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MANAGEMINT DEVELCPMENT IN AFRIG&i/

PRUFACE

' l.fl Wzth respect to management development in Afrloa the material avallable

lls unfortunately too0 soanty %0 allow & reliable evaluation to be nade of

ex1st1ng management tralnlng facllltles, a valid assessment of future

.requlrements for management personnel or of management development require-
 ments. _These, in the last analyels, will have to be dealt with at subregional

or country levels. Howefef, in an attempt to S%udy'nenagement tnaining needs

and facilities in the Continent, and a+ the reguest of the_ILOxAdVieory

.Commitfee'formﬂfrioa,.a'preliminary survey was conducted in some African
i_countrles in 1964. Copies of ‘the survey are available.
2. A grea% deal has beer written about the pr1n01ples, theorles -and other

- aspects of management practices by institutes of eduoatlon, the UN.:and the

Specialized Agencies. However; as it is well-known, formal education alone

is not sufficient to meke a manager. We are not dealing here‘With the

important aspect of management education (being education in -the basic
prlnclplee and practices of management carrled out in a school or a
unlverelty as a part of formal educatlon) Management educatlon is usually
de51gned to prov1de the student Wlth a general knowledge of manegement as

a bawis with whloh to start or, in some cages, oontlnue this carser in

© industry or ‘commerce. Thls paper is focussed rather on praotloal and

operational actions which can be eohleved through 1nternatlonal co-operation

with active ILO pa.rtlolpe‘tlonn

3 It is hoped that the dleouss1one of the Worklng Party on Manpower and
Training will make it possible for the African countries to lay the foundations
for a systematic exchange of experisnce and +to make the mogt effective use

of the very limited technical oo—operatlon resources avallable ‘in this vital

flelde .

_“/ Paper prepared by the 110. Slnoe an ILO Teohnloal Meetlng on Development

-oof Manageﬂlal Resources in Africa is to be’ held in December 1966, thle
report will oonstltute part of the documentg of that. Meetlng.

eg/ 110 Survey of Hanegement Training Needs and Facilities in some African

‘Countrieg, Management Development Series:  No. 4, (Geneva, 1965) (Offset)
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CHAPTER I

TEZ ROLE OF MANAGEMNT IN ZCONOMIC DEVILOPMINT l/

4,' The 1mprovement of the oondltlone of life and employment of workers,
?and ensurlng for them a fair share of the Wealtb Whlch they partlclpate
‘.1n producing. have been the oonoern of the Internatlonal Labour Organlzatlon
~ from its 1nceptlon. However, if the produot1v1ty of an avellehle set of
i;resouroee - 1nclud1ng human ‘resources - 1s lows beoauee of 1nefflolent
management, the, Wealth aocrued W111 undoubtedly be reduced and in conse-
'quence, the return to be dletrlbuted smaller and the stendard of living

lower. 2

5. ..0On the other hand, in-order thatninduetrielsdevelonment‘can.promote
social progfess,'countries must formulate and .gpply sound labour policies
= for developing and ufilizingrtheirvhuman resources so.that these in turn
-may accelerate the process of-induetrializetionase‘ Importantninstnis

process is a continuing risey not only in-the real value of goods and

--\servioee produced. in the eoonomy9 but also im the ebility'to increase sales.

. Thisecpansion regquires paylng gpecial attention to:

" {a) " a reliable and velld assessment of demand represented by real
purchasing power; 1nterpreted 1nto the oorrect selection of product

and the capacity to Supply the 1nternal market and to export"

n(b)_ an optlmum allooatlon of the economy s resources among

elternetlve actlvztles,

" (e) the gquality and guantity of the econOmic resources’(naturel
Tesources, cepltel and the eerv1ces of men devoted to

produotlve aot1v1t1ee), end )

(d) .employlng the most suitable teohnology

ﬂ/ For a fuller discussion of the subject refer to IIO: Mana cment
Development Programme, G.B.164/0.P. /D. 3/1 Geneva, 19665 on Whlch
" this paper hae drawn extenelvely. '

' rg/f_ILO' Report of the Dlrector—GeneraI, Report I, Internatlonal Labour
. Conference, 32nd Session, Geneva, 1949 (Geneva, 1949), p. 34

é/' TIO: Industrialisation and Labour, Report of .the Director-General,
~- ‘Réport-I, (Part I); Internatlonal Labour ConferenoeB SOth Seselon,
- Geneva, 1966 (Geneva, 1966).
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6. Undoubtedly, a very considerable degree of control over théée'aspects,
and consequently over the: development bf'the.600nomy;-isfeigrbised by the
managers of private as well as public enterprises. 'A-Suifable'ﬁanagement
organization. is necessary if ah enterprise is 1o be operaféd‘éffi§iently;

It has two main functions: . entrepreneurial, i,e. inhovation and under-—
taking of the risks involved, and managerial. The latter may be classified
under various categories, namely: planning,.staffing, métiVafihg;.organizing,
directing and controlling. 'In countries where all means of production are
publlcly owned, the government takes ‘the major risks normally taken by-a

prlvate enterprlse.

7._ In & very small enterprisey of oourse, these functions may all be -
performed by a single person, the owner——manager, - in*larger’ enterprlses,
there may be a division of functions amongst a complex hierarchy of
positions. Ownership may be separated from management, and'management may
be subdivided inteo "top'", "middle", and "lower" management, and "line" and
Ngta ey management. Obviously the larger the enterprise.the more complex
the orgarization required. Manragement personnel includes owner-managers,
managiﬂg directors and depgrimental managers, administrative staff,
specialists in management technigues and cértain categories of supervisorsa.
The infiuence which this relatively small group has on the factors of

economic growth is indeed disproporticnate to its numhers,

8. The role of the managers, at various levels of the enterprise, was
summnarized by a group of experts who met at Bangalore in 1959 to discuss

problems of productiﬁity improvement in the following terms:

“Piimary responsibility for achieving a high level of productivity
and efficiency within the undertaking rests, however, with the
management, especially the top management. The middle management -
heads of departments and assistant heads - has the responsibility
for initiating, carrying through and maintaining improvements in

productivity, dbut it is the top management which decides mg jor

1/ II0: Raiging Productivity, Conclusions of Three International
Meetings of Txperts (Geneva, 1959), p. 17.
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9.

_"questions of policy, establishes the- crganizational sfructure
- of  the undertaklng, :allocates duties and respon51b111tles and is
vrespon31ble in. the _ enterprise for the over=all. co—ordination of
~all activities. The top management is also‘prlmarlly-responslble
- .for the quality of the relations between management and workers
. within the. plant. . Unless: top management performs its functions:
;,.efficiently,‘t@e;best efforts of middle management,:supervisors'and

-and workers are likely to be. frustrated.”

- In*the fiﬁél*énéinis,'thé power and influehice of the managers —

especially the top menagers - lies in the fact that they Lave the power

of decision, a fact which should always be kept:in mind when designing

m@nagementgdevelgpment¢programmes,
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., CHAPTER IT

MANAGTMENT DEVSIOPMZNT

lO. Management development may be defined as the “activity dirscted
towerde the further development of the knowledge and. skills of -practising
"menegeblal pereonnel and the modlfloetlon of thelr concepts, attltudee
”“end practlcee., It covers ell funotlons of management and all levels of
:menagerlal pereonnel up to and 1nclud1ng top - manegemen't° Thle latter.
group else 1ncludes any . owner or employer who 1e engeged in menaging. hle
own enherprlse.u It may be oon51dered to include consulting and. advzeory

SerV1ces d931gned to 1mprove menagerlal performance"

1,,,;Theﬂdevelopment‘of'practlelng managers le;oomparetively“new;”even
in the most highly industrialized countries. . Today, it is beﬁomingff“*
_Wldely accepted that management is a profession with.. 1te .own body of
acadenLc knowledge and thet a manager, llke eny other profeeelonal man,..

'should oontlnue to 1mprove hle profeeelonal knowledge throughout his -

working llfe.  In twenty years ‘there has been an elmoet complete change:
from the attltude, formerly prevelent everywhere, that: 1t Wwas- impossible

to trann menegere through speclel programmes - they must. learn by experlence !

12. There are various reasons why management development hag been
recognized,; in the last few years, as being of key importance to industrial
develoyment'and to the success of individual enterprises. In the highly
industrialized countries competition, in internsl and exporf markets, hass
inteneified; mergers have increased fhe size of most of the leading firme
everywhere {although small firms continue to be born and to prosper),.and
the investment in capital equipment, following the great advances in
technology, has grown enormously. There is yet another factor. The war
gave rise to a number of mathematical and other scientific techniques

which were used successfully for strategic, tactiocal and logistic purposes.

B

1/ II0: Social and Cultural Factors in Management Development,
Management Development Serles- Yo. 5 (Geneve, 1966) (offset), para. 9
of the Conclusgions.
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Many of tliese techniques, for eiémplé‘operational'research, gtatistical
quality control, linear programming and others % 1ike the long-established
but formerly not so widely practised technique of work study - have led

fo a proliferation'of'specialists.

13. 7 0On the other hand the employment situation has changed radlcally
in all the 1ndustr1ally ddvanced” countrles.” The threat of dlsmlssal can
né lcnger be sufflclent to maintain 1ndustrlal dlsclpllne nor can it ever
be a substitute for effectlve management practlces.' Today s management
must know how “to motivate workers and staff or lose them. Not only must
better conditions of employment be offered managers must also grve
active and 1nte111gent 1eadersh1p and develop their humen resources.

The grow1ng body -of ocomparative ressarch on-industrial performance has

demonstrated management's key roles

14. Senior managers - ‘aTe becomlng 1ncrea51ng1y aware that they must know
enough ‘about mw technlques and the role of the speclallsts to be able to
use - thelr services properly, to co-ordlnate thelr acthltles and

interpret the information which they prov1de. Meanwhlle, they reéognlze
the need - of a continuous and 1ncreasmng &evelopment of the speclallsts h

themselves to keep up—to—date Wlth progress. 1n thelr rsspectlve fislds.
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CHAPTER III

- TH7 DEVELOPMINT OF SMALL “NTRDPRVN“URS IV AFRICA _/

15, - The case for small-scale industry playing a:leadinghrole‘ih the
-economic development of Africa is by néw well established and ﬂocumented,
Governments are hacoming increasingly aware of the need to"dééién programme s
and policies which will encourage the growth of small businesses. This
;'prééént dhaﬁ%ef will conoentiate on just one aspect of thesevprogrammes,

thé t:@in;ng“of indigenous small-scale entrepreneurs {both éxisting and

' Dfoépéétiée) in an African context. It ig worth reiterating at the outset,
however, that these will only be effective if. small businesses in general
operate 1n a favo uwable economlc cllmate.; This is largely conditioned

‘by sound pPiivlic p0110 les, such as the provision of adeguste oredit
fabllltles, equltable prlclng and allocation of scarce raW materlals, a
fair shere of lzcbnces for 1mported equlpment %arlff protectlon for infant

- industries and “légal system whlch allows private economlc decigions to -

ViYe made ahd“im@?a*ented and p%ov1des protectlon for the assgets owned by

" an enterprlbe &Ua'qst anproprlatlon by others. 3

_/ Chapter prepared by the ILO in relation to ITtem 7 (111) of the
PrOV1b10q“’ Aghvdq¢ : _

,'g/ See for e: npio: HQW. Singer: Small-scale Industry iniﬂfrican
- seconomia -l 5loplenﬁ'in "International Developments Growth and Change",
- MeGraw Hill, 1964, R : ' -
~Smali Industry in Bast Africa, Econdmic_Commissidn fof‘Afriég, October
1964. | o o S o Lo
TI0 Adtivitlos'relatlng to the Development of Small-Scale ‘and’ Handioraft
" Iridustries in Afrlca9 1960—65, ILO Genewva, De cember 1965

The Role of Small unﬁerprlses in the Industrlallsatlon of the Arab
: Countrles, 11O, Geneva, January 1966,

3/ On txis lagt point sees B.F. Hoselitz, "The In‘treprensurisl Element
in Teonomic Deuelopment” UN Conference on the Application o6fi:Seience
‘and Technolony for the Beneflt of the Less Developed Areas, 1963.
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Managerial Functicus of Emall-scale untrepreneurs

16. * Industrial entrepreneurship, usually involving investment in fixed
assets, requires long term planning and anticipation of future possibilities,

and not merely reacting to emergencies. as. they arise. The entrepreneur

~has to think. ahesd more than most people, and generally'the larger_a

business grows the greater the importance that must be ‘given to planning.
.17. - He must also organize the activities of other persbné,4 & co—ordinating
funetion. It is in this area of planning and co~ordination that the

‘strictly managerial functions assume importance, and where managerial

techniques and tools, which can be taught and acquired, should be combined
with innate entrepreneurisl characteristics, such as 1mag1nat10n, drive,
initiativey 1nvent1veness, ‘risgk acceptance, decmslveness in face of

uncertalnty, etc.y, %o ensure business success.

18, A1l the labels Whlch are gzven to speclallzed managerlal technlques

“found in large organlzatlons, industrial engineering, cost accounting,

preventative malntenance9 1nventory control market research; personnel
management, eto ay. CBN also_be applied to the activities of the owner/

manager of a small firm. The difference between them is largely of

' sophistication, complexity and choice of appropriate managerial technigues.

Most menagerial technigues. Ainvolve control - control. of- workers, materials,

'machlnery, quality, money, etc. Uhen large numbers of any of these things
Jare involved then the controls over them must be formallzed and

J"depersonallzed"n In this Way décisions can be made on factual information

‘Which\has not been collected or observed by the manager himself. Work

routines and rules of behaviour (for time keeping, disputés,'etc.) must

S be codified. and instilled through formal mediaol This in turn requires

technlques of selectlng, collectlngg'recordlngg plftlng, analyslng and

E communlcatlng these control 1nformatlon and :Lnstructlons° Hence the

speclallzed clerlcal technlcal supervzsory and’ managerlal personnel which

Hmust be present in 1arge organlzations if they are toqperate smoothly

and the directors are o be' fed w1th ‘the data they need for long term
planmning. This explains why the economies of scale achieved in production

in large firms may be offset by higher sdministrative overheads.



R T I

B/CN.14/WP.6/6
page §

19. Lq very small firns9 however; most of these techniques and personnel
are unnecessary, because the numbers of workers, machines and products
1nvolved are. small enongh for the .control to be exercised by one man,
largely by personnel action or instructions based upen his observations,
experience and memory, rather than on recorded dsta._ Nevertheless the.

game basic functlons are stlll requlred in both small and large flrms.

Take quallty ‘control for exampleo The success of both types of organlzstlons

depends, 1nter alla, upon malntalnlng a cons1stent quallty of product
to heet the standards demsnded by thelr partlcular merkets.; The small-

scale entrepreneur, 1ike the manegers of large flrme, needs to know what

i ‘required of ‘his product snd how t0 reach thls standard by the gelection

of materials and in the productlon process. But he can 8ee or 1nepect

a wide enough selectlon of customers, suppllers, materlals, Work in.
progress and finished goods, to be able to set these standards and control
them himself. The very large organization, on the othen hand,.needs
personnel familiar With.probability theory for the semnling:of'narkefs

and productsy laboratory examination of materlals, pSychologlcal and

- medical tests for the selection of inspectors, ete.,  i. ‘e, systematlc_

procedures to measure and record the characterlstlcs of people and things
in an objective .way so that control can be mslntalned desplte large
numbers and remoteness from the point of activity or sdurce of_lnfornation
on the part of management. : '
20. Thie distinction between managerial functions in smali;end large

flrms is an 1mportant one’ for those who have to draw up tralnlng syllabuses.

It will be seen that the managerial tools required by emell—scale'

‘entrepreneurs_have a predominantly technological content. A course'en

quality control for small shoemekers, for example,“wodld”inelﬁde'instruction
on how %o cut 1eather, to- take account of thé lines of stretch and varylng
substances of -each skin, to conirol the height of the back—parts of the
shoes, etc, It would not cover such. toplcs as statistiocal control of N
experiments, activity sampllng and the correlation of the 1ength of the
working day with the reject ‘rate of quality 1nspectore, all of whlch might

feature in a course for quality control managers of large shoeﬁfectorles.,
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. Thege latter-a“'"g neralized techiiqués which can be applled to a w1de
variety .of productsa The formern, however;, demands a detalled knowledge
of. the particular product in quest:Lon9 its materlals and components and

. the manufacturlng brocegs nged,

21, of course oommcn elements and prlnClpleS can be found in the practloe

of management from one small buslness to another in dlfferent 1ndustr1es.

Also as s buslness growo, less rellance can be placed on the owners,

observatlons and declslon—maklng becomes more ”rltuallsed"' based upon
assembled data’ or delegated authorlty. in enterprlse employlng only ..

five - workers can’ more easxly be controlled by Word of mouth decisions by
+the owner thin one W1th 75 employees. And there are undoubtedly _
differences in thls respect accordlng to the technology used, e.g. between

Process and one off" :J.ndustrlesu

--22;' In general however, 1t would seem that training céurses for
prospectlve Afrlcan entrepreneurs, or.for those already operating units
with feWer than hundred workers, ought %o be built around the: ‘particular
technology of each trade. This means that the- trainers should Be: famlllar
With speclflc 1ndustr1es, and the techniques appropriste: to- -them, rather
than be speclallzed 1n one or other.of the. managerial fields such g&

1ndustr1al englneerlng9 marketing, accounting: ete. -

23. On this point a distinction should be made’ between tralnlng courses
and consultancy Bervices, A good industrial engineering o marketlng
"oonsultant AT given sufflclcnt time in a clients factory, will be able
to acqulre enough technlcal knowledge of +the -particular produst ‘being”
manufactured to adapt bis goneralizad management: technique to the” needs of
:the sltuatlon. A speclallzed Andustrial ‘backgrouad is not a# ‘imperative
in thls klnd of consultancy work. But this approach to development is -
Tvery expenelve and would mean -%hat only a tiny fraction of firms eould’

be covered in the small—scale 1ndustry sector.  Classroom tralnlng, :
comblned Wlth short V1s1ts to teach entrepreneur by extension Service
staff allows knowledge to be dlssemlnated more widely. Here, however,

the 1nstructors do not ‘have the Fime to. gain the necessary specialisgt =~ -
knowledge of eaoh trade from scratch, They must therefore bring it with

them in the form of prior experience.
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“24s -Even th139 by 1tse1f, is 1nsuff1clent.' When forelgn 1nstructors are

“irsed “they " ‘should” not only have a speclallzed 1ndustrlal badkground but,

hnﬁ:before embarklng on a tralnlng course, they should be glven an opportunlty

of dlscoverlng ‘the undoubted aszerences Whlch w111 ex1st between these
industries in their own’ countrles and the Afrlcan country to which they
are assigned: An awareness of these dlfferences, ‘and’ some understanding
of’ the economic and social factors respon81ble, are. prerequlsltes for well
dewsigned tralnlng currlcula.l A 1ot of tmme spenthreachlng the virtues
Jof ‘flow productlon llnes and. - hlgh lelslon of labour Whlch mlght ‘be
7fapp110able ‘in the expert’s home country, w1ll be Wasted 1f the capital

“and managerlal resources’ requlred to set up and control them are just not

"féanllable locally.

4:{‘55;: The fact that successful technlcal co-operatlon ‘Programmes involve
_V'mucﬁ more than a dlrect transfer of knowledge -is- belng appreciated by both
”adonors and re01plents allke.: Thusg- Professor Everett. Hagen: has saids

“The Amerlcdn Who feels that his technical method'of d01ng a-“joby- and of

- organlzlng an enterprlse for ite doing is the- most. efficient Way, and

that his Job is to show the indigenous individual the efficient: Hestern

way has partly failed 1n hlS JOb before he starts. .The . adv1ser 5:job ig

tg-learn’ tHe context w1th1n whlch the 1nd1genous 1nd1v1dual operates and

40 be creatlve in adaptlng adVanced technlques so that they Wlll funetion

within that relatlonshlp”'z

'ff:26;  Slmllarly Mr. Macosso, the Congolesa (Brazzav1lle) ‘Governiient delegate
 :to ﬂhe 1966 IIO Conference expressed the hope .that "experts will endeavour
'  to dcqualnt themselves fully with the. needs of the 'countrias’ helped to

adapt thelr counsels to the ‘heeds expressed and not: o sesk’ through rigid

':1ntzover51on the adaptatlon of the.latter. to- the former: n

—————

““f"';/: This p01nt ig stressed in the Conclu31on .of the Meeting of ‘Experts on

. Socigl and Cultural Factors in Management Development, 110 Geneva 1935,
which discussss training technlques for professional managers of
large-mcale industry.

3/ From Professor Hagen's cortribution to "Development of the Emerging
- Countries - an Agenda for Research"s The Brookings Institute 1962,

'3/ Provisional Record International Labour Conference, 13 June 1966.
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27. These v1ews apply partlcularly to anyone Worklng in the area of

emall-ecale 1ndustr1es9 Whlch operate at the grass roots level of

eoonomlo and social llfe in eech oountry. They are therefore ‘8, truer -

‘reflectlon of 1te charaoterletlos than many large-scale organizations

Whlch ex1st 1ﬂ "forelgn" enclaves of thezr own,

;Teaching Methods =

"28. Thls leeds us to a dlsouselon of teachlng methods.- lMoet of - the

ex1st1ng or prospeotlve entrepreneurs 1n Africa will have had only a

:prlmary or technlcal eeoondary educatlon. They will not be accustomed
R T thlnklng 1n ebeﬁraote or generellzed termso” ¥ven those -managerial

"iitechnlques Whlch have unlversel appllcatlon in small businesses (like

some accounting methods which sre requlred for external control purpose -

: haxation,.cete.) still néed to be deecrlbed and 1llustrated by reference

to the particular ‘products and processes femlllar to the tralnees 1f they

¢ are to be grasped thoroughly. “The owners of small faotorles ehould not
f,;bo expected to. relate general prlnclples to thelr own epeclallzed needs.
. It is far better: to: teech thém in & technical languege which has a direct

.interegt to-thém. -

29,7 In view of the ehortage of teachere Wlth an 1ndustr1al ‘background
in Afrlca, ) strong case can be made out for the use of teaching machines

- and programmed books. These ehould heve boen prepared by persons.

acguginted w1th the African situation. Materisl assembled for presenﬁatzon

in the. West W1ll generelly Ve inadeguate. A llberal use of plotorlel

- images. to convey ideas is called for' in multl—llngual ﬁrlbel sooletles,

where- the-knowledge of the- llngua—frenca, hnglxeh or French9 may be

rudimentary. These will'also help the entrepreneure to transmlt their
newly acquired knowledgs to their-own Workers Who will often be 1lllterete.

Visual aids of 21l kinds, flannel boards, overhead progeotors, fllp charts

_end“fllms, -should be employed at every opportunlty to expleln and relnforoe'

5ﬂthe'wr1tten and spoken Word
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30.5fIﬁfpereﬂ€heEisg‘it-ie“intereefingffefnete‘thaﬁfthé’receﬁf‘develepn
ments in leerhing theerygfupoﬁ”ﬁﬁiéh programmed insiruction is based, have
reinfereed_the*argumen%e”ianeﬁeﬁr of the "bridging" role that small firms
can play in the transition from a backward to an advanced industrial
economy, . Just as the individval learns-:best if the knowledge is given

%0 himﬂﬂnrtheﬁferm of small, graduated steps, at each of which he can check
Whetperqhewhaemebeorbe@,thefinfprmetion before:preeeedingEeeﬁrhe next, so
society as a whole can more readily gain the;knowladeenand:expenience to -
run e'eempiex_ipduetrielnstrqcture if it hae gone .through the stages of
operating emell.eﬁdfmedium businesses with relatiﬁelyqeimpie techhologiee
_end orgehlzatlenal probleme._ In other w0rde,_1earn1ng in all 1te forme,

ehould be seen as a eumulatlve, progreeelve proeess..

31. Returnlng to tralnlng methode, cage gtudies. can be useful din stimulating
a buslnese problem, but these should preferably contaln African characters
and situations and refer to the particular industries from which the

trainees are drawn. As fer as pOSSlble, howev T 51tuat10ns should be
'experlenced or wltneeeed rether than 51mu1ated ‘ In other worde, on~the~

job traznlngg where the entrepreneur 1e helped to overcome real llve
probleme as they erlse,'ls better then deek studyor Group v131ts to

factories to see manegerlel technlquee 1n aotlon mey be arranged. Full

time reeldentlal course s for Would-be entrepreneure could have a small
manufacturlng unit attached, run on eommer01a1 llnee, 1n Whleh the trainees
coirld be-given- responelblllty for certaln aspects of the day to day operatlon

durlng this period.

InstitutionalVArrangementS..ﬁ,

32. Flnelly, We come to the questlon of the approprlate 1net1tut10na1 y
frameWork for these tralnlng progremmes. A formula whlch 1s frequently L
encountered 1e the multl—purpoee small 1ndustry‘1net1tute elted in a magor
01ty, Bt with extenelon arme almed et prov1d1ng eerv1cee to smaller unlts
in ﬁhe prov1nces.. prerlence hae ehown that thle 1s not an 1dea1 answer,‘
Some of the reasons do not eoneern us now, hut of relevanee are the

following factors:
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T(a}‘,sma;l,entrepreneure;;ivipgpmore than a few miles, gway from: toe -
- Institute cannot afford the %ime or expense to attend courses..-
- Their business would collapse if they left.them for. several: . ..
days.on end, - ‘ |

~(B) It i very difficult’to Tind qualified’ extension persommel =

‘willing to . travel arouhd givirg advice to the entrefreneur -

© in-situ.  Government pay scalés snd travel expenses aré often
inot attractive eticugk. Their families'liveEin'ﬁhe‘oapiﬁalnoitj’
' cvhere ‘amenities 476 véfyiﬁuoh betters ‘Hotel: aooommodatlon in™ -

L othe v1llages and small towns is frequently prlmltlve.

:%(é)"An 1net1tute de31gned to serve small flrms er se, 1n Whateveri%
industries they may be found usually flnde 1tself etaffed with
‘genéralists or administrators and 1aoks~the-teohnlcal‘experlence

“dn:. depth te- oonﬁrlbute very much to epe01a11zed needs. of eaoh

7 industry. . et

{d) ' The attltude of tHe small—soale entrepreneurs towards these"_”J
o tgovernmenﬁ sponsored organlzatlons may be, at best, one of J_; 
apathy because they feel that they have llttle to 1earn from Vii

: "theoretlolane" and beoause they have no flnan01al etake 1n L %; 

thelr operatlon, and at Woret, a susplolon of government o

) :"prylng 11’1‘1:0 thelr own affalre. "

,33._ If theee p01nts have any. valldlty, 2 new approach is. suggested Oge:.

of the maaor argunents for small-scale industry playing a- .deading. role in
African industrialization is the fact that small units can be viable in
the smaller towns, and that the geographical soattering-of indugbry will:

1nduoe more balanced economlc and soc1al development between urban and

f rural areas. Tralnlng programmes could a881st 1n thle procees 1f they o
" too were deoentrallzed by brlnglng them to the entrepreneurs rather than

v1oe—versa. The phy51oa1 f30111t1ee probably ex1st already in. the prov1nces

in the form of olaserooms and equlpment 1n the teohnloal sohools under ;

theé ‘sducational mlnletrles.' If not any meetlng room oan be 1mprov1sed

and ex1st1ng small factorlee ueed as demonstration unlte.q__,' e
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34Q' What 1s more 1mportent 1s thet the local government authorities and
the buslnessmen themselves should partlclpate in the plannlng, financing

and executlon cf these programmes, so that they are dsslgned around local

needs end personal 1nvolvement 1n thelr successful operatlon is ensured.

“venlng classes efter normal Worklng hours could be organlzed, with the
1nstructors drawn from 1ndustry 1ﬁse1f, the teachlng staff of technical
schools and accountants in prlvete prsctlce. Reglcnel ass001atlons of
maﬂufscturers 1n each maaor trade oould be formeﬁ snd assums respons1b111ty
for)_lnter alla, tralnlng programmes for thelr members.z Full time courses

of slx months or'e year for prospectlve entrepreneurs mlght be fitted into

" the currlcule of these technlcel schools or adult educatlonal colleges.

35, This dlspersal of trelnlng fa0111t1es mlght result in.a. lowerlng of
quality compared with the level which could be attained in a central
institute. This can be justified if it,resultsﬁin‘"muitiplyirg the islands
cf,development;in‘Africa”‘ to use, Singer's word ;=9 ratheruthan in deepening
the existing islands. At the moment. there is.a tendency to. make invidious
1nternetlona1 comparisons about trelrlng fa0111tles and. the callbre of
staff employed. These are 1rrelevant and dangerous. The best inter-
national stendards could only be achleved 1n most Afrlcan countries by
putting all their training. eggs in to. one basket., What.is 11kely to be
more conducive for. harmonlous and sustained , growth isgy the w1despread
improvement 1nhmaneger1albmethods_1n smali-scale gndustry, compared with
the present ievel in each country. It is_better;ﬁo keepuan;eye oﬂ these
internal indicators of progress than to set.ﬁoo 5igh an initial standard,
which would inevitably result in failure, disappointment anﬁ undue

conoentratlon of resources.

36, On this question; let us leave the last word to an African spokesman,
Mx, Morah; fhe Nigerian Government delegate to the 1966 ILO Conference.
In the following extract from his speech to the plenery session, lir.Morah
refors specifieally to the International Centre for Advanced Technical
and Vocational Traihing at Tﬁrin, but his words apply equally to training

facilities, techniques and institutions in Africa itself.

;/ Singer, op.cit.
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.. "There is mno doubt that in our epoch trelnlng teohnlques
-‘heve elready reached emazlng helghte in some countrlee, produ01ng
) ,_resuits whlch are breethtekzng When compared w1th the peete
"Naturally, my Government favours the v1ew that 1t is only proper
that both the technlquee and the equlpment in use in Turln
ehould approx1mate as far as possible to the best whloh have _
.been trled elsewhere and proved effeotlve. It is in thls Way
'that the world as a whole would eerve as & research leboretory
jand make the frulte of its 1abour avallable at the Centre.
Never%helese, my Government wishes to sound a nots” of - oautlon
1n thle oontext. The uge of these modern developments must not
‘be mede in utter dlsregard of oondltlons Whlch obtain in
" countries from which students are drawn for training. ‘In
general, these are the developing nations which do rot have
-the means to eguip themselves with the most modern machines
which'call for extremély refined and complex skills in the men
who use them. If students leave Turin'for'their*homes'and :
fail to find opportunities %o apply what they have learnt,-
they will most likely be exposed fo frustration, and. their
countries will not reap the full benefits of their tralnlng.'
‘For these reasons; the Institute should always strive to
' achleve the difficult dynamic balande between its methods,
'1t8 eguipment and the conditions broadly ex1st1ng in countries

“from:which the students are drawn.m
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CHAPTER IV

MAFAGEM NT TRAINING NTEDS AND |
. FACILITIES IN AFRICA

37: Afrlcen presents epeclel probleme heceuee of the very 11m1ted numbers
of quallfled people 1n moet of the oountrlee. There are, two areas. for.
action in the menagement f1e1d° the flrst is +the tralnlng of African
managerial staff to replece expatrlatee in the lerger prlvate companles Jﬁ
-and “in the public eeotor shterprises, the second is “the development of o

entrepreneurs for the emell enterprlees.

38. In the courwe of the Second Seselon of the ILO Adv1sory Commlttee for
“Africa, heldin Taranarive in April 1962, 8 dleoueelon took plaoe on
methods and -principles of- wage determlnatlon in dlfferent Afrlcen countrles.
The -Committee etemlned in partlouler, ‘a report Whose prlnolpal themerJ
suggested that "rapid economis development 1n all sectors is the prlnclpal
means of achieving substarntial increases in weges"' In dlscues1on 1t Was )
generally agreed that if wage increases were not to limit expanslon of “
employment and. production they must as far as possible be eccompllshed 'et
by an increase in productlv:Lty,l R

38. On this point it was recognized that, in order to enhieveﬁa‘generei"'
increase in productivity, it was not. enough:to raise: the outpue‘ofﬁwerkéisg
but that it was equally necessary to achieve improvement -in: the produot1v1ty
of all the other facters of production - primarily a management's reésponsi=

blllty.-,

40." In undertaking +the prellmlnary studles of’ management tralnlng needsnr_
in “thirtéeen African oountrles9 attempts were made te eetablleh What manage;
ment training facilities Were avalleble in eaoh oountry, 1f any, both ‘

publicly and within companies; and %o 1dent1fy areas, where the need for';'
improved training facilities was greateetu It is hoped that a comple— ”;1

mentary ‘gurvey Would ‘be undertaken to' cover the rest of the oontlnent. :.

;/ II03 Report of the African Advisory Commlttee, Second See51on,'
Tananarive, 3 - 13 April 1962 (Geneva, 1962) (mlmeogrephed)
(AP, 4.C./I1/7), paragraph 102 (d). .

g/ I10: Survey of Management Training Neede and Fecllltles in some
African Countries, op. cit. :
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41l. Since it cannot be expected that all the facts relating to euch &
vast area and wide range of eonditions_would be revealed by a preliminary
surveys many of the points diseuesed heine9 vhieh are based on its fihdings,
must be treated as more or less‘the consensus 55 the most informed opinion
available, While the greates? care has been taken %o check the accuracy
of all 1nforma'tlon9 some generallzatlons are neoeesarlly more cloeely '

appllcable to Some countriee or reglons than to others. o

42. The survey has ehown that while the 1mportance of eaund management

traxnlng is belng 1ncre351ng1y recognlzed, the ‘means are too offen lacklng.

A General Con31deratlone

43. In all the countrles covered by the SUTVeY, practlcally all the blgg

undertaklngs are stlll effectlvely managed by expatriate staff. This is-

- largely eo whether the undertaklng is stateuowned P in private or semi- .
publlc sectore. There are, of. course9 noteworthy exceptlone such as the,
ngerlan Ports Authorlty and the State enterprlses in Ghana where African, .

management predomlnatese

44, The immensity of the task of 1ntroduclng adequate management tralnlng
provision 1nto Africa to meet the development requlrkments is partly a
function of the size of the continent and of some of the existing
differences even in. the one country. -Such differences, so varied and at
- %imes intense, point to the dangers of considering the: extension of
management training as susceptible of common . solutions;i Regional tralnlng
centres covering groups of nelghbourlng countries of common official-
lenguage may have blg advantages of economy and . efficient use of resources.
Such an arrangement, however9 should be carefully studled and due account
muet be teken ef probable obefaclee._ Experlence everywhere else -in the
world shows that ba51c tralnlng 1e best carried out country by country .

80 that the tralnlng can be adepted to meet 1nd1v1duel condltlone and..:
needs and Jin partlcular9 proper errangemente can be made for practical-,
work. Meanwhlle, adequate planning, even by stages, should be made to

ensure succeesful 1mplementat10n.
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Bi Tralnlng Needs'l

_1. Senlor and Top Management

45, Ae yet Afrlcane-1n”sen10r3nanagement.positione in'industry'in“ﬁhe
countries surveyed are narelexcept, to a,etill_limitedfextenp,‘ln‘ﬁigeria
and. Gnana.-_Again;‘menawitn tneunequisite attainments and experience”ane'
still attnaeted to, and held by the . eiuil service. A fen-are o0 e found
in publlply—owned enterprlses. A few men of- stature and reputatlon in
other walks of llfe have been app01nted to the boards of large 1ndustr1al
and commerclal concerns in the privaie sector,. but it is at ftop and senlor
management levels that the prooess of effectlve handlng—over muet 1nev1tably
be sloweot. The Afrlcan mlddle  Managers of today need longer experlence_
on—theﬂgob before they are ready to fill effectlvely the hlghest p031t10ns.
Some forms of external development ald may speed the process a little.
Senior management geminars of a feW days' duration are often well attende&,
but mostiy by managers from the more enllghtened-companles. Travel and
study tours in the induefnial countries can be'ueeful if the time can be
spared. The day is approachlng when res1dent1al admlnlstratlve staff
ccllegee for uast and West Afrlca Wwill fulf11 & valuable functlon.‘ However;
it ig not sure if an ade@uate eupply of students of sufflclent callbre

and numbers could attend. Meanwhlle, many large expatrlate-owned companles
are euccesefully developlng African executlvee, though on a 11m1ted scale,-

in thelr 1nternal tralnlng schemes at home and abroad

A2.' Middle Management_

46. At the Jevel of middle tanagement the position of chief of personnel
or 1ndustr1al relatlons is one of the first to be entrusted to nationals
of the countrles surveyed There ies a Wldely held ‘view among expatrlate,,

employer that an African personnel officer, adeguately trained, Wlll be.

better equlpped to understand and Tesolve ‘many SOOlal and labour probleme j_.

arlslng from workers belonging to different communltlee, ethnic groups

or trlbee, Vhlle #his practices has frequently met with success, there;“””q

have beeh easee where an Afrlcan pereonnel offlcer falled to galn the'gi

because he was not able to handle local problems efflclently, due to lack
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of expertise in hls aoh, based on sound training and experlenoenl Atﬁ
present the most able pere0nnel offloers are those Who have. been sent
ahroad for part of thelr tralnlng Tralnlng in the personnel funotlon
is 1ncrea51ngly evallable in a number of more developed countries but.
the_need for more and=lmproved courses in human relatlons and personnel
techniques is growing and Wlll‘oontinue'to grow as more Africans are
appointed. to pereonnel posdtions.l In Nigewria, for exampleg the ﬁéw"
Personnel Management’hdvisory Service of the Pederal Ministry of Labour:
is 11ke1y to accelerate the setting up of personnel departments An many

undertaklngs around the oountry.

A7, Tffective tralnlng facilities in the'funotions:of finenoial manage-
ment and accountlng, in produotlon management and 1ndustr1al englneerlng,'
and, to a lesger extent .1n marketlng and. eales management are 1ncrea51ngly

provlng qulte 1nadequate to meet the neede of most oountrlese-{

48° To ingure approprlate management suoceselon in the larger expatrlate—‘
controlled enterpr:t.ses9 the tralnlng of middle. managers, is. done on—the-
job and by internal training schemes in Afrloe or abroad Eut by no

'means are all Afrloans with mlddle management potentlal employed in the
hlg expatrlate oompanles, and it is for thoee outs1de thls perlmeter :

in partlcular thet adequate external tralnlng facllltzes are urgently
needed. In one company in Central Afrloag the management de01ded to
promote an excellent Afrlcan head storekeeper to & hlgher pos1tlon but
were thwarted by being unable to find a reliable successor at the store—

heeplng level

49. .The problem of flndlng men .of approprlate educational ettalnment
for middle management tralnee app01ntmente ig acute throughout troplcal
Africa.  Many faotors mllltate agalnst an adeguate supply of sultable
candidates, In the flrst plaoe the young African student at un1vers1ty

or hlgher sohool oertlflcate level usually first seeks .an app01ntment in-

_/ For a fuller d1scuss1on see . 110: Industrizli-Relations in Certain
African -Countriss - ‘Documentation and Summary of Proceeding of a :
Seminar on Industrial Relations, Abid jan, 15-26 October 1963, e
Labour Manegement Relatlons Beries: No. 23 (Geneva, 1964) (Mlmeographed)
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- goveriment service for reasons of prestige and security . Industrial

management rarely appears to him as. a poselble alternatlve, gsuch is the

image ‘of jrdustrial and ‘even commercial employmént in many countrlee.

< Irethig attitude he is, perhapeg'unfortunately, encouraged by government,

. shiversities and “seécondary schools which exércise strong pressure and

sometimes compulsion to: steer him into the civil service. In some countries

with a longer history of secondary and higher education, the staffing

- needs. of  the civil service are approaching fulfilment, and. it is to: be

~hoped that thersafier promising young men will be encouraged to:turn:

increasingly to occupations for progressive employment and iraining in

_industry. In a large concern in: Hest Africe a-number of excellent-:

management . trainees have been,xecruited-from-among the ranks of students

the required qualifications for.entry to the civil service et?higher”levels. !

3. The supervisor

50. Bupervisors, being usually the most numerous group in a management
hlerarchy, generally prOV1de ‘the. -greatest source of management succe551on
by pzomotlon. This is part;cularly the capse in many Afrleaneountrles
where the need for training supervisors is beconing increeeingly_acuta,
5l.  As a matter of fact, .in most of the countries=vieited'a’good'sfart
has been made in this area by 1n—plant training = schemes.-and by courses

organized by training centress management associations,- employers'

organizations, chambers of commerce, technical colleges, university

_extra-mural departments and the like. . But the need remains great: and:

the supply of good facilities still quite inadequate. Moreover,‘the='
qudllty of some of the courees observed is uneven and there 15 a great
need for experlment and research in the tralnlng methods employed and

thelr adaptatlon to Afrloan needs.

52. As elsewhere, the. base of training must rest on - a foundatitn of

' li&eraey and adequate-use of language. - If thls.ls lacking, it must be

provided before specific .supervisory training can effectively begin.

Far too much potentie1~supervisory talent is being wasted and frustrated
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around Afrlca today because of lack of adequate functional literacy. DMuch
progress is now belng made 1n making good this lack for the benefit of

the next generatlons of workers, but one is left with the problem of very
large numbers of men in the working age group who are. denied Well—merlted
promotlon through 1nadequate or total want of basic schooling. This is
‘probably the greatest single retarding factor in the process of -

Afrlcanlzatlone

53+ . The level of supervisory peérformance ravges from the sbphisticaté&

and competent in some of the larger manufacturing concerns to the- seemlngly
feudal on: some plantatlons.  Most plantations suffer from a hear absence
of-mlddiermanagemenﬁ levels. with nothing between the ovérwofked‘plahﬁation
-manager and his one or two immediate assistants ahd the head féreman level

.the latter with little or no education or training for his post: As a

.. .result, communication between management and laboud . in both' directicns

usvally brecks down, unsound practices abound among superv1sors and good

morale becomes impossible of achievement.

..Le .. Some Factors Affecting Management Development in the Countries

. Surveyed ' e
54,  The consensus of informed opihioh iﬁdié&tes_ihat the_inteliigéﬁt.
Africaﬁ, in the cowntries surveyed, intellectually eguipped and with
sufficlent education to assume management regponsibility, has an immerge
degire and respect for knowledge which will aid his advancement. He. is
usually an assiduods student. Tutors on residential courses report that
informal discussions groups and study of the documentatlon contirue after

class hours. -

55, It seems to be a commonly held opinion that most Afrlcans belleve
that, glven the requisite knowledge and Skllls, they can do almost any .
job. Their dictum 1s "Train us in how to manage and we shall be good
managers®, _However, there seems %o be a misconcepiion (to be Wldely“
found also outside Africa); in the existence of "“irick" methods for the
rapld solutlon of management problems which are belng deliberately -

-Wlthheld by the teachers.  This attitude is all too famlllar to‘teachefs
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- of management almost everywhere in the early stages of management tralnlng

programmeew To avoid belng drawn 1nto glVlng the "rlght” eolutlone

demanded by tralneee 1e a problem every management teacher hae to face.

56. Beoauee of 1nadequate formal educatlen 1t ehould be expeeted that

' ’cecbnlquee9 but have dlfflculty in graeplng abstract concepte. ‘This is

an important conelderatlon when developlng course: materlal and methods

of preeentatlon.

57 The basic educatlon of many who may. be called upon to become supervisors
and even managers has often been eketchy, even in. euch subjects.as simple
calculatlon and the use of the wrltten and epoken word., Any Shortcomlnge

1n these baelc eubgecte must be remedled before anagement. ﬁralnlng can

g begln to be effectlve.

;58?- Wlth regard to course content and preeentatlon, it must - First of all
~be. remembered that to the wvast magorlty of Africans coming for management
ttralnlngg French and/or “nglleh are not their mother tongues; they are

,forelgn languagee whlch requlre formal 1netructlon esPeclally in technical

ueage. This is a problem whlch arleee in many parts of the world where

' the use of a foreign language is 1nvolved. - Special attention should be

pald to the uee of 1anguage when preparlng and 01v1ng courses, including

very clear enunclatlon,-

.-'sﬁg;z The eharacterletlce COMMon to people everywhere that visual recollection

J‘lS superior to aural recollection may be,if anything, even etronger in

' Afrlea. Hence the extensive use of visual aids to retaln;attentlon and

J_enggmragewrecall is of wvital importance. Care shoWld*be taken to ensure

W

that these are in a familiar visual idiom:

60, - However, the average African has not been brought up on picture books, -
mechanleal toys, and assembly kits. Yor iz he likely to ‘have besr raleed
in a famlly circle where at least one and-usually more of his close -
relaﬁ;meeBare.lnﬂlnduetry or commerce ‘and where the terminolegy'of'ﬁueiness

1ife,i%£cgmmom-eeimage“of mealtime conversatior, Im hig family circle
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there is not 11kely to be anyone 4o whom he car turn o for elucidation

“of ‘the mysterles of an 1ndustr1allzlng 5001ety. These may be factors

“of 1mportance in the de51gn of” tralnlng models. ‘

61. Penhaps for cllmatlc and sometzmes for nutrltlonal reasons, traineses

“in Africe find ‘the exercise of sustalned effort and attentlon on courses
'quité‘difficﬁlﬁ. This is an important p01nt to bear in mlnd 1n deslgnlng

‘course tlmetables and teachlng methodsn

'ii62. Dlplomas, certlflcates and awards fcr successful achlegements

represent a powerful inocentive to maintain attendance at courses. This, -

~againg is common in most other parts of %he world and is qulte under—
standable” in régions where a hlgh 1evei of educaulon i not somethlng

- that can ‘be taken for granted and where proof ‘of attalnment may be demanded

by prospective employers ‘or when promotlon is in questlon. Desplte this,

and particularly at superviszory level, a common feature is a fear of

. assuming personal respongibility Ior.decisions, people, matérials or cash.

... This calls for. careful-on-the-job training and constant follow-up.

- 63. Because industry is still comparatively rare in most Afribén countries,

the educated young man may be subgected %o strong famlly,'5001al and

- official pressures to convince him that meloyment in 1ndustry or commerce
- is something inferios and that he mugt strive to achieve employment in

" the government sérvice. He will thus become & rerson of 1mportance, will

win the respect of his community and be sble to look forward to a life of

“_:glat;ve‘secupity.‘ This outlook was common in other p&rtsJOf-thefworld up

ﬁQ a.f@y years agoj- the groywth of industry, and pariicularly of large

o

enterprises, and. the high salaries offered, usually higher than" those in

...&overnment at an equivalent age, is rapidly changing it ‘The same may be

expected to happen in Afriea as industrialization proceeds.

64, . As in many parts of the world, toc often successgful completion of a

. technlcal or artlsan “training course is. regarded as the door to escape

frgm‘manual_or physical work or.from the workshop. :Equipped with it,

the prized white-collar job, the desk-and the administrative position of

_‘prestlge come Wlthln reach. .. On the. other hand, . the attitude of some

educated Afrlcans who are willing to get thelr hands dirty is a stimulation

for others to develop industirial practlce.
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65. At the higher level the attainment of a degree or higher diploma nmay
be regarded as the direct passport to full management statﬁs and financial
benefits withdﬁ% fhe necessity for spending any substantial time learning
how %o dpply the theoretlcal ‘knowledge to the special requirements and
condltlons of +the new occupatlonu This attitude is, of course, by no

means uiknown among graduates in industrially advanced countries.

66. It is important to remember that, whatever position aﬂxﬁffican mahager
or supervisor may occupy in the hierarchy of the ofganiZation employing him,
he alsc has a position in his‘tribe aﬁd'locaIWCOmmUnity'which exerciges a
strong influence on his daily-life,'and relationships,; and which may-donflicﬁ
with his,wdrk status. This factor may render management sélection and
promoticn more difficult,,sincé 3he appointmeﬁt'to a“mahagerial’ﬁost of
someone 'not enjoying tribal status as high a& some of-thoéé over whom he

has managerial authority can cause a breakdown of this.authofity.l In

sote countries, DETLT, polltlcal afflllatlons are also growing in importance.

67, In common with many peoples all over the World the extended family,
the communlty and, in the case of most African countries, the tribe are the
obaects of responsmblllty of the individual and he usually contributes.
handsomely to their support. Th;s,ls normal in all countries Where, until
recently or even at the presént ﬁimé, state-operated systems of social
security are non-existent and the Welfare and even the survivél of the
‘individual depends upon his belng supported by members of hlS famlly 1f he

falls upon hard times.

68, Many of these observatlons 111ustrate the near futility of assumlng
that mandgement practices can be transplanted 1nto Africa wzth any hope of
guccess unless they are sklllfully adapted On the other hand Fthere is

a great deal to learn from the experlence of other countrles provided thét
due account is glven to the needs and characterlstlcs of the country .

concerned.

;/ II0: BSocial and Cultural Factors in Management Development, op.cit.
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CEAPTER V

"+ "OBTECTIVES AND REQUIREMENTS OF COMMON TRATINTNG COU

HRSES _""'

.. FOR HIGHER MANAGEMENT AND EXEGUTTVE PERSONNEL IN GOVERNMENT,

- PUBLIC ENTERPRISES AND PRIVATE BUSINESSESY

ente;ypises of a type which wers formerly exploited excl

- 69. Throughout the world there has been for decades a general tendency

running of-

usively by

private. enterprises. In somé. cases, such enterprises are run directly =

comes wholly or partly from public funds. Even when the
left in private hands, governments often feel it necessa
financial or social reasons %o regulate and contrel indu

commersial .activities.

whose capital
enterprises are
ry for economic,

strial and -

0. In Afrlcan eountrles, in order to stimulate the rapid eXPIOltatlon ‘

of the countries' resources, governments often flnd it necessany to

countries’ the public sector share of ihs total expan31on

T1. _In theee einenmetences, the knowledge, skills&, “trai

1n many Afrlcan

1nvestment 1n

ning and

experience . required by those:in managerial positions in publicé corporations

veny comparabls. Slmllarly, the development of thoee in
1n Mlnlstrles and Government Departments must 1nclude kng
tralnlng and experlence Wthh enable them o understand i

ments, operatlonal nece551t1es end probleme of the 1ndus1

tical and in others
controlling positions
Wle@ge9 skills,

ully the require-

rial and

commerclal undertaklngs Whlch they are reeponelble for regulating. and .

controlllng° Full mutual understandlng and confidence can only de . .

achieved by a common background and training. Up till now, force of

circumstances has sometimes achieved this end: senior civil servants -

l/ Chapter prepared by the Secretariat.
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have been transferred to m@nagerial,positions"inVpnblic corporations,

and in some .cases have been.attracted to managerial jobs in private,enmeru
prisep_.In_many cases they have been supplemented, and thelr training. -
and development speedeﬂ,endﬁexpende@?*by the presemnce of foreign experts
whose -services have been,obtemned_og retained.byatnexgovernment om-thex
enterprise concerned. A combination of .the two -adds the indispensable -
knowledge of the environmentwﬁqmmhe_neceeeeny skills of management and -
makes a good prqvieional‘amrangements but this cannot be considered a -
satisfacﬁqny;longrtemm~eolu¢i0n_to;the:Epoblems_efpiniigenonngenagement
development. The only way df_reeolving.jhis”problem is tp_give_looal
training in management %o enmrepreneurs=and managerial personnel in |
government ag well ag in publlc and. private enterprlees, g0 that quallfled
Afrlcans ‘dan undertake the reeponelbllltles of management and conﬁrol of
development progectso It 1e there¢ore hﬂghly deelrable that COmMOT:
tralnlng oourses should bé establlshed to cater for hlgher management

and executlve pensonnel in government9 publlc corporatlone and private -

enterprlse,

T2. By "higher meneﬂement“‘ie meant not. the Workshop or Departmental
levelis, but the thlnd and fourth line personnel,. .en, in tae Civil
‘Service: ' Permanent Seeretarles, PrlnclpaT ‘Assistent Secretarlee, Senior
Assistant and Assistant Secretarlee, and in Prlvate Bnterprlse:‘ Managlng
Directors,_Boerd.Membere,_Eeeds,ofrpivieions,.Genemal and Assistant

Managers.

T3 The ooncept of common traﬁnﬂng eourses forlgovernment and prlvate
enterprise senior pe eonnel hae been developed 1n the establlshment of
Staff Golleges in certaln eounurles, and in certaln hlgher managemenﬁ
development progeots sponeored by the InOu Even in countrles Where this
has been done, however, no actﬂon hes ueually been taken to ratlonallze
the tralnlng for hlgher management as a waole and to 1ntegrete or
co—ordinate the aot1v1t1ee of all training 1net1tut10ne responszble for
hlgher ‘mInsgenent develop*nent0 L In thellarger and more highly developed
countries.of Africa it may be-neceseary"er desirable. to have.a number of
different management development institutions spscializing in‘different.

fields, but even in such cases, consideration needs be given to:.the role
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of each such institution and to the co—-ordination of their activities, as
‘well as cross—fertilization betwsen them. In the smaller and less -
developed‘countrieeg'scarcity of finance, expertise -and other resources
will ix almost all cases point strongly to the need to integrate such -
training in one ingtitution. TIn such circumstances, the proliferation
of institutions such as Institutes of Public Administration, Imstitutes
of Management, Productivity Centers and StaffColleges can only Tesult in
the waste or unedonomic use of scarce resources. -In some cases, 1%
would probably be desirable for a number of countries to establish one
such inhstitution to serve them on an area or sub-regional basis, such

as has been done in the case of the Eagt African Staff College.

T4.  Whilst careful consideration should be given 10 fhe neceseity for,
or adv1sab111ty of establisghing a separate institution for management
development, and an examination made .of the. possibility of 1ncorporat1ng
this fa0111ty in a sultable existing 1nst1tutlon, if one exists, there.

is no doubt that only benefits can accrue from the 0pportun1t1es,‘however
created, for the training of senior level staff in the techniques and

disciplines of the science of management.

75. . Such an institution, whether national or multi-national, and however

~constituted should be given responsibility fors

(a)  conducting courses and séminars for both public and private
sectorsy .

(b) inculeating managerial principles and technigues in senion

| officers from all profesezons= | o

‘ _(c) promotlng 1mprovements 1n management technlques,
(d)reprov1d1ng advice on urgent management probleme to governments
| ‘-'and business; ) _ 7
-(e) 'providing a,forum for the exohange of"experience and ideas in

_ mansgement.

76. - Tt is not intended that the instruction given in the institutionf
should in any way attempt to replace the knowledge gained by ‘the practical
training given on-the—job in indusiry. It is impossible to simulate in

an institution the actual conditions existing in the world of business and
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industry, but conversely it is_notrpossible, outside the atmospherc created
by  institutional iﬁsfruction_and_free interchange of ideas; to effect

the understandiné and cross—fertilization so necessaﬁy*téfbe;éﬁééndared
'“if the endéavoufs of government, public corporations and privatg,enter—

prise”are to be wélded into an irstrument for national advancdement.

T7. At the level of participants anticipated, formal imstruction will Te
only'a frabtibn of the tfaining activitiss., FHound Tablé ~discussion, case
studies, vieits %o industrial and bu51ness undertaklngs and above alil,-
free 1nterchange of ideas must be the rule. Where instruction is glven,
it should be 1mparted by persons who have long experlence 1n industrial
and government practlces, wao are dowm o earth and have a. pragmatic

approach.

78. One of the major aime of these recommendations is to initiate, during
the training pericds; a betier understanding between tEoSe:who=EXQrciSe
responsibilities in the economic and 'social development of thelr countrles

in Ministries, and: in public and private corporations. -

79;:'Understénding bétween maﬂaéars_éhpuld include three principal fields:
(2) political understandlng9
(®) technlcal understandlng,

(c) soclologlcal understandlnga

Political Understanding

8o, With regérd to_the présent;situation discussed above, it can be said
that expatriafé.ménégers are generally fully oonsdious.of,thejinterestSy
of theif‘compény shaféﬁolders and are accustomed té-follow the_pqlipy
lines fixed by'their-boards of directors, while public servante in .. .-
Ministries and publlc corporatlons are conscious of the publlc 1nterest

and respectful of the general pollqy of thelr governmenta,:

81=. P0331ble confllcts and reascnable convergence between the “interests

of prlvate forelgn 1nvestors, flnanclal ald given by forelgn states, and
‘the prior 1nterests of the economlc and social programme - of Afrlcan

states should be the flrst ground of understandlng between managers at

a- hlgher level. The assumpition that ao p0351b1e economlc development
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- can be achieved .in developing countries without. publlc 1ntervent10n and
control,—/ and that, on.the other hand, private economic activities

will in the mediwm and long run benefit from economic and social chanééS"
and progress, will iransform managers in bothsectors 1nto 1mplementors

of common .projects and. bring them to a better understandlng°

82, It should be stressed that African managers of private ﬁﬁdertakiﬁgs
HShouldibe'associated in.any attempt to promoﬁe a better understénding
between those ‘who exercise leadership in national economlo development,
as many of" them will surely take the place of forelgn managers, and
even of African nanagers in public undertakings, 1n the foreseeable'

future. -

Techniecal Un&oestanding

i 83. En some of the old 1ndustr1al countrles, public enterprises were.

_ establlshed with technlques and procedures. 31m11ar 0. those in  the lf.ig
aﬁlﬂistrles, the reason belng that the State must retain a firm control.
over them, particularly in respect of general pollqy, financial control
-and audit, personnel adminisiration and récruitment. T+ ig only rather
recently that public enterprises, in these countries, have been allowed
to take advantage of managerial procedures and methods found “to be

effective in private firms.,

84. African countries do nct have such an herltage, even though the
,colonlal adminlstratlon left them with admlnlstratlve habits of some
weilghi. - - Publlc corporations in Africa; under colonlal mle, ‘were

pr1n01pa11y devoted to trade activities conoernlng the purchasing, storlng

*/A H, HANSOIN9 Soclal Sciences Deparitment, Lnlver81ty of Leeds ertes
Frencm in" Révue’ Internaélonale des Sciences Admlnlstratlves’~ Vo.. XXXT
1965 No, 2 "L'Organisation des entreprlses d'Etat"s "On estime gé;erale—
ment & juste titre que les principaux services d'utilité publigue Ont '
rblen plus. bescin -d'8tre assujettis & des directives p01itiques et & une
surveillance constante que des entreprises manufacturidres ordinaires
~%elles que le's usines: de textile ou les clmenteries. . Clegt partlcullére—
meni le cas. 1orsqu il existe un €lément de monepole et que la quantité
la quallte ot le prix de l'article produit ou du service fourni exerce;t

une grande influswes BUT le fonctlonnementet le ryth 5
me d
des autres secteurs dconomiques.™. © . i P développement
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wand export of agricultural products.  Now African govermments are facing

the new problem of having public enterprises operating banklng activities,

w-;lndusﬁrlee and public utilities. .

‘85}‘ The 1ntroduct10n of new managerlal technlques 1n Afrlcan publlc
'eenterprlses Weuld not rouee ae much opp051t10n ag has been the case in
' some OF the old 1nduetr1e1 countrlee, as; preaudlcee and routlne habits
have not yet had time to develep.

gl SRR e

._860 Foreign managers in prlvate companles could pley an 1mportant part
-in- the explanatlon of mew managerial techniques to public managers,
. thue ensuring a.better.underetendlng‘between=them on’ a practical- field

of co-operationi On the bther. hand;'public managers should be: able to

'u_explaln to. private managers the. reaeons why the State has to. .exercise

wcertaln financial: and adminiztrative ‘conirdls ‘on publlc enterprlsee 1o
make. sure that their actions are Wlthln—the limits. of* government economic

policy and the broad framework of administrative rules.

87. BringingKtogetherrinweuoh a\wayfpubliC'and'private managers, in
. the pregence of high- officials concerned with economic policy-making
and. exeoutlon, would result in more initiative on one side and more com-

prehending co- operatlon on the‘other.

Sociological undereﬁanding"

'"88v The accelerated evolutlon of technlques, the 1ncreae1n complex1ty

of polltlcal economlc and soclal probleme, urge contlnuoue adaptation

-+ of hoth admlnlstratlve and prlvate activities to the traneformatlon of

socLety Management as a human Science or praotlce, ig concerned not
only with the tralnlng and 1mprovement of the manager39 but also with

‘ 1nf]uen01ng humzan env1ronment In this latter fleld, publlc managers

and ministerial offlclale will certainly know & good deal more than
foreign private managers, and Wlll be able to communlcate their experlenoe
””td‘them._ Nevertheless, both groupe ‘must endeavour to adapt their actions
'ﬁto an: evolv1ng eoclety, and “to inersase thelr ‘sense of" reepon31b111ty

“wand thelr aptltude for leadership.
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89. It does not seem that there are two separate ways of doing thiss

government officials ‘and genior representatives of: private companies

n,=ﬁowofind that they are both,involved;and-intereete&-in-eociel and economic

development and that their respective ieadership-is of a complementary
nature, requiring the same eubordinaﬁion o common intereet. Thus nothing
“dhould prevent managere9 comlng from alfferent env1ronments but confronted
U with- the game problems of & traneformlng soolety, from oo-operatlng in an

‘ underetandlng and progreeelve effort.

Common Management Training Courges

.90,  Iuther Gulick has said: '"Some may think our greatest need in the
eities is water, or sewers, or wide streets; or more schools, or: housing.
_Fundamentally, -they .are wrong. The real things wewneed are ‘brains,

.. character, drive, organization and leadership",;/.xﬁigher Mznagement in

. African oountries,up”#ill;now,-haS'not;fulfilled=those~requirements, and

does not yet assume leadership in economic and social development.

91l. TEking ihfo eoeoent'the views erpreeeed above,'end-aimieg et higher
management in both public and private sectors, training courses should
make a comparative study of. the alms, organigation, ~technigues and me thods
. of public and:private enterprises and a thorough examiriation of .the evolv-
ing African environment; and they shouldraleorooncentrateion‘the_teaching
of situation analysis, decision-making, the sense of responsibility, and
leadership ¢f human beings. In theTeonetaﬁtlyioﬁehging-orroumstanoes of
the newly emergent Afrioan nations there is'aleo need for both public and
fifprlvate menagement to haVe a. thoroughunderstendlng of motivationel faoctors
‘;affeotlng employees and the public. . There is need, Therefore;.to include
iln management develoPment an element of eoclology and psycﬁology'eo that
 there 1e a oonetant awareness in top management levele_ofvthe importance
'of soolal faetore and ohanglng neede to the success cf:their_efforte in

'the economlo ephereo ‘

ﬂ/ @uoted by Dev1d Mere, Aeeoclate Profeeeor, Unlverelty of Southern

.. Galiforhias Paculty in Brazil, in '"PowerT, ‘Responsibility, and Public
- Administration" — International Review of Admlnleuratlve Sciences -
Vol. XXXI - 1965, No. 1. -

'
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. 92. Management development,at the ‘higher level, should be éonsidefed
as a continuing prooess, so that new techniques should always be avilable
to managers, and social and economic changéss should always constitute a

-gtudy basig for their aciion. -

| 93.. Management development and training course programmes should

include:

(1) Short Courses in General Mavagement Theorv and Technigues
(2 or 3 weeks) for:

.(a) Senlor Managers from Government and Bu81ness who are

employed in general admlnlstratlony
"(b) Professional Management,-l.ea“Englneering;'Agriculfﬁr6§
Medi~ine; Accountingi Local Govermment {City Managers,
Town Clerks, etc.); Senior Civil Servantey
(c) Orientation‘ﬂoqrseé3in.SeniOIKManagement for selected
Intermediate—leﬁel:Managers wﬁo!ape_eligiblg~for prémo—

tion 0 more senlior managerial posis.

(ii) lLonger Courses - Management Development.

(2 or 3 months) for candldates selected from Junlor managerlal
personnel.

(iii) Training in Advanced Management Technlques '

(2 months) - (Courses should be restrlcﬁed to a reasonably

small number of partlclpants)

(iv) Regional and Sub~Reg10nal Semlnars (2 or 3 Weeks)

94; SThe'brogfamme‘of'coﬁmoh'training:for higher managémen%‘should”include,
on the above premises, courses in political, technirmal and sociological
fields. The broad lines of these courges are givenbelow°
(1) Beonomic and social government plannlng
(&) aime; ' R )
(b)) timing;
(c) controls: administrative; parliamentarys

(&) execution and revision.
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(ii)  The place of the.private sector in planning:
. (a) dimportance;. :
(p) ‘methods of consultation.
(iii) The comparative study of organizationfin‘Public-and'Private

enterprlseS°

' (a) The prlvate enterprlses "the shareholders; powers of

general Meet1ng5° the Board of Dlrectors, structural

=organ:.zatlonu

_(b) _Qhe publlc entexprlses. dlfferent types, government

controls, structural organlzatlon.

(iv) _The 1nter-dependence of p011t10a19 economic and soclal problemso
{a) in the natlonal Tields. |
(b) in the international fleld.,
(v)" The administration of devélopment plans in both public and

‘private enterprises: -

Technical courses:

(i) 7Public and private budgetings
| (ii) ?ihénoe; bankiﬁg and‘crédi£§: ‘
(iiﬂ) Personnel managements |
(iﬁ) Inspecting and controlllng technlques,
'(ﬁ)ﬂ Kok 31m911f10aﬁ10n techniquess
(vi) Purchasing and supply managemenf,
(vii) Forms management, -
_ ”(viii)“35peplal management problems of Health, Social Welfare, Housing
_EV  Agriculture, Engineering, etc. o
95, Tﬁese courges should make references to_the_existing‘differences
betweeﬁ public and private management with a view to reducing them by
showiné that in modern times the best management techniques are applicable
and ofébenefit to. both sectors..
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Sociclogical courses:

(1) The changes in the motivations of African developing
gocieties and resistances to changesg
(ii). the constrainte of environment and organizationg individual
. and organizational conflicts; -
(iii) the Testructuring of behaviours and attitudes; public
relations; . - S
{(iv) leadership.in mass and.hierafchioal_graups;
(v) . communication -and @eeision-making_skills;
(vi) . psycho-sociological study of interaction between individuals

and between groups.

96 Natlonal economic and social development requires more and more
understandlng and adheslon of the whole populatlon, Thls cannot be
_-eohleved Wlthout the oonstltutlon of a managerlal clase consclous of

S its respon51b111t1es to the people and of its leadlng role 1n relaﬁlon
to government pol:.cy° DlVlSlon between a prlvate and publlc
managerlal class gan enly relnforce the hellef that prlvate and publlc
1ntereste are antlnomous and antagonls‘tlc° Research 1eadlng to new
_technlquee now shows that development is a general task to be under—

taken by all groups in the Nation.

97. - Higher managerial training should acknowledge these facts and

“aim at a better understanding of the ways to face them.
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CHAPTER VI

CONCLUSIOKNS - .

98. AE indicated in the preface thefe”is not sufficient research material
to make an assessment of managemenﬁ-deVelopment needs or evaluate related
programmes in Africa. Operational activifies'have 6n the whoie Eeen based
on identifying the most pr9551ng needs in certain countrles and designing .
the most suitable programmes to meet them. There_undoubtedly is a great
need for systematic research which will permit long-term aciion for the
development of managerial personnel ir the Continent. TImplicated in this
is the need for close international co-operation to mﬁke the optimum use

of the very limited resources available.

99, Management devélopment whilé'it should be fhé conéérn of managers

in the first 1nstance, requires 301nt effort on the behalf of the goverhi—

ment authorities, educatlon 1nst1tut10ns, employers' and workers' organizations.
Tralnlng of practising and would-be managers, while 1ntroduclng basic
management pr1n01p1e59 should follow, at least at the early stages, a
”pragmatlc problem~solv1ng approach. It is not only directed towards
1mprov1ng management's knowledge but also th61r skills and ablllty to make
and lmplement de01810ns and dlscharge, through people, their functlons

efflclently.

lQO, While the 1arger‘enterprisess whethér_in the public or private sectofs,
may beéable to develop some pf their own managers abroad, there is limit to
what they can dd. Training is a rathef coatly investment and there is no
assurance that a person so trained would continue employment in the same
enterp#ise indefinitely. As a matter of fact, interfirm management mobility
should be encouraged. In the long run it pays its dividend to the individual,
the enferprise, and the couniry as a Whole. Thig means that the cost of |
trainiﬁg should be shared by all those concerned and that larger enterprises
should also receive the help of national institutions established to further

management development.,
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10le These training institubions whether in the form of productivity and

-management development centres, management institutions, schools of business

administration, if available in the one country should co-ordinate their

efforts so that duplisation may be brodght down to the bare minimum. However,

-there is always a need for a mensgement training programme geared Ho0 the

needs of practising menagers in industry (insluding public sector) =nd

commerce to help them bhetter solve their problems. This requires the

development of teaching aids, courses, cases, manuals, etc. based on a deep

appreciation of the local problems. In this respect there is a long way to
go in adapting educational material %o render management develcpment

programnmes in Africa more effective.

102, The most pressing matier at present may be in egtablishing a systematic
exchange of experience in areas related %o management development between

African countriesm.




