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CHAPTER I
INTROCGUETION
Training has long been recognized as an important

instrument nfrhuman resource dauelopmeht. Technical assistancs
programmes financed by the developed coungribs_and multilatarél
devaiopmaht'hﬁéncias have devoted considerabls attantion and Tesourcas
to the task of strengthening and upgradirg the traininc cepacities.
of the less develpped caunﬁries. Intérnatiqnal aséistance to‘LDCs
in the field of training (technical, administrative and other types)
amounted to $8007million in 1980 compared with about $50 million in

1963.1 It islestimatad that assistance far public administration
training accounted for $2ﬁ million in 1960 and $80 million in 1960,
Over the past three dacades, governments of LDCs haye invested heavily
- in the establishment of a wide variety of aducétional and training
facilitiss with and w;thcut Fureign'assistancé. The World Bank
‘has sstimatad that tha total public expenditure ﬁn education by
all LDCs combined has risen from $9 billion in 1960 (2.4 par cent of
their collective GNP) to $38 billion in 1976 (4.0 per cant of
their ENP).2

'Training in public administration stands out as one aspzct
of manpower develcpﬁent which was accorded a special plesco in the
aarly‘yaars of technical assistance programmes. Institutions for the
training of ﬁublic sgrvants wers set up in many LDCs and foreign |
experts assisted in their éarly ‘planning and managemant. Vuer 7,000

public servents and potential trainers from LDLs wore sent out for
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training abroad irr the 1950s as part of a strategy o strangfhen the
institutional capacities of these countries to manage their new
programmes for deﬁelopment;S Though the resources for this_farm of
technical assiétanca seem’to have daclinéq over the past decade,
training facilities and activitiss in LDCs have, on the whole,
contirued to grow,

While there have been isolated efforts to evaluats the
impact of specific training institutions and programs, it is fair
to say that no comprehensive survey of the growth and impact of
public service training in LDCs has been attempted by anyona so f‘ar.4
Thé growing concern about management as a constraint on developmsnt
in recent years has onte again focused attention on the nesed to
strengthen the institutiohal capacity of LDCs in public service
traininge Since public service training is an ongoing activity,
it is importént to analyze the evidence and assass the strengths and
weaknesses of the existing training strategies and institutional
arrangements before designing nesw ones,

Objectives and Scope of Study

Public sgrvice training usually refers to the training aof
all categories of parsonnel employed by a government. (ihaugh the
development of all types of personnel is important,'our_focus will bé
on the training of only one category of public seruants,'uiz. thosg
who have managerial and administrative responsibilities.)(jheir
training needs and resource requirements differ in important ways

from those of technical pérsonnal‘who perform highly specialised



functions and clerical porsomnel at lower levels who perform routine
functions, but do not suporvize the work of other public servants. As
their carsers develop, it often hapoens thet specialists are alsg
called upon to play'managerial rcles, This explains the growing trend
in many countries to blend technical and mahageriai functions during
in=gervice training.

The terms "administration” and "management" are sometimes
used interchangeably, Nevertheless, they do have different connotae
tions, 1In gensral, management is scen as a positive, opportunity
seeking, and changes-oariented concapt whereas administration connotes
a greater degree of passivity and orisntation towards the gtatus guo.
According to Kenneth Ruthwall,6

f

"Administration is usually thought af t as accepting

goals from outsida the system, as depernding upon

resaurcas from other systoms and being instructed

in tha use of means. Mapagemant, on the ather hand,

is usually thought of as developing goals within the

system, using resources over which the system has

control, and being fres in the uss of means.

Receiving its authority from cutside {or abovz) and

referring its decisions and results elscehwera,

administration is self=contained znd acts as

principal rather than as agent®,

Rothwell's distinction butween administration and manage=~
ment has tended to become less sharp in the public sactor bGCEUSBVOUGr
the years, governments have increasingly undertaken development programs
and projects. Lzhere is a growing awareness that public managers res=-
ponsible for development tasks must be active snd able to influence change

sven though they are subject to external policy constraints, Public

administration is no loncer concarned solely with "maintenance" and



"implementation®, but also with the formulation of goals in the
context of given snuironmenté) The growing use of the term "oublic
management" underscores the view of the public administrator as a
manager with an entrepreneurial and decision making role,

Tﬁe importance of this role, of course, tends té vary
with the lsvel of the public servant in government. It is common
ﬁractice to categofiza managers by senior, middle, and low levels
according to the degree of their involvement in the formulation and.
implementation of policy, A senior level manager responsibla.For
strateg;C'decisions and target setting is more concerned with the
goal setting process snd monitoring of performance of tasks than with
the actual implementation of tasks in the field, The permanent
secretary of a ministry or the head of a national agricultural
prugram, for example, tends to play this role in a developing
country, The middle lsvel manager is more concarmed with the imple-
mentatien of his progfam and the control of specific activities than
with policy formulation, A regional manager in a pational nrogram
or a district officer would fall into fhis category. A low level
manager is ene whose primary pre—occupatibn is with implementation
- and supsrvision of work in a limited functional or gacgraphical area
eg.-a Qillaga lavel health supervisor. The role of the public
aaﬁiniétrator/manager in influancing.goals and policies increases
with his le;el in the organizétion. There is a continuum rather

than a dichotomy between policy and administration,



(E?blic servants, irrespactive of thair levais in the

hlararchy, must possess tho conceptual knowledga, akills and attitudaa
relevant to the performanca of their jobs. T;alnlng refers to the
péocase of dEUBlelng or augmenting. such knowledge, skills-and’attitudae
in a person with a view to enabling him to‘apply tham in his work

-

situationi) In the”casa of a factory worker, training could baKdafinﬁd
narrowly in terms of specific aperational skills, such as weaving,
machining, etc, In the publlc sector, homever, the requ1remunts of a
person's job may be such that tha objactlues of training haue to be
morea bfoadly defined, It is well known, for exampls, that in milxtary
training'atrangthenlng the patrlntlc and ideological commitment of
officers is an 1mportant objectlue. In the corporate world, managers
are imparted not anly tachnlcal skills, but also an appreciation OF_
the corporate ideblogy and skills in team work,

Similarly; administratiue training éhould not be viswed ss a
purely techrocratic exerciss, Its cbjectives may include, for example,
the creation of 2 oohmitment in public servants to . natlunal goals
and valuges, and an understanding of the cumplexlty of the national
environment to which the specific skllls laarnad must be adapted. The
complexity of traeining objectives tends to increase with the leugls of
public servants for whom training is to be organised.(\yhile_some ﬁf
thesa objectivés.can'be met tﬁrbugh on-the-job training, mareloften
than not, formal training away from the Jjob may also become necassarya
Rs the acquisition of knawledge and skills becoma mﬁre general "

purpose and long term in nature, we tend to call it education rather



than training. Huﬁeﬁer; sven if the educationalrpreparatiun of a
publiC‘seruan£ is adeguate at tho tima of his entry intu government
aaruica,”trainiﬁg may 5till be requirad toc induct and adapt him to
his new job, and upgrade his skills at ciffersnt stages in his career
to match his changing task reﬁuiramenta. |

| Both ih tha public and. private sectsrs; it ie possibls to
distinguish betweantﬁhe insﬁitutiunal arrangemsnts For the educetion.
and training of maﬁagera. Educaticnal progrsms are in both cases lung
term {generally 1-@ years) and prepars students for a degree or
diplocma, Generaily, uniuersitias and cther autonomuus bodies uffqr
' such educqtianal facilities. While the same set of institutions may.
- offer training programs for practiticners also, a good part of such
training is organized by special imstituticns established as an
-integral part of the guvarnment., The tendency tc set up such captive
training facilitiss is weaker in the private swoctour as the limited

size and rescurces of many firms make it an unuconomicel propesitichs.

<i}raditicnally, public acdministraticn training has fucussed .
. tiopnal _
on the political, legzl end crganiza= . envircnment of the guvarnment,
and the deveslopment of skills in the functional aspscts of administrae
ticn such as budgeting and accounting, parscnnel, ant organization and

mathodes -~ General training that covers all these functions as well as

spacializecd courses on any of them are troated as public administraticn

training. In recent years, with ths adwvent of dauslqpment plarning in

many LDCs, courses op project appraisal and managemant have been adied
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to these traditional subjacts, Apart frim the use of specizlized tcools
and technologies, thecrics cf organizatiun, large;y based on concapts,
and applications of behavioral sciences are alsc Fcund in the training
gurricula, ‘Giuen the assumption fhat policy is cutsidg the purview of
the administrator, the diminant traditicn. in this fiald of training has

emphasized the instrumontal rele of administratcrs;)

Management training for enterprises has alsc qgiven considera=-
ble attenticn tc the firm's envircnment and the application of tools and
technigues tc the functional aspecﬁé uf enterprise management such as
marketing, finmanee, producticn, personnel and industrial relatiuns, and
planning and 6untrcl. Ths_applieatiun of eccnomics, mathematics and
behavicral sciences ti these functicnal areas has been.é ma jor devolop=
mant in management educaticn and training in recent years, Two other
features of the management fisld, however, have nc ccunterpart in public
administraticn, {First, enterprise (buéiness) policy is a pruﬁgr subject
of study-: in maﬁagemcnt anu provives an integrative framewourk to pull
together specialized functicns such as marketing, finance and producticn.
This framework relates eﬁterprisa guals to its envirunment znd offars a
ccnceptual basis for intagrating the diverse functions raeferred to
abuué.)-Secdnd, the focus cf the subject is very much én the dscision
maker; Application of knowledge to ﬁgoblem sclving has, therefcra,
been a étrbng tradition in management with its implications for lsarne
ing (training) mathudologies. (}n contrast, an integrative framaycrk
hos been miésihg in the education fer public administration, and

training methcdologies dec not have a strong problem sclving and



decision making orientatioh.T)

ﬁhere are two types of organizations whicq are known for thaif
strong tradition in trzining. Im all parts of the world, the militaryr
is reputed for its smphasis oﬁ the syastemctic training of a;l_its
perscnnel at_differant stages in their caresrs. Their tréining inputs
inclﬁda not only technical, but also administrative and managerial com=
penents, Similarly, business anterprises, especizlly multina?ional
corporaticns, aroc well known for their emphasis bn training for all
categories of their employees.B Here again, bersunnel policics support
the training function through the career development and perfcrmance
Buaiﬁation processes. = Chandler's recent study has claimed that the
significant expanaion in.tha siza anhd decentralizaticn of United S5tates
multinationals was greatly facilitated by the increassd use cf profo-
gsicnally trained managers.9 ihe growing demand four formal management
training_in the United States has been attributed to this phehumenon.
According to this study, modern business schocls were central to the
professiocnalization of managcmént in the large mulfi-unit ehtarprises.
In the military as well as business, it is significant. that thes
dominant tasks of perfcrmance are protty strbng, the battlefisld in
one case, and the market place in the othe:. The serious attention
to formal training given by both types of crganizaticn may net

therefors be entirely accicdental !

The fccus of this study, however, is not con training in

the military and the private sector. It will ccncentrate instead



an trai:ing for those categories of public servants in developing countries
who play administrative and managerial roles in their organizations,

T will be
The term "public - © management training® (PMT ) used
to refer to this activity, The study will focus on all formal trainming
activities designed t. strengthen the knowledge and skills anc influence

the behavicr and attitudes of middle-and senior level putlic servants

in govermment with a view tc improving their task parformancéJ

Most of the PMT' activities fuund in LDCs tuday may he
classifisad intc four cataguri;ss (2) pre-entry training (PET), (b) in=
service training (IST), {(c) pregect related training (PRT) and {d) self—
development (SD) PET refers tc training offered toc persuns pricr to
their formal antry intc the public service. 1In sume cases, FET may
follow immediately after their re€ruitment but before they are placad
in their first job, Examﬁles of FET are fuomal courses in public
administration or management crganized by Qniuersities and foundatiun
courses organized Sy government training centers for prubatiuhérs
racruited intc the service, In-service traininc (IST) refers to the
training given tc perscns at different stages in ﬁhair caresrs after
they have been inducted intc the service. Examplas are midecarser
management development prcgrammés at hume cr abrcad, on the jcb
training at diffarent stages in a person's career, and uther 8[BCia-

_lized short=-term training prugrammes. The target groups of both BET"

and IST are all public servants, theough distinctions may be mads

between the levels and services to. which they belcngs Thus, PET may
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be organized for the glite cadres separately, IST may be organizad
for those who havs completed, say, ten yeérs of service, Project-
related tnaining (PRT), on the other haﬁd, fcéussea on the training
quirements of all perscnnel in a giuén deﬁelépmant projecht, Diétin*
ction batween lsvels here is sacondary, Self—deuelopment (SD)
refers to organized efferts to support individual tréining through the
facilities available outside the government training system, Thus,
public servants may be encouraged to undergo specialized training in
certain useful subjeéts at a university, Stﬁdy leave and other incsn-
tives may be offared.by gevernment to motivate employees to engage in

5D.

Hecause training is a vast field, tho ﬁaper will spscify tha
pre~cenditions for training sffectivensss in the developing countries
from a national porsjective. It will séek answers'tb a variety of
quastions, how has public administration and management training
- evolved over the years? What patterns and indicatcrs of grnwth in
terms of inputs and cutputs can be discerned from published data? Do
gcuernménts havartraining policies for their public service? How de
institutions parform their training function? What are their major
activities and programmss? What is the impact and effectiveness of
hNT7- What are the lessons to be lezrned from institutions that
have performad relatively well? Do they offer any innovative approa=-

ches and modes of training? The conclusicns and policy implicatiocns
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of this statgenf-the art survey will be. summarizsed at the end,

A major limitaticn of this study is its exclusive reliance on
published informaticn, Clearly, much valuable, unpublished data are
availahle with‘gouernments and donor agencies, but . .. ara inaccgssie

to others.

ble/ Readers are, therefore, advised tc bear in mlnd this llmltatlon

‘while 1nterpret'ng the finding$ of this papare

Effegtjuapgss of Training $ The Preconditions

Training has often beon prescribed as a panacea for . tha ills of
deuelopingrcountries. In the heyday of technical assistance during
the 1950s, there was a widely held beliaf that the performance of
pocr countries could be 31gnlflcantly improved by helping thair cit;-
zens to absorb the technolcgles and skills developed in the West,
Training was identified as the prime instrument in the transfer
procass and this in turn provided th; raticnals fur fereign aid to
strengthen PMT: Pacilitios in e wide range of countries. The slow
pace of prégrasa and Qnaxpectad barriars tc¢ growth experienced by the
third world in subsequent years ssem to have témpered thase gver=
optimistic expectetions and led saverzl interpaticnal agencies tc cut
back un their allccations for public administration training.' Thare
is probhably a greater ‘awareness today thet trzining must be viewed
as part af a set of complax, inter-related variables which together

determine the pace of development,
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ﬁ£ thoe micro lavel, the performance of_an ininidual is jointly
influenced by his ability and motivation. Ewen if a person scnrés high
on ability, but is low on motivation, his perfourmance will be ;owar than
will be the case otherwise., The primary contribution cf training is in
impruuing‘ability. It cannot do a great doal to improve an individual's
mﬁtiuation which depends on other facturs such as compensatien, working
conditions, and persunalié; Characteristics. Thus, training influences

performance through the ability factor and plays only a partial role in

determining the overall level of an indivigdual's perfurmance.

Thers is clearly a relationship between the role of training
at the micro and macro levels. To the extent training caﬁ be used to
augment the abilities of the citizenry, it might help iﬁproue tha
" aggragate performance of the cuuntry:s economy. The supply of training
as an input, however, is nc guarantee that it will e affectively
utilized apﬁzzcro level, This is particularly true of sublic ssrvics
training. From a polihy stand oint, it is important, theréfcre, to

identify the pfeconditions necessary tc ensure the effoctiveness cf

trainingsy the five preconditicns are discussed below,
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1. Training Policiss and Management of Institutions

‘Training‘policies of governments and the design and manage-
ment of training institutions have a direct bearing on the effectiueness
of PMT, When training is organized haphazardly, and training
concepts, content, and methodologies are borrowed or deuelopeﬁ without
raference to the éacio-cultural features of the LDC environment,
training usually fails to make the impact expectaed of it. A good
- training policy is a prerequisite~for effectiven training, Part of
the prdb;em may lie in the ineffective development and management of
training institutions. Whan insp;tutional strategies do not provide
for necessary adaptations and aré weak in detivering training
services to mest changihg needs, training effectiveness tends.to
- suffer. A national policy for the design of PMT and the management of
PMT institutions is therefors an important precondition for training

effectiveness,
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2, The Education System : The training system can only build cn what

the education system can cfferj the existence of a scund education

system that can back up the training system is ossential.

3. Jhe Stock cof Educated Manpower: A reasonably gocd supply of

educated manpowsr is a necessary pre~ccndition for effsctiueness pf.
training. Scme LDCs ars plagued by a general shertage of educatsed
manpower., fhis is not necessarily a problem dF the sducaticn system
aluné. Demographic Faétcrs as well as past policies of deﬁelopment

may have led tc a cuﬁdition of continuing menpowsr shortage mhiéh makes
it difficult for the public service to attract an adequate supply of
sducated manpower, Under these conditions, competition fur traimed
manpower bacomes intense and a rapid turnover or depletibn uf personnel

in the public sector renders training less effective.

4, Personpgl Puligies and Systems: Training is unlikely tc be effective

as long as personnel policies and gystams of the gouernmeqt doe not
support this actiuity. Fer example, if training is not integrated with
the carser development plans of public servents and systems_ for |
performance evaluaticn, it is unlikely that "sffective cemand" for

/
training will be created. The reluctance of ministries tc spONSOT
paople for training and the lack of motiuaticn ch the part of public

servants tu take advantage of training opportunitiss could largely be

attributed tc this factor,
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5. JThe Administrative ﬁu;ture of Governments: For PMT: to be
: : o :

effective, it requires anm administrative system that is performance
eriented in its patterns of authority and communication, attitudes to
work, and values, FEvery government has an aqministratiua cﬁlfﬁra which
is the combined outcome of inFormal_work socialization and the intera-
ction of complex administrative structures over a long périod of time, °
Several studies of training in industry have documented the decisive
influence of “organizational climate" aon training.;ffectiueness.11 Whils
~limited tools and techniquas of management can be transferred with
ralative sase through training, without major changes in its administra-
tive culture, it is difficult to make PMT' an effective input for deve-
lopment, In a sense, it is tha weight of this broadsr non-result
oriented administrative culture which inhibits the realignment of
persoﬁal policiés in many LDC governments,

| An analysis of these five preconditions shows that some of
them influence training effectiveness from the supply side whereas
others operate on the demand sidé. The first three variables - namely,
policies for the managsment of training, the educatien system, and the
" stock of educated manpower - contribute to effectivensess by improving
the supply of training. The reference here is not merely to the guan=
titative aspect of supply, but mare importantly to its qualitative
dimensions. A more appropriate training strategy, for axample, leads
qualitétively to better training, On the other side, personnel

policies and administrative culture sre variables which promote

effectiveness by stimulating a more genuine demand for training. Thus,
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when career daueiopment linkages with training are strony, there is a
graater incentive on the pafl of public servants to rbspond toc and
internalize_training inputs, When the administrative culture is perfor-
mance orientsd, a ministry will demand mprs training inputs'Fdr its

|
‘personnel if this helps in improving its performance. Training
effectivensss is optimized only when both sets of preconditions are
satisfisd. Even if the preconditions for improving the supply side are
mot while those on the demanzigie . ignored, t;e net rasult will be
‘suboptimal, The demand pull which would have improved sffectiveness
is absent in this case. Similarly, if personnel policies are better
realigned, but training strategies are ignored,. then again, the result

will be less than optimal as the supply push which would have improved

affectiveness will remain weak,

In brief, attention must be given to the preconditions on both
supply and dgmand'sidas in order tc optimize training effectiveness, It
is their combined support that impfoues the "fit" between the training
needs of guuernmentq and the actual tralnlng services offered. The
prescription to expand training aCthltlBS witinout paylng attention to
these precondltlaqs betrays a lack of understanding of the complemen=
tarity between the two. More training does not necessarily lead to
better or more effactiue traininge Even as they take staps to strene
gthen PAT: actiuitﬁes, governments ought to review their policies
which heve a bearing on the different preconditions diécusssd above.
The pé}icy implications og.thésa preconditions will be discussed in

the following chapters,
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1. Based on 0ECD, Development Assistance (Paris, 1941, mimeo);
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‘ Chapter 11
EDUCATION AND GROWTH OF PUBLIC ADMINISTRATICN & MANAGEMENT
TRAINING

Public administration and managemant training in deuélnping
countries is ossentially a post-World War II phenomenon. The numbsr
and variaty of training institutions expanded significantly after the
war when many countries in Asia and Africa hecame indspendent. This
is not to imply that training activities wsre noneexistent in their
pre-independence days. In Latin American countries, which Had won
their independence long bsfore moét other developing counfries, public
service training, thaugﬁ hahhazard,_had existed for many ysars. lsgal
training was the dominant influsnce on their training system which
borrowed heavily from the French tradition.1 In South Asia, the
British tradition of generalist training had left its mark even in
the colonial days. British as well as Iﬁdian of ficers who Joined the
civil service were given sducation in selected British universitiss
and special colleges set up for this purpose igyghen undivided India,
In Africa, facilities for training administrators and managers ware
more or less non existent in the colonial days as such positions were
filled almost exclusively by expatriates, Taking LDCs as a whole,
training infrastructure was extfemely limiféd in scope and
rudimentary in nature until three decades ago, Whatever facilitiss

existed, were a reflection of the systems and practices of the

colonial governments which ruled or influenced them.2
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Technical Assistance for Institution Building

The 1950's saw a remarkable .shift in the approaches and
attitudes towards treining in many LDCs, The rapid expansion of the
.rales and functions of government into new economic end social fields
led to a much sharpﬁr focus on training. ‘A United Natieons Special
Committee on Public Administrztion Problems in 1951 noted the scarcity
of highly trained public servants and advcocated further study of the
availability of "yualified personnal at the intermediate and higher
levals".3 The new uﬁsurgs of interest in training was soon reflectad
in the wery first U.N. technical assistance programme which led to the
astabiishment in the 1950s of new institutes of'administration in
Argentina, Brazil, Burma, Colombia, El Salvador, Ethiopia and Turkey.
An even more significant initiative came during the same period from
the UeS5. technical assistancse programme. Sevoral projects fof gsta=
blishing new training institutions in Latin America and Asia were
completed in the 1980's under this programme. New instituticns with
U.S. assistance were set up in Brazil, E! Salvador, Equador, Republic
of Korea, Mexico, Pakistan, Peru, the Philippines, Thailand and
Vistnam during this period.4 .At about the same time, in a dozen d&r
‘more countries, the Franch government assisted in the establishment
of new training institutions patterned after the French Ecole

'
Natinnal§>ﬂdministration.5 Algeria, Camercon, Central African
Repablic, Chad, Ivory Coast, Mali, Marﬁcco, Nigar, Senegal,.Toga,
Tunisié and Upper Voltas were among the countries in Africa where

such institutions were sstablished in the late 1950's and sarly
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1960's, Among the mmerican foundations, the Ford Foundation spsnt over
$23 million-in support of "development planning and managemant” dﬂriﬁg
1955=59, This accounted for 30 per cent of the founﬁétion's total
budget and led to the astablishment of public administration institutes
in sgveral countries with major 1nvoluements in Egypt, India, ‘Indoneeia
and Pakistan.6 The U.Ne, the UsS. Agency For‘lnternatlnnal Development
tUSAID) and Ford Foundation together are eatimated tc have spent abqut
$250 million in support of institution building in the third world for
public administration and trained over 7,000 persons during tho period
1951-62. This new wave of institution building in public administration
in:tha 1950's was aided by both bilateral and muitilateral technical
asaistance programmas whinh_uiawed training as a éritical ingredient in

the developmsnt procéss.

An unusual constellation of factors triggered the bcom in
tralnlng infrastructure building in LDCs in the 1950's. First, tha
polxticul indapandence won by a large number of countries and the
urgent nead to 1ndeganlze and modernizs their civil service generatsd
a strong demand fer, ar at least heightened their receptivity to,
training. Seccond, thé'emergence of the concept of technical assistance
supportad by important bilateral and multilateral devslopment agen01es
provided a timely UBthlB to respend to this need. Third, the optimism
and cuhumctlon bf profa531cnal opinion as well as pOlltlcal leadership
during this period that transfer of knowledgs and skills from developed
countries through training is = valid approach tc the development of

LDCs facilitated the lsrge scale allocaticn of resources in support of

PMTL
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By the énd of the 1960's, hcwsver, this momuntum of institution
building fﬁr PMT . with internaticnal support had begun to decelerate.
USAID for axample, tcok a décisian in the mid-1960's tu cut back on
public administraticn assistance tc LDCs in the belief that thgre was
no immediate pay=off in torme of improved development performance.
USAIquff;cég}aﬂfoHpﬁ_§ych assistance "difficult, sensitive and uncer=
tain".7 It was felt that development administré¥i§ﬁ‘needéd different
approaches and tools from what the U.S. based public administration
medels had to offer; the Ford Foundation came tc similar conclusions,
So the share of public management reiatsd programs in the foundatiun's
budget declined from 30 per cént in 1955<59 to 19 par cent in 1970+74.
On tha‘ cther hand, many doncrs have increased their project related
training (PRT) to LOCs in the 1970s with a strong component of manage-
ment training in their development prcjects. For example, the World
Bank's PRT has increased from $67.2 millicn in 1976 to $1B86.8 million
in 1981.8 The assistance of the United Nations Development Programme
(UNDP) alsc increased from $38 million in 1972-76 to $60 million in

the period of 19?7-81.9

Overseas training of LOC personnel constitutes an important

- form of donor assistance, Member countries of the (Organisation for
Econcmic Cooperaticn and Devalopment {OECD) which account for the bulk
of bilateral fureign assistance currently spend nearly $500 million
par year on training assistance to LDUsj major part of the amcunt

is spent on t;aining'fellowships abroad.10- The number of fellowships

has increased from 82,500 ta 1970 to 93,500 in 1978 and 110,000 in
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1979. Of the 93,500 training fellowships of fered in 1978, 14,000

or nearly 15 per cent of the grants wers in the fieold cf public
édministratiun.11 The major trends and problems in this area aré‘tﬁé‘
fnllowingz first, though the overall number of fellowships offered by
the OECD gruup has increassd between 1970 and 1978, the fellowship
grants in ﬁublic administraticn has declined by nearly 15 per cent,
There is thus somc evidence that the use of cverseas training to
strangthen public administration is réceiuing lcwer priority than
befora, Seccnd, requests for training grants from LDCs appéar to
favour sanior-level persnnnel,k Middle-leuel personnel, whcse shortagg
is savere in many African countries, du not receive the attention they
deserve. Women too have received only a negligible number of training
grants, Zlgggb there has bezn a growing tendency on the part of dunarg
and LDCs to organize training fcr fhe grantess in their u@n countrios,
Use of training fellowships in the home country as a percent cf total
tfelldmshibs has increased from 5 to 13 per cent betwsen 1970 and 1979.
Training abroad, howaver, countines tu be tho dominant feature of donor

assistance by way cf fellowships.

Expansign of Training Infrastructure in the 1970s

Quentitative indicetors of the growing and significance of PHTT
in LDCs are difficult tc assemble, fur several reasons. First of all,
training‘is not = standardized activity with uniform and measuraﬁle
inpdts and putputs, Simple indicétors such as number of courses, size

of budgets, and number of trainees doc not adequately reflect either the
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quality dimensiocn or the variatiocns in the_input-outpgt relaticnships
among the differant-types of training., Second, since many instituticns
ars engaged in multiple activities (nct merely training), it becumes
difficult to allucate inputs =nd outputs which are Jeintly utilized or

. generated. Third, since training is an internal activity, of interest
mainly to public servants, public‘demand for the disseminaticn of
training data is limited. Governments are therefore under no great
pressure tc undertake detailed studies or public relevant information.
on the progress of PMI"« Consequently, data on training are .generally
scanty and aggregate indicators of its progress and perfcrmance v;rtually
nen existent, In view of this daté pfoblém, wohave pulled tugether the
partial evidence that is available on soms dimznsicns of training.and

axperiences of selected countrins,

As %ne institﬁtional capacities of LDCs as 2 whole havs increa=

sed significantly over the past three decadss the increase in the number
of growth,

of training institutions is used as an index./ The 1980 Diractupy of
Management and Administrative Institutes pfepared by the Iﬁternational
Labour Office (ILO), lists 236 PMT institutions in 91 cuuntries;12 the
International Associaticn of Schools and Institutas of Administration
(1a51A) survey fuund 276 public administraticn training institutes and
schools presently in cperation in 91 cbuntries.13 ., The major difference
batween the t@c lists is that I1ASIA includes a larger number of
university departments which plaim tc be engaged in training activitiess

it is more.comprehensive than thet of ILO whose primary conheern is with

general management training, Howsver, even the IASIA list must be
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regarded as an underesstimate as it does not report most of the ministry/
departmental training centers set up by LDC guuernmaqts. Thesa training
centers generally tend to be more specialized ssectorally or ctherwise,

but do offer PHT" to some extent,

Bath the.ILD and IASIA astimates ppint to a significant expan=-
sion of -PHMT facilities in LDCs = some ZGﬁ new institutions over a 20-
year pariud.14This is cﬁrroborated.by a recent survey of 118 institu;
tions arcund the world which showsd that nearly 85 per cent of them
were founded less then 30 yaars ago.15 For example,}gakiatan, six
new institutions were eetablished by the govermment since indepsndence,
These are the Acadamy of Administrative Training, the Pakistan Academy
for Rural Davelopment, Secrstaria£ Training Institute, two Netional
Institutes of Public Administration and the Pakistan Administrative
Staff College, In addition, two universities have established departe
ments of administrative etudies., The first three amcng these institu=
tions are engaged in probationers! training and suparvisory training
whereas the last three provide tralnlng for upper levels of tha c1vil
service. In anothar Asian coyntry, the Phllipplnes, an Znstituta of
Public Administration was established in 195? as part of the University
of the Philippines. The Philippines Executive Aéadsmy was set up within
the same University in 1963, Twormdye institutions, the Civil Service
Academy, and the Development Academy of the Philippines were set up ae
part of the Govgrnment in the 1970s to meot the administretive train~
ing needs of the lowsr and upper levels of public servants respectivaly,

Tha University Inatitute's primary fucus was an pre-sefuice”dﬁﬁree

programmes,
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In Nigeria, there was only one instituts of administration
before independence (at Zaria) that was engaged in training.fur the
northern regional administrative ;;rvice. The Government of Nigeria
had no central training imstituticn of its own, It was in the-1970s
‘that twc new federal institutions, the Centrs fur Nanégement Develop-
ment and the Administrative Staff College for senicr level training
were established, 1In addition, two university departments of.admini; _
'étraticn were also createds Brazil, on the other hand,restabliéhed
four new instifutions.in ther19503f Of these two wers aufcnumous
institutions, and the rest were affiliayed to'universities. Senegal
established five new training centers or institutions For adninistrae
ticn in the 1960s3 four of thése were under. government auspices and one
was part of a university, Most of the expansion in therinfrastructure
for training seems tc have taken place in the larger LDCsg they‘esta-'
blished multiple training institutions during this pericd-wheraas

smaller countries typically had only a single training institution,

The number of perscns trained in these new institutions has
increased significantly in recent years; In Malaysia, the number of
parsons traineq increasad from 1000 in 1960 to‘9000 in 1980 in India,
it was 1,500 and 7,000 respsctively (for the Federal Government only).
In Banghdesh, on the average, cver 5000 public servants wera
trained per year in the mid=1970ss In Nigeria, 8,500 persong from the
public and privata sectars underwent management training in 1976=77,
In the Philippines, a single new program started in 19?é trained
nearly 20,000 middle lsvel administrators during a period of tive

yaars,
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This.staady expansion of institutional trzining capacity in
LBGs may seem unusual in uiéw of the‘declining trend ip the doner
support of donor agencies noted in the preceding pages. The explana~
-tion lies in the fac£ that LDC gevernments financed an increasing_share
of the institutinn-building custs over the ysars sven as intéfnatiunﬁl
aasistancelbagan to shrink, In the heyday of technical essistance fup
public administratien (1950-62), the United Netions, USAID, and the
Ford Foﬁndatinn had assisted in the establishhant of 27,45, and 7
‘training institutions respectively in over 70 dountrias,16 The vast
majority cf new instiiuticna set up after this period cams intc being
wiﬁhuut any.significaﬁt dependence cnrfureign aid; ‘Intarnational

assistanca, however, coentinues for the smallsr and poorer LDCs,

- Develgped Country Experishces

The United States has iong led the world im public administrae-
tion and management training both in terms of the cfficial support
given to such training by ngarnmeﬁt and industry and the uaét network
of eduﬁational and training institutions engaged in this activity, The
ennual expenditure cn training in the United States ﬁas gstimated at
$10 billion in the 19603.1? ‘American universities have offered pru
entry programmes for the public seruice-since the 1920s, and their
graduates have risen to aminent posiﬁions in various government departe
ments in the US.1® Governments at the national and state levels have
established their cwn training centers to conduct inwéarvice traihing
{15T) FDr'thair personnal. ranéing from the training of clerks to thcse

of officials in the highest professibnél and administrative achelcns.
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In relative terms, the involvement of U.S. universities in IST + for
government has baeh.much less significént than in pre=entry training {PET).
At the university level, in racent years the trenc has bech to move
‘amay Frpm training techﬂi&uss toward greater emphasis cn policy and

' program planning and analysis. Within the U.S. government, the focus
on IST has been further:strangthenpd by the passing c¢f the Government
~Employees Training hct in 1§SB which specifiec Goverrment's training
policy and increased the flexibility and financial support for
training.lg It is estimated that one out of four U.5. fejeral
amployaas banafit.frcm scme form of formal tfaining at government
expenss a#ery year, and that one third of the total training budget

is devotad to PMT .zn

Public service training in Eurupean countrics hés also uncar=-
gene significant changas since Werld War II, In Britain, the
Administrative Staff College at Henley and uniﬁarsities, such as
Manchqstef, have been active in thc training of civil servants for
many years, though in terms of the numbers trained, their coverage has
not been extensive. On the whole, British wniversities have nut baan
as involved in PET fcr the government as their American counterparts.
In Britain, which has trediticnally believsd in generalist education
for its civil servants, a majcr landméfk was the establishment of a
Civil Sorvice College in 1970 on the recommandation of the Fulwon
Cbmmitteejiﬂ The purposs of this new training an. rescarch institution
was tc cope with the wéaknéssas arising cut of Qeneralist educetiun

by providing ineservice training in administraticn and management to
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public servants at middle and higher levels, and to undertakes research

and consultancy werk relevant to public administraticne

" 1n France, trainiﬁg is strongly orientec to the developmant of
technospatic elites who are influantieal in both the public and private
sectors. The Gouernmeat of France is well known for its éystematic
apprrach to the trainingicf public servants, especially at the entry
leuel._ The new French model , known as the Grand Eccles tyﬁé of
training, is the basis for access to key positicns in the'administra-
tion and for career prcmotion, The National School of Administration
(ENA) established in 1945, follows a curriculum that emphasizes both
practical and theocretical traininge Training starts with a year of
administrative training in ENA.RV Recent.raformé in ENA have widenad
the scope of field placements which now also include industry.

Sub jects of study include administration, budgeting and finance,
jnternational relations and law, and econcmics, Additicnal field
attachments are sandwitched between these studics, Graduates are
ranked according to their perfcrmance at ENA which in turn determines
their first job assigrnments in gouvernment. Middle=lovel personnel
in France are trained at the Regiunal Institute of Administration.
The French appreoach thus has an exclusive focus on PET, and has
significantly influenced the new training institutiocns of its former

coloniaes.
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In France as well as in other Eurcpsan countrias, law is still
the favcrecd dualificaticn fcr a public sarvant. Thus: French uniyersi—
ties continue tu angags in the teaching of administratiVE law tc the
naélect of public management. The Federsl Republic Germany and Ifaly
provide IST for their public service thrcugh government owned institutes
of public administratiocn. /£ survey shows that most of tha training fer
the public service in Europs is urganized by governments and not by

universities,

An interésting model of training for the public service is found
in Japan which uyntil Qurld War II had omphasized law as the preferred .
background fur its bureaucratic clite. Sincg the 19508, the Japaness
training system has underg;ne ma jor changes;I Legislation has beean
enacted by ths Government specifying its training policy and the insti-
_ tufipnal arrangements for‘public service trainingja‘ While each minie
~stry plans its own training, the Naticnal Perscnnel futhority (NPA) is
the cocrdinating -agency for all trainjng in %he public sector, 1In
addition to on=the~=job training which has a leng history in Japan,
systematic training for all Categeries of public perscnnel is now orgae=
nized through a vast network of ipstitutions, Career developﬁent and
training are closaly linkad through the NPA. PET and IST {which
includes short term training asg well as studias abroad) are planned as
part of the caraer development of personnel from the time they juin
the Government, _The government's own facilities such as the Naticnal

Institute of Public Administraticn rather than universities play =
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major role in IST. The rapid expansicn cf 13T in‘recent decadss
enables the Government tc provide a training vpportunity to one cut
of four public servants cvery year;ﬁs The frcus of trazining in Japan
is not merely on the acquiaitioq}of tachnoeratic ékills, bu£ alsc on
the creation of a strcng senmse of naticnalism, cooperative work

culture, and an empirical apprcach tu administration,

The foregoing review reveals the diversity of approaches to
‘PHT among the more developed cocuntries of the world, Despite their
differences, the governments of all thess ccuntries, hcwever, seem
te piay a growing and preoactive rcle in the training of their personnels
the ccverage is most exteﬁsiue in the United States and in Japan.
Governments' ocwn training-institutions are rospongsible for most of the
IS8T in all ccuntries,
Who bonefits from Training

Public sector employment has grown substantially in LDCs
during the past three decadss. Whether training'has expanded tu cope
with the increasing needs of the public service is an important issue.
i comparative analysis of experiences ef some of tHe countries in Asia,
Africa, and lLatin Aﬁerica reveals the followings

1e Pre-~entry training for the elite administrative cadres
is the most systematically crganized segment cf PMT .2$-~In India,
Malaysia, - Pakistan and the Philippines, training programmes extending
from nine months to tﬁu-years; are cffered by the major training ins=
tituticns for all new entrants to the upper=level administrative

‘cadres, In countrias that have public administration degree programs
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-as part of the university system, in most cases the institutions
goncerned are chiefly engagod in pre=antry training fuor the higher
level services. Thus, the ficus cf training, by and large, has bean

the entry=level neods uf the young administratérs recruited to tha

central services.

2. For most cfficers sven in the elite services, tha ipitial
pra=entry training is the cnly fcrmal training they will sver receive in
their career, Theugh there are instituticns which offer in-service
training -« and all report expansion cf their programmes - thé propurtion
of public servants who are ablo toc take advantage of suph training is-
gmall, For India, it is sstimated that no more than 20 per cant cf the
upper=level management group.will be trainmed in service in their entire
careers: the experisnce of Pakistan-is similar, Evsn Maleysia and
Philippines, which have substantially expandad their tréining activities
in the 1970s report thet the ceverage of IST leaves much to be dasired,

A committes report on Kenya's public service training has also highlighted
the ipadeguacies in IST for different levels cf persunnel.27 A World

Bank survey cf six countries in West Africa has shown that of the 35,000 .
senior and middle=level managers in their public entsrprises, no more

than 11 per cent havs received any kind of management training. _weak
linkages betwesn career deuelmbment and training, and inadequacies in

the training infrastructure are perhaps the most important ressons for

the slow progress of I5T.
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3es Though lip service has besen paid to the nesc¢ for training
public servants already in secnior positions (as against young entrants
whe will eventually risc to senior positions), the record of actual
training offerod to this category of personmnsl is dismal indeeds With
tha.exception of Malaysia which has organized workshops and seminars
for senior officials, the othar three countries surveyad in the Asian
study have not progressed much in this regard. In fact, o survey of
Pakistan's axpsrience shows that middlo=level offiecials get sponsorad
to attand courses meant for their seniors as the latter de not as a
rule respond to such programmes. Surveying the African ecens, one
observer has recently nctad:28

"CAFRAD experience "in administrative teaining in Africa

is that the very senior civil servants who need help

most are the most reluctant to come forward for training.

This is the commonest complaint our trainees make. What

is the use of acquiring new knhowledgs, skills and attitue

des if our bosses are not going tu notice, let alone

approciats, the changsd performance behaviour?®

' Tha Kenyan report referred to earlier has stressed an urgent

nead to upgrade the management skills of the senior administratcrs in
government, A U.N. report meking a similar observation notod that
"if senior managers wers sxpassed to znd convinced of the utility of
in=service training, it would have bensficial effects on the desire of

lower echalon staff to participate in in-service training .

programmes",
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There ére, of cuursa, excaptions to this patterns The
Government of Zimbabma, scon after independence, initiated its very
" first series of training prccrammes with a weskelong workshop for all
permansnt secretaries with the Prime Minister beiﬁg prosaent iﬁ the
first sessicn. This workshup was frllowed by several twc week train-—
ing programmes fcr deputy secretarics and under secretariss. In a
period of four munths, practically all the senicr cfficers of the new
government (in all over 200 persons) participaﬁed in these programmes,
In view of the unigue problems of transition in Zimbabwe and its mix
of white and black officers, the polifical leadership considered it most
important that the reorientation and training processes should start!
with the senicr personnel in the Government., An external cvaluation
of this series of training programmes showed that the participants,
many of whom had never attended such programmes, were overwhelmingly
positiue,aboutltheir training experiance. Neédless to say, this was

an excepticnal case of "top down training™ ¢

4, Training tends to become even more haphazard end inades
guate at lower lavels in the public service, In most countries, such
treining is left tc individual departments and agencies which may have
nc systematic training programmes. As a result, the vast majority of
public suruants at lower levels in several cuuntriss do not receive
any training at all, In Malaysia, it is reported that in 1978 only
4 par cent ‘of the total federal and stata employees received any
training whatsoever. Reports uf. ministries to the Civil Service

Commission in the Philippines indicate that thers are very fouw
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training programmes for the clerical and craft lovels of employees, In
India, only 30 per cent and 10 per cent respactively of persunne; in

the lowest two catedorises are reported to have received any training

at all in thoir entire careers.l50 The Kenyan repcrt also points out
that.thera is a major gep in the training of the lowest categorias of
personnel. In Latin American countriss, lower lsvel training ié.statéd
to be the least crganizqd.;ﬁ R study of the training of local governmant
cfficials in LDCs.has shomn that though they account for 20~30 per cent
of the total number of guvernment employess, only 10=15 per cent cf the

total government budgst for training is allocated to them.Sza'

An important problem hére is that very lerge numbers cf
people are employed in LDCs at the lower levels of tho pyramid cf
public !:u.li_"eaucrr:.':su::;i.e»es.!2 Increaéing the ccverage of training for the
lower lavels would invulve not cnly a major reallocaticn of resuurcés,
but also considerably more cemplax, ond decentralized organizétionél
effurts fer traininge Though "tkaining for allY has been declared a
policy objective by several countries, evidence shows that very little

prcgress has been made in mesting this goal,

Training fcr Public Enterprise Personnel

~ The rapid expansicn of public enterprises, or parastatals

as they are ccﬁmonly referred to in most LDCs, has bzen a phanocmenon

of the past decads or twe., In plapning the new training instituticns
LoC

in the 1950s, neither doncrs nur/gcuernmant$ seem tc have anticipated

the special needs  of these crganizaticns. Internaticnal concern about
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8he training needs of public enterprises {PEs) began tc be vuiced widely
33

only in the 1970s. Unlike in public service training, there is no

single cenﬁral agency in mest LDCB whose primary task is tc look after

the training of PE perscnnel, as evidence is hard tu gathsr,

Most developing countries, it appears, draw on the rescurces of
business schccls, private managoment consulting firms, and to some
axtent, institutes of public administration fer upgrading the managerial
skilis of their public anterprise perschnel, In some ccuntries, large
public enterprises have set up their cwn management training centars,
For the training of some cf their senicr personnel, they utilize civil
service training centres and staff colleges, Very few LDC governments
have set up separate instituticns to train managers of public enterprises.
Egypt's Naticnal Imstitute cf Management Develcpment is one such axample
and India-'s Institute for Public Enterprises is another. In Sri Lanka,
the Naticnal Institute of Management was established originally to
serve ths needs of public anterprises, Mus£ other managemzsnt institutes
or schools tend to eater to both private and publi; anterprise needs,
though, cnce again, data are hard tc come by cn the coverage of training
for different leueis of PE personnel. But discussions on the training
neads of public enterprlses and 1nst1tut15ngl arrangements tc meet them
are cont1nu1ng anq/number of experlments in training are undsr way in

different naticnal and regichnal centars.34
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Chaptor ITI
TRAINING POLICIES

One of the preconditicns for effoctive trzining menticned in
Chapter I is the existence of a notional training policy for the public
service. When training activitios are parfermeﬂ in an ad hoeg mahﬁer
without the guidance of a policy framewcrk, inefficlent use of scarcs
rescurces and tuplicaticn of efforts are beund to ccocur. The trainingr
neads of different categuries of personnel and different agencies of
guuernmént ara numerous and varied. It is imperative, tharefcre, that
the cbjoctives of training anc guidelines for planning, directing and
monitoring this sptivity be laid down by government es part of an-

integrated pclicy.

Ingrecdients of a Training Policy

Ideally, o training pulicy fcr the public service should state
the uﬁjectives and scope of all trzining activities, appruachss to
training necde assessment, privrities and financing arrangements,
the roles and functicns cf different catenories of training institu-
tions and mechanisme for ceoordindting their work, linkages of training
ta caresr planning and gevelopment, and guidalines for the monitcring
and evaluaticn of training., Training pclicies must be basod on a
care?ul-assessment of future national tasks and menpower regquiremants,
Publicly declared traoining policies help employess understand the
develooment cpportunities auailabla tc them, For those who manage
training in government, policies provide a framework within which

to plan their programmes, ssek resuurces, ahd guide and evaluate
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be
performance, On the cther hand, policy guidelines should nct ko rigid

and datailed that adaptation to changing - circumstances becomes
difficulte The key ingredients of o gocd trazining pclicy - are

anunciated here. LDC experiences are examined ogainst this framewcrTke

1. Objectives and Scope of Treiping: One of tho rasponsibi-

lities of a gevernment is tc publicly declere the uvbjectives and scopa
cf public service training and the importance it attaches tc this
functicn so thaf government's expectations are clear tu both the employees
to be treained as well as those whe perform training taskses It is fcr
the-gcgernment to relate its cbjectives for training to the national
goals and environment cf the countrye. Though specific objectives of

training might vary, most governments expect traihing to lead tc
improved and more efficient public servicé thrcugh the development of
appropriste skills, knﬁwladge, apd abilities in their personnel. The
boundaries of training may alsc be drawn through a poliEy uirective.
For example, a government may assign considerabls impﬁrtance te in=-
service training end much lees tc pre-entry traininge It may support
in-service training'through its own institutions énd assign only a
limited rble tu selfadevelopment of psrsonnsl thrcugh noneguvernmental
instituticns,

- 24 Assessment of Training Nesds: An important fumction of

policy is te offer guidelinas on the systematic assessmant of training
needs and assignment of responsibility for this task among relevant

agencias so that crderly planning cf training activities is
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facilitated. Identification of training neseds is aessential at three
levelss (a) naticnal, (b) institutional, and (c) individual training
programmes, A broad assessment of training needs from e naticnal pers=-
pactiﬁa must be undertaken pericdically sc that training institutions
can be assigned appropriate training tasks and made to adapt to the
changing requirements of the nation. A national assessment must take"
intc account both the maintenance and develcpment needs of the govern-
ment, The strategies and pricrities of development programmes, traine
ing needs percaived.by the different government agencies, and diagnosis
of prevailing administrative inadaquacies are amchg the sources of
inputs for such a national exercise. Given the nature of this assesse
ment, the central agency 6oncerned with training or ancther appropriata

national body should be assigned the responsibility for this task.

Assessment of training needs at the instituticnal programme
level must be undertaken within the framework of prioritiss ganérated
.by the naticnél exercise. Once sach training institution is assigned
an area of training resgonsibility, a mure detailed exarcise in needs
identification must he under:aken by its professional staff, A
vafiety of methodologies and techniques of analysis of needs are
available from which institutions must choose an appropriate mix.
Amcng these methods are contextual analysis which relates needs tc the
gaps in specific administrative deficiencies, consultation with elisnt
organizations, feedback from furmer trainess, systematic field surveys

of treining needs, experimental programme as a learning device, and

’
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the critical incident téchniqué. The choice of mettods clearly cannot
be dona through a policy directive. Policy however, must identify the
key agencies/institutions most apprcpriate to parform this important

functicn and assign specific roles and responeibilities so that an

integrated view of training neads amerges.

5. Iraining Plans, Strateqies & Prioritige? ¥n light of the

results of the needs assessment exercisey a pulicy decision must bs taken
on the oversll training plan for the government, its underlying strategy
‘ .‘ ;
and pricrities in terms of the tasks tc be acctomplished, ‘Training neads
gensraily excaed the rescurces available so that it hecomes imporative
to Hacide what will and will not go into a plan. This decisicn implies
the choice of a mix of training programmes that bast mests tharnational
naeds, This is a stfategic decision which must be influenced by what
resoyrces = human, financial, and urganizatioéal - ard availabde in the
shoit tun and the long run. Pali-y guidelinee indicating government's_\
pricrities and resources arg essential tc assist institutions in making
their choica. Policy dacisions on annual~term and long-tarm training
plans must be based con an itasrative process of interacticn betwesn
individual institeticns, and the central pulicy and ¢ coordinating
agencies, Here again, while no policy can lay deoen the content of a
training plaﬁ, the roles and responéihilities uf different agencies
in the task and the criteria anc processes they must adupt ars mattors
for policy decisions. Policy guidelines for financing ciffersnt types
of training, for example, will indicate both to traifiing agencies and

public servants the degree of financial support they can axpect for

trainings
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4e Mdnituping angd EUa;uatiog of Trainings In most {.DCs,
training institutimns ars establish;d and training activitics are
initiated,~but governmants do nut perform their rightful role in
menitoring amd evaluating training. Trainers are 8o involved in the
design of curricula and the mechanics of training that institutionas
lization of evaluagicn remains a weak area, There are both quartiee
tative and qualitative dimensions to evaluation, First of all, when
_resiurcaes are allocated to appréved training programmes, mochanisms
muet be established fur thec pericdic mnnitoring cf the inputs and
cutputs (however imperfect) of these activitiocs. They need tec be
aggragated at the national level and-their trends and parfurmahca ava=
luatad, Second, qualitative svaluation of individual training progra=-
mmes and institutions must'be encouragede This is a more complex task
and requires the creation of institutional review mechanisms the working
cf which are monitored hy a central agency. There are soveral methods
cf evaluation and different levels at which evaluatibn must be done. From
a natiocnal point of view, the mcst important concern is the impact of
training on organizaticnal perfurﬁance.. Pelicy cuidelines must specify
(a) the criteria and pericdicdty of monitoring and evaluation, and (b)
the roles ané responsibilities of diffarent agencies and institutions
in this task. Policy reviews of a ccntinuous nature can be attempted

cnly when the monitoring functicn is stronge
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5, " Carser Development Linkpges tc Training: An impertant
reason focr the neglect of the evaluative functicn in troining is the
absence of suitable linkageé bé;waen the hroader perscnnel policies
of gouernmept end training. The remedy liss in integrating training
policy with tho relavant aspscts of tho perscpnel pelicies of the
government, The key &reas for this purptme--aTY- caresr develapment
planning and promocticn. As pointed out in Chapter I, training
effectiveness is significantly influenced by whother the carsor
develcpment and promotion prospects of public servants are affected
by traininge If training contributes to their career progress and
their training perfcrmance is a formal input toc their evaluation, their
metivation to use training.will be strengthenad. Policy guidelineé
specifying the links betwsen theso elemonts are the must effoctive
moans to inform public servants on how their carser pregress will be
influenced by training. Relating training to different stagaes in a

perscn's bareer, feading inputs from training into his performance
evaluation, and taking training intu acccunt in premotion decisicns ars '
aspacts on whiéh ggidelines must bo established. The administretive
mechanisms for coordinating the implementaticn of these guidelinss

must alsc be stated in the policy.

A compechensive training poclicy will contain suitable guidew
1ines on the different dimensions relsvant to training ciscussed aboves
Operational decisicns on training must be taken within the fgamework-
cf these guidelines., However, since a country's dBVBlnpmént noeds and

tasks change over time, thers should - alsc be & provision in the policy
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for its periodic review and redesign whenever it becomes necessary. A
good training policy is dynamic in nature and will, therefore, specify

the machanisms for the review process,
Progress towards training policies inp LDCs

A quick survey of the available literature shcws that only a
small number of LDCs have formally adepted training policies by law or
by executive order, In Latin America some countries have passed civil
sarvice laws which make refersnces to training, but most do not have
any declared training policy.1 In Africa, the United Naticns Econemic
Commission for Africa has mounted a major effort to have governments adopt
formal manpowsr and training policiss. No country in the rogiaﬁ has,
however, passed any legislation or executive orders on its public service
training policy in a comprehensive manners At a recent meeting of the
ministers concerned with human rescurce planning in 23 African countries,
a strong consensus emerged on the noed to formulate naticnal training
policies.z

"Governments should demonstrate their commitment to the

impertance of training by installing definitive training
policies which would facilitate & mere planned and integrated
apprcach to human rescurces planning, development and utilizae
tion s.es BGiven the urgency and importance of human rescurces
development, governments were urged tc enforce political
commitment by installing training pclicies and backing them
with legislative enactments, Governments should estzblish
soms system for coordinating, directing, mcnitoring and eva-

luating the national effert in sccordance with nattéonal
policy, plans, and programmes.!
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One African country which has recently attemptod = formal
exagrcise to formulate a training policy for the public service is
Zimbabwe., The large secalc influx of new recruits into the public
gervice after independence, the nesd tu augment the supply of trained
manpower te assist in the rapénstruction and development of a war=torn
economy, and ¢on&EFAThAts on resources were the major factoré which
convihced the political legdership to give priority tc the furmulation
of an intagrataq training policy for the. public sebuice. Theugh the
anuernment of Zimbabwe has gone ahead with the expansicn of training
facilities' in pursuance of some of its policy deciéibns, the pace of
precgress has beon slow due to manéuwar iimitaticns. Other cuuntries,
such as Kenyo and Nigeria, have had Committess of Inquify wheso reports
H;ué led to policy decisions Dﬁ some aspects of training. Thess
decisions, hcwever, dou not constit;te a comprehensive statement of
training policy., In Asia, a recent survey has 4 highlighted

only three ccuntries (Pekistan, Malaysia, and Philippines)} as having
publicly declared training pcliciesfl The Administrative Reforms
Commissicn eof India had made comprehensive recocmmendations on training
in 1969, but only a partial adopticn of the propused training policy
f‘ollowed.a In the wvaat majority of LDCs, formal statements cf traine
ing peolicy probably do not exist. fuidelipes on training,.generally_
sesms to have evolvaed cuer'time, and pclicy decisicns, if any, have

been taken only on scme aspects of policy. One likely consequence of

this approach is that ad hot decisicns tend tc prevail and long=term
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~planning that is sssantial in human rescurcas deovelopment gets low
priority.

The adoption of policiss deoes not necessarily lsacd to their
implementation. In Nigeria, a training policy was declared by the
Govarnment in 1969, but no ac£ion was taken on it for twc yaars., In
apite of a pelicy statement, implementaticn was reﬁorted to hoe |
waak in Pakistans in Malaysia, on the othser hend, the training policy
is raported to have been more effectively implemented. Aé in pther
areas of policy, in training too, successful implemantation reguires
atrﬁng and continued politiczl and burezueratic support. In Malaysia,
there ﬁaa a high degree of commitment anhd suppoert to.the proposals of
the new trainiﬁg pclicy at the levels of both political and bureaus
¢ratic leadership, In contrast, in Pakiatan, fhe degres of suppcrt
was not strong and stable, According to 2 review of the Pakistan
experiencet

"The network of training instituticons proposed in the
training policy were duly establishad, but thay were
not provided with fipancial and gersonnel support for
effective functicning., The stipulation linkipo train-
ing with promoticn remainad_unly a picus hopi.
In Pakistan, the frequent changes in the politicel leadership of the
tountry and the demcralizaticn suffered by the bureaucracy during this

pericd are reported to be among the Teasons why the implementation of

treining policy dit' not lsad tc the desired results,

A close integraticn of public service training with broacder
personnel policies (such as on premotion, for example) deces not exist

in many countries., The survey of the four Asian countries referred to
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sarlier shows that cnly Malayéia has baen able tc raort some prug;ess
in this respoct. In some categories and levals, training.is & pre=
concdition fur crossing the efficicncy bar which in turn is a cendition
for eligibility for further prcmction.? Tha Malaysian Qolicy hos also
anccutaged midelguvel postegraduste training of officers tcwards speciae
lizaticn in the service by preovicimg funds for this schems and support
to nroper job assignment upen completicn and training., Similar develop-

monts have besn repoerted in this zrsa in Guyana anu Jamajica.

P
A recent Commonwsalth Secretariat conference of representdtives

of eight LDCs unznimously agreed ﬁhat the absence of policies linkiné
training to carzer svelopment is a major barrier to the effectiveness
of public entsrﬁfise trainiﬁg in their ccuntriea.iu Llgarly, the i&te-
gration of training with parSGnnél pqlicias is the hardest to achievej
this glene cculd reinfﬁrce and fully utilize the potential of training
in improving the quality‘and performance cf qulic seprvants. In this
regard, the gap between the military anc civilion public service |

gxperiences in LDCs continuss to be substantlially wida.

Euén guuernments‘which heve ad@pted fuormal training podicies
have roportad tho cssessment of training needs and evaluation of training
as wosk areas. N reviou of tha Philippine experience showe that fraining
needs are determiped by instituticns on aﬁ imprassicnistic basis.1n
Operating managers generally lsave this task tu the training staff who

tend toc focus cn what training coursss coulc be offsered rather than

what the emplcyees need. Experience in India alsu confimms this tendency



48

on the prrt of training institutiuns.11 fwite cften, those rasponsible Fo;
training fail tc undertake systamatic survays of needs over reascnebla
periods of time with the result the training curricula bscome cbsolete

er irrelsvant to the chonging necds of the clientele. The lack of
involvemont of ministries and cther line agencics in this exsrcise makes

it even mors difficult tu get a realistic assessment of training neecs.

On the other hand, when a systemstic assessment of noeds is
attampted; it coes contribute significantly to the improvement of
training programmes. In Inéia, an anclysis of the dauelopment plan
noads initiated by the Planning Commission in consultation with the
Training Division of- the Department of Pérscnnel led to the identifi-
cation of a set of nmew training neesds in projsct appraisal, implementation
and mopitorings New training programmas ware désigned tv mect thass
needs and sgpsrate funds were proviced under the deueiopment plan to
.organizé new training programmes by invelving @ wider network of inge-
titutions.ﬂz In Maleysia, the systam of requiring departments to
submit annual £raining bids tc¢ the central Training and Carser Develop=
ment Division Haa bsen found to be a guod way of ascertaining ceparte

mental training needsja'

In some cases, it is not the lack of interest or tha failure
t¢ assign the rasponsibility fer assesshant prooerly, but the use aof
inappropriate mathods which. leads to a wrong éSSBSSment cf training
needs, 1In 1974, CAFRAD, the African Regicnal Center in Morccee had

developed a mecsl curriculum fur rural developm.ont training cn the
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assumption that a standard training design would meet the neuds of all
-countéies in the regiun.? 4CAFRAD ﬂecidad to test this desicn in two
member cuuqtriés, Chana and Zambia, In Zambia, advantage was taken of
a meeting of 25 rural preject managers to explcre their training needs
based on the currsnt probloms .faced by them, The "critical incident®
technigue which was used in this survey elicited information Ffam the
respondents on the incidents in their experiencs that were "critical®
in rendering their performance sffective cor ineffective. The majpr
findings of this survey was that the training requirements of rural

. menagers in Zambia included several tepics which ware not coverad by
the criginzl curriculum, The tctal number of incidents invelving the
‘latter constitutsd lsss than 30 per cent of the number of incidents
reported in responss toc the éfitiCal incident survey. Thus the CAFRAD
curriculum had missed most of the rural managers’ real nceds. A8 a
result of this finding, CAFRAD devised & new curriculum, tested it in

Kenya, and used it for  its Mmtire training courses in Africa.

No treining policy can possibly offer cuidelines cn the methos
dclogies toc be used in assessing training needs under diverse condie
tions, Nevertheless the initiaticn of such a policy would strengthen
the capacity Qf training institutions tu perform fhis task aiaquately.
in must LDCs this capacity is weak ancd policies have not bsen

designed cor used tu remedy this lacuna, -
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Similarly, there ié ne evidenco that cuuntries that have
declared training palicigs have necessarily been abla tu eualuata‘tha
impact of their trainming activitiss mcre syestematically thah othoerss
The study of the four Asian countries, referred to earlier, confirms
that eualuatiun.seldcm gues beyond a questionnaire survey of trainees
at the cnncluéicn of thsir fraining. ¥ Fg}low-up nf theo trainees to
assess the impocet.cf training they underwent on their job performance,and
tﬁe broader svaluztion of the impact of a set of training activities
cn the perfcrmanﬁa.uf the participent crganizaticns havae iﬁdaad Bzen
rara; The ECA Report on nfricarréfefrad tu above also has highligkted
fhe lack of systematic evaluaticn 'as a major gap.ﬂs Apart from metho=
dological prublems in eveluaticn znd tho limits con pcliey cepabhilities
for evaluation in LOCs due tv menpcwer and financial cangtraints; a
basic preblem lias in the fact that the performancs avaluatiun.prUCESS
within guvernments does not ﬁypic:lly seek inputs on trainings. A
major inecantive fcr the systematic svalusticn of treiring and its impact

is thus abgent in the larger govaernnental systoem.

Broad based administratide rafcrm measures preceded the
strong interest in training policy fpund in the four asjen countries
(India, Malaysia, Pakistan, anc the Philippines).. The same has bean
the expezrionce in other countries such as Brazil, Iran, Lebanon,
Nigeria, Senegal and Zimbabme.,7 Anuther recent frand has been to

-relats traininc cdirectly to ongoing improvement measures accamplishad

in the ccntext of broader crgamizaticn and management studios,
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Guyana, Jamaica and Kenya are examplas of countries fullowing such an

i 18
approache. In general, a gocd strategy seems to be tc integrate
trzining policy intoc a broader set of reforms $o that it gets reinfurced

by supportive changeslfrom other parts of the larger system,

Training Pglicies for Public Enterprises

The literature on training policy-rslated to public enterprises
(PEs) is even more limited than that on LDC governmentss this is partly
due to the fact that among many LDCs, ﬁublic enterprises are a recent
phencmen;n, the problems of which are only just beginning tc attract
public attention. A compariscn of public enterprises by the Commonwealth
Secretariat and the Asian and Pacific Development Administration Centre
(APDAC, UN) highlighted problems that surprisingly were similar to our
earlier account of the training policy problems of LDC governments in
general, The survey by the Commonwealth Secretariat coyered Bangladesh,
India, Jamaica, Malaysia, Mauritius, Nigeria, Sri Lanka and Tanzanis
whereas the APDAC study covered India, Indonesia, Malaysiz, Pakistan,
the Philippines and ﬂhailand:zn The major weaknesses‘in training policy

identified by buth surveys werss

1. lack of proper identificaticn of training needs and strong
tendancy tc follow the traditicnal civil service type syllabi and
methods. ’

2. Absencs of a strong and csordinafed training policy for
public enterpriseéland laxity in integrsting training programmes of

different types leading tc the inefficient use of resources.
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3, Weak personnel policy and failure tc link training to the
carecr development of individual managers.
4, General inadequacy cof training programmes in terms cf

mesting expanding nceds, inapprepriate cuntent and teaching materials.

5, Failure to treat invastment in training as a long=term
goal and reluctance of government or tecp management of enterpriéas to

alleeate adequate funds for training.

6, Lack of, or ag huc, evaluatiun measures tc assaess the
_impact\and relevance of training both at the enterprise and training
instituticnal levels.

The rscommencations c% the survey by the Commonwsalth Secreta;
riat, howsver, did not deal with éll the policy problems meﬁtioned above,
They fucussed on (a) the selecticn of the target.gruups whieh should

receive training and the ﬁroad strategies_tc be adopted in - planning
appropriate programmess (b) identificaticn of the major subject areas
relevant to public enterprise managements (c) specificati;n of the
design of training activitiss in the identified areas (in~house versus
external training, cduration of training, and so furth); and

(d) financial support and commitment to training at the policy-making

S22
level.

There are three areas of public=anterprise.training policy which
nead special attention, First, at the policy~making level, a distinction
should be made betwesn the commonalities shared by all public enterprises

in a ccuntry and the special needs of individual enterprise in respect



of training. Different strategies
training requirements arising from
thbugh the distincticn outlined in

is & case for & central initiative
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neec to be cvulvsd to deal with the
this differentiaticn. Sgcunu, seven
the sreceding sentence is valld, there

in assessing the total traoining needs

of all public enterprises in o country. Because public enterprises tend

tc get attached tc different ministries, their training noeds ere seldom

viewed and assessed from the standpcint of economizing cn tho use of

rescurces (such as juintly crganizing trainingj. Third, in vicw of the

large number of public enterprises as well as thsir autonomy, it is

important to aestablish a policy four the monitering and evaluation of

training activities. Policy guidelines in this area should assist

governments tu cvarsee their performanece in human rescurce development.
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Chap.er 1V

TRAINING INSTITUTIGNS ¢ THEIR STRUCTURE AND
PROGRAMMES

The network of public administraticn and manacement training
(?FM“"“Y“E‘E”'S”EE‘EG“E‘EEHé‘ Fiom 91 developing countiies IISEEd 1R the ILO
Directory can be diuidéd inte four main CathUri8531 {1) tovermment=~
cwned and guuernment-manaqu ipstituticns primarily engaged in non=
degree fraining proegrammes; (2) autonomous instituticns engaged in
éﬁ?; (3) university related institutions offering educaticnal and
training (leading tc a degres or equivalent) programmes; and (4)
m?nagament institqtes or schools set up tc¢ provide training in et
e%tarprise management, but which have diversified into PMP. Though
tﬁé distincticn ameng these categories is useful it tends to get
blurred in some cases as instituticns cperate in several areas

‘ |
simultancously. . Thus, in rscent years, the public administraticn
jnstitutes in Indunesia, Malaysia and Thailand have diversified to
bacome national institutes for both public administraticn and manége-
ment. Nevertheless, it is useful te divide the institutions into
four categories and by geocgraphical region in order tc understand the

structure of the network. Table 4,1 presents the results of this

énalysis for 236 instituticns in 91 LDCs,
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Table 4,1
Institgtiuns'hy Latengory & Repion

fsia Africa Latin Total
America ’
University departmsnts or N 85
schools of administraticn 27 20 38 (35.5)
Autonomous institutes of 36
administration ' 11 12 13 (15.0)
Government institutidhs 105
of training 39 a4 22 (45.0)
Management instituticns 5 2 3 10
(45)
Total 82 78 76 236
(34.0) (33.0) (32.0) {100,0)

Note: The figures in parentheses denote percentages.
The numericai‘distribution of ipstitutions doss not, of
course, truly reflect the magnitude or impact cf.their cperations.
University departments of administration are generally small in most
LOCs, and are engaged in undergraduato ancd grecuate teaching, for the
mecst part. Their annual output of graduates, thersfore, tends toc be
small comparsd tu the throughﬁut cf government training centers that
offer several short-term pregrammes. A university department or -
schecl of public administraticn typically has an annual intake ef 50
students. A civil service academy, on the other hand, may admit a
much larger number for training‘each year. For example, the Indian
National Academy of Administration annually trains 275 probationers
in its year long professional course. If the trainees in its shorte
term programmes zre added, the total number trained at this Academy

will exceed ‘1300.2
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An analysis of Table 4.1 shews that PMT institutions are
about evenly distributed in numbsrs among the three Jeveloping regions
of tht werld. But’the number is certainly fewar per cuuntry in africa
than in Asiz and Latin Amorieca. This ie pet surprising given thet indae
pendence was wen by mest Africon ccuntriss in more rscont yeers anc that
their size and pcpulatiﬁn are gunerally smaller than thosa of some
ccuntries in cther regicuns. Tﬁe table also shaws tﬁe vvwerall duvmipnance
cf guvernment owned institutions (45 per cent) followed by university
related instituticns (35.5 per cent}, ln fact, in Latin America,
university related instituticns form the single largest gruup. Autono-
mous institutes have the third place {15 per cent) in all regicns and

management institutes - - copstitute the smallost category (4.5%).

Private consulting firms alsc play a growinc rcle in the
network of PMT  instituticns. Agencics such as the Werld Bank end
USAID hava previdacd training assistanca tﬁ a wide variety of orojects
in LDCs thrpugh foreign consultants. The Project related training
{PRT) component in The World Benk's project end programme losns has
been an dmacrtant instrumant in this process. " However, the prattica
of using shori-term consultants dmés rnot necessarily lead tc the inge
titutionalization of the training activity within the country. But
if lccal PMT institutiuns.and experts are involved, there is @& grecter
pfobahilify that indigenous training'capacity will be strengthened

guer timo.
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Instituticnal Categories s Distinctive Features

The FourPHI“ segments listed in Table 4,1 may be Furtﬁer
subdivided intu smallafvgroups with distinctive features of .their cuwn.
For e*ample, government cwned training instituticns in most {.DCa
influenced by British or U.S5. training mocels haué civil service training
academies or institutes whereas in Frénccphone Africa the Ecole
Nationale d'8dministraticn (ENA) is the dominant training instituticn.
Autoncmous instituticns, include Institutes of Public Administration
as well as Acministrative Staff Cclleges., Along with full fledged
management institutes, the new sectcral management institutes and centers
must also be cunsidered. In all, seven categcriss of PMT; institutions
have thus been identified even though their numerical distribution is not
fully known. Table 4.2 summarizes the types of teaining, target groups,
duraticn of training, and the typee of prefessicnal staff characteristic
of these categories. Their main features are discussed further in the

remainder of this secticn,.
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Tabhle 4.2

A TYROLOGY OF PMT INSTITUTIODNS

Eatagory

Types of
training

o A s A e P

Target groups

- i i

1« Livil Service
Traininn Acacemy
{Government owned
ant managed)

2. Eools Nationala
D'Administraticn
(Francuphone)

3., University
Schocl Department
of Public Admini-
stretion.

4, Autonomous
institutions of
Public
Administration.

5, Administre-
tive Staff
Collage.

PET, 15T (non-legree)
classrocm work anpd
fisld attochments.

PET (prisr tu rscruite
ment)classruum work and
field attachments.

Mostly FET (cegree/
diploma programwes)
part=time IST,

Mostly IST, some PET
clossrocems werk and
scme field projects
{scmetimes ieadinc to
tlegres)

IsT
Clzssroom work/syncie
cates

caEpn

Duraticn of
training

Typas of
professional
staff

Mew recruits to public
service - middle and
senior leval parscnnel
of ministries/cepart=-
ments.

Pre=entry candidates
mestly for the public
service

Studentg-midcle level
administratcrs '

Middle lsvel perscnnel
in covernment « public
enterprise manacors.

‘Senicr and middle lausl

personnal in government
public and privata
gntsrprise managors,

- et o

PET « 3«24 months
IST = 1-12 weecks
short seminars/
workshops

1.3 years

1—2_y3ar5

1 « 2 months

‘short programmes/

saminars,

1 = 12 wesks
short seminars
fur top lovels

‘Experienced civil
servenis on seccn=
@ment and academic
trainers..

* Experienced civil

saervants and
atadomic specia=
lists,

Permanent academic
faculty anc parte
time visiting
faculty from
public service,

Permznent academic
_Faculty and i
visiting practi-
tigners,

Fermanant faculty
with academic &
practical axporie
gnca .and some . . .
visiting faculty,

weONtde,



*8I03EISTUTWRE
Tel03208 BursTloEad
% 83sTrRTo0ds 2TWepwOYy

*AqThoey
But3TsTh pue sousTIodXas
TesT3oedd put ITWBHREDR
y3Tm A3Tnoey jusuvewisg

(ATTeunTseano)
szl Z - 1
sygucw g = |

*Tanet dojg xogd

sIguTwes 3Iouyg
181 94

gaom zL = |
13d

a0 sytoh 2 = |

*Tauuoszad
pumﬁona\mserwdona
TauuosInd T2aTUYDE]
pue ToneT BTPPTW

Tsudesdad goelfoxd
\mEEmmmoma AI3snput
nue 3uewuzenob

word Touuosaed taner
JoTy2s [uR STPpTW

- sesTacdiaague otyqnd
puUT B3BATIO UT pogs
-p3a3ut ardaad Hunoy

sg3oalnad prety
PUT HIOm EODHmwGHU
(ATeaex 13d) tud ‘1Sl

(134 ut ewordIp
\mmnmmv o3 Butpear)
mpcaezumuvm\muuaﬂoua
nTatTl Nuc MI0m wial
~88CTa Lyd ‘151 ‘13d

183Usq
\mpnuﬁumcH sututeI)
TeI0jaeg  *°.L

*a3mpT3SUl BUTUTBIL
' quewabeoucyy *9

d4E3s
TouoTssojoad 4o s80A1

Butureay
Jo uoraeang

scnox8 gebae)

But
wUTEIY 40 SadAl

Aznbeje)

(P,3uoD) g*% oTdeL

o
—



62

1. Civil Service Academy (CSA)'

This type of institution is heavily engaged in :. induction
‘training, long-term pre=sntry training for new recruits into the major
administratiua cadres of government, and ineservice training for.mostly
micddle level personnel.s i1ts programmes cover general énd functional
administration. The foundation course for new recruits will have a
stroﬁg general orientatien (study of_the national anuironmant,.sconomiCS,
law, planning etc.) whereas functional courses in.financial management
or project management for middle~level personnel will have a more
specialist focus, If the institute is meant for a single ministry;
the | technical or specialist orientation in training will be even
stronger.

2, Ecole Natigpale D' Administration (ENA)4

The typical ENA programme is of the long-term pre;entry
traﬁning type. Its training has a generalist orientation with
amﬁhasis on several subjects such as admninistrative fheorias, politics
and economics, personnel management, development planning, financial
management and international relations. The ENA of Ivory Coast
follows this approach though its orientation.is regarded as someuwhat
more theorctical and divorced from the realities of the local environ=-
ment, ENA is supervized by the Civil Service Mipistry and in some

cases offers also short-term training programmes of a spacialized

type. ENAs in the Gabon and Niger offer short tarm programmes.
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3. University Depertments of Administration {UDA)

The primary task of LDA is‘preparing young graduates for
carsers in government through pre-sntry training. A degres or dipluma
is awarded to successful graduatas. Courses cover both general and
functional administration areas. The curricula of mast UDAs have bgen
heavily'influenced by the UeS. public.administraticn curricula whiqh were
axported to LDCe in the 1950s and 196@s, Some UDAs are also active iﬁ
inservice training, especially by offering part-time courses for
administrators. The Philippine College of pyblic Administration, for
example, is sngaged in poth pras-entry and in=service training. Where
governments encourage self development as part of the training policy,
UDAs may offer specialized courses (accounting; personnel management, and,

’
so forth) for practising administrators and public anterprise_personnél
on a part-time basise
4. Aytgnomoys Institutes of Public Administration (RIPA)

‘Generally, an AIPA will be larger than a university departe
ment of administration but smaller in size than most ciu;l sarvice
academies, In-service training is ths primary task of an AIPA, though
séme do éffar pra=entry training of a degrée or diploma type. For
axample, the Indian institute of Public Administration is angaged only
in ineservice training whersas the Saudi Arabian Instituts of Public
Administration offer pre-aptry training as well.5 Their curricula
are very similar to those of UDAs, except that in in=sarvice training,
AIPAs have moved into more specialized areas (such.as project planning,

appraisal and manabehent, and performance budgating) and adapted new
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curricula to suit their needs. To the extent AIPﬁg are engaged in the
training of public entarprise parsonnel, their curricula -have been
influenceh by cnterprise management concepts and tools and fromeworks
of analysis,

5. Administrative Staff College (ASC)

The ASC is designed as a hybrid institution in most LDCs
patterned along the lines of the one in Henley in the U.Ke It is
exclusively engaged in training senior managers in the ;ervice af both
public and private scctors, The ASC of India, the Easé‘ﬁfrican ataff
College. (now ESAMIY end the Philippine Executive Academy'have followed
thié model, The Administrative Staff College in Nigerie which has besan
funded fully by the Government is engaged chiefly in the training of = .
public sector pe:sonnel. The curricula of ASCs draw upon both public
administration and management and they are known for their extsnsive
uss of the "syndiqats methed® of teaching., Joint programmes on managee
ment and policy ﬁrobléms for both public and private sector senior
managers arce seen as a useful forum fgr mutual interaction and lsarning,
apart from thse sﬁbsfahtiue acquisition of knowledge and skillé.

6. Management Training Institute (M71)

MTIs have in recent years engaged in training for both
public and private enterprisas through pre=entry and in-service
trainiﬁg. Courses on ths contextual problems of public enterprises
have baen added to their curricula to make training more relevant to
fheéa enterprises. Recruitment of graduates of MTIs by public under=

takings is now commen m in many LDC4. A mors recent development is
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the engagement of some MTIs in inessrvice training work for the public

. services the Indian Instituts of Managemant in Ahmedabad and the Central
Americal Instituto Df<BUSiﬂESS Administration in Nicecragua both have
offered this form of treining to middle and senicr lsvel persgnnal in
government. In=service training céﬁars both general administration

and maﬁagament topics based on fiesld research and consultancy axperience.
MTIs have alsc participated in project related training at the invita=-
tion .of donor aganciés énd national governmentsy this follows fraguently
from their raéeérch and consulting work.6

7. Sector Training Institute (STI)

In recent years a numbar of sectoral training institutions
have been established in LOCs far such sectors as egriculture, rural
development and health, There are no reliable estimates of such
institutes even though they are relevant beﬁause in their technology=-
oriented PRYT' is an important component., Thus, the Nationzl Institute
- of Bural Dsvelopment and the new Institute of Rural Managemant in India,

the Nigerian Instituts cf fgricultural and Rural Management Training,
the Managya‘ngricultural Management Centre in‘Swaziland, and the
Agricultural Management Training Institute in Bangladesh zre engaged in
PAMT specifically for the agricultural and .rural ssctors Their main
engagament is in ip~sarvice trainingj their courses smphasize egricule
tural project management and operations management. Some of thsir
work ariszes from projocte=relatad training supported by donors.

Soma of the existing ganeral management institutses alsc

cater to the: training needs of the agricultural sector, For exampls,
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there is a Centre for Management in Agriculture at the Indian Institute
of Management in Ahmedabad. A Rural Davelopment Group at the Asian
Institute of Management in Manila offers training and consulting in
agricultural managemcnte Such now development in PAMT deserves fo be
noted, though it is not possible to of far a regionwise break-up of the

pew institutions.

There are alsc regional and intergovernmental institutionsy
of which three have been established under UN auspices. Thess are the
Neian and Pacific Development Administration Centre (APDAC) in Kuala
Lumpur, the African Training and Research Contre in Administration for
Davelopment (CAFRAD) in Tangiers, and the Latin American Centrs for
Development Administration (CLAD) in Caracas.7 At the regional and
sub=regional level, thers aré a number of cther training-cum-rcesearch
centers which have been established as inter—governmental instituticns

with or without external donor assistance, Thus the Fast and Scutherp
African Management Institute (ESAMI) in Tanz;nia, the Pan African
Institute (FAID ) with four centers in differsnt parts of Africa, the
Contral Americal Institute for Public Administration (ICAP) in Coste
Rica, and the Carribean Centre for DeQalopmant Administfation (CARICAD)
in Barbados, are examples of the latter type. Both types are sngaged
in PAMT activities though the latter perhaps pléy a more active role

in training the pesrsonnel cof the participating guvernménts. In addi=-

tion.to training of public servants, they organize training programmes

for trainers, seminars and workshops on training related issues, and
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dissaminate reports and cther publiecaticns cn training. The Econumic

_Development ;nstitute cf the World Gank, thruugh its treining programmes
at the regivnal lsvel, is glsu cullaborating andg strengfhaning_natiunal
anhd regional gMT insfitutiuns. In the segment of institutions
discyssed abﬁua, thaea institutions are:nmt included sinco thu.natura
ang éccpe of their activities ars different from thosc of the sevan
categories presented in Table 5.2.

Curricula and Hethodologies

In_the preceding sectiun, we merely referrsd tc the types
and sccpe of traininghin differant categories of PAT! instituticnss
this section will illustrate their curricule and methcdclogics. Tha
examples arg drawn fr.m an in-sasrvice training programme for middls
leval administraturs, & pre-antry programme far_sectural training, and
& preposed programme fur public enterprise managers. These are by nc
maans represantative cf all training ﬁrugrammes, but zre suggestive of

t

the range of curricula and methods in vogue,
1. JET=STREAM {Philippiﬂes)a

The Junior Exescutive Troining = Supervisory Training for
Effective Administrative Managament {JET-ETREAH) was started in 1972
by the Government of the Philippines to onhance the effectivensss of
middle managers in their thirtiesuwho are in important pesitions in
the bureaucraey by instilling in thém a sense of professionalism,
disciplinag and commitmont to deuwslepment tasks. It was conductod in
twc stages, a cunteptual part called JET, and a practical wcrkshop.

after the JET graduates wcre back on the job fur 6 months. JET was
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conducted onh saturday afternocns (25 half days). In 1977, aftsr nsarly
20,000 parscns were trained, this programme was converted inte a single
three week livewin programme. It mokes extonsive use of expuriential
mathods Qf teaching by making classroom lsarning appliceblo tu wufk
situations,

The cufriculum of the p;ugramme aims to provide participants
a working knowledge of sffective management, supervision, and administrae
tion within the Philippine environment., The first ccmponent of the
curriculum provides a perspective on the issuas and problems of natiunal
development, the Philippine cultural heritage and values, rural=urban .
dynamics, and the naticn's role in internaticrnal affairs. The gecund
component is designed tc teach supervisory role and functicns, managerial
functicns of planning, programming and organizing wurk, and team manage=
ment, Managerial tucls for planning and cuntrol, informaticn systems,
budgetary pr009;ses and decisicn making in reletion tu all these aspecté
are ccvered in this segment, The third moduls focuees on human bshaviour
in organizaticn. Personnel pcolicies, cvaluaticn, incentives and mctiva=-
tion, grievances and sancticns are amuné the subjects covered in this
part.

The rescurce persons for this programme arc drawn from the
government, acadsmia, and stiness. It makes extensive use of casas,
role playing, exercises and films. It cntails fizld visits and weekly
examinations. High perfcrmers are considered for entry into the
higher career executive service. The programme is organizad by the

Civil Service Academy.



69

‘ r
A Programme for Rural Osvelopment Monaggrs (India)’

The Institute of Rural Mznagement at Anand (IRMA) in India
started a new two=year managament programme in 1979 for ycung gfaduétes
in their early twenties. Since 1AMA was spunsured by the Natichal
Dairy Develcpment Board cf India, this activity wes env.saged as & PET
programme to meet the needs of the cocperative segment of the dairy
and agriculture éector-of the aconomys The progromme is unique in
that 40% cf the BO weeks of study is devoted t. field work by students
in villages-as well as producers' cooperative societies in different
parts of tﬁe éauntry.

IThe prcgramme curriculum consists cf three parts 3 (1)
a class stydy segment with four ten-week terms of intensive, case
based training in managerial decisiun making in the cuntext of
dif ferent Functicnal areas such &s production, marketing, finance and
perscnnel; (2) a field study segmant tu sensitize stucdents to rural
cealities with two spells of five weeks each during which students stay
in groups of 4=6, anc study the village structure and possible apprcaches
te sccial changes and (3) a mansgement traineeship segment with two
spells of 10=12 weeks pach during whiéh students study under managers
of producer cuoperatives in functicvnal areas of their choics. Faoulty
memberé work together with students in all three components, and alsu
teach additicnal ccurses on the rural envircnment and problems in

managing farmers' organizationse
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Tho first bateh of 47 graduates received their diplemas and
left IRMA in 1980 and zre wcrking in 10 different farmer organizatiaﬁs
or ccoperafiuas. Early repcrts indicate that their acceptability in
the rural crganizatiuns where they hzve bean nlaced is quity pusitive.
IRMA is probably tha Fi:st amcng sectoral instituticns in agriculture

te launch a PET programme successfully,

3. A curriculym fcr Public Enterpriss General Management (PEGM)

At the initiative of the Common Secretariat, a working group
which included six a%perts from Asian and African countrios met in
Mauritius to recommend suitable curricula for training in public entere
prisesjp The group identified the eleven areas fur the developme
of curriculaj these includad:

1+ Macro perspectives of public snterprises,
2, Public enterprise system

3, Organizational structures, institutional patteens
and managument procosses

4e Corperate planning

5. Personnsl management

6. Managoment infurmation end centrel systems
Te ‘Financing and financial managemant

Bs Perfurmanca evaluaticn

9+ Marketing

10, Technulogical choice

11, Materials management
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Each of thesuo areas was furthar spelt ocut in detail by the
group. It was pointed cut that the depth of treatment of these subjects
will vary depencing upcn the target group and its backgrounds Th2 group
alsv reccgnized that the curricuylum will need to be adapted te the
spacific cunditions vbtaining in the countrye. Huwever, no reccmmondae
tions were coffered un the teaching methods, sequencing of subjocts and
their integraticn, As may be scen from the topics listod above, excupt
for the first two, all others relate tu the thctiuns which pcrmally form
part of any standard management training, curriculum. The ruzl quasticn
is how to tailor them to the needs of public enterprise and what cance;
ptual knowledge, tocls, and practical applicaticns and experience are
available tc meke a new curriculum that is both challenging and
ralevant, |
Irgining Methodologies

in .

The role of training/the : mix of activities of the different
catagories‘of institutions roviewed in this chapter has veried widely,
Govarnment instituticns aré almost sxeclusively engaged in trainingg
this dues not mean that classroom teaching is their sole activity. In
many LDCs, preesntry tiaining has & field work compcnent. 0Out, by and
large, ths focus is c©n training indiuiduals in classrcoms, znd nct oh
raseafch, ccnsulténcy, and felatad tasks axcept in Francophche Africa,
where a strong traditiﬁn of cembining classroom learning with practical

axperionce at work exists,11



72

Autonomous ' ] .
and university-rzlatod institutes and

departments‘bf administraticn also dovcte most of their time aﬁd
rescurces tc training and ecucation prcgrammeé. Their charter in most
cases requires thom to engage in research and consultancy. In practice,
howaver, since most of their rescurces are devcted to classrecm teaching,
nelther research nor consultancy gaets much attonticn. Most of the
training materials and textbocks uscd by thess two categories of
institutions come from forseign scurces and lecture is their popular
methed qf_teaching.12 An analysis of the public administration insti-
tutes in Saudi Arabia and Jcrdan showed that lecturss were the most
popular method and that case study and role playing were the least

USBd.1 3

The newsr typas of mapagement training institutes in LDCs have
departed froum the classrocometaaching appruach to trainings While they
doc engage in classroom training, increasing attentiun is devoted to
research and consultancy which feed back into training, The develop=-
ment of indigencus traiping materials through ficld fesearch is emphasized
by ﬂ{‘mcst of theaa nawer institutions and an attempt is madé tc bring
into the classroom cunsultancy insights and'?indings froum the ficld.

It is not that none amcng the c#han.categaries of institutions follows ' -
this approach, but that it has nct been their dominant traditicn,. Among
manageﬁent'institutes, suectoral instithtions and consultants invclved

in prcjecterclated training on behalf of donor asgencies, the tendency

te be experiential is more prenounced as they have a stronger
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traditicn uf combining training with fisld research and cchsultancy
activities, Their trsining metnodologies, therefoers, tenc to use
cases, - group discussion, action learning, end cther porticipative
methods more often that lectures. A shift towards a similar diver=
sification ¢f training methodelogies in fha first twec catequries cf
institutions in sume LDCs is reported to have cccured in recené
years, according tu a sample survey undertaken by the Commonwealth

Secretariat.
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Chapﬁer v

EVALUATION OF TRAINING

Evaluation is a subject on which a great deal has been
written in the’litaraturé on training.1 The millicn=dcllar qucstion
that denors and LDC guuafnments frequently ask is whether thers are
practical ways tc mcasure the impact of training on the‘perfu?manca of
the sconomy., In the case of worker training, it is not difficult to
evaluate the impact of training as there afe maasurabls uutputg that
can be identified and esmpared with those of employees that have
received nc training. In the'base of PAMT, it is meore difficult to
identify tﬁe relovant cutputs and effectsluf training, since control
conditions are not as easy tc create as in a factcry setting. 1In
tha_ériuate sector, the response of training to instituticnal programmes
offers a gocd market test of its effectiveness, If some types of
training programmes dc nct attract an .adequate clientele, tha under=-
lying message is loud and clear, In the government sector, huweuer,'
most training is internally crganized sc impact cannct be judged
. through the market teste Similarly, the applicaticn of cconcmic coste
benefit technigues t¢ public training activities is rather difficult
ag earnings differentials of the private market variety have no

counterpart in the public sectcr contéxt;'

Nevertholess, pM¥. institutions seek tu influence the behaviour
cf their hublic sactor clientele with a visw to improving the psrfor=
mance of the administrative systems of government, In svaluating their

performance and impact, institutions must ascertain ths
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degres to which expected behavivural changes have, in fact, occurred and
its influence on the administrative system's level of perfurmarice. This
is a difficult exercise for three reascns, First, bohavicural changes
and skill development éf the glientelz may be a small part cf the
complex of facters which datermine the performance of the administ;atiue
systems Sscund, tho behavicural changcé and skills of the clientele
could be rendered less effective by hostile crganizaticnal climata in
the larger administrative gyétem. Third, the necessary knowledge and
tschnigues fer evaluaticn may not exist or be available., A mix cof these
factcre in varying degrees of ihtensity prevails in all tDCs, Definitive
impact studies of PAMT are, howsver, difficult to find, and most studies

reported in the literature are of a qualitative naturc,
Fecus of evalystion

In view of these difficulties, rigcrous stucics cf the impact
of training cn public sector pefformance have seldom been attempted by
donors . or by LDC gevermments. The kinds of evaluation studies
typically undertaken by those engaged in training fueus cns
(1) individual training programmesj (2) training institutions and
(3) training assistance projécts financed by donors. The cbjectivas
of such studies usually determine whether their results are disseminatea
tc the public, Thus, training programmes are internally evaluasted by
institutions in order it feedback results toc the féculty.as part cf a
process of improving future programmes. This explains why esvaluation

results of individual training prcgrammes are seldem made public, On
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the othor hand, the svaluation ﬁf institutions, and groups of projects

is commonly undertaken by guvernments cr denors. This type of evaluation
is in the nature of a poste-murtem, the findings oft which are scmétimes
available in the public domain.2 Unfortunately, unlsss impact studies
of the entire sat of training institﬁtions in a country are available,

it is difficult tc dray any worthwhile conclusiins on tha effectiveness
of training for the country as a whole. The foeus of interpaticnal
donors, on the gther hand, is c¢n the set of prejects with which they

are assvtiated., Since these are likely tc be distributed cver scveral
countries, it is nct gasy tQ generate measures of effactiveness for

each country cut of these studies,

Nevertheless different types of evaluaticn evidencs are
reviewed in the following pages. The dgta and findings have bean
gatherad from threc SOUTCES, (1) denor agshcies which have financed
different furms of traiming assistance and institdtion building in many
LDEs; (2) Western cbservers/scholars who have attempted an evaluation
of in LDCsg and {3) LDC governments or their spckesmen who have
attempfed an overview of their training perfurmance and problems, Even
theugh the methedolqgies adopted by these diverss evaluators ape :
not fully known, a synthesis of their findings has boen attampted to

find scme interpretation of the lessuns to be learnt,
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Donor's View of Effectiveness

The Ford Foundation, USAID, the UN, ‘0ECD, and the wWorld

Bank have, in recent years, documented their assessment of the impact

of their training assistance to LDCs, Both USAID and ths ferd toundamw

tion were heavily involved in technical assistance for public adminie

stration since the 1950s, Their major conelusions on the impact of

their assistance and the effectiveness of the institutions they

financed may be summarized as follows:

(a)

(b)

Assistance for public administration did not produce the
impact that was expected. The new institutions wefe able
to couer_dnly a small portion of the administrative cadres
in LDCs. Their contribution to the improvement of
government's administrative capacity fell far below

gxpectations.

The new institutions were unable to further the cause of
research and consultancy. For some of them that were not
linked to universities, it was hard to earn the prestige
and authofity necessary to gain access to government

agencies and top administrators in order to do research

or offer advice.

The limited impact on performance may have been owing
in part to a lack of fit betwesn the model of public
administration being exported from the United States and

the local environment and needs of LDCs,
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The summary assessment contained in a Ford Foundation

4,
svaluation report speaks for itsslf ~

The returns from most of our support to public
administration trainin3 have besn very limited.

From an Asian 0ffice we have the report that
'University public acministration training programs

lack proper orientation and capability to contribute

to government management improvements,' And from Latin
America, ... 'schools of public administration, whether
lodged within the government or slipped under the

wings of universitiss suffer from virtually incurable
and endemic dissases. ' The number trained are commonly
too few, the content of the training appears to have
bean too general and lacking in both skills and
tachniques of analysis, and few governments appear to
have been too general and lacking in both skills and
techniques of analysis, and few governments appsar to
have given strong support to such training institutions,
Furthermore, it seems unlikely that institutes of public
administration can be transformed or rehabilitated by a
new emphasis on rigorous policy analysis as has hbeen
occurring in the United States, While they will rstain
some useful training functions, the dismal conclusion

is that we might well avoid further institutiomal
investments and only respond selectively to focussed
training efforts.

The United Nations Division of Development aAdministration
(UNDDA) currently has nearly 300 experts in the ficld assisting different
LOC governments in PAMT. It administers 39000uerseas training fellow-
ships annually tag n?tionals of LDCs under various schemes of assistance.
Its annual budget for assistance in PM¥ to LDCs has grown from
$506,000 in 1950 to $12.5 ﬁillinn in 1981. According to UNDDA, damand
for PAMT from LDC governmaents has been steadily growing although
priorities have shifted from time to time. Thus the decads of the

1950s LDC govermments. focused on medernization and indigenization of

public service. In the 1960s, developmont adminictration attracted
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greatér attentiorn, It was during this period that regional institutions
and centres were established unt v U.N. auspices. Accarding to UNDDA;
interest is shiftinc froﬁ middle-level training to senior=-lsvel training
in LDCs, espocially in Latin America. A recent UN preject to
strangthen international collaboration among institutions in this field
testifies to this trénd.5 The demand for in-service training in UN
supported projects continues to bs on specialized functicns such as
budgeting, personnel, énd organization and methods, There has also
been a tendency, of late, to ﬁoue away from the use of lecture method

to one based more on practical experience,

Despite the expénsion of PMT institutions in LDCs, -
UNDDA's assessment is that there are several importantrgaps anﬂ
problems.ﬁ' First, availability and quality of trainers continue to be
a major source of concern. Second, the focus of training is still
academic rather‘than orisnted towards employment; the result is that
of PMT institutions have woak links with client organizations. Several
university schcols and departments of public administration, in
particular, face this problem, Third, rgsearch and caonsultancy have
not been adequately developoed along with PMT. Part of tha problem
may be owing to lack of access to data.én government related problems
which PMT instituticns face. ‘The ouérall assessment of PMT institu-

tions has been summed up in a reecent UN report as follaws:?
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Training'institutiuns have in many cases also
functioned in relative isclation from the actual
problems and needs of the public services and
this factor explains the diminishing scale of
influence of some of the institutes and schaclse
of administration, Thess institutions have not
generally moved as fast as they should to respond
to the changing demands. They have not been able
to be of great help te the public services while
the latter were baing transformed from general
systems to specialized subsystems,

The Davelopment Assistance Committee of the OECD recanfly
complgted a compréhensiue review of its training assistance foctusing
mainly on the fellawship schemes. While noting that training assistance
has played an important role in developing skilled personnel and
upgrading institutions in LDCs, the review also highlighted some of the

i
emerging problems,

1« There is a strong tendency for overseas fellowships to
be allocntad to the olite = namely those at senior levels in the public
service, This may strengthen the capacity of those at top, but does not
assist in building up middle and lower levels in the bureaucracy. This
is partly a problem of the general sdutational systems in LDCs which

arg not effective in preparing junior staff for public service jobs,

2+ The neglect of the training component in deualopment
projects, It was felt that project-rélated training should induce
donors to work with and strengthen the permanent training structure

of the recipient countries,
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3. Limited effectiveness of training is in part owing to
poor utilization of sexisting institutions in LDCs., The need is not
to multiply tke number of institutions, but rather to improve the

effectiveness of the existing ones.

The World Bank is relatively new to technical assistance in
training in comparison to the donor agencies. Its present invelvement
in training is dominatsd by projecterelated training which has expanded
six fold in the past six years., A recent review of the Bank's experie
ence in this area has noted that the effactiveness of its work in
traiﬁing has improved substantially, i The findings of this review

highlight several areas in. which fﬂrfher improvements ars needed.

1. The impact of training can be augmentéd if the Bank
adopts a longer term institutional develapment perspective rather than
an exclusive precccupation with the short-term horizon of project
implementation.:

| 2. In several projects, training effectiveness was hampered
by the Failure‘to assess training needs in advance, Training results
were poor when requirements wers considered only during the phase of
project implementation,

3. When projects gave low priority to training and the Bank's
"supervision missions" ignored training, the eFFectiuenesé of training
‘was reduced. In projects where menitoring of training ﬁrogrammes was

weak, project-related training was less successful.,
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4, The Bank's failure to allocate adcquate mappowsr to
deal with training has led to the staff neglecting this area; The Bank's
lﬁng-tarm commitment £n-training shauld be matched by appropriate actien
to strengthen its staff resources to manage this actiuiﬁy in the

field.

Scholarly Asseashents

| William Siffin sums up four important lasscnhs of the
technical assis?anca experiences in RMT}ﬁD First, during the 1950s and
19605, public administration was trans%errad more readily aéross
national and cultural bnundarieé,_especially the budgetary asnd financial
technologies, In the technological fislo it wms possible to institu=
tionalise arrangements consistent with the values of rationality sven
when the larger bureaucracy dio not subscribe to such valuss, Second,
availability and attractivenesss of technologies may have encouragad
their misuse beecause technologies do not include criteria for determine
ing whether or not to use them, -Third, efforts to transfer technologies
séam_to have focused more on maintenance needs than on developmental
rneeds. Fourth, the dominant preoccupation with tools and technologies

of administration which wers exported to LDCs through education and

training led to the neglect of development prablems,

The cumulative impact of these factaors has been that
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Today -~ after two decades of building institutes

and other arrangements for public administration,
aducaticn, treining, ressarch, and consultancy -
business schools, industrial enginsering schools,
and ecanemic development institutes are prafarred
instruments of education and training for manhagers
and designers of pragrams and projscis in developing
countrics. This is unfortunate, These alternative
instruments are unlikely to address the egssentials
of the training and education 215;9}'11:1&5.“\’T

-Bernard Schaffer, in a study of training institutions in
India,rkenya, Pakistan, Philippines, Turkey and Zambia, pointgd
out thet, in general, these institutions performed poorly as catalysts
for sdministrative reform and inﬂoﬁatian. He notes that though
training played a useful role in the indigenization of tha public
sarvica in fast Africa, the new training institutions failed to forge
effective linkagks with their clientela. Training institutions in the

countriss he surveyed were "marginal institutions™. But he also
b g

recognizas the inherent problems in evalueting their impact.12

If training werz ohly about the inculcation of
specific bits of knowledge and skill, then we
could evaluate how far the inculcation had
occurred, for examplo, by formal examinations.
But we camnot evaluatc what the training has

done for ehanged edministrative performance

and what thot will mean in the whole situatione.
This is the heart of the difficulty. If no
claims for change are being made about adminie
strative training dono in institutions in tha

new states, then it is difficult for any to see
why they are there or should be there. 50 we
ghall see instance after instance of where just
such claims are thereforz made. But when we are
dealing with administrative training which claims
appropriate attitudinal change we come up against
severe evaluation difficultizs, particularly when
the administrative training institution itself is
left to do the evaluation. The reformist ideology
of goals and change assists the acceptability of
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training instituticns and their own officjal

evaluations. But, at the same time, it makes the

evaluation process political, Those who discuss

evaluation even in simpler situations admit the

difficulties, Few actual practitioners of admini-

strative training in developing societiss would

make aasy assumptions about the transfers which

flow from administrative training even if other

commentors are mpre sangquine,

In a more recent evaluatibn of public management training

in African countries, Schaffar has observed that the existing network
of training institutions is likely to become moribund and irrelsvant
unless new modes of training are adopted.113 Hae notes that training and
socialization of administraters was preoccupied with permanent, highly
regarded, elite public management cadre. The major protlems of African
training in Schaffer's asseésmant, are: (1) the poor utilization and
low throughput in several institutions and the move. towards more
academic training; (2) the increasing inter-generational rivalries which
seem to be aggravated by the hierarchical and generalist trends reinfor-
ced by the training models; (3) the failure of treining institutions to
grapple with the real life problems of the client groups (Especially
sectoral and decentralized government agencies and programs); and
(4) the lack of innovation in posteentry training, and the virtual

absence of any mide-caresr remedial fraining and high=level policy-

relatad training,
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Assessment of Training by LDC Go.eornments

Thare have beem a number of recent sountry studie. in which
sehior officerswo; managers ccncerned with training have attempted a
critical review of the pational training efforts and their imnact and
problems, The‘findings of the reports on Bangladesh, India, Malaysia,
Nepal, Pakistan, the Philippiqes and Sri Lanka in Asia and Kenya and

14
Nigeria in Africa are presented herej the evidence, however, is

partial and not representative of the entire third world.

First, all country revieus confirm that training activia=
ties and institutional capacities have expanded significantly in recent
years, However, the training facilities at the ministry level and the
field lasvel ars inadequate-whsn compared with the central training
institutions in terms of both quantity and quality, Studies of India,

Philippihes, and Kenya have made references to this problem,.

Sacond,'a'major probl:m area is gvaluation of training
itself. There is dissatisfaction with the present practice of evalua=
ting training effectiveness solely on the basis of feedback provided
by participants at the end of each training programme, The APDAC
studies of India, Malaysia, Pakistan and the Philippines have referred
to this lack of attention to training svaluation as a major gap,
so has the Commonwealth Sscrstariat survaey of training in LDCs,
Despite the dissatiéfaction, evaluators confess that suitable matho=-
dologies for assessing the broader impact cof training are simply nct

available,
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Third, the impact of training is certainly weakened by the
inability of govermments to link training to carcer planning and
promotion policies. Receptivity to training is greatly hampersd by a

lack of political and bureaucratic support to strengthan such linkages.

Fourth, the effectiveness of training is reduced by the
inapprcbriafe manner in which training needs are assessede. In part,
this ineffectivensss is a result of the low pricrity attached to
training by government agencies, _But an inappropriate assaessment cf
needs tends toc compound the problem by generatiné training programmes
which do not meet the real needs of participants. The ECA Raport of
the Meeting of Ministers and APDAC studies highlight the severity of

this problem.

Fifth, there is =z serious problem of poor quality in training.
Country evaluators confaess that a majur criticism of public servants is
that PMT tends to be academic, A deminance of the lecturs methed in
most training programmes, neglect uf fisld research to produce indigencus
training materials, and undue reliance on foreign textbooks, éuncepts,_
and approaches have contributed to tﬁis repeateﬂ indictment of ongoing
training activities, ‘A recent IASIA study and Commonwealth Secretariat

15

surveys indicate that these features ars found in most LDCs,

Sixth,_a critical constraint on the sffectivensss of training
is attributed to the shortage and low quality of trainers, All
countries réport this to be a major prdblem and one which has been

aggravated by hiring practices and incentive structures of the institu=
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tions. Most instituticns either have academics whc are inncesnt of

real world experience and field prcblams, or practitioﬁers on sécwnd-
ment whe have only a shafz-term interest in tho training assignment.

The traditicn of defonse training institutions which attract oﬁtstanding
cfficers tc teach and manage training activities seems tc be virtually _

absent in the civilien training establishment.

In the public service, if training is perceived to be a "low
status activity" , mctivation to undergo training or to be posted in a
training institution will understandably be low, If neither good admipnie
strators nor gocd aﬁédemics find it attractive to work in a training
institution, tralnlng guality and effectlueness are bound to suffer,
Sometlmes, tap administrators who themselves never banefited from any

training are reluctant tc support and nurture this activity,

Malaysié is the only country which has reported imprbvements
in some of these problem areas. 1ts more systematic training needs
assassment, pclicies linking career develcpment to training, special
attenticn to the upgrading of trainers, and attempts tu combine research,
consultancy, and tfaining are factgrs that have led to improved tréining
effectiveness.s Even suv, Malaysia's central training institute has been

_ approved _
able to fill only 63 per cent of its . staff strength,

It is difficult to say whether the rasults of these country
reviews fit the experience cof cther Asian, African, and lLatin American
ceuntries, The countries reviewed in this paper are certainly among

the piuvneers in the third world to develep their instituticnal capaci=-
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ties for training. Nevertheless, Schaffer's assessment of public
management training in Africa and scme of the findings\of donor agenciss,
such as the Ford Foundation and the Cocmmonwealth Secretariat, lend scme
support tc the hypothesis that the pattern of prcbléms and the barrisers
to effectivensss listed in the preceding paragraphs in many third wcrld

countriss,

The Lessons of fvaluaticn

The_perspectiua, timing, and crientatiuns cf the evaluyaticn
studies reviewed sarlier vary a great deal., Some studies have sxamined
the early experiencasjof instituticn building and training in LOCs,
while ctheré have focused on more recent experiences. Donors have bassd
their judggments on the projects they financed and‘eualuated their
performance against shortor-term time horizons than the countries are
likaly to adept. Independent scholars have svaluated impact in much
broader terms than managers of treining in governmenty the latter have
confined their attenticn to the network of instituticns fcr which

they are responsible.

Despite their diversity, one themo that runs through'mﬂst
is that the impact and affectivencss of training in LDCs have not
matched the instituticnal capacity that has bean created during the
past three decades. LDC governments and their managers of training,
decnor agencies, and independent ubservers are agreed upon the existence

of 2 wide gep betwsen expectations and achievements, even if they are

not agreed on the apswers.
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The purpose in reviewing the furegoing studies op the
impact of tfaining is not to prunounce a verdict on t%e recurd of the
donors and LDC guverﬁmenﬁs, rather, it is to highlight the lessuns
learnt from experience; these are presented beluw. The first three
lesscns offer guidelines which are largely within ﬁhe capacity of
training instituticns to internalize and apply. The remaining thresa

call for intervention by govarnment in terms of policy decisicns and

support te instituticons,

1. If traiping needs and training proorammes are evaluated
skilifyliy, considerable improvement in the efficiency and offectivencss
cf training can be achicved.

Malaysia's experience clearly brings this point out. The
system of requiring government departments to submit annual training
_'bids to the Central Training and Career Deuelﬁpment Division and tha
establishment of an advisory beard for INTAN (the National Institute
of Public Administration) were ways cf improving training needs
assessment. Bringing back participants and. their supervisors for
evaluation to the Instifute a year after completion of training was
an imprcvement 6n the survey of participants by guestionnaire at thse
CUnClU;iUH of their training. The World Bank's recent expefienca
with project=relatdd training reaffirms this pointz‘when training
_paéds of prujects were assassed in advance and the training compo-
nent was closely monitored and reviswed, the effectiveness of tha

training was found tu be greater.
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2. Increased attenticn to the problems of client and greatsr
willingness to faecilitate learnipg rethér than teacﬁ;ﬁg,tend tc_aygment

the impact of training.

The basic problem with the earlier U.S. export of public
administration training models was not merely that the knowledgs and
focus were not always appropriate to developing countries but that the
training . mode was less adaptable tc changing needs and was ill
equipped tc coupe with thes problems of practiticners. The éxperienca:
of American Universitias was largely with pre=entry sducaticn of the
degree type and much less with ineservice training. Dn the other hand,
the majer need of LDCs was in upgrading the capacity of those at work.
The problems and requireménts of those at work were clearly different
from thcse of ihexperienced youngsters in tha classrooum. Inadequacies
of the imperted mod;l in respcnding to both maintenance and development
needs are evident in LDCs, There is nc reascn to believe that PMT did
a better jub on thé maintenance front than on development. This was
in ﬁart cﬂing te the inherent limitaticns of the training modes and
mathodolcoies used and the failgre to disﬁinguish betwesen teaching
and learninge The criticism of the lecture method and the theoretical
bias in training repeatedly referred tc in country studies highlights

this problem,

In contrast, while some of the better management schcocls in
scme LDCs also brought in concepts and tocls from ahroad; they were
more effective in training, perhaps, because they paid more attention

to their clients and to the use of learning methods more appropriate
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to their clients® needs. The focus on the problems of the decisicnmaker,
the applicaticn of ccncepts and tcols to sulving probloms and the
creaticn uf strong links with the real werld cutside through field
research énd consultancy and faatures that seem tc have increased the
relevance of their traininge The OECD's assessment that training should
be based more cn experience and made less academic raflects this cconcern.
Soveral institutions in Asia, Africa, and lLatin America which have
experimented with approéchas combining field research, acticn, and

training have reported encuuraging raesults. These exporiences are

roviewed in a later section,
!

3. A _lopg-term perspective on the development of traiping
capacity is essentigl gven when planping a shart-term. development

proisct.
This lesscn cemes through elearly from the experience of
‘the DECD group and the world Bank. Leaving the training cocmponsent to
the short-term oriented experts whe jein a project nas bsen found to
,

be an ineffective way of going abcut instituticn building, particularly,

in countries plagued by severs manpower shortages, as in much of Africa,

4. Desian_and management of training jnstitutions and the
approach tu the development and motivation of facylty trainers will

have g strong influence en training of flectivencss.

Problems of staffing and deficiencies in instituticnal
managemant are factors which raduce the effectiveness of training
institutions. Government ccntrolled training instituticns are

particularly susceptiblae tu the inhibiting influence of civil service
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regulations which are often m%ndleésly applied, Civil séruants who are
appointed for short periods ﬁ as trainers and acadamiés whose develop=
ment ié ignored over long pericds will have little motivation %o
peffcrm and innovaté. %D ba effective, theselinstifutiuns need an
envircnment that supports innouétiun,‘exparimentatian, and a collegial
atmospheres The quality and ccntinuity of lsaders who manags these
institutions also constitute an sssential feature of effgctiueness.

-

4, When hi riority jis given to training by ocuargmagg

nd adeguate resourcas are allocated fo strangthen the ;nstltutlong,
training effact;vegess is likely to ;mgroua.

In Kenya, Malaysia, Nigeria and Philippines, implemshtation

cfrsnme kay raccmmendationé of government-apnointed'committéés on
tfaining led to a significant improvement in the training infrastructuras
and oxpansion of training activitises, Similarly, raising the status of
‘Erainers and those whe manage the instituticns will signify the priofity
government attachas to this function. Outstending officers should be
enccuraged and even reguired to serve in a training institution as part
of thuir career davelopment. Both political and bureaucratic leadership
m;st first rocognize training as an important task. It is nct that high=
lavel pclicy decisions autnmatically lzads to acticn., On the cfhe: hand,
it is ainecessary conaiticn for effectivenass and mobilization of

rescurces for training.
4"' )
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Among devaloped ccuntries, beth Japan ancd the United
States have enacted legislation, provided financial shﬁport, and
adopted wther policy interventions to promute and sustain training on
a lotgeterm basis, In Japan it is reported that naariy 25 per cent of
_the federal public smployees recaive scre fcfm of training,avary year
and that employees at lower levels receive as much opportunity for
training as anQ other group.16 In the Unitasd States and Japan,
governments ?urrsntly spend-nearly one per cent of their tutal federal
aalary bills;on public service training.1

In the privaté sectur, corporaticns ére knoun tc attach
high pricrity to training activitias.. f recant ILD study shcws that
large multinaticnal corpofationé (MﬂCs)'auph as Nestles, Siumees, and
Unilsvers spent 2.6; 4.8, end 5 par cent respactively of their total
payroll on empleyee traininq.18 1t is signifiCant that thosc MNCs paf
careful attention toc thé training needs of all.leuels cf employeesa
It is rsccgnized tﬁat without training for all levelsy the synergistic
ef fects of this input cn prodﬁctiuity cannct b achieved., According

to the ILO study, traininmg activities are carefully monitored and

evaluated by MNCs,

In contrast, it will be difficult tu find systematic data
on training in many LDC gowvernments, For example, data -on fhe number
of employees trained, number of mandays spent cn training, and tctal
expanditure on public serviee training are seldqm reported in
‘country reviews and evalustion studies. The government of Malaysia

currantly spends 2,75 per cent of its total salary bill on public
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sarvice !:ra,ining..ﬂ'l '!lhu anly ruthar availabls referance to training
expenditures rolates to India,whichracccrding tq one Teport ipﬁgrred

a total training cost {domestic) uniuélant tc Dg4 per cent of?ﬁts
total sﬁlary bill for public service training in 1968.‘20 Inditatufa of
the siza and relative impurtance of training‘budgets, extant «f coverage
in terms of personnel, trends in staff rescurces allecated to trainiﬁg,
and sc forth are seldom regardsd by most LDC governments as relevant

and helpful in planning and monitoring this important instrument of

human rescurce development,

6. Effect;uanggg of traiping bends ;clgmgrugé‘gheg carger

planning and development and other persgnnel policies are B%QSle-intg-

Qrated with training.

In the absenca cf this ccnditicn, negative cunsequences
result fer training., Some cbservers have also stressed the need for
political and bureaucratic commitment in facilitating tho integration
between training and perscnnel policies. Business enéerprises, for
instance , are known fcr ﬁaying mcre systematic attentiun to thigg
sonaitive linkage, The discipline ef thé merkcet place, parhaps, ﬁuts
greater pressure on enterprises to treat carcer development neods of
their amployees more seriocusly and use training both as a means of
metivating and equipping them to perform their jobs well, The milie

tary's traditicn of linking carecr development with training could

also be explainad in terms of the profession's strung perfcrmanca.
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- crientaticn, Tha failure of the civilian bureaucracy to show a similar
ccnearn fur performence crientation is at the heert U% the prubleﬁ in
most LoCs, In rotrospect, it appears that the cver ovptimistic expecta-
tions of duncrs about the potential effectivensss of training in LDEs
in thé 19508 waTe wwing partly to an inadeguste appreciaticn of the

complexity of this problem in.the public sector.
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Chapter VI

DESIGN AND MANAGEMENT OF Ti-AINING INSTITUTIONS

Inadaquécies in therstaffing and manzgemcnt of training
institutions have been recognized as 2 major problem in developing
countries, fhe inability to attract, motivate, and retain competenf
Staff; fraqusnt changes in leaderships and a limited capacity to plan,
- grganize, and control institutional tasks are some of the other
problems, An important leséon of this widely shared experience is that
‘dasigﬁ and management of PMT institutions in LDCs are as releant-to
their effectiveness as content and guality of their services. In fact,
content apd quality of training cannot but be influeﬁced by the strategy
and style of instiﬁutional management, In the international survey of
118 PMT institUtions, cited earlier, the need to develop and upgrade
faculty has beeh ranked as the most urgent problem by the vast majority
of the institutic:ns.1 Schaffer has highlighted the tendency of the
African publie managemaent training institutivns to bscome moribund and
weak in their linkages with client grcups.2 A regicnal study has noted
that instituticns that were too narrowly tied down to the existing
power structure failed tc beccme sources of innouatiun.3 When public
administration institutes are under substantial government control,
they tend to cenform to ministerial directions and avoid experiman-
taticn and risks tha£ are so essential tc the pracess‘of educational

inncvation.
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Diverse Agﬁgqaches to Instituticnal Qevsgcgmant

-Because trginingxinstitutigns have boean established.iﬁ LDCBV
under different auspices and inFluenﬁﬁé, the approaches tc¢ institution
building alsc vary widely : Thrseo appfuachas are presented here, first,
when a gouernment sets up a tralnlng 1nst1tutlun and manages it departe
mentally, the ncrmal tendency 13 tu transfer governmentts administrative
system and practices ty the new orgenizaticn, Thus, reqruitment of
trainees, distribution Uflauthérity;;decisiunmaking processes, and
financial regulations _may ba:béséd §E gduafnmaﬁt's practices which mé?
be guite inapproprlate to the institution conCBrned. Establistment of

: such practlces and systems in the early stages have a long=~term impact

on the way the 1nst1tution'wlll'be managad.

The seccnd approach is that of anjinstitution spawned by a
pniversity; in this qaée, the operating culture of the university casts
~a dominant influence.on the instituticn's management, If the un1vers;ty
itself is highly bure@ucratlc and centralized in its managammnt, it 18
unlikely that the new department will be given any autonomy or allowsd
tc experiment with new ways of planning and organizaticn, The ﬁuor
parformance of some university departments of aéministratiun can be
attributed to the inadequacies of their approaches to instituticpal

development in their formative yaars,

Evidence of the third approach is found in the establishe
ment of several autoncmuus institutions, Whether astablished uhder

publlc or private auspices, the institutions show a more sensitive
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" understanding of the management systems and practices required for their
proper functicning even though, at timss,-tha concapt ;F autonomy has
remained nominal. Mich depends alsc on who the initial sponsors or
ctollabsrators arey the latter may scometimas unwillinglf transfér to the
new institutions designs and appreaches to maﬁagement that are basically
irrelevant, This may havs happened in some of the early collaborastions
in which US§ schools of public administration designed and developed new
university dopartmants in thei: oun image to impart pre=entry training

whereas the most important lccal reed was for in~service training which

needad a cifferent design and manzgemant style,

Similarly when donor agencies collabcrata with local insti-
| tutinné they tend to influence the latter's design and management., A
diversity of approachéa may be necessary, but the basic qﬁestion to ask
is whether the approsch selected will contribute to instituticn
building. " ineppropriate instituticnal culturs can be transferred by
appcinting persuns from ¢ther working culturss with cifferent valuos,
Thus in some LDCs, appointment in key positicné, or in large numbers
at lower positions, of compatent guuernmgnt officials whoso experieﬁce
is chiefly derived from rcutine administration in new research and
training institutivns or industrial enterprises hes created many
problems.4 A study of public administration training in Jordan and
S5audi Arabia notes that training institutions which are part of the

University system are inhibited by excessive ecentralization ang an

environment inhospitable to ressarch, free expression, and axchange
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. 5 .
of ideas, The same study reperts tHat envircnments and perfecrmance
of the autcnemous institutes in these ccuntries are scmewhat better,

Examples of this type could be fuund in a2ll parts of the world,

All PMT institutions in LDCs are not necessarily managed
inefficiently. But the problem is sufficiently sericus tu warrant
special zttenticn, The ILOD has proposed that the procass of strategic
planning and managsmentlin institutions should be strangthened;tsthia
is not an area in which standard femedies can be presecribed for all. A
good undafstanding of the insfituticn's gualé, envircnment, constraints,
and iesourpes is an esssnﬁial prerequisite for the identificaticn and
choice of suitable strateg?ss. Cne useful device some countries have
aﬁuptéd is Lo appoint special committess to look into the problams.of
salected instituticns and recommend new strategies. The Kenya Governe
ment's Committee of Review into the Kenya Institute of Administraticn
(1978~79) and the Indian Government's Raviaw Committee for the Indian
Institutes cf Management (1981-82) are examples of this approach. In
other cases, external teschnical assistance has been sought by goevern-

ments tc remedy deficienciss in specific aspects of management,

Lessons from High Perfurmers

Two management training institutions which have been widely

judged by cutside cbservers as high performers are the Indian Institute
,\Gf Management, Rhmedabad (IIMA) and the Asian Institute of Management,
Manila (AIM).” 1IMA wes  Founded in 1962 and AIM in 1968. Both were

established primarily for the purpose of education and training in
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business administratiun but soon diversified into the field of public
management, The major organizational feature identificd as common to
these instituticns are the following,

1e Organizativnal Form

the Government of India was respcnsible for the watablishe
ment of IIMA, wheresas AIM was established as a private~sec r institue
tion. Inspite of gcuernﬁent sponsorship, IIMA operated with a substan-
tial measure of autonomy, ﬁuch like AIM, The important feature was the
absance of inflexible government contrcl rather than the specific
structﬁral forms Both institutes had the required autonomy to carry
out thse euolutionary‘and flexible programmes that were critical tc tha
changing neéds of their environment, In IIMA's case, the government
moniturad its progress through a Board of Governors on which it wés well
T resented. The institute, in pert, augmented its autonomy through its
‘cmn perfurmance, and the diversification of ité suurces of funding,
‘Government sponsorship provided legitimacy toc IIMA which may be

described as a joint venture between guvernment anc industry,

2, Fogus con Multinle, but Related Tasks

Both institutes were engaged in training, research, and
cogsulting with a mutually reinforcing relationship among thess reiated
tasks, The vitaldty of tesching in these institutes has been sﬁstained
by the linkages thzt rsseerch and consulting provided with practising
managers in both private and public sectcrs. Such linkages have been

particularly effective in cullaborating with government agencies for
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' arrargements
improving systems ond practices through long~term/of three tc five

. ~

ysars. Management of these multiple tasks is more comblcx than thét

of training as a single ectivity. Groups of faculty members with
respohsibility for diFFerent tasks werae set up tu ensure accuunfability
for results, Close ccntacts with client groups reinfeorced their

perfcrmance crientaticn,

3. Edgcational Model

Becth IIMA and AIM started with a fairly well defined model of
busineés enterﬁrise management that had a goud‘measﬁre'of conceptual
cchersnca, wifh an sstablishec record of success in this ficld; they
were able tc expand intc the fisld of public management through a
procass of adaptation and learnings The tradition of pulling together
several relevant disciplineé and ‘applying knowledge to sclving probloms
in the organizaticnal econtext are strengths of the model on which they

have built further,

4. Loadership ond Internal Dacisicmmaking

One of the widely shared generalizaticns about building
organizations is the rele cf laédership. Theugh buth-inséituticns had
fureign collaboratiecn during the iaitial period, they also had indige~
nous leaders from the beginning who were able tc establish a sense of
purpose and directicn in these organizations, These people had the
étatura and ability tu sstablish the organization's legitimacy in_the

unigque pelitical and cultural setting of their countries.
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5. A Critical Mass of Fagulty

The size of the faculty built up in these institutes was.
large compared ﬁc that of university departments angaged in cumpérable
actiuitiaé. Toe small a gfcup seldun daveleps the critical mass needed
tc undertakes multidisciplinary activities and axperimentation, IIMA
has ninety and AIM forty members on their faculty. Internal crganiza-
tional structures did not become hierarchical. 0On the cthor hand,
thair metheds of internal planning and decision making are participa-
tery in nature. The practice of hiring temporaxy faculty on secondment
is uncommon., Investment in faculty development and motantion_thgough

performance asvalyation are some of the important features,

A combination of Gventé, parsons, and strategies which lead
to succeés in cne situation cannot always be repeated elseghero. How~
ever, Kamla Chcwdhury, who has investigated the development of several
other similar instituticns in India, obsarves that the mix of features
1dentlflad in the preceding paragrauhs has been found in cther high
perfcrmers too,.

Among the fully government controlled and financad tralnlng
instltutluns, INTAN in Malay31a has achieved reputation for its
pérfurmanca. Tha usual stercotype that government-run instituticns ere
rigid in staffing patterns and appruachas to training, plagued-by
instability in leadership, anc consequent neglect ¢f their intsrnal
managaﬁent, tues not fit INTAN, Its crganizsticnal and managemant
features are more akin tc thosa of other high perfommer . institutions

highlighted in the preceding pagos.
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An.impcrtant arec that offcn aots neglccted is thé roleg of
motantitn.and incentives in improving institutional-parfufmance. Come
pensaticn pelicios are critical in this recard. Euen'thgugh the
private sect@r usuglly is meore flexible in «ffaring monctary compensas-
‘tion as an incentive than gsvarnment—rﬁn training instituticns, the
latter have, in soms cases, intrcduced innovations in this arsa. Scms
institutions coffer additicnal payments when facﬁlty memders do cunsule
ting worky thay have increased th§ aumber of posts thareby improving
p#umutiunal possibilitiesi accelerated increménts are alsc given to the
faculty who perform outstandingily. Since there are limits to monetary
incentiues; instituticns can sesk cther apﬁrcachas tu mafiuats their
staff, First, several institutions have foupd an énnual performance
dppraisal cf ths faculty a useful device to review their cutput and
alsc toc provide them with feedback cn their perfurmance. When prome=
tivns zre based cnly on sepicrity and performance inputs are ignoTed,
institutional performance suffors. Seccnd, i+ peric.ic pesluation
can be a basis for offering nohmenatery incentivas, sUCh os recug-
pition of a person's work by the institution, now cpportunities for
self development, and neminations to preetigiLus acsiticns. Third,_
the management style pf tae_laader and the faculty's role in intér-
nel decisicn-meking aisc may contribute to better motivaticn. A
prcfessicnal corganization's perfermance depends cn tha extent tu which
it uses the ideas and collaburative efferts of its staff. The motivae
tion tu inncvate and collaborate will be strong when the staff is

enccuraged to participate in the process of institution building.
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The ILO refers tu‘the process of creating anc gustaining
this mix of inséitutional features os strategic managémgnt. THQ ILO
sEEdy presents many aexamples of how preeactive institutions in different
parts of the world prectise strategic managemznt through a process uf
defining, redefining, and implementing their basic chQices conecerning
purpose and gouals, target secturs and client gruups, and rescurce
allocation, They alsc match their internal crganizaticnal structures
to the chosen tasks and create planning and monitoring systems to
‘improve the performancc of the tesks. There is a need for stratagic
aecisions and acticns at the instituficnal level tu bo reinforced by‘
good team work by the staff and supportec by continuing and close

attenticn to detailed plahning and monitering of indivicdual actiuitias.1
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Chapter VII

RECENT DEVELODPMENTS IN TRAINING

The chus, scopa, and methods of training in publid
administration have undergone important changes in developing
ceuntries dqring the pas@ithree decadas, This evelution hés besn.
influenced by the shifts in fcous which have occurred in western
countries 2s well as by.the changing needs énd challenges of LDCs,
Certainly, the pattern of éuolutidﬁ has nct been identicallin all
parte of the third world, nor have been hhg rasponséé of training
institutions tc these changss; The significance of these recent
developments in PMT are examined in this chapter.’

Snifts in Concegfual Aggiuaghes
‘ | Public administration training has been influenced by
different uisciplinés,in the course of its evoluticn. - As pointed out 
in Chapter 2, in the colunial era, the French system of training'méa
dcminated‘by the legal tradition, whereas the British syétem wés-basad
on a generalist concept that emphasized the study of Jiverse subjécts |
such as political ecunomy, histufy; and tﬁs classic:s.1 An impcrtant
shift tock place during the 1920s when a broader approach to;public
administration which drew upoQ'the goncepts of social scisnces and
scientific managementlemerged in-thé United States. The model\of
public administration training ﬁas adcpted by many LDCs during the
195083 it amphasized certain general principles of hublic adﬁinistza—
-tion and specific functicns and tools such as public’ budgeting and

accounting, crganizaticn and methods and persucnnel systems and practices,
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In affect,‘this approach was superimposed in many LOCs on thai&‘inhefitad

legal crientation orf generalist traditicm in training,

The.emergence cf a largé number of indepaendent LDCs during
19508 and 1960s led to a now seb of concerns in the field af.deualopment.
Public peruanté wers needed to be well grounded inKthe cquepts,aﬁd
practices of macro-planning and prcject formulation, ﬁMT 1nstitutione
responded by offerlng tralnlng prugrammea in thsese arsas, The discipli-
- nes of econcmics, operatlons research, and managament proulded new ‘.
1n§uts to the tralnlng curriculs, ‘Conceptual deuelbpments in cost-
benefit analysis and macro~ and micro level modsl bu1lding f301litated
this new trend., Donor aganc1as reinforced this project-perfurmanca
orientation as they were invclved in flnanclng anc prcmntlng devalop-

ment prcjects and programmas.2

The new wavequ training was an overlay on the existing
genaral and functional tybes of training which many LDC institutiuqa
continued te provide. It is cifficult tc assess the magnitude of tﬁis
additicnal loads 1In India,. for example, it is reportad that abuut &
third cof the training programmes organized by the Cantral Peracnnel
Division during 1980s focusad cn specialized, dauelopmentarelatad
subjects.3 Im most degree programmes of public administration institutes,
thase sp901allzad sub jects wers added to the curricula,  There is no
reascn to believe that the new amphasis on davelopmant admlnistt@tlon
and prcjsct=rolatad tralnlng displaced the traditicnal focus en genenal

and functional training for the central systems of gcvernment.
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mutual learnings In the Philippines, the Asian Institute of Management
anﬂ the Ford Founda;ian have hesan engaged in a similar ﬁroject with the
Naticnal Irrigation Agency., With USAID support, an acticn lsarning maode
of trainipg has been attempted in a number of LOC urganizaticns,'
including Tanzania's Aural Davelcopment Bark fDTlthE training of trainers
and Jamaica's integroted rural cevelopment project. In Malaysia, INTAN
has axperimented with actiun—training in its regular training program
for ycung administrators : the World Bank toc has used this approach in
the develcpment of tha Agricﬁltﬂral Management Training institute in

Bangdadesh,

Changes in the Tarpets and Mathods of Training

The legal and generalist traditicns of tfaining fucusaed on
alite administratérs_while the sccial scienca=based approasch included é
larger segment of the public sspvice, Specialists and functianal
officers, in addition tc general administrators, were alsc part of the
audiance, A5 increased attenticn was giueh te planning and management
cf projects, the targat group was widansd to ccver field preject perscnnsl

such as planners and prcject managers,.

Recent experiments with the acticn~learning approach hava
shifted the forus of trazining from the individual to the organiZEtion.
The target is rc longer the individual or persohs in the same leuai or
tategory, but ail msmber; of the cvrganization who are relevant to total
performancefl Involvement of multiple organizational levels and of
implementors and beneficisries are seen as sssential o thé nrocess of

laarning from jcint action,
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B recent survey of PMT instituticns in different parts of
the world shbws that the lecture method still deminatds training.ﬁ
However, angpther surveQ, one by Commonwealth Secretariat finds théra is
no aingie dominant method of training in most of its memberrcabntrias.7
it presents evidenca that different mathods such as case studiaé,
akercisas, syndicates, rcle playing, games, etc. are in vogue, and that
the responding institutions have found T-group training snd programmad
instructicn among the levast useful methodss. Nene of the survoys,

howevar, refers to the use of action iearning as a method.

An important pcint that emerges from the study of the
literature is that tesching methcdologies assvcizted with the conven-
tional approaches = legal,_génaralist‘and soclal seience continue to
dominato sven though significant shifts have ocourred in the. concapts,
approaches and tasks of trainimg.The Commonwealth Secretariat survay
probably points to the emergeanco of & shift in the mix of mothods being
used in scmo countriese Thus, it is likely that a shift in fucus
toward project appreisal and project management training would legad to a
more anélytic rather than = descriptive emphasis in teaching and possibly
increase the use of field wetky group projects, and preblem sulving
methcdss The development of indigencus teasching materials, however,
ie a preraguisite for the use of thess methocds, but unfortunately,
these materials are lackinge In terms ﬁf the action learning epproach,
the methodologics used are vasbly differanmt from what most N7

institutions are used to,
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In suymming this review, it is important to highlight the
differont phases in the svelution of PMT in LDCs gnd ﬁheir probleoms
of adaptation cver time. Thouch thase phases do net necessarily
follow a unifarm SQquénce in all countries, they, nevaftheleaa, offar
.usaful insights intec the potentials and prubléms of adaptino training
£o mast the changing necds uf LDCs, Tabls 7.1 presents a summary of

-the phases and their key features.
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2.

4a

5.

b

?c'

\

See the refersnce to these traditions in Chapter 11, It is intere-
ating to note that the Francepohone and finglophone LDGs svan today bsar
the distimct imprint of these traditicne in training as well es in

the breader civil service systems and practices,

f good example is the World Bank, Its sectoral and project appraisal
methedolegies dicd influence the pettern of training in soveral
institutions. The svolution in the Economic Devalopment Institute's
own training programmes and its collebeoration with other institutions
reflect this trand.

See Mathur, "JTraining of Civil Servants in Indiz,” In Rasastya and
Seidentopf, Training in the CYvil Service pp.54~60, The Indian
government allocated special plan funds to subpurt_this[trainingm

Ses D, Korten, "Community Organization and Rural Development 8

A Learning Process Approach,™ Public Administration Review, 40:S
(1980); G. Heonadle and J. Hannah, "Manzgeowent Ferformance for Rural
Development : Packaged Training for Capccity Building, ™ Public’
Administration and Development, 1982, This paper lists 23 projects

in 18 LOCs where action training has been trained.

B.F. Skinrer, Scisnce and Human Behavior {New York, MacMillan,1954)
Skinmer, "The Science of Learning and the Art of Teaching", Harvard
Aducationsl Review, 24, 1954, pp.86-97. Kurt Lewin, “Frontiers in -
Group Dynamics®, Human fglations, Val.1, pp.2~38; R. Beckhard,
Urﬁﬁgi25t£9” Devalopment : Strategies and Models (Addison, Weslcy e .
1968

INTAN in Malaysia which has experimonted with a varisety of methoda
reports that still 44 per coent of its programme scssions uses tha
lacture methode See Ismail, opecits

Commonwealth Secretariat, Effective Use of Training Methodologies
{Lendon, 1979). This fincing may have beecn biased by its rather
unrepresantative sample; it is possible elso that the relative
importance of different msthods was not properly measured by this
sUTVay. : :




" . Chaptar 8

CONCLUSIONS AND POLICY IMPLICATIONS

The Emerging Petierns 3 A Summary

The preblems and gaps identified during the éuursa of this
survey of PMT arg su cverwhelming that one is likely to losa sight of
thé positive developmdnfe in this fisld, Tharefcre, an ovéruiam of the
positive features ara‘presentéd here,

a] Thers has been a significant expansicn in the infrastructurs

for PMT in the third gprid during the pest twc decadas., The tutal number

of training imstitutions has guadrupled during this period, Though many
cf fhe_newer and smaller LDCs are yst to create the needsd facilities,
most others have expanded their institutional capacitiss for traihing,
first with assistance from doncrs, but increasingly with their own

resources in leter pericds,

0 Qver the years, the natwork cf training institutions has
expandsd to include pewer types of instituticns and modes of traininge.

The sstablishment of autonomous institutes of administration uutside

the gcvernment, the uss of management institutes and sectcral training
institutions{for example, for agricultur: and rural develepment),

and tha trend teward linking project-roleted training with local insti-
tutions are examples of how LOCs have tried t¢ cope with new and changing
neadse The establishment of several regicnal and intergevernmental
training institutions, a new trend is of special significance tu the
smaller LDCs, This is a positive devalbpment, ane which more LDCs aré

likely to‘follnm in the future.
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0 There is g cwing lntbres in_ths fcr latlun cf nat;onal

training Enllcies in many LOCs, In sevoral Asian countrles, broad

based revisws of public admihistratiun systems havs led to tho furmal
adoption of traihing policies for the public seruice.- In Africz, many
gevernments have tzken active steps, with the help of ECA, to formulats
natlonal tralnlng p011c1es as part of a brecader stratagy tu promote
human rescurce development. This is an 1mpnrtant stap toward satting
goals and prioiities for PMT and‘creating a focal pocint within govern=
mant tc plan, coordinate, and menitor training activities.

0  Experiments with newer and more rglsyant modes of train

are taking place in different parts of the third world, pften with

assistanca from donoz agaﬁciaa. On2 example ie the acticn-}Barning mode
which is being used incréasingly in the contoxt of field programmes, Its
" emphasis on linking training tc actien, pérfo;mance crisntation, and
ofganizatisnal foocus are featuras which have elicited a pusitiualéasponga
in LDCs, While it is too eorly td svaluate the impact cf those experi-
ments, they represent a move to make training mofe ralavant to practi-
tioners, particularly in rufal and peaple oriented devalopment programs.

Areas_of Cgncezn

The problems and gaps in PMT faoll into four categoriess

(1) The training infrastructure in LOCs is highly skawed

in_fevour of elites in the public service and in many casas, the yti-

lization of existing facilities is poor. Training rescurces are allo~

cated chiefly to meet the entry level naeds of public servants, anc -

that too of the main administrative cadres. This has led to the
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relative neglect of ineservice training in generzl, and of the ﬁraining
needs of lower=lsvel personnel; At the séme time,_lha_full potential
of the axisting training infraatructﬁre is not being raalized partly'
bacause the broader personnel pcolicies of governments {such és the
carssr doselopment linkzge with training) are not supportive of
training, énd partly becauge of the failure of training dasigns
(curricula, methods and sa forth) to match the real training naéds of
public servants,. This indeed is the great training paradix of LDCs,

In many ways, this phenomenon is strikingly similar tc the expariefice
of many LDCs with their past developmant strategies.. Investment in tﬁe
creaticn of physical producticn capacity takas place, but its utiliza=
tinn remains poor and diétributisn of benefits skewed in faubﬁr of “the

gelites.

{2) The sbsence of training policies in most LDCs and the

here .it

3

a major azez of ccncern. Ad hoc decisions en training, and incensistan-—

cigs ¢f the kind inbersnt in the training poradox can be traced to a
large extent to this problem. The neglect of training nesdsj the failure

tc allocate specific training responsibilities to different agenciess

ant inadequacies in.the tasign, planning, and ovaluatiun of training
programmes are manifestaticns of a lack of well designed training
pdlicies. In some LDCs, the lack cf adequate skills withih guvsrnmant
to adapt policy cver time, and guidse and munitor its implementation
tends tc maka the implementaticn and raview of pclicy a difficult .

taskg
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mggg; cause of poor tragn;ng Qerf&rmance. An impurtant leaaon

is that the d951gn and management of PMT institutiens are- as relevant
to -their - effectluenass as the ccntent and guality of thelr serulcaa. .
These prublems are most severe fcr gbuernmené—cwned training 1nst1tu~“‘
tuicns and university relatec departments or suhouls of admlnxstratlun:w
Wthh tcgather account for 80 per cent of all PMT 1nst1tutions, _".
Inappropr;ate u:ganizational forms, poor leadership, inadequacias in
.the aaﬁcatipnal models followed, lack of attention to faculty déveidbw
ment and motivaticn, and inability to integrate training with reseérch'
and Cunsultancy'are‘amcng the factcrs asscciated with poor managemant

of instituticns, Evnlu%tion studiss show that high perfurme:s\in this
field are few, but that tha.mix of institutional features which led to
their success has important implications fcr all othars. The project :
related training (PRT} activities of doncrs may also have cuntribyteds

unwittingly tc the neglect of tha institutichal development whan PRT is

viewed from purely shoert-rur perspsctive,.

_ 4. Inuestment in the physical infrastructurs cf PMT _has
ngt _been matchad bx an adequatbgﬁnvastment in the uauelogmant of fagglgx
gg;r;ogla, trainihg paterials, and methocologies. In many - instituticns,

rescurces heve not been provided tou build on and adapt fhe driginalﬁ

mbdalé, knowledge and tuols borrowed from abrcead, As a result training
programmes are simply repeated using the same old matarials and methoda.
PMT raquiras experlmentatlun and innovation in order to evclve new

training designs, materials, and treining methods, The key resource
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for this purpnse'is the trainer, His status, dauelup@aht, anﬂ'ﬁpﬁiﬁaﬁ
tion heve generally nct been traated as matters of oriority, In féé#,'

thera is h&idly any research and development in PMT in most LbCs. -

The absence of suppourtive persunnel‘poiicies which aye é Qraq-
condition furftraiﬁing offectivenass, ths. lack cf well‘designad Eﬁtiﬂﬂal
_training policies and policy capebilities within gouérnment, neg;éét of
‘institutional devalppment_and management, and an inadequate allaegticn
of Tesourte to uporade the guality and relevance of PMT arafémong tha‘ 

central probldms which daserve impediate and urgent attention .

Iﬂglicétion for Pnliéx

There are thrss 5fuad argas in which new ﬁolicy initiéti%és
and actions by tOC governments are called for. First, findinga from the
sufvay of-PMT's instituticns have important implicaticns fﬁr the nétiunal
persohnel policiss and systems of governments, Second, the fimdings
fﬁcus on the urgent nesd for well designed treining policies té provide

a framework for planning and managing'training activities, Third,

, i
pelicy interventicns are important to improve the efficisncy and
affectivensss of the existing training infrastructure in LOCs. The
emphasis should be on those acticns that guvernments can teke in the

short run to better utilize existing rescvurces  and impruve the poor

parformance of some of the training institutichs.
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Public Perscnnel Policies and Syscems

Persunnel policies and systems of LDC gogernments ahﬁuld
rainforce aﬁd support public service training activities. The'first't“
step is tc establish strcng link between the Career developmentvplgns
of public servants and their training, There is ccnsideraﬁle evidencel
to show that, when such linka are established, training becomes'ﬁuré
effective and elicits a more positive response from the traines, This -
approach will alsc facilitate the ‘assignment of parscnnel to areas in
which they have acquired new skills and cumpetence., Of course, to
implemant this policy successfully a greater sense of discipline and
cooperatien is raﬁuired of all ministries and agencies bo work
tecgether with the national.persunnal-authority.

Career development plans must be reinforced by promoticn
policies and performance appraisal systems which take into account
“inputs on training svaluaticn, Making training a precondition for
promctién often reduces it tc a ritual, It is more important tc¢ ensure
that -tha prccéss of performanece appraisal takes intg acﬁuunt a persuns
record on training, When promoticn policies, performance evaluation
reports and so furth make nc rofercnce to training, it is a clear
signal to thu public servant being evaluated that training is

dispensable,
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Systematic monitcring of public seruiée training activities
at the naticnal level is asséntial tu kesp the hoads ofigouernments
infecrmed of the prcgiess being mads iﬁ_human rescurce development in the
public sectur. It shuuld be the responsibility of the perscnnel'agency
of the gevernment to tullect and prepare key indicators of training
inputs and outputs for reviesw by the cabinet or head of government,
Summary data on numbers trained, proporticn of public servants in diffoe
rent categgries and levels being trained, custs of training in relation
to the tctal salary bill of government, and.key indicatorsremefgiqg
frem avaluative svidence on training could be mcnitored periodicalily,
Corrective actions Can be taken at top levels in gcvernment as well as
by training instituticns only when such menitcring and feedback are

institutionalized,

Seuent#”aight countries in the developing world today have a
population aof lesa.tLaﬁ 5 million aach, Natioﬁal policies of these
smali‘cauntries should support and strengthen reqgional ccoperation
in pub;ic servics tréining. Since scarce resources and talents are
asséntial for building viable training institutions, it ﬁakea sense for
these countries with similar problems and cultural and pelitical
traditicns to pool their rescurces for training, Ressarch on new
training programmes, development cf indigencus training matsrials,
training cf trainers, and consultanc; are activities which Ireguire
large investments and a scale of gperativns which will be uneconomical
for a small country te undertaks, Séveral regional instituticns have
emerged in response to this need and they daserve the fullest support

of LOC governments and donor agencies,



125

The policy intsrventions discussed sarlicr cannot bw
implemenéad mithcqt g central parsonnel zgoncy in azn LDC governmant.
They also hawve jmpurtant implieations for cther ministries which must
collaborate with the personnel aéency, and for the ministry of finance
or plannino which ha; the responsihility for Tesuurce allccation,
Training is a functiom that cuts across minisfrius anc dep;rtm@nts. It
ie for this reascn that support fur this activity in terms of policies

and legislation should emanate from the hichest levels in government.

Treining Pelicy : A Framework for Action

There are roascns why every LDC government cught to formy-
late and continually review its training policy for the public service.
A Formsl training policy canm bw a useful aid tu identify
 training npeeds and set objeétiuas and pricrities cof the govermment's
training a?foftS. It will clarify the roles and responsibilities of tie
giffarent agoncivs engaged in training end facilitate coordination among
them, Though most LDCs today cdu nut have formel training policies, it
is sncouraging that many aré actively engaged in formulating such
policies, The following quidelines are being offersd as an aid to
their pulicy’?o;mulatian processes. |

A training policy for the public service should specify the
ob jectives and typea of iraining, relating them tu the different
categories of parsonnel., Historiecally, training in LBUs has paid Ccige
preopertionate attention to the needs of the elits administrative cadres.
- There is a clear need toc breaden the ohjectiues and ecope of training so

tbat the needs of all categories of public servants are met adequately,.
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This makes the,task of assessing training noeds both urgent
and complex. & policy statement cught tc emphasize the impcrtance of
this task and offer broad guidelines on tha subject to the agencies which
ars made responsible for this function, A ﬁariety af mathods (suruays,
discussicns with ministries, jch analysis, criticel incicdent metheod and
so forth) are available from which an agancy may choose. But fivst the
agancy must take intc account the changing strategies of the country's
develepment, new systems and practices intrcduced iﬁto.the public
sarvice, and the general performance problems of various catagories of
personnel, The ahérging nesds may range from gsnerai managament
treining for higher level perscnnel to functiunal training and basic
skills devalopment for other catasuries. Mechanisms, sﬁch as advisory
cémmitteés and worksheps, may be specified in the policy document tc
tc facilitate consultaticvns between personnel cr training sgencies -
and ~ clients, 1

Trainirg policy shculd alsc spell cut the institutional
arrangements fur meeting training necds as determined from time to time, -
While no policy can specify the designs of training programs, it is
impertant to cffer guidelines on the roles that differcnt institutions
shoulc play in meeting different types of nesds, For exampls, wherever
training needs of ministries, and statutory bocies are common, centralized
planning and crganization of training programmes for them may be encoura=
gad as a mattér.mf policy, PMT will fall into this category in most

LDCS. Eentralization of training should be preferred wheraver the

knowledga and skills tc be impartad are trahsferrabla_acruss sactors
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and organizations, economy in the uss of resvurces and facilities can.
be achieved through sharing common facilities, creation of a critical
mass of trainers is essantial, .and exchange of ideas and experiencés
amcng participants strengthen the learning precess, On the gther hand,
whesrever the nesds afa unique tc a ministry or saector, policy may
encourags the creaticn of seperate facilitiss to meet such training
nesds, Poliey guidelines ﬁaed nct be confined tu the creaticn and use
of gocvernment cuwned training facilities. It could well be that univer=
sities and.other autonomous bodies are assignad responsibilities and
resources for certain types cof training. In brisf, it is the function
éf policy te define the roles and raspansibilities cof the netwurk of
institutions required to mest the public_seruica training needs, specify

the mechanisms for the coordination of thoir operations, and for

monitering their perfcrmance,

Training policy shouls offer guidelines on the financing
of public service training activities., Without adequate financial
arrangements, public servants will lack motivaticn., Govermment pélicy
should make clear how it will meet costs of participants at gevernment
institutions as mell’és with their sponsored studies abroad uf
self=development at -hcme, Overseas training fellocwships have often
besn used haphazardly and with littls planning and coordination,

Finally, tréining policy should offer a set of guidelines
on evaluation of trainiﬁg. Institutions must be asked to evaluate

training programmes on their owng in addition, the central personnel

‘agency should be chargad with the responsibility of monitoring and
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evaluating the performance cof al. institutions which offer training
servicas tc government. Since eudlﬁatiun iz a cumplex matter, the

poiicy statement méy provide for a periocdic roview of the perfurmance

of government's own training instituticns through commissions or task
forees made up of representatives of user groups and ministries and
independent experts, Such mechanisms will pot cnly generate useful

ideas for improving training, but alse motivate instituticns to constently

seek ways arnd maans tc improve and innovate,

A training policy is essentially z framewcrk -that sets cut
goals, priorities, and guideliﬁes for zcticns. Depending upuon a country's
ﬁulitical aystem, policy may be formalized thrcugh an executive-order
or lsgislaticn, Irrespective of the form it takes, it is important four
gcuernménts as well as public enterprises tu reccognize the need to
rsﬁiew their training policies continually, The task is not merely to
declare ¢ training pclicy, but tv develop the ;épacity within geveroment
to design znd integrate the various components to ensure their effes

ctive implementaticn,

Utilizagtion of Existing Training Infrastructura

Ag nuted.earlier, the neotwork of training institutions
in LDCs has expanded significantly in the past three decadss, but they
are inédequately utilized, Improving the-instituticns' utilization
and sffectiveness dues not have tu wait till the long~term policy
initiatives discussed ovarlier are fully implementad. Where there are

problems on the supply sidws, such as improper assessmont of training
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naeds, inadﬂquacies in the quality:and motivatien ¢of trainers, irrelee=
vance of training materials and methods, and problems i% managing
training instituticns, ef?iciehcy and effectiveness coﬁld bte increased
in %the shurt—rQn thruﬁgh a different set of actions aéd policy intervene
tions. A rveallocaticon of aveilable res:urces, restructuring of crgani-

zaticns, and marginal additicns to inuastmeﬁt together may result in

significant gains,

Paycoff through Reallpocaticn of Rescurces

Even before a comprshensive training policy is fofmulatad,

a povernment may wish to wundertake a quick survay of the performance and
problems of its existing training programmes and infrastructure, Such
inueétigations in a number of countries have brcught tc light important
gaps and imbalances in the existing training efforts such as, for
axample an uuerconcéntraticn of training for the ceptral administraw-
tive cadrss in mcst LDCs at the cost of other categeries of parsonnels
The eptry level training aisu has received a dispr-porticnate share of
resoursas whereas ihseruice training particulariy for seniuf level
parsonnei has yet to receive the attention it deserves. The develop-
ment strategies of mcst LDCs cannot be eFFedfiualy implementad withcut
imparting appropriate treining to public perscnnel ét all levels and

at different stages in their careers. Though'an increaéed allocation
of resuurces will be reguirec tc cope with thase taske fully, much can
be -actcomplished througﬁ a more afficient alleoecation of existing
rasgurces, JThus, a careful review of the long-dﬁratiun training pro-

grammas of one to three yesrs for the elite services in some countries
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may lead to a redesign and raduct. won in the length ¢ these programmes.
The rescurces and times thus saved could be usad for traipingwother-
catagories of personnel or for more adequate inservice training fur the

'

same cadres,

Increasad training requirements cﬁulu bg met also by
mobilising the resuvurces of non=govarnmental or autoncmous instituticns
such as universities and management training centres. Widening the
network of institutions in this manner will require cnly marginal investe
ments in fipancial terms. The challenge is more in terms of enlisting
their support and motiuatiné them tc contribute to public service traina
ing. In specialized areas such as projeact fcrmulation and appraisal,
prcject management and sc Forth and fer part-~time training in tho
functional aspects of public administration, these institutions could

: persennel agency
ba of considerabla assistance. The central/shcuyld identify and assess
- potential assistance such institutions can offer, forge linkages with

them, and provide them support and incentives to participate in the

net-work of public service training institutions,

Qualitative Barriers to Training Effectivencess

There are many actions that gocvermments can take to

minimize the qualitative barriers to training effectiveness, The
problems include improper assessment. of fraining needs, pocr quality

and mofivation of trainers, inappropriate training cesigns and materials
weak training methLuDlDQlBS, and inadequaciss in training eualuatlun.
Unfurtunately, investment in the physical infrastructurs of 1nst1tut10ns
has often received much higher pricrity than the task of dealing with

these critical problems,
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The severity of these varriers, undoubtedly, varies from
country to country. In the more developed Asian cuuhtries, the quality
and availability ﬁf trainers may nét be = serious a problem as in the
newly independent African countriss, Tha schouvls of pub}ic administ:a;
tion in scme of the larger Latin American agd Asian countriss may have
developed more relevant training materiqls and methodé than those in the
smaller countries, But available evidenec shcws that these are diffe-_
rencas inldagrse only, There is much that LDC governments can do in the
short run‘to minimize these problems,

First, instituticnal arrangements (committees, workshops,

"consultations, and sc forth) to bring together the central personne

authority and user ministries or agencies periodically would gu a long
way tqwara improving the assessment of training nesds. Posting of
.training officers in every ministry has facilitated this hrocesa in
some countries,. A cafeful analysis of development programmes and tasks
being planned fer the medium term also tends to providé usaful inputsl
for mapping future treining needs. Second, the central authority and
training institutions could significantly improve the dasigns of
training programmes and methodclogiaes by taking into acccunt fﬁasé
inputs, Tﬁe practice of repeating the same programme designs and

- methods withcout assessing the neestls and feedback from past partici-
pants must be discouraged, fhird, depénding upcn the needs of client
erganizations and categories of perscnnel and the new trainjng designs
ganefated, the central authority | - might set apart some funds for the

development of new training materials, This might enhcourage trainers
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in goyarnmant and autonomous institutions and university qepa:;méﬁyg to
invest scme of their time in the field developing new trhining   ;;: 
materials. Fourth, qeﬁelbpment of trainers must be treated as_crigical
tu the succesé of the interventions mentioned earlier, Raising théa'
status of trainers and upgrading their salary, as has been done in
Malaysia, bertainly will have a positive ihpact on the supply and
quality of trainers, In.allocating overseas training felluwships,
~training af-tfainers should receive ths highest priority. Acquisition
of new kﬁowledge and skills, exposure to new methodologies and designs
and opportunities to undertake specialized studias could be enhanqed
thruﬁgh this Q?ocess. Training cf trainers shculd be sesn as an investe
ment that is complementary to the investment in the physical facilities
for'training. The rescurces .required for these different intervsntions
are marginél in terms of the gouernmentfs-tutal budget; nor do they
call for ma jor policy reforms. Yat sui£able actibn on these proposals
could laad.fc a percéptible improvement in the efficient and affectiue_
use of the existing treining infrastructure.

Be;tar‘ﬂgggggmégg af Traiping Institutigns

P00¥ internal management is a major reascn why trainiﬁg

‘iﬁstitutigns‘are unable to realize their potential fully. The

| prcblam,\iﬂ-must cases, can be attributéd to inadequate leadership,
rigid menagement systoms, and absence of well planned internal

‘ strateg;gg at the level QF instituticns. LDC goverrments zan play a
positiﬁe rqla in strengthening management capabilities of their
traininglinstituticns. A guick analysis of the problems of the

low performers among these institutions, is a good starting point.
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Any attempt to improve the management of a natipnal training
institution must é?arf with its leadershiy, -fhe choice-uf a‘ccmpetant
person with a strong commitment to training and unwillingness to stqy_
on the jcb for a reascnable period (at least five years) must raeeivé
the highest pricrity, In his institution building taék, he will nead

the suppert of the political and bureaucratic leadershipe In affect,
this means that he is given 2 high status in the government and stabi-

lity in his job to enable him tc fulfil his institutional missicn

satisfactorily,

A second requifament is that he new leader ba given an
adequate measure of flexibility in pianning and restructuring the
institution and its activities to meet the new objectives, A training
iﬁstitution which is expected to innovate and adapt tc changing needs’
will require a grester measure of autcnomy than is fuuhd in gowvernment
agaencies sngaged in rcutine functions, Separate acvisory boards and
budgets fer such instituticns canm be useful devices tu augment their
autonomy. A larger role For-the profassicnal staff in plénning
_institutionél atrafegies and pregrammes will not only increase their
commitment, but alsc reinforce institutiocnal autonomy effectively,

A third requirement is strengthening of instituticns! |
links and interacticns with client crganizaticns., A more active
participation cf institutiuns in the assessment of training needs
will certainly be a gseful step in this direction. But more impore
tantly, training institutions should be encouraged to reinfurﬁe theiﬁ

training activities by undertaking.raéearch and consultancy for
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ministrias, development programrz agencies, and pro jects, Exceht for
instituticns which are engéged exclusively in inducticn training, most
PMT insﬁitutions should be able to focus on a multiplicity of activities
provided a2 eritical mass of faculty with reguisite skilis is assembled;
this,of course, will call fﬁr sume additional rescurces. On the othér
hanﬁ, institutions will also be‘abla to earn sume revenue out of

" their new qptiuities. The net outflow of guvernment funds on this
account need not be aé large as is often imagined, But the major gain
is ih upgrading thg quality, relevance, and iﬁnuuative capacity of the
staff. This strategy has paid rich dividends in many cases and couid

be replicated with government support in must developing countries.
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INTERVENTIONS FOR BETTER UTILIZATION OF EXISTINE

Design of
training progra~
mmes and plan

_‘Deuelopmant of
trainers, -

Developmant of
“training
materials.

_ Training
mathadulngiag.

Menitoring and
evaluation of

training. -

for assessmanti identify gaps in training, new
chjsctives, and needs,

Bgse design of programmes on results of asscssmont
efter reviewing existing curriculaj use feecback from
past participants; formulate mix of training programmes.
(plan}; realloczte resources and assign priorities,

Upgrade quality of trainers through foemal trainings
use overseas fellcwships for training, if necessary,
raise status and salary scales of trainers,

Identify nesds for indlgenous training materisls through
an analysis of training plang provide funds for traine-
ing. meterisls ip budgets of institutions; support Field
work and consultency by tralnars.

Derive mix of methods from training programme d651gns
and cbjectives; encourage experimentatisn in methods}
aupport sxperisntial methods.

Eatabllsh evaluation system for training programmes in

‘CPA; ancourage training institutions to- set up internal

evaluation systems; set up pericdic reu1ew committees
to assess training performance,

agenciesy traine
ing institutiors,

Training instity-
ticnsg past parti=-
cipants; CPA,

CPA; doncr agen=
ciesy ministry of
financo; cabinet,

Training insti=-
tutions; CPA;
differsnt
ministrics,

Trainipng insti=
tutions; CPA,

’.

CPA; training
institutionsy

.client m1n1-
striscs,

wy

s TRAINING INFRASTRUCTURE
Ingredients of Key actors or Nature of
training R 5 . initiaturs resource
strategy to be Policy 1nteruentlons/achung roquiremante
influenced ' T
Assgssmant of Strengthen consultations bstwasn tha cantral perscnnel ) EPA3 client , Drganiiatiﬂnal:
training needs agency znd other ministriesj choose appropriats methads ministries and inputs

Technical and
planning
inputs.

Funds
Policy Support

Organizational
inputsy funds;:

Technical
inputss:

Urganizationai
inputs,




