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INTRODUCTION

The subject of technological change has performed a first-class service
to education and vocational training, focussing attention not so much
on minor inadequaci~s or perceived mis=matches, but in forcing policy=
makers and education and training people to put these two functions
under the microscope, to reconsider the approach to education andg
training as a more thoughtfully and effectively planned investment in
people as an on=-going process which fits in more closely with employ=
ment opportunities available, or likely to become available in the near
future.

Governments have made great progress in developing training opportunities
Tor young people leaving school, especially offering some introduction
to the so-called new technologies with which many of them will be
increasingly involved in their careers.

For adults who have been in employment for some years, the picture is
fairly sonfused when it comes to training for technological change in
the enterprises. The English expression "the luck of the draw" seems
to apply in many cases, with some firms having well-planned, on=-going
training programmes for all employees at all Levels and, one suspects.
a vast array of firms of all sizes where training for technological
change is a kind of "fire-fighting exercise" where the minimum invest-
ment in training is made, often at very short notice, in the minimum
number of people sufficient to get the machines working. In other
words. an ad hoc approach to technological change in instalments.

The foregoing comments are not meant as unjustified criticism; indeed,
for Large numbers of firms, the type of investment in time, money and
training personnel is beyond their r2sources, even if they possessed
the high technology expertise to carry out well=planned, on~going




training. This situation makes external training facilities such as
group training schemes, Local technical colleges and universities a
vital element in continuing training for technological change at all
Levels of employment; responding to local needs for skills and con=
tributing directly to the economic well-being of the district.
Investment in continuing training for technological change is no
Longer a luxury that some firms can do without. Short-term savings
might only delay a larger bill that the firm cannot pay when they
realize that they must invest in advanced machinery, or go out of
business because their products or manufz:turing processes are "anti-
quated" by the standards of their main competitors.

Technological charje, of coursé, is not Llike a volcano suddenly

bursting spectacularly on an unsuspecting world, covering everything

in its path, but is an incremental process. There are very few examples
of new factories incorporating 'state of the art" technology on "green
field" sites, but this situation is now changing. For the bulk of the
Labour force, it is the pace of the incremental change, increasingly
rapid, that presents the challenge to their skills and employability,
with the poorly educated and trained people more and more at risk of
being marginalized from a Labour market demanding higher Levels of
qualificatinn.

Just how vulnerable the semi=skilled and unskilled workers are is shown

in the table below, published by the Department of Employment Gazette,
London, in July 1986. Only the clothing and Lleather goods sector showed
a marked increase in the employment of semi-skilled and unskilled workers,
whilst public services showed an increase in employment of semi-skilled
employees and the hotels and catering sector showed an increase of 17Y
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in unskilled employee employment between 1980 and 1984. Engineering

showed heavy decline in the numbers of semi-skilled and unskilled

workers, and there is Little reason to think that this trend will not

continue. Upgrading of skill and qualification Levels is a must if

Llarger numuers of people are to remain in employment, able to cope

with technological change,
Table1 Netpercentages of firms in which employmant in different grades had increased and declined, 1980-84
Sect Menagement/ Technical Sales Clerical Skilled Apprentices Semi- Unskilled

ors Professional skilled
Engy +3 +19 +7 ~39 -22 -23 34 -38
Food and chemicals -10 +3 -7 -26 -16 -13 -29 -16
Clothing and leather goods 0 +9 0 +4 +9 +27 +10 +22
Construction 0 -4 -8 +8 -3 -28 -16 -24
Distnbution -9 -9 0 -15 +3 -3 -12 -12
Transport 0 -9 -5 +19 -38 ~24 -43 -24
E
‘umn:omu +32 +12 +24 +58 -4 -8 -8 0
Puhlic services +36 +16 0 +16 0 0 +16 0
Motsis and catering +18 0 +13 -8 +8 +5 -8 +17
-10 +10 +5 -5 -5 -15 =10 -5

Caraneq] recraaton -18 -3 -8 -34 -28 -8 17 -8
Hairdressing 0 0 0 0 +6 -6 0 0
New technology +53 +53 +41 +17 +18 -6 -6 0
Total ~6 +8 +5 -8 -9 -9 ~-14 -10

242 JULY 1986 EMPLUYMENT GAZETTE

Some firms, suddenly faced with the urgent need to introduce new teci-
nology, decide that it is much easier to"dismiss everyone over the age
of 50, cons.dering it not worth spending money on retraining them. This
may seem a suitable short-term expedient for t!i2 company: but what are
the consequences for the person concerned, ‘nr the company, which loses
valuable company-specific experience, and the social cost to the nation?

Until investment in the human resources is seen of as egual, if not more,
importance to investment in machinery, there will be constant problems
in the mis-match of qualification to job opportunities.
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Behind all the concern of the European countries with regard .to the
development and use of new technologies Lies the question of future
competitiveness, the key to competitiveness is flexibility in terms,

of manufacturing and administrative processes but, much more
importantly, the flexibility of the Labour force is crucial. This
flexibility places new demands on training and qualification procedures
which, despite all the efforts by public and private organizations, are
still felt to be short of actual needs. ,

The increasing future demand for flexibility of the Labour force, and
their qualification also has significant %mplications for the education
and training systems at all levels which themselve. will have to become
increasingly fiexible. Training of managers who will be faced with
managing change and innovation too often takes place within a fairly
rigid curriculum structure based on traditional content and teaching
methods. To overcome such problems, the increasing trend towards
closer cooperation between industry and commerce on the one hand, and
teaching establishments on the other hand, must be strengthened.

Training to take advantage of technology transfer arrangements will
assume ever-greater importance, since a lack of appropriate skills at
all levels in potential recipient companies will merely serve to .
hamper technology transfer policies, with undesirable economic and
social consequences for those organizations or countries unable to
accept and exploit the full potential of the latest technological

developments.

The subject of continuing training in enterprises for technological chan, .
is, however, a vast one and this short report can only give indications
of some developments within this broad subject area.

W.G. McDerment
Project Coordinator

o
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Results of the workshop on “Training for Con-
tinuing Training and Education: Trainers -
Management - Specialists in Continuing Educa-
tion and Training“]

Axel Behrens,

Fraunhofer-Institut fir Arbeitswirtschaft und
Organisation

The aim of this workshop was to obtain as realistic a
picture as possible of the needs for continuing training
and intervention at virtually all levels of hierarchies
and disciplines. This was not easy to achieve in a
single workshop, but important results and information on
practical approaches and solutions to problems were
obtained as the following detailed questions on the
subject were answered. The main questions were as fol-
Tows:

0 What new skills are required of those responsible for
initial and continuing training as a result of the
increasing use of the new technologies, that is, in
general of managements with decision-making competence
for several fields?

"wqualifikation fur Weiterbildung: Ausbilder -
Vorgesetzte - Wei.erbildende"
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0 What skills are required of technical management staff,
i.e. supervisors, when new technologies are introduced
and applied?

o To what extent does the relationship between teaching
and technical/specialized competence of the trainers
differ according to the target group of a training
scheme, e.g. management, project teams, staff and
service departments, shop floor management or workers
directly invoived in production?

0 What training methods are known which meet the require-
ments of both the specialized field and the target
population?

0 What does continuing training do at present, and what
will it have to do in the future, to keep trainers in
continuing vocational training up to date with the new
requirements?

These questions were to a large extent answered by the
views and information exchanged at the workshop, which 1
shall now briefly render in the form of proposition-type
results for the three levels of action or target grcups
ment-oned above.



Target Group 1

As shown in the figure below managements must develup
innovation and training strategies within their complex
contexts.

INNOVATION AND TRAINING STRCTEBIESJI

Target group for continuing training: management
-ab Objectives of continuing training, e.g.

@ ability to create an atmosphere conducive to
continuing training

¢ ability to plan innovation in the sphares of
technology, organization ‘and training

~a! “ontents of continuing training, e.g.

9 basic knowledgs of new technologies

¢ strategies for the introduction of
nev technologies

® integration of company investaent,
personnel and training plamning

0 active role of management in continuing
training

Target group for continuing training: management

The following basic objectives should therefore be met in
the contining trairing of this target group:
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(1) Ability to create a climate conducive to continuous
training

Following on from the remark made by Prof. Bullinger
that “the Management, that is, the decision-makers,

and the works managements are not prepared or

willing to invest time, money or capacity in continuous
training", managements must be able to expressly define
and fix the basic operational conditions at a high level
for continuous training to take place at all.

(2) Item "Planning"

It is also necessary for managements to be fully aware
that innovation in technology, organization and training
must have equal priority in planning. In innovation
strategy these planning activities should be inter-woven
both temporally and with regard to content,

In order to achieve this continuing training should

include the following:

o From the point of view of content managements require a
basic grounding in new technology. Company-independent
continuous training institutions reported at this
workshop, as also at previous ones, that company man-
agement staff (in some cases even "secretly") took
introductory courses in technical subjects at non-firm
institutes for continuous training. This may be seen

14
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as indicative of the fact that there is a certain
awareness of defincits in specialized skills (with
respect to new technologies).

The strategies suitable for introducing new technol-
ogies in an individual firm or enterprise must be
determined and employed. This refers to the ability to
employ complex inter-connected communications and
automation techniques whiczh go beyond the iﬁmediate
process as efficiently as possible over several years
in offices and production units without loss of stab-
ility, and consistently taking into account the res-
pective basic conditions.

The fundamental requirement at present is the integra-
tion of investment, personnel and training planning.
Overall this results in a call for the integration of
these complex issues in the continuing training of
nmanagements.

We also considered the active role of the managment in
continuous training. This is on the whole problematic
and controversial, but it does exist, for instance, in
management training itself. ‘1he question as +*o whether
in the course of the innovation process "managers"”
should not play a role as continuous trainers of the
specialized/technical personnel was briefly discussed.
On tne other hand there was also the question as to who
would then be responsible for the training of these
managers. Unlike the first question, which was not
finally answered, in this case it was agreed that owing
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to qualification requirements a substantial amount of
training will have to be provided by experts of an
operative level (e.g. the specialized/technical staff
of a firm). There is in fact a considerable deficit in
this sphere.

On this basis the continucus training of the management
can be defined according to four corner-stones:

o Competence in project management
This refers to the ability to plan, carry out, protect
the integrity of and follow through this process, which
must run a clear course for several years from a de-
fined start to a defined finish.

0 Structuring competence
This refers to the ability to grasp the complexities of
the present employment situation - at leatc* in the
aggregate condition - and to anticipate changes which
may occur in the course of the application of a
technology. While this is is a very highly developed
skill it can still be expected of managements. The
decision-makers must remain constantly aware of the
fact that both as a whole and in its component parts
the development is to a considerable extent freely
definable. Technology on its own is meaningless. Only
when it is applied and set up in the production process
does it have an effect. This is a central issue in
planning and decision-making.
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o Technological competence
It is necessary to be able to make realistic estimates
of the potential of a technology. However, here it
must be taken into account that, as has in fact var-
iously been pointed out today, there are some highly
unrealistic ideas about the practical applications of
technologies. Carefully planned training courses are
therefore needed, particularly in view of the innumer-
able courses already available in this problematic
field, which are not always very transparent.

o Competence in mediation
This fourth corner-stone is the ability to carry out
the innovation process, which is by no means always
possible without conflict, in a socially acceptable
manner and taking care to preserve and respect existing
personnel arrangements.

Target Group 2

In a second level we grouped together supervisors, tech-
nical departments, the project teams sometimes employed
for complex processes, staff and service departments
which are charged with preparatory and supportive func-
tions, and the works councils.

17
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ABILITIES AND INSTRUNENTS FOR PERMANENT AND DEMAND-ORIENTED TRAIIIEEI

Target group: supervisors, technical,'specialized departaents, project teaas,
staff and service departaents, worke councils

e—> 0Objectives of continuing training, e.g.

¥ suitabiliy as part-tine trainer

O ability to plan training responsibly
and competently

® 20ility to support permanent continuing
training of personnel

—+ Contents, e.g.

@ initruments and aethods in the
planning of training courses and
activities

0 determination of training requirements

8 contrcl of efficacy of training

§ qualitative personnel planning

Target group for continuing training: supervisors, tech-
nical/specialized departments, project teams, staff and
service departments, works councils

The following objectivas of continuous training can be
given by way of example:

(1) Suitability as part-time trainer
It is obvious and also emerged from the discussion
that not every employee in a technical department is
suited to the job of part-time trainer. However,




(2)
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depending on the specific conditions in individual
firms organized training by technical supervisors is
a conceivable alternative.

The ability to plan training responsibly and compet-
ently

Supervisors must be able not only to communicate with
but also to co-operate with company training depart-
ments. At present neither is necessarily the case.
Company departments for continuing training or
training overall are dependent upon a constant flow
of information on the current developments on the
Job. Supervisors must therefore be provided with the
wherewithall to recognize training needs for what
they are. This means that departments for training
and continuing training must first see that the
supervisors have suitable instruments. There is a
definite awareness of the need for them in the
technical departments, and also evidence of a
correspcnding willingness to employ them. However,
this target group also wants to know how they as (as
a rule) technicians can define skills or communicate
the definitions in an organized manner to a different
department, which must then in its turn transform
this training requirement into suitable instruction.
The technician is mainly concerned with work
requirements, but work requirements and training
requirements are by no means one and the same thing.
This difference is often very difficult for “non-
teachers" to grasp. However, an acute need for

15
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continuing training is evident not only in the tech-
nical departments but also in the service departments
“or training themselves.

Ability to provid. -~ermanent support for the contin-

uing training of em _loyees

This demand for permanent continuing training is not
self-evident, and before it can be fulfilled a change
in attitudes must take place among the qualified
staff nf a company. Operating supervisors must be
trained to be open to the jdea of providing suppcrt
for the continuing training requirements of their
staff. Furthermore, to prevent the development of
unfulfillable expectations right from the start the
basic conditions, for instance, the permanent pres-
sure of production, the organizatorial duties of the
supervisor or the demands placed on his department,
such as the plannad output, must also be taken into
consideration in the continuing training process.
Organizational development and the creation of com-
pany organization and operations structures cannot be
separated “from what is trainable and what should be
trained".

What kind of continuing training meets this demand?
Several instruments and methods can be used to deter-
mine training rejuirements. However, some of then
are too complicated to be easily practicable in
day-to-day operations. Nonetheless there are some
methods, some of which are very simple, which can be

Do
()
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used to express the training requirements on the job
and in communication with training departments. Some
guarantee for the success of training activities must
also be a priority in the case of such training
activities which cannot be quantified in purely
financial terms. This is a virtually insoluble
problem - we need only call to mind the discussion on
employee flexibility. Even at our institute I know
of only one project for which it was possible to
prove financial success. However, it is not absol-
utely necessary to rely on quantifiable criteria for
determining the success of training. Other instru-
ments are no cdoubt also conceivable. However, plan-
ners must then be correspondingly trained and be
provided with the right instruments and the right
aids if this is to become practicable.

Target Group 3

Specialists in adult education, teachers, lecturers and
trainers, or whatever they may be called, are directly
responsible for conducting continuing training. In doing
so this target group must fulfil a large number of dif-
fering requirements which cannot be discussed in detail
in this short report. However, the complex requirements
can be briefly summed up as follows: the goal of contin-
uing training for this group must be the ability to plan,
carry out and monitor training activities.

21



IMPLEMENTATION OF EFFICIENT CONTINUING TRAININ;G]

Target group for continuing training: trainers, specialists in
continuing education and
training, teachers, lecturers

"%P Objectives of continuing training, e.g.:

® ability to nlan, conduct and monitor
training courses and activities

-) Contents of continuing training, e.g.

® subject-specific continuing training
by full-time lecturers

@ course structure

® methodology

@ use of media

Target gropup for continuing training: trainers, special-
ists in continuing education and tr ining, teachers,
lecturers

In only too many incidences planning shortfalls are
already evident, for example in cases in which provision
for training has been made too late. However, planning
should as a rule take place before dangers and risks
become evident which may later no longer be controllable.
The success of a training scheme is dependent on system-

atic planning.
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Another important problem discussed was the continuing
technical .and subject-specific training of the full-time
teaching Staff; since those who conduct continuing train-
ing full-time often have considerable difficulty in
keeping up with the lateét'deve:opments in techno'ogy and
work organization. However, it is no doubt unnecessary
to be familiar with the latest, most modern method of
process control 3r to go as far as to employ it in train-
ing. Nevertheless, staff who are no longer directly
involved in production or who do not come into immediate
contact with the technology must usually be familiar with
not only the latest technical innovations but also with
the developments in work organization. Problems requir-
ing urgent solution and which may not arise until a
training activity is already in progress (for example,
course content, choice of didactic approach or the media
to be employed) can often only be successfully solved if
the trainers are able to achieve this.

What training problems actually occur at this level and
how are they solved in practice? The following figure
shows the skills required and how the requirements are
normally fulfilled in practice at present.
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I TRAINING PROBLEAS AND TRAINING PRACTICE

TRAINING REQUIREMENTS CONVENTIONAL PRACTICE

complex and abstract demonstration;isitation
material

visually-oriented --i} theoretical instruction
learning geared to engineers

inter-lacing of theory and practice
theory and practice disconnected

independent, systesmat- (—- ?"') learning by trial

ically anticipative and error
style of working

integrated application of‘— _, concentration on equip-~
in machine-op~rating and sent and programaing
process-related skills

Training problems and the practice of training

Present-day training courses must impart complex, ab-
stract material. The new technologies can no longer be
illustrated and learnt on a mechanical level since they
take place somewhere in an electronic domain which is no
longer visible. The conventional method of demonstration
and imitation is therefore no longer adequate. While
ways of imparting the new material have been developed
they are as yet unfortunately not widely enough used.

Qi
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Material which has to be imparted visually to practicians
places special demandsuon'training. However, it is still
often the case that on the .contrary theory and practical
demonstrations geared to the emgineer are offered, with-
out sufficiently taking into account that the average
industrial operative gains his experience on a visual
basis.

’

An independent, systematically anticipative work style
must also be learned. Work operations conducted by
programmable or "programmed" plant cannot usually be
influenced by continuous correction as is possihlie in the
conventional processes which are carried out "by hand".
The task must be fully and correctly programmed in ad-
vance in such a way that the automatic machine can carry
it out from start to finish. In this context the
workers' knowledge of processing in their own field and
process engineering must also not only be refreshed but
also consciously understood in terms of the new system or
be connected to the new knowledge about the machines
themselves so that the "stupid" robot or automatic office
system can from the start be given clear, unequivocal
instructions. The conventional "trial and error" method
no longer suffices.

Work with the new technology also necessitates integra-
tion of skills in machine-operating and process engineer-
ing. This runs contrary to the usual concentration on
the equipment and programming and often the links to the
process and engineering background are learned at differ-

ent machines.
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The organization of in-firm continuing training

In addition to the teaching problems mentioned above HEW
teaching strategies an” a large number of new methods of
organizing learning are required. What is needed are,for
example, continuing training courses which take management
timetables sufficiently into account, also co-operation
on continuing training between small and medium enter-
prises and external institutions teaching skills for
complex technologies. Small and medium enterprises are
strongly dependent on external sources of training for
thorough continuing training for their employees. How-
ever, sufficient use has not been made of the alternative
of co-operating on continuing training, which tends to be
demand-oriented. Training institutions and firms are
still having enormous difficulty in providing the basic
teaching methods required, that is, the "infrastructure"
in terms of staff and material.

Deficits have also become evident in another area. Un-
fortunately communication problems are arising between
people who are involved with pedagogics, didactics and
methodology, without their being specifically related to
a concrete technology, and people who have to teach
specific material, that is, how a specific technology is
to be employed in a specific instance, and are therefore
subject to considerable performance and yield control.

In this area of tension didactics for new technologies
would be useful. However, this is by no means suffic-
iently available and there is therefore still much to be

' 4\p)
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done. The main problem is to avoid impartirg abstract
knowledge on communication and co-operation, but rather
the educational aspect of the theory. The technical
staff, who are themselves involved in teaching, must
develop at a practical level the social competence that
they require to be able to communicate and co-operate
with each other about specific tasks., 1If continuing
training problems are to be solved practically they must
be solved co-operatively. Continuing training for im-
parting skills for continuing training must therefore
concentrate on the practical conditions in which contin-
uing training is carried out.

2'7
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INTRODUCTION

The author of this paper was a senior staff member of the Industrial Training
Service, an international training development consultancy based in the United
Kingdom, from 1961 to 1987. Since his recent retirement from the post of
Overseas Director with ITS he has set up his own international manpower
development service, specialising in manpower analysis, trainer training and the
evaluation of training effectiveness.

The ideas which are summarised in the paper have their origins in the practical
work experience of the author and his colleagues during the above period. This
introduction identifies some of the main sources of these ideas and indicates why
the author thinks they are important.

(a)  Training for new plants in "green field" situations

At frequent intervals since the early 1960s the ITS has been retaired by
clients in the United Kingdom to help deal with the problems of manpower
and training which arise in the course of establishing a new plant in a rural
area, where the plant technology is relatively sophisticated and there is no
well established local tradition of industrial employment (eg in parts of
Northern Ireland, Wales and Western Scotland). In the course of this type
of assignment {t has proved necessary to evolve appropriate strategies for
dealing concurrently with complex technical training tasks and the creation
of new management structures to deal with them. Projects of this kind
throw into sharp relief the skills and knowledge which individual managers
and trainers need to make the new structures work effectively in practice.

This general experience, reinforced by observations of similar case examples
overseas has provided valuable insights into the nature of the learning
problems which arise in organisatons where new technology is being
Introduced across cultural boundaries. It has been chronicled in considerable
detall In papers presented by the author and his colleagues at international
training conferences in Dublin in 1981 (1) and Amsterdam 1983 (2).

(b)  Training for technology transfer "at the sharp end"

Although much of the experience described in the two conference papers
quoted above is about the general management of large scale new
technology projects, in the course of these and other assignments, it was
also necessary to deal with many different kinds of individual learning
problems at the workshop floor level. An early exampie of this in the case
of the ITS was the development of a new approach to the troining of
knitwear mechanics by using a modified form of discovery learning. This
was a response to the revolution in knitting technology which took place in
[taly during the 1960s.

The author and his ITS colleagues have also gained muci. in their
understanding of the learning needs associated with technology transfer from
the field experience of the Industrial Training Research Unit (ITRU) another
United Kingdom-based company with which ITS has close menagerial and
professional links. A number of highly relevant case examples from the
ITRU record were referred to in a paper presented by the author at a
European Forum on "Technological Change, Employment and Training" in



(c)

(d)

(e)

¢d

Milan, May 1986. The cases quoted included local government, plastics
processing and cigarette manufacture (3).

The role of the trainer in technology transfer

A mainstream activity of ITS for most of the period of the author's
employment has been trainer training both through public c-urses and
through field consultancy projects. It has proved increasingly .cessary in
the development of this work to stress the trainer's role ln technology
transfer situations, and to develop teaching materfals for this purpose based
on real life case examples. A central theme in all this has been the
progressive switch of emphasis in trainer training from instructional
technology and training administration to organisational analysis and
consulting skills. An important example of the responses which have been
made to the persistent demand from trainers for help and advice in this
subject area is the work done by Dr Alun Jones, one of the author's ITS
colleagues, on the subject of training intervention strategies. This work
has been summarised in two important articles by Dr Jones published in
1982 and 1985 (4) and (5). Although, like the work on the management of
new plants described above, the skills involved in making more effective
training interventions in organisations are capable of many different
applications, they are of crucial importance to the trainer who is dealing
with the learning problems assuciated with technology transfer.

Multiplying the use of new_trainer skills : the training development process

An important part of the experience of trainer training described above has
been the work done by the author and some of his colleagues in connecrion
with the training development process at industry or national level, which
has involved the training of training devele ment staff employed by industry
bodies or national training authorities, both in the United Kingdom, the rest
of Europe and in many Third World countries.

One of the key roles of these organisations, particularly in Third World
countries, is to ensure that the application of new skills and insights
developed in individual technology transfer situations is multiplied on the
widest possible scale so that local enterprises do not devote scarce financial
and human resources to "{nventing the wheel" all over again. The
analytical approach used and the case examples referred to in this paper
are essential ingredients in the author's own recipe for the basic training of
the training deveiopment officer.

Barriers to commimication in technology transfer

In the literature dealing with technical exchanges between cjuntries at
different levels of economic development much emphasis is placed on the
constraints imposed on the learning process by culture differences (eg
between the United States of America and Western Europe on the one hand
°nd Third Worid countries on the other). There is already a large amount

ublished material cn this subject (cf an interesting article on "Cross-
culwral training for resuits" by Robert Nolan and Hiro:i Kato which
appeared in Training and Development, the journal of the United Kingdom
Institute of Training and Development in April 1987). It must however be
recognised that other equally, if not more, important Dbarriers to
understanding exist within any new plant situation. Of these two the most
important are the external barrier to the communication of new concepts in
learning and organisational development between social scientists and

3U



2.

26

industry (two radically different "cultures") and, internally, the problems of
communication experienced by HRD practitioners in interpreting these new
ideas to their line management colleagues.

It is a matter of observation, in the author's experience, that
communication between a European engineer and an African engineer is
likely to be much better than between the same European engineer and a
Eurupean soctal scientist, in discussing the same kind of problem. The first
palr, we say, speak the same language. Differences and problems of the
kind referred to here must be taken into account in planning the training of
managers who are likely to be involved in new plant situations.

It is contended in this paper that the experience described very sketchily above
provides the basis for an approach to meeting the learning needs associated with
technology transfer which overcomes the communication difficulties referred to in
I{e) above, and which is capable of being applied in a wide variety of cultural
and technical settings. The remainder of the paper sets out to describe what this
approach might be, with particular reference to the training of managers and
their training advisers.

The manpowe: and training problems of new plants - what makes them different

The general experience of the author's colleagues in ITS who have worked with
new firms setting up plants in development areas of the United Kingdom is that
the whole area of the management of human resources is qualitatively different
compared with the situation found in established firms. This difference is even
more evideat in the case of new plants being established in the developing regions
of the world outside Europe. The needs and problems which arise in this kind of
situation, and the strategies for coping with them, are of great interest and
importance to personnel and training specialists as well as to students of the
ways in which organisations function, and how they ciange and develop. The
subject matter of this experience and of this paper is no less important for the
general management of organisations which have to establish new plants of the
type which are referred to, and to regional development agencies, including
national governments themselves, which are concerned with the successful
promotion of new industry and investment in rural areas of their countries.
Although this paper will focus mainly on the experience described here as a
practical aid to management in the solving of the development problems of new
plants, it will also be suggested that it provides insights into the management
learning process which have implications far outside the new plant situation, for
management training generally.

The two main ways in which the new plant situation differs from that which
exists within an established plant are the centrality and comprehensiveness of the
personnel and training function and its level of operation in the case of the new
organisation.

(a) The centrality and comprehensiveness of the personnel and training function

The established firm, after it has been operating in a given location for a
number of years, acquires a complex internal social system which affects
all levels and areas of its work. To this is added a range of connections
aid relationships with the local community which give it a recognisable
identity, Most of all, it builds up a reservoir of skills, knowledge and

3



27

experience at all levels of its work. The latter represent its most
important resource.

The combination of attitudes, relationships and expertise found in an
established working team of people whose work is geared to a specific type
of product outcome is intangible and, therefore, often taken for granted by
management. This is particularly so because so many of the team's
processes have come about organically rather than through formal
management processes.