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SELECTICH AND TRAINING OF C&M OFFICERS

"How doth the 1little busy bee
Improve each shining hour,
And gather honey all the day

From every opening flower "

(Isaac Watts)

Object of O&M Work

In approaching this subject it may be advisable to disouss -
very briefly the work O0&M officers are expected to do and the
methods they use in doing this work. This should enable us to

find the specific requirements of an effective O&M man.

It seems to be generally acocepted that C&M officers ars
required to advise administrators and managers on problems of
o;ganisation and methods with the object of improving the
effectiveness and, if possible, reduéing the cost of carrying

out the work for which the administrator/manager is responsible.

Methods Used

_ The work is usually carried out in assignments by teanms
of Executive and Administrative staff. They collect facts
selectively, éccording to the problems they are set, analyse
those facts and make recommendations for changes in methods or
in the structure of the organisation, when such changés"ére
justifiable, Such reports have to be full, well argued and
balanced, and %the writer of the report should be able and prepared
to defend the advice he is giving., BHe should be able to secure .
agreement from the operating supervisors and gain the approval

of management for installing his new system.
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@Qualifications requirsd

It is clear from the Towsgoing that O&M work is a task
which demands the strictest mental disciplins. Perhaps the most
important pair of gqualities which an 08 officer requires ie an
ingquiring mind coupled with teracity of purpose., He must have the
capacity and the desire to get to the root of things, to master
detail, differentiating belwcen shades of meaning and to analyse
a mass of facts. He must haves the attitude of mind which does
not accept things as they are (or appear to be) combined with the
ability +to challenge; test, measure and evaluate and to see through
detail to the heart of a matter. He must, in short, be an analyst.
He must be a person who can tackle difficulties and sec things to '
their conclusicn. In other words, he must have the ability to keeb
hig mind on a problem until a saiisfacteory solution has been reached.
He must have a real desirs 10 make improvements, an attitude of mind
which does nc¢t shrink from suggesting new ideas and looking ahead
for developments i.e. criginality or inventiveness or oreativity is
a great asset. Ie must have what Elles Derby calls "the quality of
productive iragiratica". He must be tactful and persuasive, have
the ability to vork well as a member of a tcam and be able to.
establish good relaticns with wavse Lor whom the assignment is
being done — remcmboring that hs cen only work through others, He
has to draw much of tho matorial for sach assignment from other
people, especially, routins worlers who are usually disturbed by the

idea of hawving their zcutine upzcet.

The recepition accorded +to an O&M man, is usually paséive”at
best, He must, thersfore, find ways and means of securing '
acceptance of his physicnl presencs. [Purthermore, onoe he
arrives at a solution he has 1o be able %o convince operating
gupervisors and nanzgereg thot his ideas are practicable and

beneficial and that they are 2n improvement tn the existing system,
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This implies that he must have a pleasing marner and good addmaan
as well as the ability to secure full co—operation from a desire to
help rather than interfere and criticize. He should in fact be a

good salesman.

Finally, as all his ideas have to be conveyed to others
before they ban be implemented he must have the ability to express
himself boih orally and in writing in a convincing manner, In other
words, he has to be able to present his findings in an attractive

and easily understood manner.

Other Qualities

The foregoing are the basic important gualities. He needs
much else besides these. He must have the appearance, personality
and confidence ete, that would make him acceptable to the upper
strata of management. He also requires drive if he is to counter
the many frustrations. He Trequires experisnce. He must have
integrity. A practical and broad knowledge of clerical work and
a knowledge of 0&M techniques are useful, but these can be learned

and we will have occasion t¢ deal with them under training.

Since flexibility of mind is se essential in this work, it
is important that new comers to this work should not have their
minds set before being recruited. Authorities, however, are not
agreed on the ideal age. Some would go in for young people while
others insist on mature persons, Adegquate training oan often make
up, in part at least, for lask of eXperience but it is very
difficult to ohange a2 man with a set mind, It is thought, however,
that it is advisable that new—comers to the job should not be below
the age of 25 sinoe,, generally, the necessary maturlty of mind is
not attained before that age. On the other hand, it im thought
that new~comers to the work should not excecd the age of 35. As
thers have been exceptions to these rules, it is unwise to be

unneocessarily dogmatic in the matter of- age.
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¢v- .. .The ability to work well in a team and the willinznese to
acknowledge one's ignorance und Find wa,s of keeping onself informed

are imp.rtant requisites. .

In practice, it cannot be expected that all these qualities
will be found in one person, but they do provide the criteria on

which selection of candidates should be made. -

SELLCTION CF C&M MEN

Sources for Candidates

It is clear from the preceding paragraphe that there can be
no single best source for this {ype of person. It is, therefore,

only wise that the three fields that are available be considered :-
(i) present employees not engaged in 0&M work
(ii) O&l workers in other organisations and
(iii) recent secondary school leavers and University graduates.
Let's discuss these sources in turn.

(i) Fresent Employees

The main advantage in selecting present employees
for U¢M work is that of famitiarity of the employee with
the organisational set-up, the type of jeople who work
for the organisation and wnat they tuink of the present
system. Sucnlemployees_bring local knowledge to bear on
anj assignment. Cn the other nend, if the organisation
is fﬁé onlj one for which the employee has ever worked,
he is likely to be highly indoctrinated with the taboos
of fhe organisation and may not easily think in. terms

of possible change.
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0&M Workers in other Organisations

In this, the main advantage is that such a
person is éxperienoed in O&M work and would not require
to Be trained. Iﬁ developed societies where this
source may be an important one, such men are reasonably
well paid and they would seek new jobs only when there
is something wrong with the one they hold and this ias
almost invariably connected with a facet of the job
itself. A great deal of caution should, thersfore, .
be exercised in Teoruiting this type of person. In
the developing countries of Africa this source ig
almost non-existent since O&M is so new to Africa
and various governments are only now experimenting

with i+,

Seconday School/ﬁniversity Leavers

- They are a major source for candidates for this
type of work. They have the advantage of being young,
ambltiuus, and able to take an objective viewpoint in
any organisation sinece they have not been contaminated
in any way. The obvious dlsadvantage is the complete
lack of experience in the organisation ‘and in 0&M
work. One should consider, however, that the salary
investment here is less than in using present employees
or employing experienced 0&M men from other

organisations if these exist.

Employment of Womén

Should women be employed for O&M work? Some
people are not happy about employlng women for O&M
work but I am inclined to think that if a woman has
a good braln, and is considerably 1nterested in the
details of the subgeot then she should be empleyed,
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In faot, if she comes from actual machine operation
and is able to combine with her investigation a very
valuable knowledge of the techniques of the job then
she would be an asset. Furthermore, if women are
employed in teams with men, on occasion; they are

able to secure more consideration and a better hearing
from a difficult customer than the men would ever have

hoped to be possible.

The Process of Selection

As in other selection processes, the gelection of O&M men

is in three parts: namely, gathering the faots, personal ocontaot

with the individual, and appraisal of the facts and the contact

(a)

(b)

Tﬁe Application Form

The basic fact-finding tool is an application
form which should be so designed as to elicit as much
detail as possible ~ especially about his best subjects
at school or college and'the type of work he is able to
do best and the part he plays in organisations %o which

he belongs.

Psychological/Aptitude Tests

4 second fact-finding tool is the payochological

test. Though there is a lot of controversy raging

over the usefulness or importance -of thesc tests, it

would appear that they are of some assistance in
locating trouble spots., For instanqq,_if a test
of this type indicates that the candidate abhors

details, then the inverviewer may wish to check up

whether this is true and if so, why? Thus these

tosts may act as guides‘to diéoussibn, sugges ting

information which should be secured from the candidate.
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Aptitude tests could at least act as a screen or a.. -
means of rejecting the obviously umsuitable candidates,
even if they do not help in selecting individuals who .

will make a success of the job.

Employment Interview

In most African countries, the employment _
interview is the principal tool used in seleofing

employees for most jobs. In some cases when the

- nunmbers of applicants are large elimination tests

are conducted in order to weed out those whose
abilities are below par. The employment ihfefview
ig meant to complete the picture of'the candidate -
to gngble the interwviewer to decide whether the
person is suitable of.unsuitable for the jbb he_‘

seeks.

' There are two types of interviews, namely:-—

(1)

(i1)

" “the structured or stress interview in which the

interviewer follows a fixed patfern in his questioning.

" The questions for this type of interview, which is at

tines also called the directive interview, are prepared

in: g&dvance by studying the application formj

the non-directive or non-structured interview, which

i8 much more informal in nature. Tt may begin by the
interviéwer saying to the candidate, "Well, Mr. X, tell
us all about yourself", In this type of interview
there is a grea£ tendency to roam from subject to
subject, devending on the normal flow of the

conversation.



E/CK.14/UAP/119
Page 8

Which of these two types of interview is better, one may ask? Many
interviewers, especially those who have had paychological training,
prefer the directive type of interview because they are able ‘o
interpret psychological inferences in respcnse to patterned questions,
On the other hand, many of those who conduct interviews do not have a
psychological background and are, theféfofe,"unablé to take advantage
of such knowledge., COnséquently, many of them prefer the informal
type of interview. Since our main aim at an-interview is to kmow

as much as possible about the candidate and possibly let him know
something about the job and the organisation, the mdst”important
ingredient in these interviews is the Pull participation of the
applicant; "Mést interviewers dévelop a technique to:get the
applicant to talk volubly so as to find out how he sees and solves
his problems, analyses, develops alternative courses of action and
determines the best way; how he understands people, how skilful

he is in communication and in organising, the type of memory he

has and whether or not he has the physical capacity for hard work,

Some interviewers prefer.to begin. by probing areas of
common interest such as athletic events, music etc. -as a means
of getting acquainted with the candidate. Others have found it
effeotive to take some of the least desirable characteristic
disclosed by the factual information at hand and-start probing into
these areas first. As may be expected, the usual reaotion to such
probing is defensive. This reaction is cohsideréd importanf by many,
because in O&M work the individual is frequently under fire and in
somewhat dlfflcult clrcumstanoeb, and his ablllty or inability %o
defend hlmself at the time of the employment interview may determine
his potentlal to dellver under fire at a later date. Whatever
type of interview is used, it is necessary that all of the fastual
information be explored, within the time allowed, to bring out the

abilities of the candidate.
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This presupposss that the interviewer should have studied
closely the cand;datu s application form and his test results, if
any s and formed a mental pieturc of the candldate and some questlons

which he wants answered in order %o complete his picture.

In"diﬂéusSina'the guslities required of an O&M Worker, it
wad suggested thut the three main guaslities required, were an
enquiring and analyticai abilisy, creative ability and salesmanship.

How does the intervisver identify these qualities?

(a) Enquiring and ‘nnlytical Ability

There is the terdency to think that the individual who
possesses an aralytical type of mind is closely akin to the engineer,
the sdientist, the matnematician and, to some extent, the acocountant.
The argument in suppcs® of *his view is that all these individuals
have been trainec to thivk in terms of forming a miscellany of
information into =n snalireaindable, integrated story; they are
all oconcerned with +1he analysis of tangibles as contrasted to the
analysis of 1ﬁtan”wb1euo and that they have the ability to transform
quantitiss into meaningZul analyzes. The argument goes further to
state that since thacse individuals have a genuine liking for
investigating numericel relations, they are unlikely to get bored,

eventually, with C&M work,

This arguwent, hovever, seems 1o be over-extended and is in

danger of implying. urintenitionally, that other disciplines do not

form a good foundatica for G&M worlk,

Nathematicians, crginesrs and z=ccountantes, when trained only
in their fields, tond %o bea efficient in a ruthless, inflexible sort
of way. But .away frca uhg rather impersonal and highly routinised
world of the slide rule, the smooth assembly line, or the silently
neat cash ledgers, such "efficiency" iturns out to be not real
efficiepcy. Thus ouiside a lLenvily sngineering or SClentlflO/

industrial ssiting ..t Joitailed "time and motion" studies ete.

BT S P
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a liking for figures alone should not be considered a particularly

weighty qualifiecation for O&M work.

Weat we are looking for is a certain frame of mind - an

enguiring r.ind; one with a healthy amount of scepticism so that

it does not automatically believe everything; one that is
relatively ocpen i.c. free from petiy bias and preconceptions; a
mind that is trained in the basic steps and traditions of scientific

method and reasoning.

Viewed from this perspective, sociologists, historians,
geographers etc. properly trained, equally have this searching,
. enquiring and analytical mind. Thus except where the nature and
place of work demands specific additional technical lmowledge I
would speak of "analytical ability" in terms of a broad general
education with some trzining in the scientific methods of inguiry
and analysis -- without close reference to specific subjects or

disciplines, except, pocrhaps, as exemples.

Thus, in this area, the application form might not be too
helpful and one would either héve to go in for a battery of tests
plus an interview, or rely solely on the interview to find out
whether there are clear indications that the candidate has an

enguiring and analytical type of mind.

(b) Creative Ability

Nost people probably have this ability to produce new ideas
of hlgh quality to some degree but possibly not to the extent
requlred in a man who wants to make O&M work his career., Such a
person musf be an individual who is not content with things ho
experiencés and is always thinking about changes he would wish to
make if he hadla chance, Creative atility cannot be as easily

identified ag analytical 2bility, particularly from the written
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record. It is usually disclosed through ratient, persistent probing
of the personai interview., The most productive topics to be probed
are the leisure interests — hobbies, do-it-yourself projects,
community or student activities., Subjects that frequently produce
irdications of creativity are art, music, manual arts, committes
work, social club activities and home construction. Interviewers
gain an advantage and are better able *o assess candidates if -they

strike a response in some activity with which they are famiiijar,

Psychological tests are also available in the area of creative
potential. Notable among thess are the Rorschach (inkblot) and
Thematic Apperception tests. In this field, it is necessary to use,
the services of a trained psychologist both for administering and -
interpreting the test. Thié in effeact implies that in many African
countries this tool will not be available for selection for some time

1o come, .

In addition one could PTobe the basic philosophies of 1ife
of the candidate concerned, For instance, he could find out whe ther
the applicant is normally critical and quite likely to produce
remedies for existing conditions without instructions, or whether he
is the iype who is satisfied with life Just as it is at the present

time .

If in all +the pfobing, thé Trecords and the tests, if any,
there is little or no indication that the applicant has sver in the
past produced a genuinely original idea, then there is little reason
to suppose that sometime in the future, he ig going to be able to
producé'high quality ideas., After all the best prediction of a man's

future'performanoe is hig past performance if the past is long enough.

Sales Ability

The Job of selling ldeas, intangible in nature and not proved
by accomplishment is very difficult ag compared to selling s80ap,

shoes or cars. Apart from dealing in intangibles, the O&M man deals

ST PR ST
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in an area of multiple personalities - at one extremn are those wha
.téiqk only their ideas are the best. The 0&M man must be so versatile
as‘to succeed with both tuese types and with the type of manager in
between these two. o

" What one needs to knoﬁ to judge whefher.a perscn has sales
ability or not is more likely to be revealed at a personal interview
than from an application form. The things that must be determined
are whether the applicant has a liking for people, whether he is
tactful in his dealings with other people and whether he can himself
haﬁe a favourable effect upon those with whom he comes into contact.
The record should,; however, show whether or not he has been active
in college or community life ard this should give an indication of

his true social awareness.

Though there are many pSychological tests for salesmanship,
thegse tests were designed for the sale of tangibles and not for the
sale of intangibles. These tests should, thefefore; be used and

relied on, only on the advics of a testing ‘autnority.

The interview is, thersfore, fhe most important tool for
determining the sales abilify of a'candidate. The way the candidate -
tries to disabuse <the mind of the interviewer of negative facfora
in his record that appoar to be having an adverse effect on the
interviewer can indicate how good a salesmen he is. In addition,
during.fhe interview. the interviswer has the chance to observe the
candidate over a period of wvime sufficient to see whether he has _
unfortunate nervous habits 1hat might detract from his usefulness in
the O&M field. It should te bornme in mind that there is not much
point in spending time and mouney developing ideas based on present
diffioulties if these ideas camnot be put in a convincing marner 8o
as to get them to bo adonted and implemented. The abilitj to séll
is, therefore, one of th: most important qualitiés whioclh the

interviewer should look ocut for.
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Three factors have a bearing on the sslection process:

(i) the level of work to be done,

" (ii) the climate of the work situation and

(iii) the organisational struciurs.

(1)

(11)

Level of Work to he done

For example, if the work to be done is only on basic
procedures or on the actual processing of work, then the
person required would be one who knows about the basioc
rethods of piocessing work, and not a person with deep
knowledge in the areas of organisation, finance, personnel,

etc,

The Climate in which the Individual is expected to work

If the climate in which the individual is expected

to work is favourable i.e. the need for an O&M man is

‘genuinely ap.reciated and he is readily welcomed in the

organisation, then the selectors may not be too strict in

their selection knowing fully well that his mistakes are

. likely to be forgiven. If the organisation is antagonistioc

(iii)

to O&M work, then a great deal more precision and agccurady

is necessary in evaluating the candidate than in the other.

The organlsatlon gtructure

For instance, a person who flnds it dlffloult to
work through organisational patterns is unlikely to be

happy in a reélly.complex and complicated organisation.

Checks

Reference

All these procedures we have been discussing are aimed

at finding as much information about the candidate as possible.

It would appear, however, that the best prediction of a man's

future performance is a true record of his past performance, This
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is by and large better than interviews or tests. These interviews and
tests give leads which must be followed up. This is why in the
employment process we have reference checks — to check up on faults

or bad records hidden by the candidate and to find out what he has
actually done. In other words, like the tests, reference checks

help in disclosing background areas that might otherwise be overlooked.,

The checks, to be useful, should be spec¢ific and should be

organised around:

(i) oharacter (as exemplified in personal honesfy,

community activity, family life etc.);
(11) ¥mowledge (experience, ability to handle people etc.);

. (iii) industry (pushfulness, will to work and consistency).

As far as possible rererence letters should be avoided. Many
people are lecath to put in black and white adverse comments on other
persons, even if they are to write this under confidential cover. Every
attempt should, therefore, be made to talk to the right person, preferably,
face to face. - This will enable the employer sesking the personal reference
of the candidate to elicit from the referee as much information as
rossible. It will also enable the employer to assess the referee
himgelf and thereby be able to know how much weight he should put on
the information offered by him., It may be that the referee is the
type of rerscn who enjoys tearing people %o pieces or he may be fhé
type who'thinks événybody is excellent. UNewvertheless, to be realistioc,
such face-to4fa65 conferences with referees may not always be possible -
especially:if applications are received from a wide area and the
referees are correspondingly scattered all over a particular
country., If the use of letters thus become unavoidablé, seléCtéfs
should at least take whaﬁ they get with the proverbial grain of
salt, knowing what they do about people's diesinclination to write

adverse comments.
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Probation Period

If all these tests and checks come up well and the
candidate is taken on, he should be put on probatlon for some time.
This period normally ranges from six months to three years, depending
upon the practlce in the organisation concerned. Probation, as you
are aware, is the policy of considering no appeintment final until

the appointee has demonstrated his capacity in his work.

" Some people think that if the selectors have done a good
job, & probation period is not necessary, much less a long one. To
them, it is an indication, in fact, an acceptance on the part of the-
selectors of failure. While there is a lot of sense in this view,

I think‘we have to face the fact that it is difficult to make an.
accurate prediction of a man in a period of thirty minutes or one
hour, even though the interviewer has the benefit of application
forms, tests results and all that. The interviewer may be able

to say that the candidate is capable of doing the work, but can

he say whether or not he will, in fact, do the work? Probation
pericds are, therefore, meant to be double checks on the seleotion
proceés; They offer the opportunity tc all those intangible factors
and per@onial qualities not assayed by formal testing procedures -
they are a meéans by whioch a square peg can be removed from a round
hole., " One cannot bé over-cautious in this regard, especially when
the* sérvice is a career service and where once a person is confirmed

in his appeintment, his disoharge/dismissal becomes a problem.

Evaluation

14 is desirable that the selection of candidates should be
done ﬁhrough:a rétihg of individuals. In other words, there must
be an appraisai'sﬁeef on which the various interviewers can make
their asseééméﬁts of each candidate. This view seems to run counter.

to another view which statés that if a candidate cannot be accepted
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the interviewer shouid let him know it and the reasons why he_ )
cannot be accepied.  This latter view 1s kinder to the candidate :
but whenever one uses an interview panel where notes have to be
compared before a decision can be %aken, it is not possible to
inform unsuccessful candidates of their fate in the inter#iew
room. 4 policy docision should have been taken before the inter—
view as to whether or not the panel should be unanimous iﬁ their
decision before a candidate is accepted, or whether a majority
decision will be accepted. It is very important that a follow-up
study be made from time to time of the actual performance of the
individuéls gelected to find out whether or not the selection
methods being used are effective. If it is noted that there is a
divergende between the prediction and the actual performance resulis,

then it may be necessary to adjust the mathod of selection.

Training of 0&M Mson

Like many other aspects of management, training in C&M work
is a continuous process. The directorate of the 04M division should
ensure that their training programme does not cover only the new men,
but that it is also one that ensures that all analysts will be kept
up—to—date; bearing in mind that over a period of time, new ideas,
new machines, new applications of old technigues and new needs
develop. Trainlng of serving officers is the best and quickest way

of adgustlng & gcunb concern to changes in techniques and programnes.

Tt may be noted that I an charging the dwrvctorate of O&M
with seeing to the trairning programmes. This is ultimately the’
responsibility of -line management since .it is management's first
responsibility to carry out the functions of the department ae well
as it can, and to reach this objective it is almost always
inevitable that some training should be provided. Thus  though
personnel officers. supervisors and special tutors may bn

engaged to train, top management should involve themselves in
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determining the training nesds, planning the training and, if

poasible, should even pérticipate in the aotual training.

One tecknigque iz to create a committee on training, its
duties being 4o set out the policies,; draw up the various training

schemes and continucvsly oversee training programmes and policies. -

Since training is the method by which the O&M man is
taught both theory and application, the objective of this type
of training should be %o produce a thinking management analyst,
competent in both knowledge and its application fo the_problams

of management.

iIn other words, the objective of such a training should
be to'enoéurage the Zhought processz of the O&M man rather than to
teach him a se% of techrnioues that aré to be applisd aocordiﬁg ta
a set of rules. +n O men should be taught to meet situations
that reguire inzenmuuty and to have the capacity to develep these
ingenious solutionz and *ne ahility to sell these solutions
after they have heen developsd. The emphasis should therefors
be on the abili{y to thirk ond analyse issuesj the focal question
being not what to think. %ut how to think. After all, there is
no modél of a mcdel 0O&1 rman. The answer, therefore, becomes
individualised. Thiz is very important especially if one
remsmbers ths woerds of Galieo, ™You cannot teach a man anything;
you can only help him %o fird 3t within himself™. Cr, to put it
in another way, all trairing is in fact self-development,

*

How %o Train

. Thus the common =aying that to teach others a task ism
a matter of instructicn. demonstirztion and supervision on the job,
may be very successful when applied to the teaching of routine
procedures; but it iz bound to fail when someone tries to modify

the basic psychelogicel fectors upon which such training is based.

S S R . e e R e e i L a3 4 i R



E/CN.14/UAP/119
Page 18

If the training consists of reading accepted texts, of
following the words of senior men, cf the solutions to problenms
of ten, or 20 years ago, all that will result is the perpetuation
of present atititudes, present approaches, present systems and
procedures. Some people term this getting experience, but such
training has <wo disadvantages: Firstly, all management studies
will be done according fo a set of rules; and this leads to the
second 'd.isadvantage° The rule book eliminates any need for ability,
gince if it is foilowed, every study will turn out the same way.
Fortunafély, matteré don't work out this way since in every O&M
study a lot of problems crop up which cannot be golved by =
routine investigation. Long periods are spent in discussing these
problems, and a competent C&M man uses these discussion periocds
not ,to imitate what others have done, but to filter from the
discussion the important principles by which he can be guided

in making studies in his ocwn organisation.

The methods of training are many. They include telling,
lectures, discussion groups, seminars, case studies, written
insfructions, on-the-job training, formal classes, programmes
designed for individuals, attendance at conferences and college

courses.

(a) On—the—job training

Apart from on-the-job training all these are formal
programmes, On-the—job training means learning by doing.
The trairnee is assigned to a senior man who guides him
in what he does and as he becomes more and more familiar
with the organisation and its problems, he should become
more and more effective, This method of training has the
advaﬁtage of being a pay—as-you—go planu. The trainee or

' new man, is at least doing some productive work during
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the period in which ke is learning how 4o do more
compllcated work. On the other hand, his development
w1ll normally consume a great deal more time. In most
cases too, while the trainee might learn to know how the
job is to be dome, he has little or no knowledge of why

it ig to be done that way.

Formal training

Does this imply that the other general method of
training - that of formal iraining ~ is better? ' Formal
training, as you are aware, means the use of classro-m
techniques modified. {0 be palatable to adults, bui
essentially, it is a classroom proposition. DIuring this
period, the trainee is taught specific technigues, and he
receives an intense orientation in the organisation in

general and his section in particular.

There are some advantages in using this febhnique.
Among the advantages is the fact that equlvalent training
can be given in a shorter periocd of time. If a person is
put through a planned course under experts, they can
preéent him in a few hours problems that he might not
encounter for ceveral months, perhaps for several years,

1f he were to meet them in the normal cocurse of events.

-Furthermore, the problem could be designed to givs the

new man more difficulty than he would find if he were

'to merely runm inte an-on--the--job problem,

On the other hand, there are 1nherent disadvantages.
The first is that the individual is not belng productive
during the period of training; therefore the training
course becomes an investment thaf nay or may not psy off

in the long run. Thise, in fact, is the reason why soms



E/CN.14/UAP/119

Page 20

Heads of Departmenfs are reluctant to release their men,
especially, the top brass, for training courses., But
gsuch an attitude creates a problem in conneciion with
the career prospects of those who cannot be spafed vis-—
8—vis those who can more easily‘be released for courses
snd who become considerably improved as a result of

these courses.

Research has proved that an average student remembers
after two weeks only 25% of what is said in a lecture. I3
ig better, therefore, especially for in-service training,
to pick up cases from the daily-work life of the officers

and get the trainees to disouss them. This is what is

.called the sensitizing method or prdcess — goftening up

the officers before factual information is- thrown at
them. In other words, as each assignment is reviewed,
regardless of whether formal or on-the-job training is
used, the senior in charge or the instructor should use

the indirect approach to correct what has been put toge ther

by the trainee. The trainer who is doing the reviewing

should guestion the trainee about his conclusions until
the question of what has been done or what has been
developed leads to the conclusions and that there are no
major omissions or flaws, or, on the other hard leads

to the realization by the trainee that there are problems
still unanswered in the solutions that he has advanced
up to the time of review. The trainer does not offer
his own solution to the probiem, but through skilful
gquestioning he guides the trainee into recognising that
he has left major points uncovered. Such a method will
help the O&M man to gain greater competence than by
merely parroting ~what comebody else has thought to be

a good solution to a problem. Secondly, the traines
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- would come to realise that the tools that he has been
taught to use are“merely a means to an end, and that O&M

work consists very largely of informed commonsence.

It is, however, difficult to train trainees who
can guide rather than tell and if this method is to be
used, then the trainers should themselves be sxposed
to the techniques of guiding rather thun telling. The
questioning technique is also time consuming, it is
exhausgting for the instructor bui it produces a thinking
individual with confidence in his ideas. The benefit

~ 1s 'in the development of each individual's latent talents,

Khat should be the scope of the training for an Q&M Ofiicer?

The techniques which an O&M officer requires to know are the

following:

Work simplification =

Statistical presentation

‘Work measurement techniques

Procedure analysis
Production -control analysis
Quality control analysis

Performance analysis

' Mechanization

Budgetting and expense
controx

Organization analysis
Forms, space & equipment
Communication analysis
Correspondence analysis

Reports analysis

This is mersly a list of the things the eompleie.O&M man musi be
able to do weli. His technloal competence depends on his
theoretical knowledge of those subgeote, but, of even greater
1mportance, his ability to apply that knowledge,

The techniques that need to be taught to an 0&M man depend
more on the climate of application than upon the managerial
objectives, For instanoe, the use of techniques such as stop-

watches or other precise moasuremen? devices may very well be
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rejected because they make the individuals being time-studied very
nervoug. Consequently, the techniques that have to be used may
have to avoid these particular tools of measurement. This implies
that an O&M man should have in his repertoire a number of

techniques aimed at acccomplishing the same end results.

A complete training programme ghould cover not only the
0&M officer's techniques but also his personal gualities. From
the earlier discussion on the personal attributes which an C&M
man should have, if he is to be succeasful, it becomes apparent
that ke must display, and actually feel, an unders tanding of the
problems discussed with him. He must be helpful in fact, nct jusd

as o front. While he is being understanding and helpful, he must

also represént'management. This double relationship to the cliemt.

and to management must by impressed upon the O&M officsr during

his training.

It is normally easier to ieach the techniques than to
instil ihe attitudes that an O&M man must acquire, In most cases
these will only be fully learned with practice and experience.

In fact, this also applies to the O&M teehniques, since O&M is
esgentially a practical subject and a great part of the training
mst coma from the work given to eaoh man to do. If only one

type of assignment is given to a partioular perscn, he 1is hound

to develop a spécialised experience and possibly a dangerous
sPecialisod attitude, It is, therefore, better, at least_in the
early stages of an Q&M man's career and training, that he should
be erployed on éssignments of a different character so that he may

develop an all-round ocapability of taking on any job that offers.

"Prair up a ohild in the way he should grj; and

when he is old, he will not depart from it".

(Proverbs xxii: 6)

Crim.

%"





