem. 

Likewise several problems may be contributing to a single symptom. 

To illustrate, a dictatorial owne~milllager may lead to high 

employee turnover, very low efficiency ~f workers, very little 

co-operation •monb workers, complaints about too heavy work, high 

absenteeism rate, generally low level of worker morale. This shows 

how several manifestations are traceable to a single underlying problem. 

On the ether h•nd, a single percei vcd symptom is • result of 

sever.al problems. For ex•mple, the Pntrepreneui-manciger -::ompl•ins 

th•t despite doing a lot o! work the busine~s is m•kinr very little 

profits~ Some of the cauces of this are: (1) equipment is old ~nd 

w:>rn out and needc repl•cement, (2) pricing structure is too low and 

has not kept p•ce with costs of materi•ls, labor, etc., 
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(3) entrepreneur does not plan ~ork for employees in a most 
efficient manner, (4) entrepreneur may not be delegating work 

to others to free him/her for m•n~gement work, (5) workers may 

not be producing at maximum potential because they are not supervised 

or motivated properly. 

Actually many problems rJW.y well contribute to one particul-?..: 

symptom while some problems moy be inte~relateri as causes or 

effe ___ v- other problems. ~ithout getti.~g lost in an ac•demic 

exercise of defining certair. occurances •s syt:iptcxns, problems or 

c•uses, the extension worker ~ust find the basic element th•t 

h•ve to be ~ltered before improvements in the general situation 

will occur. 

The most important aspect, therefore, is to recognize which 

areas in the enterprise operations need change. 'lhis is one of 

the most difficult jobs in extension work. The solution usually 

is a simple one, only if the problem has been accu~tely identified. 

2o Entrepreneur and Extellsion Worker Proble;.1 Identific•tion 

The approach is ·:o get the client entrepreneur to tell you 

•hat he/she thinks aoout the enterprise in tenns of strengths and 

weaknesses. Never start pointin~ out what is wrong as you may 

prematurely be identifying situations as needing corrective action. 

Begin early, however, developing your own views that may either 

be subst~nti•lly the s•me as the client's or very different from 

his perceptions. Once you have spent some time in the enterprise 

then you can subgest your own views of what areas need attention. 

The frequent result of a two-way interaction is the ranking of 

priorities for areas that both extension worker and entrepreneu~ 

client have identified. Gener~lly, the entrepreneur begins to 

see things not perceived before. 
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ILLUSTR,~TICN: 

Hass:;;n 8-ngura was looking into a small wooden po;.llet m-.nufactu~ 

ing enterprise -6 his extension project. The owner, Richard Conteh, 

primarily wanted assistance to str-ighten out the find?lcial conditions of 

the firm in prepar•tion of • loan application with NIDFO. r-:r. Conteh 

recognized the need to h•ve someone go through his records, namely, a 

check book and some as~ort~d pi~ces cf papers in file folders maintained 

by his wife. He has also identified the need for ~ore working capital 

that had marie him ar.proach NIDFO. 

Hassan Bangura found, after developing a fiimple accounting record 

system and preliminary financial statements, that a large portion of 

the job orders undertaken produced little or no profit. Operating 

overhe•d was not included in the costin~ from which jobs were priced. 

In addition, the extension worker found th•t a sideline t~siness of 

repairing old wood pall~ts for customers was much more pro~itable and 

could bring ~ stronger positive c:;ish flow if this aspect of the 

business could be expanded. 

In the aoove cese, the extension worker would usually begin his extension 

work by analysis the problem areas identified by the owner-rnancger. 

As other important issues are discovc~ed they can be addrezsed in turn. 

Addition.al major areas jointly ~Greed upon to be looked into were: 

1) A new proce~s for costing and pricing; 

2) Various ways of cutting overhead; 

3) A market program to increase pallet rei.·airs; 

4) An analysis of how a new m-chine (denailer) would more 

than pay for itself in a short time if: 

a. funds could be obtained for· its purchase as part 

of the loan package. 

b. anticipated de~~nd for thi~ service is correct. 

In short, Hassan' s exten::;ion '.o/ork wc-t: in oirec,c;far beyond the 

entr~preneur'c; stoited prohlerr.s. 
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c. Developing -.nd Ev;;;luati.ng 
Alteniative Strategies 

The development of alteniative solutions -.nd evaluation of 

various courses of action to build er. the strengt.1'1s of the enterprise 

are the core of the extension work. The client-entrepreneur cay 

fr~uently be able to express concern about problems, at le?st in 

terms of apparen~ symptoms, alon£ •ith solutions tried or considered. 

Al though the true pro ble!:!s m•.y actually lie a little deeper ;;ncl the 

solutions may re~uire further developr:?ent, the good extension worker 

will build on these contritutions r-ther than going away and 

pondering on his/her o•n repertoire o: possible strategies. Keeping 

the client-entrepreneur involved is m~y times •s much • ~rt of 

DHOking the solution a good one. 

1. Joint Develonment of Solutions 

A joint appro•ch in finding solutions to problems is most 

likely to bring success. 'lbere are several reasons for this. 

We already know that the small entrepreneur is typically an 

independent individual who is most comfortable when he/she feels 

in control. Even when he/she may not truly have this role, you aust 

make him/her feel so. 

For example, if the analysis of the situ•tion indicates a 

particular problem and several solutions, one of which seems best to 

you, do not tell the entrepreneur straight aw•y how to solve the 

problem. Consider instead an appro•ch that first develops agreement 

that the perceived problem is in fact a real problem. Assuming th.c·t 

it is, you Ciill as~ist the client to reconstruct in his/her own 

words how th~t problem developed, what its effects are, anci what 

steps ffioy h•ve bc~n tak~n already in an effort to improve the 

situation. 1nen, if your solution can be viewed as a natural 

continuation of the entrepreneu?'-client's appro-ch, let the solution 

be identified as his/her ide• th-t you c-n help to refine ~nd implement. 

. I 
I 
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Corollary to this, regardless of whether the solution is 

seen as yours, the entrepreneur's, or a combination of both, there 

must be a continuing effort to five the entrepreneur opportunities 

to approve or •ccept all str•te[ies and actions before undertaking 

them. Ask for sucgestions for improv~ments •s you go along, even 

where you may think they are not really needed. '!be client may 

be able to acid more than you think. 

John Koroma designed a brief customer survey as part of hiE> 

extension work for a t•ilorinc shop. Tb~ shop owner was at first 

almost ovcr-l!Qelmed by the statistic•! sampling process, the ~ding 

in o•' questions to obtain demographic data, and so on, before the 

fundamental questions pertaining to design and style preferences were 

developed. Later on, however, he became more comfortable with the 

survey questionnaire as he helped to develop questions about specific 

styles ~d colors of dresses, prices, re•sons for buying cert.in 

styles, and other areas he knew much better than John. .\fter he 

became en active participant in the project he was also able to 

contribute in other ways to as~ure a higher percentage participation 

by respondents. AE a result the exten~ion work was a very successful 

undert~ing. 

An0ther key rec.son for joint development of solutions involves 

the poscibility that the extensi0n worker will stray away from good 

courses of action toward more elecant theoretical approaches that 

c4in not or will not be i~plemented. The pos$ibilities for tryiug to 

misapply economic order quantities, line~r prograrrvning, comprehensive 

(compliccted) accounting systems, stand~cd financial r.ltio analyses, 

elaborate promotional schemes, and the like, are likely to set in. 

The entrepreneu~client will usu~ll) be quick to identify tools th-t 

he/Ebe foels coir.fort-.ble with if thf'r~ h; an dcti ve team working 

rel;.tion~hip wi tr~ the ex ten.don worker. l'n the other h~1nd, if you 

work ,,n ~u_t.hi::;tic-.tcd approachc::; cJ j'(iur~clf, they -re likely te go 

unimjlcr.ented. 
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D. Assisting in Implementation 

of Select~d Course of Action 

Assisting in the i~plementation of selected actions is the ph•se 

where m<i.Ily otherwise successful exter:~ion workers miss - opportuni ti-es 

to improve achievements. i.:n. entrepreneu~client is likely to need 

help in carrying out the recoc-.r::endc.tions made. From a selfish point 

of view, the extension worker will •<>nt satisfied clients to 

promote his/her capabilities with ")icr~of-mouth" 2dvertising. Cler.rly, 

this satisfaction will ccrr.e fror succe~sful ic:plement•tion of 

recoamended actions rat..J.ier than frc-:- ··-:used ideas. 

'!he extension worr.er must understand that the fon:ial written 

reports should not be viewed as the ~air. outcome of extension service. 

NIDFO should aspire for hand&-on ir.::;-le:nenta tion as a key objective. 

One major reason is of course L." extension worker 2lso le~rns by doing. 

This active involve~ent also goes • long w~y toward assuring a positive 

outcome for the entrepreneur fro~ t.i,e over7oll effort. 

ILLUST:RJ.TION: 

Perhaps a client entrepreneur needs to keep good records. You look 

at the records books .ar.d h~lf of the p•fes are blc:.nk, while the other 

half show entries the: t are incorrect. '.•be:-_ you ask the entrepreneur 

to define the problem, he/she r:.ay S'Y, "I do n()t have enough time to 

keep my books up-to-date." The rec.l probleo, frequently, is that no 

one in the enterprise is ~duce<ted in the teci...rliques of keeping the books. 

Therefore, changes th;;t r..~y oifer effective solutions are: 

( 1) teach the en treprer.eu:- to keep his/her books, ( 2) te< ch someone 

else in the finn to ~ee? the bookc, (3) hire a n~w employee to be 

the book-keeper, or (4) hire a book-keeper on temporary or part..-time 

b9isic to brinz. th~ books up-to-~te periodically. 
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'!he test sol:..:ticn depends on the decree of need~ and the 
ple<'.sure of the en tr~;'reneu:-. !!e/she ma~· not want ~n ontsice book-

keeper. r-:any en trerreneu!"'s are jealous about let. ting soc: eon~ else 

look into their c. ::c.i:-c. They wot:ld rct~er be tr<.:i.."led to keep the 

books themselvc~, even though this rr:ay t.:Jce tir::e aw~y fro::: their 

manoge~ent ca~city. Others are interested only in r::ore active 

functions such c.s :;reduction and r:ic;rketini;, ;:nd they want no pc;rt of 

the clericcl chc:-es. The extension worker must find out •hich 

approach is prefe:-rec by the entrerreneur. 

If the en t:::--: preneur' s choice in the above illustr<. tion is 

either (1) or (2) the steps to take are: 

(1) Conduct c. t!:orough review of: 

a. types of transactions the busine~~ needs to record, 

b. current recording system, if ;;.ny, 

c. capabilities of the person who will keep t..11e books, and 

d. av.ailcble outside S'J stecs th~t r..ay be im::lemcnted. 

(2) Dete:nnine ~hat systec to uce. 

The sy~tc~ to use in each particular case depends entirely 

on the need~ of the enterprise. It may be as si~ple os a 

checkbook to record 211 pure!. .sec c:.nd !"eceipt book to record 

all sales. Cr it may be c. full-fledged accounting sy~tem. For 

exa~ple, if the business is a one-person operation such as a 

service org•nization that repairs televisions or appliances, the 

individu~l typically receives either cash or check for his 

£ervice::.... Ee/she will likely pay his SU;'plierc for pc.rte by 

ei tl':c r cc.::.C. c r ci".eckr;. Zxtenci vc in vcn tori er. <'nc! ec;ui ;:r:le;; t 

d~~rcciatio~ ~~e net likely to be icvolved. Gcrt~inly i ~imple 

chcc;.;b00k ~-r.;; :--: ... c:e::·t l:;·ok will be cufficient to ::-cccrd <-11 the 

d.:.t<.. ::i:ce: :.; '.: !'.-; t::1. cr.trcprcneur'c book-k('e;-;i:>[ c.yr.-•.er::. 
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In a si!:!p!.e s:rsteC! such •s this, the business owner ciut:>t te 
meticulously careful in making sure th•t only business expenses 

(no personoi.l or household expenses) •re entered in the business 

checkbook. The entrepreneur must have a separate checkbook for 

person•l or house expenses. 

A step up from the checkbook ar.c receipt book system is a simple 

coillbin•tion journal-leC:ge;rsysteci. ' .. It!: this appro•ch o.11 of the 

month's accountin[ entries c;:;n be St;??:r::•rized in a single page that 

shows the transactions so the er.tre~~er.eur can easily identify: (~) d•te, 

(2) amount, (3) type of trans-.ction, ~d (4) brief explanation of 

purpose. This system can be designed :ro~ scratch for an enterprise 

that does not require the more el•borate sepa~ate gener-.l journa!. and 

gener-.J. ledgersystem. 

(3) Put the syste~ into action 

There ore other single accountinE syste=s th~t ~ay be 

designed for the smal: entrepreneur. ~batever the design, a 

major part of the i~plementation effort will involve working 

directly with the entrepreneur to te;;cch the mechanics of 

making entries co~rectly. 'l'ypically on combination of real 

trans-.ctions and pr~ctice problems are necessary to help 

the person get to know th(' system. If the person to be 

taught is an employee c;nd not the ·?n treprenur himself/ 

herself the continuing rapport with the entrepreneur will be 

a necessary sign~l th~t the new book-keepin[ work is worth-while 

and should be tc.kcn Geriou~:y. 

All th•t the extension worker needs is time, pootience 

and techr.ic"l cor.:petence in th~ ;,re~ being t•ckled along 

with the senzitivity to your client-entreprer.eur1 s needs and 

apprehensions. 

.. 
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E. Coi:l!llt1.:.1ic;; tins Rt:sul te 

Col:ll!lunic•ti .. (., ~-e.cal ti:: ..illd cir« win£ conclusions in • formal report 

or presentation is frequently seen as the culmination of the extensicn 

service. This by itself is net enou~, but it is definitely ~:n 

extremely ir.;portant output t.11at res~l ts out of the extensio~ work • 

Its v•lue should be ;;is a source of ksis fc:::- reviewin[ •,;1hc;t he:s been 

done anci 1Nh<:. t oidcii tional steps are recolll:!encied so th~·t c; continuing 

follow-up can take place. The reiCc:::-t i.s not merely a C•Jllection of 

background facts and ve:.gue prol::ler.i ~ol~ti:::s be;.sed en tig!-. Eoundin[ 

theories and techniques. NC:turally t~e langu<:.ge c.nd visu.al .;;.ids used 

should adapt to the en treprenur-clien t' s background and coi~ bili ties 

to be effective. 

Periodic follow-up schedule over an oippropriate period shculd be 

incorporat£<d in the report as part of the extension work. 

1. What the Client ~ntreureneur ~ants to Know 

Sometit:les the extension worker gets carried away with including 

irrelevant thing.c when wri tine; reports. Many exten.cion worker 

moiy be inclined to start their repo:::-ts on extension service with 

extensive company history. Clearly this is not of ir.miediate 

concern to the entrepreneur. 

',Jhat he w•nt5 to read, Olllci generoilly should be found in the 

first or second page, is oi quick ov~rview of wh.:.t h~s been 

accomplished 2nd the steps recommended for future action. This 

introductory summc;ry should not include oill of the problem 

symptoms and cauGes, alternetives considered, and sources of 

informoition consulted. It shouid m~Y.e immedi~te reference to the 

stage of imple~entation when exten~ion service was over and ~hould 

be in terestinc enough to get the entre::ireneur to read !"urther. 
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ftfter the brief overview of recommend2tions and status 

report, more detailed discussions ~re in order. It is 

generally ap;ropriate to present a brief descripticn of the 

enterprise, b;;..ckt;rounci of its orit:;in and development, analysis 

of its key people and functions, prior to describins specific 

detoo.ils of the extension work. 

Detcils of the extension work should qover the following: 

1) Problerr. stater.ient as seen by the entrepreneur, 

2) Situation as analyzed by the extension worker, 

3) Priorities and arec;,s cove~ed by the work, 

4) Specific problems, identified causes, organizational 

constraints recognized in solving them, 

5) Courses of action recor.10ended, 

6) Implementation progre~s tc date. 

2. Need for Thorough Discussion and Understanding 

Be sure to give the entrepreneur enough basis to follow in 

adop:.in( rt;corr.c:end<•tior.s. Exhibits must be included in such 

arec;,~ <•S sar.i:t-·le pages of the ;iccountint: system, mock-up inventory 

control cards, proposed organization charts, and the like. These 

exhibits nust be thoroughly explained to the entrepreneur 

so that he/~:->e can recall how thinr.:::. to be done h~ve been 

demonstrated ~tisfcctorily. 

Provide sor.ie mechanis:n so that que~ticns the client might 

have after re<iding thE report may l~ cidequately answered. 

• 
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V DE'Vil.OFING ATTITUD:::S FOR 

EXTENSICN WORK 

Extension work for srn2ll enterprises calls for a certain degree 

of dedication and mission. An individu~l who does not have the 

interest cf the country's future econo~ic developnent will not make 

a good extension worker. Likewise, one whose motivation is short-

r;mge in terms of monetary compensaticr. is noi. mzde for extension work. 

Setting long-tenn goals in terms of ca~reer satisfaction is more conducive 

for extension work. 

GettinE 2.Il extension work relationship off to • smooth start and 

l.~epinE; efforts productive requires a lot of learning by the 

extension worker before solutions should be proposed. Since it is 

difficult tc learn while talking, this su[gests th•t extensive listening 

is in order. The art of listening ~ust be an active one in the sense 

that the entrepreneu~client is encouraged to disclose the necess•ry 

information. 

Encour~ging someone to talk by suer. re:::ponses as "uh-huh" and 

"ya!' should not be overdone or tte other 9erson is likely to get t.'1.e 

idc<: th~t you are not listening at '111. '!'his must be interspersed by 

some passive non-cocmital response th;;it "'ill encourage the entrepreneur 

to talk some more. The extension worke~, towevcr, ~ust avoid tile 

embrassment of sticking his foot in his mouth by makinc an in•ppropri~te 

cor.imen t that may reflect i~orance. 

/.. good wa.y to be sure that -.;o~ understc:·r.d the ~sic facts of a 

situation is to c:.tte::-.pt to rcstatf'! ther.: ir• your own words. Another 

way is to renect your i~:!preE:-:ion of the entrepreneur's feelin[; Or 

attitudes about a citu<it.i.on ; thcr th<in just restating the fact.r. 

themsel •1cs. 

If thc~e ;_.,·c not l-ri:lcin~ :~u: :e~11lt~, :;robill, •·.it.ii cpcci~·ic 

que~ ticn::; l~~din~ to !'urthcr· di~cu~~~io11 r.-.~y b: in orc!cr. 
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To be sure that f~cts, feelings <md other details of the 

situation •re accur~tely understood, sumn:arizing is a good tec!L~ique 

to elicit a tw~way feedback. Hence, the need to comrr:unic«' te 

effectively and build rapport with the client is very important. 

The ex tension worker, lastly, must see to it th<· t his/her 

management and technical a.bility is continnously honed to mi et the 

variety of needs of the entreprenu?'-client. 

VI FUTURE CPI'IOI-iS 

From the foregoing discussions it is obvious that extension work 

is the start of a cc:.rreer in consultancy. Every extension worker who 

sees the long-term v<lue cf exten~ion work and cont::..nnously strengthens 

his/her knowledge ~nd c. bili ties inevite.bly finds himself/herself 

in the busine.s consulting profession eventually. 

.. 




