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Introduction 
 
 Globalization and the resulting competition in products and services have 
created enormous pressures on businesses and governments to increase 
productivity.  Developed nations have risen to the challenge, streamlining and 
reengineering processes, investing in technology and identifying and developing 
valuable human capital.  This has resulted in vastly increased productivity, 
decreased unemployment and stabilized or even reduced consumer prices.  The 
same is not true for the developing world where the context of poverty does not 
permit similar investment for competing internationally.  There, one encounters 
flat or even declining productivity.  Discouraging as this sounds, within 
developing nations, a rich source of capital exists -- human capability.  The 
problem is how to organize and exploit this potential source of wealth.   
 
 Harnessing and building the value of human capital in developing nations 
is what this chapter is about.  The thesis put forth is that structured on-the-job 
training (SOJT), adapted to a developing nation environment, can significantly 
improve, at low cost, the performance capability of workers.  The chapter 
presents the rationale for SOJT in this setting, describes an adapted model to fit 
the context of a specific developing nation, Cameroun, and presents an 
application of SOJT complete with results. 
 
Training in Developing Nations 
 
 Numerous authors and researchers have reported on training and 
education for the workplace in African nations and recommended improvements 
(e.g. Bas, 1988; Boisvert & Kamdem, 1991; Célesten, 1992; Courlet & 
Tiberghien, 1986; Fluitman, 1987; Fluitman & Oudin, 1991; Maldonado and Le 
Bortef, 1985; Nihan, Demol & Abodo-Tabi, 1982).  All recognize the inadequacy 
of current training practices and outcomes.  Money and effort are inefficiently 
exploited (Adams & Coulibaly, 1985; Guirassi, 1986; Stolovitch & Achi, 1997). 
 
 Three major factors contribute to this inefficiency: 
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1. Many larger businesses are merely satellites of foreign companies.  
They rarely adapt training practices to local conditions and do not 
factor in social, communication, cultural and educational variables 
that strongly influence training outcomes. 

 
2. Many African nations have adopted academic formalisms from their 

colonial heritage: memorization; passing of exams; certificates. 
 
3. Smaller or local enterprises (e.g. garages; construction companies; 

agricultural cooperatives; trades) employ traditional apprenticeship 
methods: a master performer models and passes on whatever s/he 
has learned -- this over a long, informal time period.  Structure is 
minimal. 

 
As western type businesses have gained in presence, the apprenticeship/on-the-
job (OJT) model has lost status and favor (Ekanayake, 1988; Mbaïsso, 1990).  
This, despite recommendations by the International Monetary Fund (IMF,1998a) 
to expand and improve OJT, long a tradition in most African nations. 
 
On-the-Job Training in Developing Nations 
 
 Most investigators favor OJT (e.g. BIT, 1988, 1991; Celestin, 1992; IMF, 
1998a).  However, effectiveness and efficiency vary considerably.  Ngoa-Nguele 
(1999, pp. 28-29) summarizes the shortcomings of OJT documented by an array 
of investigators who have studied training practices in the African developing 
nations context: 
 

1. Needs are rarely systematically assessed. 
 
2. Training practices are loosely structured, if at all.  Limited, short-

term goals drive training activities.  
 
3. Training is insufficiently adapted to learner characteristics.  Training 

sessions are poorly presented and unsystematically sequenced. 
 
4. Feedback is erratic or non-existent.  Incentives such as salary 

increases, promotion or social recognition rarely exist. 
 
5. Learner selection is frequently biased.  Discrimination based on 

age, sex or ethnic origins, rather than concern for 
work/organizational needs is common. 

 
6. Instructors are poorly trained; experienced workers in OJT settings, 

not at all.  Funds and training materials are lacking.  Training 
developers and managers rarely possess the competencies to fulfill 
their roles. 
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7. Diplomas are highly valued.  Many believe that "school learning" is 

the best guarantor of workplace competencies. 
 
8. In rural settings, OJT is largely oral, with little systematization and 

few training materials.  Competency evaluation resides solely with 
the master. 

 
This summary of characteristics opens wide the door to potential for change.  In 
this context, SOJT offers attractive benefits. 
 
SOJT: Characteristics and Benefits 
 
 Basically, SOJT is OJT with a carefully planned structure, procedures, 
outcomes and budgets.  It defines both experienced and novice worker skills and 
knowledge (Clark, 1991; Jacobs, 1990, 1999; Jacobs & Jones, 1995; Rothwell & 
Kazanas, 1990a, 1990b, 1994).  The critical characteristics of SOJT are: 
 

1. Learning takes place at the work site.  The novice worker observes 
a task and repeats it immediately.  The experienced worker 
provides specific feedback on task execution. 

 
2. There are detailed training plans with tasks and subtasks 

sequenced according to how the job is done. 
 

3. A trained SOJT instructor – one recognized as a master performer 
– guides novice workers. 

 
4. Support materials to which the novice can refer at any time anchor 

required skills and knowledge. 
 

5. The entire effort is integrated, orderly, yet includes opportunities for 
trial and error with corrective feedback loops.  It is a complete, 
unified system. 

 
The environment must be appropriate and prepared for SOJT 

implementation.  Figure 1 presents an adaptation of the Jacobs and Jones 
(1995) model for SOJT. 
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Figure 1 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

SOJT trainers receive particular attention.  Pfau (1988) suggests that 
trainer preparation include: 
 

 Building motivation to become a SOJT trainer. 
 

 Providing a strong rationale to participate in SOJT trainer training. 
 

 Thorough trainer training. 
 

 Training competency evaluation. 
 

 A follow-up plan for on-job support. 
 
 SOJT requires time and energy to plan and prepare.  This constraint is 
important for developing nations. 
 
 Numerous authors have detailed the benefits of SOJT (e.g. Jacobs, 1999; 
Jacobs, Jones & McNeil, 1992; Jacobs & McGiffin, 1987; Jacobs, & Osmani, 
1998; Rothwell & Kazanis, 1990b; Scribner & Sacks, 1990;).  In summary, these 
are: 
 

 Reduced overall learning time. 
 

Performance Improvement 
Process 

6. Evaluate and 
improve SOJT 

content/process 

1. Determine if SOJT 
is appropriate. 

5. Train based on 
SOJT principles. 

4. Prepare SOJT 
modules. 

2. Specify tasks to 
 be mastered. 

3. Select, train and 
guide instructors. 
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 Reduced overall training costs. 
 

 Flexibility/adaptability to individual worker-learners. 
 

 Positive relationship building between novices and experienced 
workers/superiors. 

 

 Higher transfer rate than those cited for classroom and other formal 
training. 

 

 Heightened new-worker job confidence. 
 

 Work/learning efficiency due to little to no time away from the job. 
 

 High learning success on job task tests. 
 

 Less learning of undesirable ways to do a job. 
 

 Positive organizational climate due to healthy interactions among 
workers in a learning-working context. 

 
To conclude, SOJT is a carefully planned, on-the-job process that builds 

performance capability, especially for workers entering new jobs.  It requires an 
appropriate work environment, careful selection, training and support of 
experienced workers for training roles, support materials for learning and testing 
and is demanding at the analysis, design and development stages.  The benefits, 
based on developed nations' experience, are many.  
 
SOJT and the Context of Developing Nations 
  

Is there a fit between SOJT and the desperate needs of developing 
nations to build competence and increase productivity?  Earlier in this chapter, 
two points clearly emerged.  Current developing nations’ training practices are 
largely ineffective for producing highly productive workers.  Only OJT appears to 
garner support (e.g. BIT, 1988, 1991; Célestin, 1992; IMF, 1998).  Despite its 
informality and diminished status in "modern" industries, it presents unique 
features: 
 

 Compatible with African traditional culture and custom. 
 

 Low infrastructure and set up costs. 
 

 High face validity as it is conducted in the work setting. 
 

 Flexibility/adaptability. 
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 High degree of learning transfer when well executed. 
 
From a logical perspective, the potential for SOJT appears great.   
 

Additional arguments favoring application of SOJT are: 
 

 No need for special learning environments. 
 

 No need to invest or gain expertise in technologically sophisticated 
learning approaches. 

 
Nevertheless, the question of fit remains.   
 

What follows is an attempt to answer this question.  The remainder of this 
chapter describes the creation of an adapted SOJT model to a Cameroun work 
setting, its implementation and testing in a brewery and the results obtained. 
 
An Adapted SOJT Model for a Developing Nation: Cameroun 
 
 Cameroun, located on the Gulf of Guinea, West Africa, 2º north latitude, 
possesses 475,000 km² of territory encompassing a wide range of geographic 
conditions, from tropical rainforest in the south to dry desert-like conditions in the 
north.  Cameroun's population is approximately 15,000,000 with many ethnic 
groups and 200 local languages.  After a colonial period during which first 
Germany (until 1918) and then France (and over its western portion, Britain) held 
sway, Cameroun became independent in 1961.   Average per capita income 
(IMF, 1998b) is approximately $764 US, placing Cameroun among the poor 
nations of the world. 
 
 Cameroun is typical of many developing nations: high poverty and 
unemployment; large foreign ownership; low productivity.  Its training practices 
are similar to those of most African developing nations.  Consequently, 
Cameroun offers an excellent, representative laboratory for adapting SOJT to the 
workplace. 
 
 Imported technological models from developed nations have mostly failed 
because they have not accounted for contextual realities.  Khandwalla (1977) 
and Mintzberg (1982) suggest that environmental factors are critical for success 
or failure of an innovation.  “Contextualization” is key (D'Iribarne, 1986).  Culture 
is the most important contextual variable (Adler, 1994; Brassard, 1996).  Rojas & 
Zintel (1999) state that sensitivity to the cultural context is essential for ensuring 
acceptance and, ultimately, adoption of a performance intervention.  Cultural 
dimensions that may strongly influence SOJT implementation in Cameroun 
(Hofstede, 1987; Mveng, 1985) are: 
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1. Strong collectivist sense: playing out of roles in the context of 
family, village and tribe; needs of the collectivity often supercede 
those of the individual. 

 
2. Sense of hierarchy: recognition and respect for familial, village and 

tribal hierarchy; higher authorities often override an individual’s 
decisions. 

 
3. Low control over uncertainty: acceptance of "things as they are"; 

sometimes translates into apparent lack of enthusiasm to perform 
well in the workplace or lack of concern about organizational 
productivity. 

 
4. Strong sense of masculinity by male workers about certain work 

tasks. 
 

All have a profound effect when they conflict with productivity 
requirements.  The tendency is to recreate a familiar social setting within the 
organization.  "Families" or "tribes" of work groups establish mutually binding 
obligations.  Managers and supervisors may feel some form of affective 
dependence -- protecting and caring for workers in return for obedience. 

This runs counter to selection of trainees and evaluation and promotion 
founded on demonstrated performance capability.  Improper pairing of workers 
(e.g. novice male guided by an experienced female worker) can lead to failure 
based on cultural issues (Bolap, 1993; Etounga Manguéllé, 1991; Latouche, 
1986).  Adapting any training system to a different culture requires attention to: 
 

 Technical competency requirements. 
 

 Learner cultural and work values. 
 

 Comprehension of the language of communication. 
 

Adapting SOJT to the Camerounian culture demands: 
 

 Analyzing technical capabilities of potential SOJT trainers.  
Adopting teaching strategies that fit their backgrounds. 

 

 Exploiting cultural values and practices that enhance the SOJT 
experience (e.g. age differences between SOJT instructor and 
learner; gender of each; social origins; education levels). 

 

 Verifying linguistic/ethnic compatibility. 
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 Inspired by Lescop's (1987) and Sohoudji’s (1996) models for adopting 
innovation in new cultural settings, the authors: 
 

1. Identified enterprises with potential for implementing SOJT. 
 

2. Identified characteristics of appropriate enterprises to determine a 
SOJT implementation strategy. 

 
3. Verified attitudes and openness to SOJT. 

 
4. Derived structures, resources and budgets for implementing SOJT. 

 
Driving this effort was a need to verify SOJT feasibility for this context.  

Could it be implemented and tested satisfactorily, considering all relevant 
contextual/cultural variables? 
 
Creating the Adapted Model 
 
 The authors created a prototype SOJT model based on Jacobs & Jones 
(1995), Rothwell & Kazanas (1994) and information gathered from observation 
and analysis of Cameroun work organizations.  They submitted it to the rigorous 
analysis of three expert judges (two university human resource development 
researchers; one Camerounian workplace organization expert and former human 
resources director).  What emerged was the APPRIS (French for "learned") 
model. (See Figure 2.)  To ensure adaptability to the local context, the model 
factored in: communication requirements due to many workers’ low schooling; 
management hierarchy involvement in selection of participants; selection and 
distribution of incentives to participate. 
 
Application of the Adapted SOJT Model 
 
 The adapted SOJT model was tested to answer three questions: 
 

1. Is the APPRIS model effective in building performance capabilities of 
workers compared to the usual training approach? 

 
2. Is the APPRIS model cost and time efficient compared to usual 

practices? 
 

3. Do management and employees have favorable attitudes toward SOJT 
compared to usual practices? 
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Figure 2. Adapted Structured OJT (APPRIS) Model 
 

 
 
 
 
 ANALYZE 

 
 
 
 
 
 
 
 
 
 
 

PLAN 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

PROTOTYPE 

 
 
 
 
 
 
 
 

REVISE 

 
 
 
 
 
 

IMPLEMENT 

 
 
 
 
 
 
 
 
 
 
 

SUPPORT/FOLLOW-UP 

 

Front-End 
Analysis 

Structured 
OJT 

Alternative 
Choices 

Report and Specify 
Needs 

Target Pop 
Analyses 

Task Analysis Context 
Analysis 

Propose Training Plan 

Prepare Site Prepare Structured OJT Instructor 
Training 

Create Instructor Tests Select Structured OJT 
Instructors 

Train Structured OJT 
Instructors 

Structured OJT 
Instructors Trained? 

Create Structured OJT 
Prototype 

Create Criterion Tests Select Learners 

Test Prototypes Revise 

With Learners With Management With Experts 

OK
? 

Monitor Organizational 
Climate 

Motivate Learners Train With Structured 
OJT 

Learner 
Trained

? 

END 

NO 

YES 



Structured On-The-Job Training In Developing Nations 10 

 
What follows is a summary of the trial: 
 

 Work setting: Large brewery.  
 
 Subjects: 22 participants (4 instructors; 12 employees assigned to SOJT; 4 

employees assigned to control group; 2 administrative helpers to manage test 
instruments and collect data).  All 16 subjects were randomly assigned to 
SOJT or control (usual training).  All possessed prerequisite entry-level skills. 

 
 Instruments: Performance tests, structured interview protocols and attitude 

questionnaires created by authors and trainers.  Validated by measurement 
experts. 

 

 Trial content: Complete range of skills/knowledge for transporting, stacking, 
storing, shipping bottled drinks (e.g. sparkling water; soft drinks; beers/ales) 
using various vehicles in conformance with strict safety and hygiene rules. 

 

 Current standard: After six weeks’ training at off-site training center plus one 
week coaching by foremen, employees fully functional.  Mean time for 
complete task = 25-30 minutes.  (During first month, breakage and 
incidents/accidents high for newly trained employees).   

 

 Trial procedure: 
 

 Four days training to four selected, experienced workers (management 
approved).  Authors and two HR managers certify trainers.  Trainers 
create job aids and practice coaching. 

 

 Authors and trainers establish learning sequence: principles of simple to 
complex, most to least frequent, easy to difficult tasks. 

 

 Materials and plans modified based on internal, expert feedback. 
 

 12 SOJT subjects trained at work site with real materials.  Training follows 
Jacobs & Jones (1995) seven steps.  Four control subjects trained at 
training center. 

 

 All subjects pretested prior to training.  SOJT group tested on each 
subtask during training. 

 

 SOJT group final tested after 15 days training.  Control group tested after 
30 days training. 

 

 SOJT subjects and trainers individually respond to attitude questionnaires 
and interviews on training experience. 
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 Trial results: All subjects possessed prerequisite skills/knowledge prior to trial 
including initial skills handling lifting equipment. On pretest, both groups 
completed task equally well (mean time = 27 minutes, 30 seconds; range = 
25 - 30 minutes).  Posttest results were as follows: 

 
 SOJT group: Of 12 subjects, 11 completed and mastered all subtasks.  

Mean time to complete task = 15 minutes, 40 seconds; range = 14 -17 
minutes). 
 

 Control group: All four subjects completed training.  Mean time to 
complete task = 27 minutes, 15 seconds.  No gain between pretest and 
posttest despite six weeks of training!  During posttest, one small 
accident due to inappropriate maneuver; several cases of drinks lost. 

 

 Efficiency of training: Table 1 summarizes costs of SOJT versus regular 
training: 

 
Table 1. Training Costs (in cfa): SOJT versus Training Center Training 

 

Item SOJT Cost Training Center Cost 

Trainer salary 0* 680,000 

Bonus for training 400,000* 0 

Trainee salaries 600,000** 720,000 

Development of training 100,000 60,000 

Total Cost 1,100,000 1,460,000 

* SOJT trainers continued their regular jobs, but received training bonuses.  Training Center 
trainers were fully dedicated to training. 

** SOJT trainees trained 15 days; control group trained 30 days.  SOJT trainees worked, thus 
higher salaries.  600,000 and 720,000 based on 12 trainees each to keep costs comparable. 

 
Total cost of SOJT was 25% less than Training Center version ($91US versus 
$123US). 

 

 Attitude toward training: Table 2 displays results of a Likert scale type 
instrument to determine "satisfaction": 
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Table 2. SOJT Satisfaction Scores*  
 

Dimension Instructor Scores Trainee Scores 

SOJT procedure 100 100 

SOJT structure 100 95 

SOJT use of time 95 98 

SOJT relevance of 
content, method 

81 81 

Overall satisfaction with 
SOJT 

  94** 89 

* Maximum score = 100. 
** Interviewed instructors expressed great satisfaction with bonuses and increased status as 

SOJT instructors. 

 
In individual interviews, SOJT participants and instructors recommended that the 
company adopt SOJT while suggesting ways to improve its implementation. 
Managers responsible for training expressed interest to be more involved in 
future trials (especially for planning, budgeting and participant selection). 
 
General Conclusions From the Trial 
 
 The trial was of limited duration and numbers.  Without official patronage, 
it is difficult to enroll organizations in developing nations to participate in such 
"experiments".  Within trial limits, SOJT demonstrated its effectiveness, 
efficiency, lower cost and high satisfaction ratings. 
 
 Projected organizational benefits (return on investment) such as 
decreased learning curve, improved worker efficiency and decreased incident 
rates (e.g. damages, time/cost of clean up, lost productivity) can be dramatic.  
Based on the 43% better performance of SOJT subjects, immediate daily benefit 
would be 46,440cfa in savings (375cfa/hour X 12 workers X 8 hours X 3 daily 
shifts).  Add in decreased incidents (no SOJT incidents; one control group 
incident valued at 27,000 cfa).  Extrapolating over a year, a 3,000,000cfa 
investment to train 36 workers could potentially yield 33,000,000cfa (1000%ROI). 
 
 A final note about the trial concerns lack of improved performance (pretest 
to posttest) for the control group.  Observations and interviews suggest the 
following causes: 
 

 Considerable time spent in a classroom environment with lecture. 
 

 Lack of practice time with equipment, insufficient and obsolete equipment, 
practice space different configuration than the actual work site. 
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 The final test used "real equipment" at the actual work site.  Control 
subjects were not as prepared as the SOJT group, which was always at 
the work site using current equipment. 

 
Summary and Conclusion 
 
 This chapter began with concern about the competitive nature of global 
markets and its impact on developing nations whose economies and 
characteristics do not permit the same types of training investments as richer 
ones.  SOJT appears to be a "natural" solution for less developed countries.  It is 
relatively inexpensive, does not require highly specialized expertise to create, 
and implement, has demonstrated very high return in terms of transfer of learning 
and productivity pay-off.  As the literature on SOJT is devoid of examples in 
developing nations, this chapter described the adaptation challenges it faces in 
such contexts, presented an adapted SOJT model (APPRIS) and a case 
conducted in a brewery in Cameroun.  The results were highly positive. 
 
 The chapter concludes that SOJT, adapted to the developing nation 
context, appears to be extremely viable for building workplace competencies.  
The limited trial demonstrated how an adapted SOJT model can significantly 
improve performance results compared to traditional classroom methods -- and 
at a lower cost.  SOJT, adapted to the developing nation setting augurs well for 
improving productivity in the workplace.  Solutions such as SOJT – low cost and 
high yield – offer developing nations an effective means for meeting global 
marketplace competition. 
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