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INTRODUCTION
OUTLINE OF THE STUDY

1. Objective of the Study

The objective of the Study (the Project goal) is to formulate a plan for the diffusion of business and
production management technology in order to improve the competitiveness of small and medium
enterprises (SMESs) in Argentina.

The outcomes that are anticipated from the Project are as follows:

(1) Current conditions and issues will be clarified regarding the setup for diffusion of business and
production management technology for small and medium enterprises (SMES) in Argentina.

(2) A systematic plan for construction of a system for diffusion of business and production
management technology for SMEs centering on INTI will be proposed. (Verification via the Pilot
Project)

(3) Aroadmap for the self-sustaining and effective diffusion of business and production management
technology for SMEs and improvement in the competitiveness of SMEs will be formulated.

2. Background of the Study

The Argentine Republic (hereinafter referred to as Argentina), boosted by the economic growth of its
primary trade partner Brazil and so on, has emerged from the economic crisis of 2001 and is now
displaying sound growth. Both exports and investment are up, GDP increased by approximately 9%
for five consecutive years from 2003, and employment fell from 21.5% in 2002 to 8.7% in 2006 (the
fourth quarter). In order to realize stable economic development and sustainable growth from now on
within an environment of increasing trade liberalization, the major issues in industrial policy will be to
boost exports and improve the competitiveness of SMEs particularly in the manufacturing sector.

Against such a background, JICA implemented the Study on Revitalization of SMEs in Argentina from
September 2004 to March 2006, during which it was indicated that the enhancement of policies and
measures for the promotion of SMEs is an extremely important issue for Argentina. In light of these
study findings, and realizing that improvement of business and production management technology is
needed to strengthen the competitiveness of SMEs, INTI (Instituto Nacional de Tecnologia Industrial),
which is one of the few agencies geared to supporting SMESs in Argentina, constructed the Argentina
Industrial Productivity Improvement Support Network. INTI is currently extending business and
production management technology to all manufacturing businesses and is developing a
self-sustainable setup via this network. However, the operations of INTI are restricted by the fact that
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INTI’s own business and production management technology capacity is limited and there is a
discrepancy in information between the INTI headquarters and provinces. In order to widely
disseminate and pervade business and production management technology to SMEs primarily in the
manufacturing sector, there is an urgent need to establish an implementation setup within INTI and,
based on this, build up a diffusion setup that involves other government and private sector SME
support agencies, industrial groups and universities, etc.

For this reason, INTI made a request to the Government of Japan concerning implementation of
technical cooperation (development study) for construction of a setup for the efficient and effective
diffusion of business and production management technology. In response to this, the government
consigned JICA to implement a project formation study from February to March 2007, and this
confirmed the validity of implementing this Study upon grasping the following factors : 1) Business
opportunities for Argentinean SMEs are growing, thus making it a good time to implement the Study;
2) INTI is steadily establishing the setup for diffusing business and production management
technology over its current scope of activity ; and 3) high needs are placed on INTI engineers to
support a diffusion setup for business and production management technology. Based on these
findings, a preliminary survey for the Study was implemented in June 2008, and the S/W was signed
between INTI and JICA in September that year.

3. Study Schedule

The Study is scheduled to run from April 2009 to March 2010 with Study activities implemented
according to the following schedule.

Stage 1. April 2009~July 2009)
Survey of current conditions and setting of the draft plan (assumptions) for effective
diffusion of business and production management technology

Stage 2:  August 2009 ~ December 2009)
Implementation of the Pilot Project (verification of the draft plan = assumptions)

Stage 3:  January 2010 ~ March 2010
Formulation of a plan for the effective diffusion of business and production
management technology and recommendation of a concrete implementation action
plan



Fiscal 2009

Phase Phase 1 Phase 2 Phase 3
Month | 4 | 5 | 6 | 7 8 | 9 [ 10| un [ 12 1 | 2 | s
Sitesurvey ANEEEEEEEEEEEEEEEN ANEEEEEEEEEEEEEEEEEEEEEEN [ 1 1]
Work in

oo oo O ooooo oo
Japan

A A A A A
Report

IC/R PR/R IT/R DF/R F/IR
IC/R Inception Report
PR/R Progress Report
IT/R Interim Report
DF/R Draft Final Report
F/R  : Final Report

4. Components of the Study

The scope of this development study covered ‘support for SMEs via business and production
management technology,” and the following activities were mainly implemented based on the
following components.

4.1 Survey of Current Conditions and Setting of the Draft PLAN (Assumptions) for
Effective Diffusion of Business and Production Management Technology
Objectives The objectives are to clarify the needs surrounding SMEs support in Argentina

through analyzing the current conditions and issues of support for SMEs by
Argentinean government agencies and private sector agencies and implementing a
fact-finding survey of SMEs. Another objective is to clarify the role and functions
of INTI in support for SMESs via management technology. Based on these results, a
draft plan (assumptions) concerning the effective diffusion of business and
production management technology nu INTI shall be compiled.

Main activities : (1) Survey and analysis based on information, statistics and literature

(2) Analysis of current conditions and surey of support needs in SMEs

(3) Analysis of government related agencies and SME support functions

(4) Survey of current functions of support agencies concerning the improvement
and diffusion of business and production management technology (analysis of
SME support resources)

(5) Analysis of the roles, functions and current conditions of INTI regarding the
diffusion of business and production management technology



(6) Setting of a draft plan (assumptions) concerning the diffusion of business and
production management technology

(7) Compilation of the Pilot Project (PP) implementation plan (draft).

(8) Brief diagnostic surveys of PP candidate model enterprises and selection of
the PP model enterprises

(9) Support for staging of the kickoff workshop (kickoff W/S)

4.2 Implementation of the Pilot Project (Verification of the Draft Plan = Assumptions)

Obijective : The objective is to verify the efficacy of the assumptions which were set via the
pilot project (PP). In particular, through conducting specific diagnosis and
guidance of the PP enterprises utilizing management technology, the capacity of
INTI AMPs will be assessed and the lessons obtained from the PP will be fed back
to the INTI training plan and qualification certification system.

Main activities : (1) Reconfirmation and correction of the draft PP implementation plan
(2) PP implementation (Buenos Aires, Entre Rios andNeuquén / Rio Negro)
- Implementation of applied theoretical training (3-day seminar in each area)
- PP model enterprise diagnosis and support activities

- Analysis of the capacity of INTI AMPs and identification of requirements
for the certification system via the PP

(3) Evaluation of the PP and arrangement and analysis of the obtained lessons

(information)

(4) Support for staging of the PP outputs presentation W/S (5 areas in total)

4.3 Formulation of a Plan for the Effective Diffusion of Business and Production
Management Technology and Recommendation of a Concrete Implementation
Action Plan

Obijective . To propose a draft plan with the emphasais on feasibility based on the lessons
obtained from the Pilot Project (PP).

Main activities : (1) Formulation of a comprehensive draft plan for the diffusion of business and
production management technology based on the PP lessons (=
recommendations concerning the strategy for support of problem solving in
SMEs)



(2) Formulation of the action plan including the roadmap (specific

recommendations for realization of the strategy)

(3) Support for staging of a W/S geared to propagating the comprehensive draft

plan and action plan for the diffusion of business and production management

technology

5. Member List of the Study Team

The names and work duties of the Study Team members are as shown below.

Name

Responsible Work Area

Main Activities

Tsuyoshi KIKUCHI

Team Leader/SME Promotion

- Study supervision (survey and analysis of current
conditions, PP, formulation of PP)

Seiji SUGIMOTO

Training Plan /
Diffusion Plan Guidance (1)

- Deputy supervision of the Study

- Supervision of the enterprise diagnosis surveys
and PP

- Formulation of the training plan / Construction
of the certification system

- Analysis of support resources (Buenos Aires)

- Implementation of enterprise diagnoses / PP
(Buenos Aires)

Masahiro HAMANO

Diffusion Plan Guidance (2)

(Neuquén / Villa Regina)
- Analysis of support resources
- Implementation of enterprise diagnoses / PP

Hideo SONODA

Diffusion Plan Guidance (3)

(Entre Rios)
- Analysis of support resources
- Implementation of enterprise diagnoses / PP

Shuichi TAKANO

Operational Coordinator /
Pilot Project Administration

- Formulation of the PP implementation plan
- PP administration (all target states)

6. Study Implementation Concept

In the Inception Report, nine basic principles for Study implementation were enunciated, and judging

from the experience of the site survey, each of these is judged to be appropriate and valid.

(1) Respect for autonomy of the counterpart (C/P) side (respect of ownership)

(2) Maintenance of cooperation and teamwork with the C/Ps during all stages

(3) Collaboration with government and private sector related agencies (participation of stakeholders)

(4) Emphasis on feasibility

(5) Utilization of previous study findings (existing information and human resources) (improvement

of Study efficiency)

(6) Emphasis of survey and analysis of current conditions and transfer of technology based on OJT
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(7) Coordination with aid from other donors (synergy and supplementing effect)
(8) Consideration for differences in thinking and values in the counterpart country

(9) Thorough safety management of the Study Team

7. Support for Staging of Workshops

During the Study period, support was provided for the following workshops (W/S) staged by INTI.

(1) Support for Staging of the Kick-Off Workshop

Support was provided for the staging of the Kickoff Workshop. In particular, the issues in
diffusion of business and production management technology obtained in the surveys so far were
clarified, and the contents were set with a view to widely informing about the PP implementation
plan to be started from Stage 2 (second field survey).

Date July 1, 2009, 08 :30~12 :00
Venue INTI Miguelete Seminar Hall
Participants INTI headquarters and INTI regional center employees

SMEs in the PP target areas, SME support agencies, industrial groups,
universities, JICA, etc. (approximately 80 persons)
Agenda (D JICA cooperation activities in Argentina
(Mr. Furuya, Manager of JICA Argentina Office)
@ Outline of the JICA/INTI cooperation project and PP
(Mr. Pedro Brunetto/INTI)
@ Current conditions of SMEs in Argentina (report on the results of
the first field survey)
(Expert, Mr. Sugimoto/JICA Study Team)
@ SME diagnosis system in Japan
(Mr. Kikuchi, JICA Study Team Leader)

(2) Staging of the Pilot Project (PP) Outputs Report Workshops

The workshops for reporting on the outputs of the Pilot project were staged. The effectiveness of
INTI’s “Support activities for SMEs via management technology” was widely advertised to
SMEs, universities and other related support agencies.

Moreover, in addition to the workshops in the three provinces of Buenos Aires, Entre Rios and
Neuquen that were decided in the SC of August 20, 2009, mini-workshops were also staged in
two more areas at the strong request of INTI-Parana and INTI-Mar Del Plata. Accordingly, a total
of five workshops for presenting the PP outputs were held.

- Parana (November 10, 2009)
- Mar del Plata (November 11, 2009)



- Neuquén (November 12, 2009)
- Concepcidn Del Uruguay (November 12, 2009)
- Buenos Aires (November 16, 2009)

Details of the mini-workshops are described in Chapter 2.

(3) Support for staging of workshop

The W/S was staged in Buenos Aires with a view to widely introducing the contents of the Draft
Final Report to Argentinean SMEs and related support agencies and thereby sharing the
importance of the compiled diffusion plan with related officials. An outline of the W/S is given

below.
Programme
13.30 h - Reception
- Openning Address:
Mr. Jorge Alvarez (Director Programa de Asistencia a Consumidores y a
14.00 h .
14:10 h la Industria de Manufacturas)

Mr. Juan C. Yamamoto (Vicepresidente JICA Argentina)
Mr. Tsuyoshi KIKUCHI (Team Leader)
- Presentation of Summary of Proyecto “Estudio sobre el plan de difusion
14:20 h de tecnologias de gestién en las PyMES” :
Mr. Ing. Rodolfo Foglia
14:50 h Descanso
- Presentaction of Certification and Training System of ATG :

15:10h Ing. Seiji Sugimoto (Experto JICA)
16:10 h - Questiones and Answers
- Closing Remarks :
16:30 h Mr. Jorge Alvarez (Director Programa de Asistencia a Consumidores y a

la Industria de Manufacturas)




CHAPTER 1
CURRENT CONDITIONS OF BUSINESS AND PRODUCTION
MANAGEMENT TECHNOLOGY DIFFUSION IN ARGENTINA

1.1 Current Conditions of SMEs and Policy of Support for SMEs

111 Current Conditions of SMEs in Argentina
(Analysis of Area-based Features and Macro Conditions)

Out of approximately one million SMEs in Argentina, the manufacturing sector accounts for 10%.
These 100,000 or so manufacturing SMEs produce 46% of total industrial added value and employ
48% of people employed in the manufacturing sector; accordingly, they play an important role in the
national economy. According to the definitions of SMEs” by “Fundacién Observatorio PyME,”
(foundation) which conducts ongoing investigation of the current conditions of SMEs, the current
conditions of micro, small and medium enterprises in manufacturing are summed up as follows.

(1) Distribution according to

According to the obtained materials, micro, small and medium enterprises account for 99.5% of
enterprises as shown in Table 1-1. Incidentally, when SMEs are divided into medium enterprises
and small enterprises, the former accounts for 21.4% and latter for 78.6%?

Table 1-1 Number of Enterprises by Size

1994 2004
Number of | potio o6y | NUMPEr O 1 patio (96)
enterprises enterprises
Micro enterprises 85,371 84.1 86,125 84.1
SMEs 15,633 15.4 15,771 15.4
Large enterprises 508 0.5 512 0.5
Total 101,511 100 102,408 100

Source: Estimate by Fundacion Observatorio PyME based on the National
Economic Census

1) The criteria for small and medium manufacturing are determined by the number of employees: nine
employees or less is a micro enterprise, 10~50 employees is a small enterprise, and 51~200 employees is a
medium enterprise. The SEPYME definitions are different: the distinction between micro enterprises, small
enterprises and medium enterprises is determined according to sales turnover in five industrial sectors. For
example, in the manufacturing and mining sector, 1.25 million pesos or less represents a micro enterprise,
1.25~7.5 million pesos is a small enterprise, and 7.5~60 million pesos is a medium enterprise. The visit
surveys of 62 enterprises by the Study Team here confirmed that these two types of classifications more or
less correspond to reality.

2) According to the 2007 structural survey of small and medium manufacturing
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(2) Distribution of manufacturing SMEs by area

As is shown in Figure 1-1, the majority of SMEs in the manufacturing sector are located in
the Buenos Aires metropolitan area, followed by the Centro region. These two regions

account for 82% of the total.

AMBA, 57.0

Source: Encuesta Estructual a PyME Industriales, 2007

Figure 1-1 Distribution of Manufacturing SMEs by Area (%)

(3) Distribution of manufacturing SMEs by sector

As is indicated in Figure 1-2, the distribution of manufacturing SMEs by sector is as
follows: 15.7% food and beverages, 15.0% furniture and furnishings, and 14.6% general
metals and metal products. The fourth most common sector is electric and electronic
products and precision instruments, accounting for 7.8%, followed by paper manufacture,

publishing and printing, accounting for 7.7%.

Al

O Alimentos y bebidas

B Muebles y accesorios

O Metales comunes y Productos de Metal

O Apartos eléctricos, electronicos e instrumentos
deprecision B

B Papel, edicion e impresion

O Maquinariay equipo

B Sustanciasy productos quimicos

O Textiles, prendas de vestir,productos de cuero
calzado . .

B Vidrio, Ceramicay minerales no metalicos

B Automotoresy autopartes

O Madera, corchoy paja

Source: Encuesta Estructual a PyME Industriales, 2007

Figure 1-2 Distribution of Manufacturing SMEs by Sector (%)
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Business condition of SMEs

After coming through the serious economic crisis of 2001, enterprises in the manufacturing sector
started to experience growth from 2003 and business conditions displayed continual
improvement up to 2007. During this period, GDP in Argentina recorded annual growth of 8.7%
per year. However, entering 2008, the growth rate again slowed down due to the impact of the
financial crisis that originated in the United States, and the effects of this appear to be worsening
in 2009.

Upon surveying sales turnover for the past three years in the 62 enterprises visited, most
enterprises responded that sales have increased. However, these responses were largely based on
comparison between 2006 and 2008, and it should be noted that many companies in all sectors
indicated a sales drop of 20~30% after the turn of the year.

Business issues in SMEs

Based on interviews with UIA and so on, the most serious business issue facing SMEs was found
to be lack of access to financial institutions. Not only do financial institutions refuse to deal with
SMEs, but loans to SMEs by government financial agencies are also extremely limited. The next
major issue is the heavy burden placed on enterprises by personnel expenses, arising out of
policies geared to protecting workers.

1.1.2 Functions of Government Agencies

1)

Ministry of Industry and Turism (Ministerio de Industria y Turismo)

On 2 October 2009, the Ministry of Production (Ministerio de Produccion) was reorganized into
the Ministry of Industry and Tourism (Ministerio de Industria y Turismo), and the Agriculture,
Fisheries and Food Agency, which had been part of the Ministry of Production, was raised in
status to the Ministry of Agriculture and Fisheries. In line with this, the Ministry of Industry was
put in charge of the industrial sector and the tourism sector”. Organizations related to the
Ministry of Industry and Tourism, INTI are as indicated below (as of December 10, 2009).

3) At the time of the preliminary survey (June 2008), INTI was under the aegis of the Ministry of Economy and

Production. In December 2008, the economic department of the said ministry was reorganized into the
Ministry of Economy and Finance, while the Ministry of Production became an independent ministry in
charge of industry, agriculture and tourism. As of April 2009 when the project started, INTI was under the
Ministry of Production. This means that the ministry with jurisdiction over INTI has been reorganized and
reformed three times over the past year.
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MINISTERIO DE INDUSTRIA'Y TURISMO
Ministry of Industry and Tourism

| |
SECRETARIA DE SECRETARIA DE IND. COMERCIO
TURISMO Y DE LAPEQ. Y MED. EMPRESA
Tourism Agency Industry, Commerce and Small
Enterprises Agency
SUBSECRETARIA DE SUBSECRETARIA DE LA PEQ. Y\
SUBCSECRETARIA
DE TURISMO CQORDINACION MED. EMPRESAY DES. REG.
. Coordination Sub-Agency SMEs and Local Development
Tourism Sub-Agency
Sub-Agency
SUBSECRETARIA DE
SUBSECRETARIA TECNICA INDUSTRIA
ADMINISTRATIVA Industry Sub-Agency
Technology Management
Sub-Agency

SUBSECRETARIA DE POLITICA
Y GESTION COMERCIAL
Policy and Trade Promotion
Sub-Agenc;
gency )

< Ministry of Industry and Tourism affiliated organizations>

INST. NAC. DE TECNOLG. INDUSTRIAL (INTI)
National Institute of Industrial Technology

INST. NAC. DE LA PROPIEDAD INDUSTRIAL (INPI)
National Institute of Industrial Property Rights

Figure 1-3  Organizations under the Aegis of the Ministry of Industry concerned with INTI

Looking at the organization of the Ministry of Industry, three agencies are positioned under the
ministry, i.e. the Industry, Commerce and Medium Enterprise Agency (Sectretaria de Industria,
Commercio y de la Pequefia y Mediana Empresa), the Tourism Agency (Sectretaria de Turismo)
and the Coordination Sub-Agency (Subsecretaria de Coodinacion). Of these, the Industry,
Commerce and Medium Enterprise Agency (Sectretaria de Industria, Commercio y de la Pequefia
y Mediana Empresa) has jurisdiction over SME policy related to INTI, and three sub-agencies are
positioned under its aegis, i.e. the Medium Enterprises and Regional Development Sub-Agency
(Subsecretaria de la Pequefia y Mediana Empresa y Desarrollo Regional=SEPYME), the Industry
Sub-Agency (Subsectretaria de Industria) and the Policy and Trade Promotion Sub-Agency
(Subsecretaria de Politica y Gestion Comercial). SEPYME (described later) has the deepest
working relationship with the INTI department in charge of business and production management
technology.

In addition, the Ministry of Industry has jurisdiction over INTI and the Instituto Nacional de la
Propiedad Industrial=IPI, etc.
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(2) National Institute of Industrial Technology (Instituto Nacional de Tecnologia Industrial =INTI)

INTI was established in 1957 as an independent state agency. As one of the major agencies in the
national science and technology setup, INTI is under the jurisdiction of the Ministry of Industry.

INTI provides technical services to national agencies, private industry and social agencies. The
scope of these technical services extends to technical cooperation, technical development, testing
and analysis, product quality, verification, measurement and supervision, software technology
and training. INTI also works as a certification agency for standards, technologies and quality to
ensure that products and services supplied by Argentiean corporations comply with international
quality standards. INTI has more than 1,800 staff involved with these duties and they are active
in 24 states in Argentina.

The organization of INTI comprises more than 35 technology centers in each field (or sector)
under the Director. These fields cover a wide range including paper and pulp, cereals and oils,
chemicals, architecture, dairy products, electronics and information, energy, environment,
software technology and development, fruit and vegetables, leather, meat, machines, civil
engineering safety standards, packaging, physics and weaight and measures, plastic, rubber,
fibers, timber and furniture, public health and technology for disabled people.

Each technology center has established a sector-separate committee composed of officials from
government agencies, private organizations and universities, etc. Accordingly, INTI maintains
wide lateral links with these agencies and organizations.

INTI also has regional centers which are equipped with laboratory facilities and provide technical
services regarding the important fields in each area. These centers serve regional public agencies,
private corporations, education agencies and social agencies, etc. Areas where INTI regional
centers have been established include Concepcion del Uruguay, Cordoba, Mar del Plata,

Neuquén, Rafaela, Rosario, San Luis, Villa Rehina and so on, and there are plans to extend the

areas served from now on. The underlined areas have NODO, which can be described as regional
centers for diffusion of management technology. There is also a NODO in Buenos Aires (Centro
Extension y Desarrollo), meaning that there are currently five NODO in the country.

INTI headquarters is composed of a vertical organization (line organization) and a horizontal
organization (programs and projects). The vertical organization comprises general affairs,
financial affairs, accounting and training departments, while the horizontal organization consists
of programs and projects made up of personnel from each technical center. This Study is one of
these programs.
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(3) Commerce and Small Businesses Agency (Secretaria de Industria, Comercio y de la Pequefia y
Mediana Empresa) (SEPYME)

SEPYME was inaugurated under the Ministry of Production, which was separated and made
independent from the former Ministry of Economy and Production, in December 2008. In
October 2009, the Ministry of Industry was renamed as the Ministry of Industry and Tourism, and
SPEYME also fell under its jurisdiction. SEPyYME is a policymaking agency in the field of SMEs.
SME policy curently does not exist except for the following two laws. Ley25.300 is the revised
version of Ley 24.467%.

D Ley 24.467 (coming into effect in March 1995: legislation concerning reinforcement of
support for SMEs by INTA and INTI, etc.)

© Ley25.300 (coming into effect in September 2000: legislation regarding financial support.
This pertains to establishment of a national development fund for SMEs (FONAPYME),
guarantee fund for SMEs (FOGAPYME), and a network of regional agencies for production
development, etc.)

As is indicated in Table 1-2, the definition of small and medium enterprises in Argentina is
determined according to annual sales® in each sector. The definitions were established in 20086,
and they are due to be updated next year (2010) to take into account inflation and other factors
(SEPYME).

Table 1-2  Definition of SMEs in Argentina (as of June 2009) (Unit: peso)

Sector Tamano Agropecuario In&?;g:; y Comercio Servicios Construccion
Microempresa 456,000 1,250,000 1,850,000 467,500 480,000
Pequefia Empresa 3,040,000 7,500,000 11,100,000 3,366,000 3,000,000
Mediana Empresa 18,240,000 60,000,000 88,800,000 22,400,000 24,000,000

According to the SEPyYME, most of the SMEs belong to the service industry while around 10%
are involved in manufacturing®. SMEs account for approximately 50% of GNP and 70% of
employment.

SEPYME has a network of regional Agencia (authorized by SEPYME"), and through this it
secures IDB support for SMEs and provides financial services to SMEs. There are currently 75

4) No new legislation or SME policies have been announced since the JICA preliminary survey in August 2008.

5) InJapan, SMEs are defined according to capital and number of employees.

6) See “Fundacién ObservatorioPyme, Informe 2007/2008: Evolucién reciente, situacion actual y desafios
futuros de las PyME industriales.”

7) Authorization of Agencia depends on the following conditions being in place: 1) being non-profit seeking, 2)
being a semi-public semi-private organization, 3) having an office, and 4) having at least four personnel, etc.
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Agencia throughout Argentina, and the number of instances of Agencia utilization amounts to
20,000.

Relations between INTI and Agencia range from very close to lax. Since SMEs have high needs
for financial services and technical services, providing a combination of management technology
services by INTI and financial services by SEPYME via the Agencia will complement activities
on both sides.

Ministry of Science and Technology (Ministerio de Ciencia, Technologia e Innovacion
Productiva)

The Ministerio de Ciencia, Technologia e Innovacion Productiva is one of the administrative
agencies that supports SMEs from the technical side. This ministry provides technical support
services to SMEs under a unified program while receiving cooperation from the Inter-American
Development Bank (IDB).

The program in question is known as FONTAR (Argentina national technology fund) and has
been in existence for 13 years. The IDB has offered support from the start, and this support is
renewed every four or five years. The FONTAR secretariat has a staff of 34 people working on
the program; it targets 400 companies per year and monitors between 700~800 companies. It is
currently operating on funding of US$170,000,000, consisting of US$120,000,000 from the IDB
and US$50,000,000 from the government, for a period of five years from 2006 to 2011. The
support it provides is aimed at technology development and new product development by SMEs,
however, it doesn’t provide soft support in the production management technology field and so
on. In specific terms, it offers a 50% subsidy on investment by SMEs for introduction of modern
equipment, new technologies and innovative machinery as well as establishment of product
development departments.

The targeted enterprises include (D existing enterprises and @ agencies which provide services
to the manufacturing industry, and the sector-separate centers of INTI have also received support
under the program.

1.1.3 Activities of Other Donors

Other donors providing support to SMEs in Argentina primarily include the IDB, EU and Italy. The
World Bank has not included SME support in its latest support plan (2010~2012), and UNIDO has no
plans in particular. There are hardly any other donors conducting similar assistance projects in the area

of business and production management technology transfer. The following paragraphs describe the

activities of each donor.
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Inter-American Development Bank (IDB)

Inter-American Development Bank (IDB) support for Argentina is directed towards three priority
fields: D Good governance, @ Economic competitiveness, and (3 Poverty reduction (the
budget for support between 2004~2008 amounted to US$5 billion). Of these fields, the second
one is related to support of SMEs, and the IDB currently implements the following program
geared to boosting the competitiveness of SMEs. This comprises the following four components.

Technical support Target fields include soft technologies such as product accreditation, 1SO
(grant aid) and production management technology. Grant aid has an upper limit of

90,000 pesos, basically used to cover consultancy fees. This program has
developed a nationwide network which also includes the regional Agencia.

Cluster support Rather than enterprises in the same sectors, this support targets groups

(chains) of enterprises which cannot operate independently but need to be
organized in order to raise added value. Groups that wish to receive support
prepare and submit a cluster strategy plan. The amount of support is up to
500,000 pesos, and contents consist of grant aid for provision of machine
equipment and laboratories (for product inspections, etc.) for joint use.

Support for new enterprises Support is available even to micro or individual enterprises. Support is

provided to cover consulting fees concerning procedures for expanding
from individual enterprises to proper companies and procedures for
receiving finance, etc.

Support for access to finance | A new aid plan is currently being prepared (according to an interview with

the BID staff). It is planned for next year, however, implementation will be
difficult. This is because banks demand collateral guarantees in the current
harsh financial environment, however, the support provided under this
program does not extend to collateral and guarantees.

)

The fund for the above four components is US$70,000,000, which consists of US$50,000,000
from the IDB and US$20,000,000 from the Government of Argentina. There are currently 150 or
so enterprises receiving support under IDB programs. Some enterprises receive support under
two or three components.

EU

The EU is advancing support in Argentina based on the Country Strategy Paper (CSP) 2007-2013.
However, although support was scheduled to begin in 2007, it still hasn’t started and discussions
are currently in progress between the EU and Argentina (according to the SEPyME official).

According to the CSP, priority fields in the EU program are as follows:

(@ Strengthening of education and training systems in Argentina
@ Improvement of economic competitiveness in Argentina

@ Strengthening of bilateral relations and mutual understanding between the EU and Argentina
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1.2

Italy

Italian assistance is directed towards three priority areas, i.e. (O Support for SMEs, @ Social
and health sectors, and (3 Education. A project being implemented under support for SMEs
targets Concepcion del Uruguay, which is one of the target areas in the Pilot Project here. The
implementing agency of this assistance is the private organization ICEI (Instituto Cooperazione
Economica Internazionale) which is based in Milan.

ICEI collaborates with the Concepcion del Uruguay municipal production department, chamber
of industry and commerce (CECOM) and UTN (National Technology University) in
implementing activities that will contribute to the development of industry in this area. It has
signed an agreement with UTN to borrow classrooms for conducting human resources training.

World Bank

The World Bank approved the Country Partnership Strategy (2010-2012) with respect to
Argentina in June 2009. The approved aid amounts to US$3.3 billion. Within this strategy, the
World Bank places emphasis on the following three areas: (D Sustainable but fair growth, @
Social sector, and (3 Improvement of governance. The World Bank has also approved assistance
items in seven more detailed areas with the Government of Argentina, although none of these
items directly relate to SMEs.

UNIDO

UNIDO has no office in Argentina, but works out of its office in Uruguay. There has been no
major support by UNIDO in Argentina over the past few years (according to Lic. Celia De Luca
of SEPYME).?

Current Conditions of SMEs Support via Business and Production Management
Technology

In order to clarify the issues (bottlenecks) and support needs concerning business and production

management technology, a total of 62 enterprises were visited and surveyed. The target areas were the

three states of Buenos Aires, Entre Rios and Neuquén/Rio Negro, and around 20 enterprises were

visited and surveyed in each area.

8) Looking at the UNIDO website, there have only been one or two projects worth between US$20,000~80,000
since 2006.
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121 Support Needs of SMEs

Figure 1-4 shows the improvement themes of enterprises that were interviewed during the screening
process for the Pilot Project. The problems faced by enterprises may be gathered from these contents.
However, it should be noted that these themes are limited to items that can be resolved by
management technologies; moreover, since the implementation period of the Pilot Project is limited to
two months, only topics that can be resolved in a short time have been selected.

ass

B Quality Improvement

O Productivity Improvement

DO setup-time shortening

B ayout

O Delivery-Time (Operational-Time) Shortening
BTPM

O Production Plan Improvement
B CostAnalysis

B Stock Control

O Traceability

O Marcketing

Figure 1-4 Improvement Themes in 62 Enterprises

The most common improvement theme here is 5S. This is the first theme that needs to be tackled when
improving plants and, since efforts to improve productivity and quality cannot be started unless this is
properly done first, it may be described as preparation for embarking on plant improvements.
Productivity improvement accounts for 14%, however, layout improvement and shortening of
retooling time may also be viewed as another area of productivity improvement. When these are
included, productivity improvement accounts for 26% of improvement themes and becomes the area
in highest need of improvement. This is followed by quality improvement, delivery time shortening
and production planning.

Of particular note here are the themes of delivery time shortening and production planning. Delivery
time shortening was a frequently raised topic among manufacturing enterprises in the fashion sectors
of apparel and shoes, etc. In these sectors, since the delivery lead-time is three or four months
(whether products be produced according to orders or market projection) and lots are usually produced
in large sizes, many enterprises do not have production setups to rapidly respond to demand
fluctuations or business waves. Numerous theories are available concerning production planning
methods, however, these can hardly be utilized at all in the job production by order approach adopted
by most SMEs; moreover, most SMEs are unable to utilize production planning by computer software
because there are too many input conditions and revisions. There is a relatively high demand for
practical methods of production planning.
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(1) Buenos Aires / Mar del Plata

Buenos Aires NODO and Mar del Plata NODO conducted preliminary surveys of enterprises in
the leather and shoes sector and food sector”. Although it is impossible to make sweeping
generalizations about support needs in the manufacturing field in general from these findings, it
is possible to understand needs in these two sectors. However, since the preliminary surveys
aimed to identify themes'® in enterprises that can be improved in two months in the Pilot Project,
it should be noted that issues of marketing and financial affairs are not raised unless they are very
serious. Table 1-3 shows the support needs of 10 leather and shoes enterprises in Buenos Aires.

Table 1-3  Support Needs in the Leather and Shoes Sector in Buenos Aires

No. Major Products Support Needs (Themes requiring improvement)
1 Sandals, casual shoes, boots High missing parts rate, product nonconformity rate
Women’s leather shoes, handbags, | Switch to small lot short lead-time production,

2 accessories shortening of demand projection period in market
production

3 Leather women’s shoes and sandals Shortening of retooling time, improvement of
bottleneck processes

4 Sports shoes Introduction of 5S, establishment of short lead-time
production

5 Casual shoes, sports shoes Establishment of short lead-time production,

strengthening of competition
6 Women’s sandals, sneakers, casual shoes | Establishment of 5S and production setup
Metal parts (toe ends, heels, soles) for | Production planning, lead-time shortening

7
safety boots
8 Students’ shoes, sports shoes Reduction of opportunity losses and dead stock through
lead-time shortening
9 Leather tanning Layout improvement
10 | Children’s casual shoes, sandals Workplace housekeeping based on introduction of 5S

The leather and shoes sector manufactures summer items, winter items and seasonal products and
is thus prone to large demand fluctuations originating out of fashion changes. In order to respond
to this, some companies produce to order, whereas other enterprises conduct market (speculative)
production. Enterprises that conduct production to order frequently require customers to allow a
delivery time of three months, and many of the enterprises conducting market production request
the same time. In both cases, lead-times are too long to cope with seasonal fluctuations and both
types of enterprise experience major opportunity losses due to short supplies. Moreover, in the
case of market production, there is a high risk of dead stock arising due to mistaken projections.
Through reducing lead times, it is possible to reduce opportunity losses and risk of dead stock™".

Table 1-4 shows the support needs of 10 food manufacturing enterprises in Mar del Plata.

9) Based on a request from INTI
10) Mainly improvement themes in the production department
11)Similar support needs apply to enterprises manufacturing fashionable apparel.
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Table 1-4 Support Needs in the Leather and Shoes Sector in Mar del Plata

No. Major Products Support Needs (Themes requiring improvement)

Layout improvement, improvement of time between

! Empanada skin frozen storage and delivery

2 Herb tea Reduction of manufacturing costs

3 Biscuits, dolce, cookies Introduction of 5S, demarcation of work areas

4 Repacking of soup materials Traceability, work improvement

5 Pasta Shortening of retooling time, layout improvement of

product store

Review of marketing (products, prices, distribution

6 Confectionery (Allfajores), ice cream channels, promotion)

7 Goat milk cheese Introduction of 5S, review of retailing policy
8 Chicken and processed chicken Improvement of delivery containers, line balancing
9 Canned tuna Introduction of 5S

Comparison of profitability between tank storage of

10| Local beer intermediate products and storage of finished products

)

Since processes differ greatly depending on the products in question, support needs in the food
sector are highly diverse and cannot be easily generalized. Since food hygiene problems are ever
present in this sector, enterprises in need of 552, which are the basic management technology,
numbered 3 out of 10, indicating a large disparity in production management level between the

enterprises.

Entre Rios (Concepcion del Uruguay / Parand)

Business owners in Entre Rios can broadly be divided into two types.

First is the type who strives to clearly understand issues and to respond to them (regardless of
results), and second is the type of business owner who seeks to place all blame on external factors
and does not consider a clear plan.

In the Pilot Project, in order to anticipate a certain degree of success when selecting target
projects with the aim of verifying the assumptions, enterprises managed by the former type of

business owner were selected.

Diagnosis of the 10 pilot target enterprises (Concepcion / Parand) by the AMPs in Stage 1
revealed that enterprises are faced with the following issues (the Figures show the percentage of
companies that have the said issues).

12)In the food sector, in addition to 5S, a further 2S (washing and sterilization) are required, thereby giving 7S.
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Productivity (100%)

Quality (90%)
Cost (80%)
Delivery time (70%)
Marketing (50%)
Human relations, motivation of employees (100%)
Business strategy (50%)

All enterprises recognize the need to improve productivity, which is the indicator of capability in
the manufacturing sector. Concerning quality, almost all enterprises do not build-in quality during
processes but rely on final inspections; as a result, they need to construct quality assurance
systems in order to secure the satisfaction of customers.

With respect to cost, enterprises are not aware of actual costs and are thus unable to conduct
profit management which entails analysis of deviations from standard costs and so on.

Moreover, even though many enterprises pay attention to maintaining communications through
holding regular meetings between management and employees and so on, 100% of the
enterprises surveyed pointed to an issue in the motivation of employees, and this matter was
frequently raised in interviews with business owners. This shows that even if family members are
utilized to fill managerial positions, it is still important to motivate employees to generate actual
added value.

Concerning marketing, there are cases of enterprises closing down their sales departments and
conducting sales solely through the internet, whereas in another interesting case, an enterprise
which had no inquiries immediately following establishment was able to secure a continuous
flow of orders after exhibiting its products at an exhibition in Las Vegas.

Turning to Parand, no major differences were found between the eight enterprises here (including
four PP enterprises) and the 12 enterprises (including six PP enterprises) in Concepcion above.

Neuquén / Rio Negro

In Neuquén, oil drilling by major corporations accounts for a large share of production, while
agriculture (vegetables, fruits: apples, pears, berries, strawberries, etc.) is a major sector.
Accordingly, the area is dependent on oil drilling and the manufacturing sector is not well
developed. In the manufacturing field, petroleum-related maintenance (micro, small and medium
enterprises) is a sector. In agriculture, the main activity is cultivation of apples and pears,
however, there is little need for or awareness of business and production management technology
in small jam and juice processing plants.
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Industries in Rio Negro consist of agriculture, mining and tourism, while in Villa Regina,
agriculture is the main sector mainly comprising fruit (apple and pear) farmers, fruit packers and
small-scale juice and jam plants. The manufacturing sector in Villa Regina comprises small
enterprises conducting agricultural machine repairs and manufacturing tractor attachments such
as disinfectant spray pumps and wood chippers, etc. General Roca is a larger town than Villa
Regina, and the manufacturing sector here has greater need for business and production
management technologies. Manufacturing is at a low level in terms of both enterprises and
products, and enterprises mainly sell products in Patagonia, where low awareness of control
means there is a certain degree of tolerance towards nonconformities. There is a lack of
awareness concerning quality control in the manufacturing sector. Processed product drawings
show no tolerance information. Poor compatibility between assembly and maintenance leads to
wasted man-hours and reduced performance, etc., however, there is no awareness of such
problems. The local market is small, so there is need to raise the level of business and production
management and to make advances into other areas. For details concerning support needs
(improvement themes) in the visited enterprises, see “PP Model Enterprises Selection Sheet
(Neuquén / Rio Negro)”.

1.2.2 Analysis of SME Support Resources

Relations (including potential) between agencies and INTI that possess resources which can be used
for diffusing management technology shall be described in five areas (Buenos Aires City, Mar del
Plata, Concepcién del Uruguay / Parana, Neuquén / and Rio Negro) in the three provinces where the
Study was implemented (Buenos Aires, Entre Rios and Neuquén / Rio Negro).

Although each area has its own distinguishing characteristics, agencies that can be commonly found in
each area are the state governments, industrial groups (UIA, ADMIRA local branches and local
groups) and universities, etc. As resources, some cases are provided by international aid agencies (IBD,
etc.) through such agencies.

(1) Buenos Aries

The UIA is the main economic organization targeting more than 10,000 manufacturing
enterprises in Argentina. Not only does it target major makers, but also it supervises SMEs in the
manufacturing sector. It has branches in each province and also according to each sector.
Moreover, numerous trade associations belong to the UIA, giving it the following kind of major
potential to diffuse management and production technology to SMEs.

(@D When INTI works to support problem solving among individual enterprises, the cost burden
for enterprises is heavy, and there are obvious needs for consulting under financial support
from the IDB and other donors. At this time, the front for donors on a superficial level
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consists of provincial governments but in reality this role is played by industrial associations
consigned by the local governments. When cooperating with these industrial associations,
smooth communications can be anticipated by working through the UIA.

@ The UIA stages numerous seminars for enterprises. By employing INTI AMPs as lecturers
in such seminars, opportunities for contact with SMEs will be born and this will lead to
consulting.

(® When INTI intends to learn advanced management technologies, it is necessary to invite
managers and engineers from major corporations to conduct practical training for the AMPs
(depending on the topics). On such occasions, it is hoped that the UIA can act as the
interface agency.

Thus the UIA has great potential regarding the diffusion of management technology, however, the
INTI project official who accompanied the Team was making only his first visit, maybe
indicating that relations between INTI and the UIA are inadequate.

ADIMRA is a nationwide industrial organization having some 24,000 metal processing
enterprises as members. Concerning the diffusion of management technology in the metal
processing sector, this has the same potential as described in MD~@ above. However, although it
has conducted cooperation with INTI in regarding unique technologies, it has no record of
cooperation in terms of management technology diffusion.

Mar del Plata

In the interview with Camara Argentina de Industriales del Pescado, a fish processing industry
association in Argentina’s largest fishing port of Mar del Plata, it was stressed that regulations on
imported rival products and government subsidies for equipment renewal are needed ahead of
improvements based on management technology. Accordingly, it was judged that enterprises in
this sector are not placing great emphasis on management technology™.

In an initiative geared to improving the management of timber processors in Mar del Plata since
2007, local production districts of the Buenos Aries provincial government treat SMEs as groups
and conduct measures as part of a program for raising added value. Under this system, the
provincial government subsidizes the cost of corporate diagnoses by 100% and the cost of
business improvement by 50%. This policy has been implemented not only in Mar del Plata but
with respect to corporate groups (industrial associations) in 35 cities throughout the province
since 2004. The annual budget for the scheme is 5,000,000 pesos, and the amount per case is
limited to 200,000 pesos. Last year, support was offered to 150 enterprises in five districts with
cooperation from UNT (industrial university). 350 resource persons act as the consultants for this

13) The president’s opinions were highly vocal, so it is possible that the organization’s attitude could change if a

new president were appointed.
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program. Support for enterprises in the timber processing sector in Mar del Plata has been

consigned to INTI. Buenos Aries provincial government points out the following factors

regarding management technology diffusion activities and their potential:

@

@

The provincial government will continue to play a role as the sponsor of business
technology by INTI*.

The provincial government implements seminars in cooperation with municipal
governments and provides opportunities for INTI to come into contact with enterprises
through requesting INTI to provide lecturers.

Through encouraging the provincial government to recruit personnel with ATG
qualifications as resource persons (other than those from INTI), it is possible that this will
promote the spread of ATG qualifications.

Entre Rios (Concepcidn del Uruguay / Parand)

Agencies currently active in diffusing business and production management technology to SMEs

in Concepcidn can be classified into the following two types: (D related agencies that conduct

technology diffusion activities based on funds, and () technology education agencies such as

universities, etc. Diffusion activities are already being carried out based on lateral cooperative

relations.

@

A specific example of technology diffusion activities based on funds is a technology
guidance pilot project geared to promoting the manufacturing industry based on funding
from Italy and conducted as a joint venture between the ICEI, Concepcion City Production
Department, and Concepcion Federation of Corporate Associations (CECOM). This project
based on Italian financing was originally intended for three years, and a further extension
has recently been decided. A successful example has been the manufacture of bio fuel made
from used cooking oil, and the returns from this are allocated to children’s’ education.
Another example has been the dissemination of science and technology in Entre Rios by an
organization known as CAFESG using funds allocated for the construction of Salto Grande
Dam, and this entails the resolution of issues based on productivity improvement and
marketing in the poultry, apiculture and forestry sectors, etc. Also, in an industrial estate in
Gualeguaychu, an Agencia known as Codegu is conducting technology diffusion activities
targeting enterprises on the estate. Concrete examples include support for business startups
and training using funds from SEPyYME.

Turning to education agencies, UTN (National Technology University) accounts for 60% of

bachelors in Argentina. Its teaching staff includes the manager and AMPs of the INTI

14)The provincial government has received requests for support from an agricultural machine maker in Nuevo

Hulio and a furniture factory in San Martin.
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Concepcidn branch. Many of the graduates of UTN work as technicians in enterprises. UTN
has established an industrial organization course and handles practical themes. It can
establish new courses pertaining to the technologies and techniques included in production
technology and also has the potential to offer cooperation concerning the diffusion of
software technology via development of new technologies required by enterprises; moreover,
since there is room for ongoing negotiations, the local side has a lot of expectation. Also, as
a review agency under the enterprise promotion law (Law No. 23877), UCU (Concepcion
University) acts as an interface for loaning SEPYME funds to SMEs, and it also
disseminates technology in the areas of cost accounting and sales promotion, etc.

From the above paragraphs, it may be gathered that the existing technology diffusion mechanism
is functioning actively. INTI needs to display initiative in the shape of planning ability and
footwork in disseminating soft technologies within this mechanism. City production agencies and
industrial organizations have the capacity to draw customers and they also realize the importance
of technology diffusion. Since Parana is also home to a regional branch of ADMIRA (Argentina
metal industries association) and TN (National Technology University), it will be important to
plan cooperation that incorporates these organizations.

Neuquén

A local feature of SMEs support in Neuquén is that most support is directed towards the
agricultural sector. Looking at the Neuquén INTI too, training and diagnostic guidance activities
are mainly conducted based on HACCP, BPM (Argentinean health standards) and ISO9000 in the
agricultural and food sectors, whereas activities in the production management field are limited to
5S training for enterprises but no diagnostic guidance.

Examples of support for SMEs by government-related agencies are CENTRO PyME, Unidad de
Desarrollo Economico, Cipolletti Municipal, Municipal de Nuequen and Adegro CAIC, and
activities are mainly conducted in the agriculural field. Activities geared to the industrial sector
are conducted by CENTRO PyME and Adegro CAIC, however, these agencies have so far not
worked on production management in enterprises. In particular, CENTRO PyME possesses a
network of 14 Agencia and has so far conducted seminar activities in agriculture. Lecturers are
recruited via tieups with INTA and INTI and efforts are being made to realize organizational
reinforcement with a view to supporting enterprise development in the industrial field, although
there are still no specific plans in place. Adegro and CAIC jointly stage workshops related to
HACCP and ISO, etc. in the food field.

Concerning universities, Universidad Nacional del Comahue has an “c team” composed of 15
private sector engineers and academics who respond to inquiries from enterprises. In terms of
contents, it mainly conducts 1ISO and HACCP training, etc. and deals with quality control in the
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area of production technology. The interviewee Rodirugeuz Lupo (professor of the engineering
department) has human links with INTI and expressed an interest in the Study. The university has
an engineering department and economics department and is manned with potentially capable
human resources.

Rio Negro (Villa Regina)

INTI-Villa Regina has conducted activities primarily based around agriculture, and it has
assigned two personnel to small business support activities via business and production
management technology for the past two years. Enterprises in the agricultural field are making
requests concerning HACCP, 1SO and BPM, however, activities are not conducted in this area.
Hardly any guidance is received from neighboring Neuquén-INTI. Concerning business and
production management technology, receiving support from Buenos Aires-NODO, AMPs travel
to conduct lectures and diagnostic guidance around once per month.

Concerning government agencies, the Study Team had an interview with the social development
section with the mayor in attendance, however, this office has no awareness of business and
production management technology, and it conducts no planning or workshop activities geared to
the nurturing of the industrial sector. The Italian Chamber of Industry and Commerce and the
Villa Regina Chamber of Industry and Commerce are responsible for the only ongoing project,
which is related to dried fruits and aims to improve the value of agricultural products, however,
no progress has been made in this due to the absence of industrial policy and operating funds.
The semi-public semi-private CREA stages lecture meetings in the agricultural field in spite of
fund shortages.

There are two universities, i.e. Rio Negro University and Comauhe University, and their food
processing departments are manned with people who possess knowledge of HACCP, etc.,
however, they have no people capable of handling business and production management.

1.2.3 Role and Current Conditions of INTI concerning Diffusion of Business and

Production Management Technology

Survey was carried out on the roles and current conditions of INT1 in each area, namely Buenos Aires

Province (Buenos Aires metropolitan area and Mar del Plata), Entre Rios Province (Concepcion del

Uruguay and Parand), Neuquén / Rio Negro Province, and Santa Fé Province (Rafaela and Rosario).

Depending on the area, the contents of available services differ both quantitatively and qualitatively.

Also, sectors differ according to the targets (customers) of services.

One point all the areas have in common is that apart from INTI there are no other agencies capable of

supporting problem solving in enterprises in the area of production management technology.
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Concerning business management technology services, INTI can also provide these although the

contents of services are limited (not as good as production management technology). Concerning

business management technology, private sector consultants do exist albeit in limited numbers.

Meanwhile, the number of private consultants who can provide production management technology

services is extremely limited, so SMEs believe that INTI is the only trustworthy agency that can

provide production management technology services™.

1)

)

Buenos Aires

Buenos Aires NODO is directly involved in the Buenos Aires metropolitan area (Area
Metropolitana del Buenos Aires = AMBA), however, in indirect terms its activities extend to
support™® in areas such as Mar del Plata and Villa Regina, etc. where management technology is
not sufficiently diffused. It also implements theoretical training courses on management
technology lasting for five days and targeting staff of regional NODO offices, and in doing so it
plays an important role in nurturing AMPs in the country.

AMBA comprises Buenos Aires City (population 2,776,138) and 31 surrounding areas having a
combined population of 12,129,819'", which accounts for one —third of the total population of
Argentina. In AMBA, there are almost 60,000 manufacturing SMEs, equivalent to 57% of the
small and medium manufacturing sector in Argentina. Almost all industrial sectors can be found
here apart from resource-based sectors such as oil drilling and wine making, etc.

SMEs targeted by Buenos Aires NODO belong to various sectors including metal processing,
auto parts manufacturing, plastics and rubber, clothing and accessories, wood processing,
packaging, services and regional government, etc.; however, in the food manufacturing, machine,
textiles, shoe manufacturing and commercial sectors, it has hardly any or no clients at all.

The management technologies frequently used to support problem solving among clients are as
follows: 5S, SMED,7 tools of QC, process quality control, process analysis, motion study,
production planning and control, and layout improvement.

Mar del Plata

The famous seaside resort of Mar del Plata is a tourist city of 541,733 located in Buenos Aires
Province, and it has a thriving service sector including hotels, restaurants and casinos, etc. Other
sectors include light industries such as textiles, food products and packaging, etc., and fisheries
are also important.

15)Seen from the JICA Study Team, the level of management technology services available from INTI (NODO)

overall is extremely inadequate (both quanitatively and qualitatively) (at the start of the Study).

16) This includes OJT.
17) According to the 2001 Census
18) According to the 2001 Census

—26 —



@)

(4)

INTI Mar del Plata has a short history as a management technology diffusion agency'® (since
2004), however, actual activities only began when it provided services to seven timber processing
companies in 2007. Activities were started under a scheme whereby Mar del Plata timber
processors can receive 50% funding from the provincial government for consulting services.

Consulting here is conducted under the guidance of AMPs dispatched from Buenos Aires NODO,
while the AMPs from Mar del Plata NODO accompany them as assistants?”. The management
technologies used by Mar del Plata NODO *Yare as follows: 5S, process management,
production planning and control, layout improvement and cost accounting, etc.

Concepcion del Uruguay

Entre Rios Province is a backward province in Argentina, and the main industry here is
agriculture. Main manufacturing sectors include timber processing, food and machine processing.
In this environment, Entre Rios NODO started working on diffusion of soft technology based
mainly on quality control under the guidance of Rafaela NODO six years ago, and it went
independent four years ago. As a NODO, it is classed in the developing category. It counts
around 100 enterprises as clients and conducts consulting for an average of 35 enterprises per
month. Assuming its target fields of production management to be P (productivity), Q (quality), C
(cost) and D (delivery), it has a certain degree of experience and confidence in 5S and Kaizen
activities concerning productivity and delivery. The Study Team visited companies that have
received guidance from this agency and confirmed improvements in some cases. On the other
hand, concerning cost and quality, the AMPs consider their organization to be lagging.
Concerning the way in which enterprises evaluate INTI, the following favorable response was
heard in the Study: “It previously seemed to be a specialist technology research agency targeting
major enterprises, however, after President Martinez clarified the principle of targeting small and
medium enterprises, it has become more accessible to SMEs.”

Parana

Parand is similar to Concepcion in terms of industrial structure: the manufacturing sector is
lagging, and the main industries are timber processing, food processing and metal processing.
The issues faced by enterprises are also similar and primarily revolve around productivity
improvement and cost control. The office here has worked as an extension agency since 1999,
however, since only one member took part in the establishment of Concepcion, the office cannot
deal with 20~30 client enterprises and has to pass work onto other NODE in Rafaela, etc. Since

19)Profit accounting consulting based on economic engineering has been conducted for more than 10 years.
20)6 companies are clients under this scheme, while 1 more enterprise receives 100% funding. This project is

due to end in July 2009.

21)OJT is also carried out for AMPs of Mar del Plata NODO.
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Parana is also the capital city of Entre Rios Province, it is hoped to use this project as an
opportunity to increase staff and set up an independent NODE.

Neuquén

The industrial structure mainly comprises oil drilling and agriculture by major enterprises. The
last economic crisis forced many industries into bankruptcy, and the enterprises that survived are
operating in extremely harsh conditions. Government departments are primarily interested in
developing the agricultural sector. Municipal government officials have drawn up plans for an
industrial estate and have just started to tackle the issue of nurturing industries. In the agricultural
sector, safety and environmental concerns need to be addressed when conducting exports, etc.
and it is necessary to conduct accreditations based on HACCP, etc. INTI has conducted diffusion
and guidance activities in this sector since 2003~2004 and has made a contribution to the main
agricultural sectors. Manufacturing accounts for a small share of production; management levels
concerning productivity and quality are low among enterprises, and there is little awareness
concerning business and production management. Only INTI has the capability to advertise the
importance of business and production management technology and provide support to
corporations.

Both public agencies and enterprises have little understanding of the contribution that business
and production management can make to improving competitiveness. Enterprises believe that
improving quality will lead to higher costs, while Patagonia is a new frontier (backward) area and
there is little awareness of the QCD demanded by markets. The role of INTI will be important in
enhancing the competitiveness of enterprises and enabling them to respond to needs of external
markets in this area. Apart from INTI, no other organizations are providing concrete support to
SMEs in the area of business and production management. A lot of expectation is placed on INTI
to promote the improvement and diffusion of business and production management technology.

Rio Negro (Villa Regina)

Villa Regina is a city of around 30,000 people. Industrial structure here mainly consists of
agriculture (fruit cultivation) and mining, however, other industries are limited. Being a largely
agricultural region, needs among enterprises are largely directed towards food hygiene matters
such as HACCP, etc. General Roca has a population of around 70,000 and comparatively more
industries than Villa Regina. The city has no forward-thinking plans for developing industrial
sectors. The enterprises that were visited have low management level and are small in scale;
moreover, their customers, who are mainly located in Patagonia, do not make very high demands
concerning product quality. In order for the area’s main industries to expand into other areas,
much expectation is placed on INTI to provide support in terms of product quality and
management technology.
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(7) Rafaela/Rosario

Rafaela INTI was established in 1997 and started management technology diffusion activities in
2004. Classroom study activities were mainly conducted in the first year, and other activities
were added from the next year. Rafaela INTI currently has 42 employees including five AMPs
(all senior), of whom one (Merman) is the Concordia of Entre Rios Province.

Currently, the INTI provides guidance in management technology in particular cost control
methods to 22 enterprises in the metal processing sector. These enterprises were selected by the
metal processing department of the local chamber of industry and commerce after Rafaela City
Office submitted a support plan for the metal processing sector to the Ministry of Labor and
obtained a budget from the ministry with the objective of sustaining and securing employment in
the area.

INTI Rosario was established in 1972 and currently has 39 employees working in three
departments (surveying and machinery, management technology, food and environment). In
addition, there are six extension staff, of which two belong to INTI headquarters but are managed
by Rosario INTI.

As is also the case in Rafaela, the main sectors targeted by Rosario INTI are metal processing,
food processing, wood furniture making and plastics, etc. reflecting the main industries in the
local area. It especially conducts guidance for enterprises situated in the area containing a high
concentration of agricultural machine makers. A features of this NODO is that 1SO-related work
accounts for between 30~40% of the total work load. However, since the department in INTI
headquarters in charge of ISO affairs is the Sector-Separate Technology Center, this is not
properly understood in the project.

1.2.4  Advance JICA Development Study and INTI Efforts

For around one and a half years from September 2004 to March 2006 JICA implemented the Study on

Revitalization of SMEs in Argentina, and it made the following five recommendations in the Study

report:

)
@

® ©

Establishment of an INTI business and production management technology support department

Training and enhancement of employees in the INTI business and production management

technology support department
Establishment of a capability and experience certification system for SME advisors

Opening of INTI business and production management technology training courses
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® Formulation of a plan for construction of a business and production management technology

diffusion system

Generally speaking, in the advance study it was recommended that the internal organization of INTI
be prepared and that a diffusion setup involving external related agencies (central and provincial
administrative agencies, industrial groups and universities, etc.) be established so that INTI can widely
diffuse management technology to SMEs from now on.

In order to realize this, INTI established NODO in the INTI regional centers as bases for
disseminating anagement technology, however, collaboration failed to develop smoothly between each
NODO and also between INTI headquarters and the NODO. Rather, each NODO tends to implement
its own independent activities, making it impossible for the overall INTI organization to function as a
single entity. One reason for this situation may lie in the fact that the organizational relationship or
division of duties between INTI headquarters and the regional centers (NODO) wasn’t clearly
specified.

Meanwhile, efforts to establish collaboration and cooperation with external agencies have been
half-hearted and there has been no focal point for the establishment of a network with such agencies.
As a result, the management technology diffusion setup based on INTI has generally failed to grow
strong.

1.3 Setting of a Draft Plan (Assumptions) for the Effective Diffusion of Business and
Production Management Technology

1.3.1 Setting of Assumptions
Based on the analysis and survey of current conditions described previously, a draft plan
(assumptions) for the effective diffusion of business and production management technology was

compiled. In Stage 2, the assumptions described in the following sections were verified via the Pilot
Project (PP) and approved in the Steering Committee (SC) staged on June 24, 2009.
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Diffusion Plan for the Business and Production Management Technology
Small and Medium Enterprises in Argentina ‘Recommendations’

Ever since its establishment in 1957, INTI has provided unique technology services contributing to the
industrial development of Argentina. In recent years, amidst growing needs for greater international
competitiveness, INTI has devoted greater energy into providing business and production management
technology services to enterprises. Against this background, recommendations (assumptions) are here given
for the “Desirable shape of INTI” as it aims to support problem solving based on business and production
management technology in micro, small and medium enterprises.

@O What is the mission of INTI (departments concerned with business and production management
technology )?

@ What principles should INTI follow in order to realize that mission?

(® What should be done based on those principles (specific action plan s based on each principle)?

Based on this, assumptions are proposed as follows.

1. The mission of INTI (departments concerned with business and production management
technology )

The mission of INTI (PEAT) is as follows: “To contribute to the socioeconomic development of
Argentina through supporting problem solving in micro, small and medium enterprises based on
business and production management technology geared to fostering strong micro, small and
medium enterprises.”

(Explanatlon of terms and expressions)
In this project, INTI is used to express the organization within INTI, i.e. Pograma de Ensayos y
Asistencia Téchnica (PEAT), as opposed to “INTI overall.”
The term “Diffusion of business and production management technology” gives the impression that
business and production management technology exists and is applied to enterprises before the actual
problems of enterprises. In this case, since there is risk of management technology being used
erroneously, in the mission statement for INTI (PEAT), it is more appropriate to use the following
kind of expression: “To find solutions to problems in enterprises through utilizing appropriate
problem solving management technologies alone or in combination.”
The currently used title of AMP (Asesor Mejorar Productividad) gives the impression of being
limited to productivity; therefore a new term describing a management technology advisor who
supports enterprises through business and management technology, i.e. ATG (Asesor de Tecnologia
de Gestion: ATG) is more desirable.
The term “strong micro, small and medium enterprises” is a quote from the overall strategy for INTI
described in Plan Estratégico del INTI, Diciembre de 2008.
“Micro, small and medium enterprises” include organizations such as public authorities and
industrial associations, etc.
The term “based on business and management technology” distinguishes from efforts by INTI technical
service departments in each sector to respond to enterprise needs by using unique technologies; while
“supporting problem solving in micro, small and medium enterprises” is limited to activities based on
business and management technology (it does not include fundraising issues of enterprises).
“Supporting problem solving in micro, small and medium enterprises” infers that INTI does not
actually solve problems but that it supports the autonomous efforts of enterprises.
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2. INTI principles

INTI establishes the following kind of principles in order to “support problem solving in micro, small

and medium enterprises.”
Principle 1: INTI shall fulfill the following four functions:

@ Survey function regarding the problems and management technology needs of micro,

small and medium enterprises (PyME)

@ Function of selecting and developing management technologies suited to the problems

of PyME

@® Human resources development function for nurturing personnel to support problem

solving by PyME

@ Function of implementing PyME problem solving support through management

technology

Principle 2: Based on problem analysis in micro, small and medium enterprises, select the management
technologies that INTI should tackle, and develop new training courses regarding
technologies found to be effective when applied to PyME (trial introduction to enterprises).

Principle 3: Compile training plans based on the qualification requirements for PyME problem solving
support staff (ATG) and conduct systematic human resources development that combines
theoretical training with practical training. Concerning regional centers where not enough
ATG are secured, give priority to implementation of Principle 3.

Principle 4: In order to realize the four functions described under Principle 1, strengthen collaboration
with external agencies with a view to complementing the capacity of INTI.

Principle 5: The INTI headquarters and regional centers shall have a clear division of roles and conduct
networked collaboration in order to realize the four functions described under Principle 1.

Proposed roles are as given below:

Planning

Implementation

Assessment

Function (D: Needs survey function P

P&N

Function @: Selection and development of management

technologies P

P

Function ®:Human resources development function P

Function @: PyME support function

P:PEAT / N: NODO

Principle 6: INTI headquarters shall be reinforced as the department possessing budget, instruction and
command authority essential for the execution of Principles 1~4. (Examine the feasibility of
switching to a line organization).
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Figure 1-5 shows the interrelationships between the six above principles.

Principle 1:
4 functions of INTI

Function @:
Needs survey function

|

Function @:

Selection and development
of applied management
technology

J

Function @®:
Human resources
development function

J

Function @: r

Enterprise support function

Principle 2: l
(related to Function O/Function @)
- Grasping, survey and analysis of PyME
needs
- Selection  of
technologies
- Development of new management
technologies (—Conversion to training
courses)

applied  management

-
Principle 3: (related to Function ®)
- Compilation of training plan based on
required qualifications
- Systemized theoretical training and
practical training

.(Functlon @)

\Support based on seminars and enterprise:
jdiagnostic guidance can be considered,;
Ihowever since both are specific separatel
:procedures they are not raised as principles. .

Principle 4:

(related to Functions D@ @ @)
- Strengthening of links with
external resources

Function D:
Joint survey/Information sharing
and utilization

Function @:
Utilization of external experts
and technologies

Function 3:
Utilization of external lecturers

Function @:
Utilization of seminars, external
lecturers and consultants

Principle 5:

(related to Functions Q@@ @)

- Clear division of roles
between INTI headquarters
and regional centers

- Networked collaboration

Planning/
Implementation/
Assessment

Function®®
Function®
Function®
Function@®

Principle 6: Organizational strengthening of INTI headquarters (Examination of the feasibility of switching to a line organization)
=

@ Organizational aspect

® Human Resources

® Budgeting and
implementation

@ Execution Plans

Figure 1-5

Interrelationships between 6 Principles




1.3.2 Formulation of the Pilot Project Implementation Plan

The draft implementation plan for the Pilot Project (PP) to be implemented in Stage 2 was prepared
and consented to by the related officials. The PP implementation plan that was approved at the
Steering Committee of June 24, 2009 is as follows.

[Pilot Project (PP) Implementation Plan]
Introduction
In this development study, a master plan (M/P) for diffusion of business and production management
technology in INTI will be compiled with the aim of supporting SMEs in Argentina.
To ensure that the master plan (M/P) compild in Stage 3 is effective and feasible, the assumptions (=
draft difusion plan) shown separately were presented.

1. Framework of the Pilot Project (PP)

1-1. Objective
Implement the PP on the following activities included in the assumptions (draft diffusion plan) in order
to verify validity and feasibility. Also, conduct practical transfer of technology to the counterparts
(CIPs).

#1: Verification of an effective and systematic human resources development plan (=Effectiveness
of the theoretical training and practical training)

#2: Support activities for problem solving at PyME (=Verification of effectiveness of
management technology)

#3: Trial implementation of the INTI-AMP qualification accreditation system (=Examination of
the process for extracting and accrediting AMP requirements)

1-2. Target areas :
The PP activities will be implemented in the following areas, however, participants in training will not

be limited to NODO and AMPs from these areas only (Shaded partg = #1 theoretical training venue)

Buenos Aires|/ Mar del Plata

Entre Rios / Parana

Neuquén|/ Rio Negro

1-3. Implementation period :
The PP implementation period shall be from September 2009 to mid-November 2009
ICRONOGRAMA DEL PROYECTO PILOTO). However, since the issues confronted by model
enterprises and the approaches to resolving them differr, it is possible that the time required (number of
visits) for diagnosis and improvement implementation will differ between enterprises.

2. Pilot Project (PP) implementation setup
The core implementing agency of the PP shall be INTI-NODO, with the JICA Team providing
support.
Especially in the problem solving support activities (#2) for enterprises in the latter part of the PP,
care shall be taken to build a setup that will enhance the autonomy of the C/P so that the NODO
AMPs can proactively implement diagnosis and improvement activities at enterprises.
Concerning the INTI-AMP qualification accreditation system (#3), the JICA experts will take the
initiative in O identifying the conditions required of AMPs and @ proposing the AMP
accreditation process throughout the PP period. Care shall be taken to ensure that human resources
in INT1 are utilized to the full in activities in the INTI diffusion and development program.
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2-1. [Work Description of PP]
Actividades de PP Empresa | INTI- AMP

JICA
Consultant

REUNION INICIO

Kick Off Meeting
CAPACITACION THEORICA
Theoretical Training
CAPACITACION PRACTICA
On the Job Training

O O

A ©

Formacién

O ©

-

/

.47, 7,47

. ;'/'/;'/l 7 ,’4,'//;/"/‘ ~
/

7,
%1%,

v 7 VIO///

W% 0 Ve 01 o eiie o) M%
IMPREMENTACION DE DIAGNOSTICO
DETALLADO Y ASESORAMIENTO SOBRE
METHOD DE SOLUCION.

Implementation of Detailed Diagnosis and Advising of
Solution Method.

PREPARACION DE INFORME DIALIO

Preparing Diagnosis Daily report

IMPLEMENTACION

Implementation

PREPARACION DE RECOMENDACIONES
(INFORME FINAL) PARA EMPRESAS

Preparing Proposal (Final Report ) for Enterprise
PREPARACION DE INFORME DE ESTUDIOS
PARA CADA CASO.

Preparing Case Study Report

EVALUACION FINAL

Final Evaluation

ORGANIZACION DE TALLERES
(PRESENTACION LOS RSULTADOS DE PP) O
Organization of W/S (Presentation on PP Results)

W : Las Lineas Sombreadas son actividades concluidas en la 1ra etapa.
% (These activities was done at 1% Stage.)

©: Actores Responsables / Responsible Actors
O: Actores de Apoyo / Supporting Actors
A:  Supervisores / Supervisors

Implementacion

©

3. Implementation contents

3-1. Kick Off Meeting (#0)
Targeting the INTI-AMPs, PP model enterprises, potential cooperating agencies and JICA experts, etc.
(all parties related to the PP), give an outline explanation of the PP implementation plan (including
schedule, etc.). In particular, reconfirm the objective of the PP model enterprise support activities (#2)
and secure full understanding,
The problem solving suport activities for PyME (#2), which are a component of the PP activities, are
not intended simply to improve problems at the PP model enterprises but rather to achieve the following
multiple objectives (see 1-1):

D Transfer management technology to the PP model enterprises so that they can utilize it to make
autonomous improvement (with INTI providing support)

@ Through the PP, evaluate and enhance the management technology diffusion capacity of INTI staff.
The PP incorporates OJT in mangement technology diffusion for the INTI staff.
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(® Demonstrate that the management technology being applied to the PP model enterprises has general
applicability and is valid in Argentina.

3-2. Vrification of an Effective an Systematic Human Resources Development Plan (#1)
In order to compile a human resources development plan that is effective and systematic for the INTI
AMPs, verify the effectiveness of the theoretical training and practical training.

| Theoretical training (Capacitacién Theorica) |

To ensure that the themes of theoretical training are effective and practical for the INTI-AMPs, items
with high general applicability shall be selected from the issues (improvement themes) faced by the PP
model enterprises that were selected in Stage 1. Basically, the JICA experts will be lecturers, but the
INTI-AMPs will take charge of some items.

This theoretical training lasting three days will be open to potential cooperating agencies and owners (or
manufacturing managers) of PP model enterprises, and effort will be made to promote smooth PP
implementation based on promoting the common understanding of related persons.

The scheduled dates of theoretical training are as follows.
Target Area Implementation Date Candidate Venue
BUENQOS AIRES / MAR DEL PLATA | SEP/02/2009 (MIE) INTI MIGUELETE
SEP/03/2009 (JUE) (Buenos Aires)
SEP/04/2009 (VIE)
ENTRE RIOS (CdU / Parana) SEP/07/2009 (MIE) (CONCEPCION del U.)
SEP/08/2009 (JUE)
SEP/09/2009 (VIE)
NEUQUEN / RIO NEGRO SEP/09/2009 (MIE)
SEP/10/2009 (JUE) Centro PyME (NEUQUEN)
SEP/11/2009 (VIE)

| Practical Training (Capacitacién Practica)|

Based on the themes raised in the theoretical training, improvement support activities (#2) will be
implemented each week at 10 enterprises in the shape of practical training from September to
mid-November 2009.

3-3. Problem Solving Support Activities for PyME (#2)
Through implementing support for resolving business and production management problems in the PP
model enterprises (30 enterprises in total) selected in Stage 1, verify the effectiveness of management
technology. Moreover, treating this as practical training for the INTI AMPs, conduct effective transfer
of technology.

€ Procedure and Work Flow of Diagnosis

Number of | Standard Time
Visits per Visit

1 6 hours

Step

Grasping of facts and information collection concerning the targets
of improvement

Data analysis and examination 1 3 hours
Examination, compilation and implementation of improvement plans 4 3 hours
Final evaluation and proposals (report and oral) 1 2 hours

Improvements are usually made according to the following procedure:
Grasping of problems and setting of themes
Clarification of objectives and setting of goals
Compilation of the implementation plan
Grasping of facts
Data analysis and examination
Compilation and evaluation of improvement plans
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@ Implementation and follow-up

Iltems O and @ were completed in the first visit in Stage 1, while @ is deemed to have been
finished in the second visit.

In Stage 2, it is scheduled to implement items @~®), however, even if draft improvement plans are
compiled it is possible that they may not be implemented during the PP period.

For example, assuming that a proposal for layout improvement is planned, since the PP period is the
peak time for production (or due to financial considerations), it may not be possible to effect changes at
once. However, in such a case, it should be understood that the PP should be evaluated according to
whether or not the enterprise acquires the capacity to independently implement layout revisions.

3-4. Trial operation of the INTI-ATGs qualification accreditation system (#3) (= Identification of ATG
conditions and examination of the accreditation process)
Throughout the PP implementation process, conduct examination on the following necessary
conditions, definitions and accreditation method for the accreditation system.
@ Identification of ATG qualification conditions
@ Role (necessary capacity) and definition of ATGs
@ Qualification accreditation agency and accreditation scheme (accreditation process)

Evaluation
Evaluation Grid for Outputs of PP Implementation (Draft

Evaluator

Evaluation

Evaluation ltem Remarks

EMPRESA
INTI-AMP
JICA Experto

Bad good
1 & 5

General evaluation of the PP implementation plan

D Wias the selection of issues appropriate? 12345

@ Was the selection of approach appropriate? 12345

@ Anticipated goals and / or outputs: level of 12345
attainment and future prospects

Transfer of technology to the C/P

O Was basic theory of business and production
management technology transferred to the C/P?

©® Was the practical training in business and
production management technology effective?

@ Were diagnosis and improvement techniques for
business and production management technology
learned?

Effectiveness of management technology

O Are improvement effects concerning the issues
specifically recognized?

® (Even though clear outputs are not manifested
during the period) Has the setup or foundations for
resolving issues been established, and are there
prospects for concrete outputs in the near future (1
year or less)?

@ Is it likely the business and production management
technology acquired during the PP will be utilized?

Satisfaction of model enterprise managers

O What is the level of satisfaction concerning the
results of the PP?

@ Possibility of seeking advice from INTI in future 12345

12345

Taking the above points into consideration, the draft Pilot Project schedule is as shown below.

- 37 -



Pilot Project schedule

2009

ETAPA 1

ETAPA 2

7

10

11

12

©<0O

INTI - AMP

Enpresa

REUNION DE INICIO
Kick Off Meeting

®L/R
ON/R

A CAPACITACION THEORICA

Theoretical Training

CAPACITATION PRACTICA
On the Job Training

IMPLEMENTACION DE DIAGNOSTICO
PREVIO
Implementation of Pre-Diagnosis

SELECCION DE OBFETIVO Y PROGRAMACION
DE CRONOGRAMA PARA CADA EMPRESA
Selection of Subject and Planning of Schedule

for each company

IMPLEMENTACION DE DIAGNOSTICO
DETALLADO Y ASESORAMIENTO SOBRE
METHOD DE SOLUCION

Implementation of Detailed Diagnosis

and advising of Solution Method.
IMPLEMENTACION

Implementation

PREPARACION DE RECOMENDACIONES
(INFORME FINAL) PARA EMPRESAS
Preparing Proposal (Final Report) for Enterprises

PREPARACION DE INFORME DE ESTUDIOS

- |PARA CADA CASO

Preparing Case Study Report

©

EVALUACION FINAL
Final Evaluation

ORGANIZASION DE TALLERES
(PRESENTACION LOS RESULTADOS DE PP)
Organization of W/S (Presentation of PP Results )




1.3.3 Selection of Pilot Project Target Enterprises (PP Model Enterprises)

Evaluation and analysis of the PP candidate enterprises were carried out based on the visit surveys, and the
PP model enterprises were selected upon taking human resources at the INTI provincial centers and related
cooperating agencies into account. The Steering Committee was held on June 24, 2009 and the model
enterprises were selected based on consensus among the members. The approved list of enterprises is as

follows.
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Table 1-5 PP Model Enterprises Selection Sheet (BUENOS AIRES / Mar del Plata)
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Table 1-6 PP Model Enterprises Selection Sheet (ENTRE RIOS)
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Table 1-7 PP Model Enterprises Selection Sheet (NEUQUEN / RIO NEGRO)
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CHAPTER 2
PILOT PROJECT IMPLEMENTATION AND EVALUATION

2.1 Outline of the Pilot Project

In the second stage, the Pilot Project (PP) was implemented in three areas®

with the objective of
verifying the effectiveness of the training system presented in the first stage. The PP is composed of

the following three parts :

1. Applied theoretical training (3 days)
2. Diagnosis/Support of model enterprises (approximately 2 months)
3. Workshop (half a day)

The following paragraphs give an outline description of the PP.

211 Objective

The objectives of the PP are threefold:

1. To verify the effectiveness and problems of the draft training system presented in the Progress
Report;

2. To improve the capacity of AMPs and facilitators of the NODO in the three target areas to support
problem solving in enterprises via applied theoretical training and diagnosis and support of
enterprises; and

3. To realize improvements in the model enterprises.

2.1.2 Applied Theoretical Training

Prior to the diagnosis and support of the model enterprises, training targeting the PP enterprises and
AMPs, etc. was carried out for three days in each area on the management technologies expected to be
used when approaching the improvement themes of model enterprises and basic management
technologies such as IE, etc. This corresponded to the three days of applied theoretical training that
was proposed in the Progress Report (as the introduction to the three months of practical training).

Other participants in this training included AMPs and facilitators of NODO and engineers of INTI
technical centers not targeted by the PP, enterprises other than the PP enterprises, and universities, etc.
The participants were able to select the themes they were interested in over the three days. The number
of trainees from each area ranged from 30~70 depending on each geographical area and curriculum.

22)Three areas, i.e. Buenos Aires & Mar del Plata, Concepcion del Uruguay & Parand, Neuquén & Villa Regina.
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The curriculums were decided based on the draft plans prepared by the JICA experts in charge of the
PP in the three areas, and they also incorporated the wishes of each NODO. Furthermore, considering
the points that came to light in the first stage surveys, i.e. 1) the AMPs and facilitators lack basic IE
knowledge, 2) They have not learned simple methods for calculating the improvement effect, and 3)
They have shaky cost control and cost accounting ability, the following were adopted as common
contents in the curriculums in all three areas: IE basics, calculation of improvement effects, and cost

accounting.

The training lectures were carried out by both the JICA experts and the AMPs. The AMPs were selected
as lecturers because doing so gave them an opportunity to acquire deeper knowledge. In these cases, the
JICA experts and AMPs held advance discussions and the lecture technology was transferred.

Table 2-1 outlines the contents of the training.

Table 2-1  Outline of the Applied Theoretical Training and its Evaluation

Average Training Evaluation by Trainees (Out of 5, mean scores)
Location Date Number of Explanation Enterprise M
Trainees |~ Contents Method | Applicability ean
Buenos Aires 9/2~9/4 53.6 4.37 4.42 4.32 4.37
Concepciondel | g7 _g/q 40.1 459 4.42 4.60 457
Uruguay
Neuquén 9/9~9/11 39.9 4.30 4.24 4.31 4.28

2.1.3 Diagnosis and Support of Model Enterprises

Diagnosis and support were carried out for around two months between the end of the applied
theoretical training described in 2.1.2 and November 13, targeting a total of 30 model enterprises®”
comprising 10 in each of the three areas. The diagnosis and support work was conducted in the
following order:

@ Confirmation of improvement themes and detailed problem analysis of improvement themes on
the ground and as phenomena

Analysis of causes of problems

Examination of improvement plans

Discussion of improvement plans with model enterprises

Checking of the progress of improvement plans

® 06600

Evaluation of improvement effects

23)Due to the schedule requirements, the training for the Buenos Aires NODO was separately implemented over
two and a half days.
24)Since two enterprises dropped out during the PP, the eventual number of targeted enterprises was 28.
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Furthermore, where deemed necessary as a part of the guidance, training was sometimes implemented

within enterprises and INTIs separately from the applied theoretical training described in 2.1.2.

Table 2-2 shows the PP implementation status in the three areas and six NODOs. The number of

enterprise visits here indicates the number of visits made by the JICA Study Team experts but does not

include the visits independently made by the INTI counterparts.

(D was implemented as one day per company, while @~® were implemented for half a day each,

and each model enterprise was visited around seven times for diagnosis and support®®. Furthermore, in

order to offer guidance on data acquisition by enterprises, the C/P groups in charge visited enterprises

in between the JICA expert visits, and this contributed to the advancement of the improvement

activities even though the PP implementation period was very short.

26)

Table 2-2  Pilot Project (PP) Implementation Conditions

Concepcion del

3 Areas Total / | Buenos Aires Neuquen
Area Mean Uruguay
Mar del Plata Parana Villa Regina
Participating C/Ps 31 14 6+2%** 9
JICA expert 3 Sugimoto Sonoda Hamano
Model enterprises 28 8* 10 10
Total number of visits 200 54(60)** 79 67
Average number of visits per enterprise 7.1 6.8 7.9 6.7
PP implementation evaluation items Evaluator Score
é S Was the selection of issues appropriate? P a4 45 4.6 4.2
S Expert 4.4 46 4.4 43
g 2 é <_§_ Was the selection of approaches appropriate? crP 4.3 4.3 4.6 4.1
= % b5 _ : Expert 4.3 4.6 43 4.1
§ g' Anticipated goals and/or outputs: level of achievement C/P 3.9 315 4.2 3.9
o and future prospects Expert 3.8 3.6 4.2 35
» Was the basic theory of business and production C/P 4.4 4.6 4.5 4.1
= % management technology transferred to the C/Ps? Expert 4.2 45 4.4 3.6
% =] Was the practical training on business and production C/p 4.3 4.0 4.7 4.2
é g management technology effective? Expert 3.9 3.6 4.4 3.8
- 3 Were diagnosis and improvement techniques for business C/IP 3.9 4.0 4.4 33
= and production management technology learned? Expert 3.9 4.6 4.3 2.9
§ Ar? concrete improvement effects recognized with respect ES;/)Zrt 23 22 2‘11 2;
s 5 to issues? E .
= nterprises 4.2 4.0 4.4 4.2
§ 2 Was the setup or foundation for resolving issues C/P 43 4.0 4.8 4.0
g £ established, and are concrete outputs likely to be realized Expert 4.0 3.9 4.7 3.5
8 €  [inthe near future? Enterprises 45 41 48 4.6
E g Is there any prospect of utilizing the business and C/P 4.4 4.3 4.8 4.2
IS . ]
g gr;ductlon management technology learned during the S 48 48 48 48
g % Yt:/ehitpij the level of satisfaction regarding the results of Enterprises 16 16 49 a4
S ?
f%’ ° é_ What is the likelihood of advice being sought from INTI Enterprises 47 16 45 49
) o in future?

Scores range from a minimum of 1 to a maximum of 5.
Two enterprises dropped out of the PP midway due to a lack of cooperation.

*

**x

*kk

Figures in parentheses () include the enterprises that dropped out midway.

2 members are the Parana extension coordinator and the Rafaela AMP

25)Some enterprises had less visits than scheduled because they couldn’t finish the survey and analysis tasks
that had been assigned to them on time and visits had to be postponed.
26)Since it was forecast that the PP period would be too short, in some cases, in the first stage, the enterprises or
INTI C/Ps were asked to collect data on set items by the second stage.

—46 -



Concerning @ to @, the JICA experts advanced improvements of enterprises with coaching
techniques in mind with the objective of transferring technology to the C/Ps. In other words, rather
than teaching answers from the start, first the opinions of the C/P in charge were sought, and in cases
where opinions were thought to be inappropriate, advice was given with a view to rectifying the
situation. Also, while the JICA experts took the initiative at the start when explaining to or persuading
enterprises, care was taken to letting the C/Ps autonomously experience diagnosis and support work.

Concerning & and ©®, due to the short term of the PP, the PP ended just as improvements had been
initiated and it wasn’t possible to fully evaluate the improvement effects (except in a few enterprises
where the PP was implemented in advance). However, following completion of the Pilot Project, the
responsible INTI AMPs either conducted follow-up evaluations of improvement effects and
implemented ongoing guidance in almost all the enterprises.

2.1.4  Workshops

Workshops were staged with a view to summing up the PP. They were implemented with the following
objectives:

e To give enterprises that achieved excellent outputs in the PP the opportunity to present those, and
thereby induce model enterprises to take a more active involvement in the PP;

»  To present certificates of commendation to model enterprises, and thereby to convey gratitude for
participation in the PP; and

e To provide forums for presenting the outputs of support for resolution of problems in enterprises,
and thereby to aid the dissemination and advertisement of support activities by NODO.

It was initially planned for just one workshop to be staged in Buenos Aires, however, hearing the
strong requests of the INTI to implement similar workshops in the other PP areas of Concepcion del
Uruguay and Neuquén in light of the above objectives, JICA decided to implement workshops in all
three areas. It was also subsequently decided by INTI to stage mini-workshops in the geographically
remote areas of MdP and Parand. Table 2-3 shows the outline of the workshops and mini-workshops
implemented in the five areas.
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Table 2-3  Outline of Pilot Project (PP) Workshops

Location Date Presenting Enterprises Participants Remarks
i November 10, 2009 . o
Parana 4 enterprises 55 Mini - W/S
18:00 - 22:00
November 11, 2009 . .
Mar del Plata 4 enterprises 45 Mini - W/S
16:30 - 20:30

Presentations by 3
representative enterprises from
Concepcién and 1 from Parana

. November 12, 2009 | 3 enterprises (Concepcion)
Concepcion . i 62
19:00 — 22:30 | 1 enterprise (Parana)

i November 12, 2009 | 6 enterprises (Neuquén)
Neuquén 56

. . . Neuquén / RioNegro
08:30 - 17:00 | 3 enterprises (Villa Regina)

3 enterprises (Buenos Aires)
. November 16, 2009 | 1 enterprise (Mar del Plata)

Buenos Aires . L 79
08:45 - 17:00 | 1 enterprise (Concepcion)

1 enterprise (Villa Regina)

Presentations by 3
representative enterprises
from Buenos Aires an 1 each
from 3 other areas.

2.2 Details of Pilot Project Implementation in Each Area

221 BUENOS AIRES / MAR DEL PLATA

(1) Applied Theoretical Training

The results of the applied theoretical training implemented at Buenos Aires INTI from

September 2 to 4 are as indicated in Table 2-4.

Table 2-4  Outline of Applied Theoretical Training (Buenos Aires)

Date Trainee Evaluation (out of 5, mean scores)
. Curriculum Lecturer | Trainees Explanation Enterprise
Day Time Contents Method Applicability Mean
9:00-11:50 IE basics MC 53 4.37 4.67 4.40 4.48
11:50-12:50 | rofit calculation of CA 53 4.28 4.38 434 433
) improvement effects
14:00-14:30 |5S MB 64 4.42 3.97 4.55 431
14:30-15:00 |7 areas of waste SR 64 4.48 4.42 4,61 4.50
15:00-16:30 |TPM MR 64 4.58 4.65 4.38 4,53
9:00-12:00 | Delvery lead-time MR 3% 4.41 453 4.00 431
shortening
3 How to compile
13:30-16:30 | production plans, how IG 68 450 4.77 4.45 4.57
to conduct control
Reduction of
9:00-12:00 . CA 55 4.05 4.05 3.74 3.95
4 manufacturing costs
13:30-16:30 | uructural gauging of GR 20% 4.22 433 4.44 433
improvement issues
Mean 53.6 4.37 4.42 4.32 4.37

* The number of trainees was limited due to the circumstances of the training venue.
Lecturers: MC: Martin Castellano, CA: Claudina Angelino, MB: Mauricio Baraschi, SR: Santiago Rodriguez, MR: Marcos
Rodriguez, I1G: lvan Gorra, GR: Graciela Ramirez
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1) Curriculum

The feature of the training in Buenos Aires (B.A.) was that all the lectures were carried out
by the AMPs and facilitators of B.A. NODO at the voluntary proposal of the NODO. All
members including two new recruits were in charge of part of the curriculum. This NODO
has strong teamwork and curriculum supervisors are chosen with a view to stimulating the
strengths of each. The JICA experts and curriculum supervisors examined the lecture plans
accoding to the syllabus.

Regarding the profit calculation of the improvement effects, the lecture supervisors in
Concepcion NODO gathered at B.A. NODO and spent half a day preparing a draft plan of
case studies.

2) Trainees

The number of trainees ranged fro 29 to 68 and was 53.6 on average. Most of the trainees,
53%, came from enterprises, and 11% of those came from model enterprises. Participants
from other than INTI NODOs and technical centers accounted for 28%, while the third
largest group came from INTI technical centers. Figure 2-1 shows the breakdown of the
aggregate number of trainees.

INTIother NODO

INTI this
NODO
7%

INTItechnical
centers
10%

INTI others 28%

Figure 2-1 Breakdown of Applied Theoretical Training Participants

(2) Diagnosis and Support of Model Enterprises

Diagnosis and support of enterprises started from 10 model enterprises, however, this became
eight after two enterprises dropped out during the PP. The following table outlines the contents of

implementation.
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1) Outline of Diagnosis and Support of Model Enterprises
Enterprise Sector Main Employees Annual Improvement Management technology C/Pin 'I;lumbter s EZ/II;“S Improvement Evaluation
P Products ploy Business Theme used in Improvement charge ML . P
only only
Shoe Women's Creation of a work manual upon reviewing the processes generating NGs. Training
De Asia . 35 5,000,000 NG reduction 7 tools of QC Martin C. 8 6 implemented in the enterprise and at subcontractors. Test run to see how many
manufacturing shoes X X
NGs would be produced on the reviewed sewing process
) . ] Review of the mode of ordering materials, progress control for eliminating
Lannot ir::; facturin W;T:: s 120 27,000.00 Is_::r(ietrllme :r:(;lcessiz analysis, Work Ivan G. 9 6 stagnating processes, thorough control of subcontractors, etc. Test run of 4 lots.
9 9 Y Lead-time shortened from 22 days to 12-14 days.
. . Review of work and inclusion of a preparation staff member on the bottleneck
. ) Resolution of Process analysis, Work .
Industrias Shoe Women's : ; . cutting process, followed by a test run. The results were good. On the second
. 38 ? bottleneck analysis, Combined work | Graciela 8 6 N : o
Sucre manufacturing shoes . bottleneck process, i.e. the assembly preparation process, it is scheduled to conduct
processes analysis N ] . o :
crew work analysis and test revised operating conditions for the die press.
Youn Downsizing of production lots and outsourced quantities, etc. Also, the number of
Calazados Shoe g Lead-time Process analysis, Work manufactured models was halved through implementing ABC analysis. Effect in
. . people's 26 600,000 R . Marcos R. 6 6 . . . .o :
Five manufacturing shoes shortening analysis terms of lead-time cannot be judged yet because production quantities are still too
small.
Through implementing day-before receipt of orders and set-time loading, shipping
Food Empanada Logistics and Process analysis, QC work has been greatly improved. A layout improvement plan has been compiled
Tapamar manufacturin zstr 20 2,000,000 layout techniques, flow Guillermo W. 8 5 assuming the introduction of new machinery. It appears that traffic lines can be
9 pastry improvements diagrams reduced by 40%. Layout revisions are scheduled for implementation within the
year.
Laboratoros . Process analysis, Work . L o I
Farmameric Food ) Herb tea 29 7,000,000 Manufacturlng analysis, 7 tools of QC, | Gullermo C. 5 5 Analys_ls of raw materlzf\l _ylelds showed that 70~80% o_f reduced yield is caused by
an manufacturing cost reduction Statistics excessive weight. Inefficient work methods were also improved.
Food The enterprise has implemented as far as the 3S and has realized major
Olitas Mr. manufacturin Crackers 7 1,200,000 5S 5S Alberto 5 5 improvements in housekeeping and cleaning. The enterprise has made the
9 preparations required for acquiring BPM.
Greatly improved improvement proposals were made based on analysis of manual
Improvement of . X : -
Food Repacked Work analysis, Excel - work, however, the order involving this work was cancelled due to the
Delpack . 10 650,000 manual work and ] Emiliano 6 4 i ' _
processing puree traceabilit programming circumstances of the customer. Excel calculation software was installed, thereby
Y enabling traceability work time to be reduced from half a day to 5 minutes.
Shoe Young Implementation was inadequate during the first stage and despite four cautions to
Panoss* . people's 25 2,000,000 5S Claudina A 5 4 improve, the enterprise didn't change its ways. Accordingly, the PP was
manufacturing . X
shoes discontinued.
Warehouse 5S Management displayed a positive attitude at the start, however, it only permitted
Pilamar* Food ) Pasta 35 7,000,000 apd shortening of Gullermo C. 1 1 an extremely limited investigation durlngithe survey §tage, and responsible
manufacturing die exchange employees demonstrated an adverse reaction. Accordingly, the PP was
time discontinued.

*Panoss Co. and Pilmar Co. dropped out from the PP before the end because sufficient cooperation was not forthcoming.




2) Features of Model Enterprise Diagnosis and Support

One of the features of the PP in Buenos Aires (B.A.) and Mar del Plata (MdP) was that the
model enterprises were selected from a specific sector. In B.A, the enterprises were selected
from the shoe manufacturing inustry, while in MdP they were taken from the food
manufacturing sector. Therefore, while problems that are common to each sector are
revealed, there are enterprises that have adopted differring management techniques and it is
easy to gauge the cause and effect relationship between techniques and improvement

effect®”.

In B.A. NODO and Mdp NODO, the enterprise visits were made by the C/P in charge
accompanied by between one and three AMPs. Moreover, in B.A, since the model
enterprises belonged to the shoe manufacturing sector, one or two members from the INTI
leather technology center usually accompanied the visits. They gave precious opinions for
improving situations of poor quality and also conducted peeling tests at the adhesive center
with a view to ascertaining the causes of peeling soles.

The B.A and MdP NODOs conducted the enterprise visits for one week each with a view to
facilitating the transfer of the JICA experts. In weeks where the experts couldn’t go, the
experts, C/Ps in charge and model enterprises held discussions in advance, assignments
were given to the enterprises and the C/Ps went to the enterprises to offer guidance on the
implementation of these. In the weeks when the experts could go, they visited the same
enterprises every two or three days and the enterprises didn’t have enough time to complete
their assignments between the visits.

3) Evaluation of Diagnosis and Support at Model Enterprises

During the PP period, experts visited each model enterprise 6.8 times on average. The
number of visits ranges from nine to five, and the enterprises that were visited on the fewest
occasions either had relatively minor improvement themes or were unable to complete their
assignments between visits.

The PP evaluation results of the model enterprises, C/Ps and experts are summed up in Table
2-2 and the results according to each enterprise are shown in Annex-3.

27)For example, in the shoe manufacturing industry, some enterprises conduct production to order while others
conduct production to stock, and there are still others that conduct production to stock in the first half of the
season and production to order in the second half.
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Evaluation of practical training

Some of the points that came out of the C/P evaluations of the practical training were
as follows:

e Through participating in initial diagnosis aimed at determining the improvement
themes for enterprises, it was found in some cases that problems were actually larger

than initially indicated in the improvement themes.

. It was found that rather than setting total improvement themes it is important to
narrow them down. When improvement effects were achieved in narrowed down
themes, enterprises showed greater trust in the C/P side and it became easier to

approach subsequent improvement themes.

. Even though the same management techniques were adopted with respect to the same
type of enterprises, some enterprises experienced a positive effect whereas others
showed no improvement. The PP showed just how important the motivation of

managers is to the success of improvements.

The C/Ps learned how to persuade managers. They learned that managers are not
persuaded by theoretical explanations alone. It was found that it is better to use

Figures in order to make a persuasive case.

. Until now enterprises have tended to stick to specific improvement methods for
dealing with a certain problem, however, through the PP they learned that it is OK to

use different methods when a certain approach doesn’t work.

*  Whereas the C/Ps previously persisted with diagnosis work even when clients were
not interested in implementing improvements, in the PP they learned the importance

of curtailing efforts in such cases.
»  The C/Ps learned how to apply theories learned from books in real situations.

*  Whereas the C/Ps were not confident enough to visit enterprises and conduct

diagnoses by themselves before, they gained such confidence via the PP.

2.2.2 CONCEPCION DEL URUGUAY and PARANA

(1) Applied Theoretical Training

The results of the applied theoretical training implemented at INTI-Concepcion del Uruguay
(hereinafer referred to as Concepcion) from September 7 to 9 are as indicated in Table 2-5.
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Table 2-5 Outline of Applied Theoretical Training (Concepcidn)

Date Trainee Evaluation (out of 5, mean scores)
. Curriculum Lecturer | Trainees Explanation Enterprise
D T Content . M
id fme ontents Method Applicability ean
9:00-12:00 | Overall viewof production HS 42 467 461 4.44 457
management
9|7 13:30-15:00 Issues faced by ER SMEs AS,SF 42 4.68 4.68 4,56 4.64
. . The desirable appearance
15:00-16:00 of INTI AMPs AS,SF 40 4.44 4.56 4.31 4.44
16:00-17:00 IE introduction HS 40 4.65 4.60 4.50 4.58
9:00-10:30 5S RT 38 4.64 4.76 4.88 4.76
10:30-12:00 KAIZEN AA 38 4.33 4.45 4.67 4.48
o | 8| 13301500 | Evaluationof investment CcG 39 485 477 4.73 4.78
effects
15:00-15-45 Cost control HS 39 4,58 4,58 4,74 4.63
15:45-16:30 Cost reduction HS 39 454 4.50 4,75 4.60
9:00-10-40 Quality control in SMEs EG 42 461 417 457 4.45
10:40-12:00 QM HS 42 4.35 4.17 4.59 4.37
9 | 9| 13:30-15:00 Maintenance EG 40 4.50 441 4.36 4.42
15:00-16:30 7 areas of waste AS,SF 40 491 4.87 4.70 4.83
16:30-18:00 TPM introduction HS 40 4.44 4.50 4.53 4.49
Mean 40.07 4.59 4.42 4.60 4.57
Lecturers:  AS: Angelina Schmidt, AA: Andres Alaluf, RT: Romina Torales, CG: Claudio Gradizuela, SF: Sebastian Faure,

EG: Edgardo Gamero, HS: Hideo Sonoda (JICA expert)

Hereinafter, the above abbreviations will be used when refering to the AMPs.

1)

2)

Curriculum

Regarding the curriculum, it was possible to transfer theoretical know-how on a wide range
of production management technologies in this seminar. Bearing in mind the danger of
trying to fit in too much in such a short time of three days, it is thought that various
techniques and their possibilities were systematically introduced concerning production
management technology overall.

Although the trainees may not understand or remember the detailed contents of each
technique, it is anticipated that they have at least learned what tools are available in each
area and which techniques can be used in certain cituations.

Concerning the detailed contents of techniques, it is anticipated that the trainees will
conduct more autonomous learning based on this seminar and learn how to apply techniques
to real situations as they gain experience.

Participation by Trainees

There were 48 trainees in total.

INTI provided 15 of the trainees or 32% of the total, with six coming from Concepcién and
nine coming from other INTI. Trainees from enterprises numbered 22 or 46% of the total; in
particular, 16 trainees or 33% came from eight enterprises targeted in the PP (10 enterprises
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were targeted in all). Almost all of these enterprises were represented by presidents or joint
owners, some of which participated in all the courses.

Through having PP participants including top management from enterprises take part in the
seminar, technical understanding could be deepened as the second stage was advanced and
the Project was able to progress at a faster rate.

Among the general enterprises that took part, some were on the original list of 20 but were
not selected for the PP. Enterprises that weren’t even selected among the 20 Study targets
because they are not Argentinean-owned also took part.

The three NGO participants came from CAFESG. In Concepcién, CAFESG has started a
similar project to the JICA undertaking, indicating that outputs of the JICA project have
started to be deployed horizontally.

The four participants from universities (UTN-Concepcién and UTN-Parand) and the one
member from the provincial production agency visited in order to survey collaboration with
regional related agencies in the first stage.

Government
agencies
1

INTI
(this) NODO
6

INTI (other)
NODO
9

Enterprise
officials
22

Other than INTI
0

Figure 2-2 Brakdown of Participants in the Applied Theoretical Training

(2) Diagnosis and Support of Model Enterprises (Concepcion del Uruguay / Parand)

The following paragraphs describe the outline, features, evaluation and lessons of the model
enterprises diagnosis and support activities.
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1)  Outline of Diagnosis and Support of Model Enterprises

Management . Number of Visits
. . Annual . C/Pin .
Enterprise Sector Main Products | Employees Business Improvement Theme technology used in S Experts | C/Ps Improvement Evaluation
Improvement 9 only only
Lambert Hermanos Machmg Truck trailers 98 6MUSD Estapllshment of a company-wide | 7 tools of QQ, QC cG 4 2 Qne of Fhe blgggst e.nterpns.es in the PP, it is cumbersome but
processing quality assurance setup process drawings is steadily building its quality assurance setup.
L Imp.rovement of eqmpment IE (Line balance, Work was simultaneously implemented on 4 themes, and
operating rates, 2. Reduction of . . - ; g ] .
the vulcanization process NG Crew motion analysis, dramatic effects were achieved in all of them in a short time.
Berger S.R.L. Rubber Recycled tires 34 250KUSD np! SMED, Layout), 7 RT 4 3 The employees were quick to learn technologies and the
rate, 3. Manualization of . - - .
D tools of QC, QC president also displayed rapid growth. This was an excellent
polishing process work, 4. L
. process charts enterprise in the PP.
Human resources education
Resin Productivity improvement and 5S, IE(Line balance, Since the vice president displayed leadership, his unique
Industrias Plasticas RD rocessin Truck deflectors 24 $1.8M | lead-time reduction through total | Crew motion analysis, CG 4 5 technology and the PP management technology generated
P 9 review of processes Layout) synergy resulting in increased production capacity.
. . . - . IE (Line balance, Crew In this micro enterprise, the president fought a lone battle, and
Industrias Riehl Machmg Vehicle loading 8 $13M Productivity |mprovement n motion analysis, AA 4 3 improvements took longer to materialize than in other
processing platforms metal processing processes .
Layout) companies.
Metal Leisure products 58S, IE(Line balance, Productivity in the assembly process was increased by
Kindscheff . pro 10 $2.6M | 5S, productivity improvement Crew motion analysis, AS 4 3 applying IE on a foundation of the 5S, but the evaluation score
processing (beach chairs) . . . .
Layout) was 4 in comparison with other enterprises.
Machine 5S, cost control, process qualit \5/:r’i:1:t;fléloasttls n7Otfools Starting from zero, the corporate culture was transformed
Metalurgica Albace . Freezer tunnels 34 $15M | P quality ! AS 4 3 thanks to widespread participation by all employees in 5S,
processing improvement of QC, QC process o
charts cost control system, and quality improvement.
Timber Kitchen Assembly process productivit IE (Line balance, Crew In this micro enterprise, the president fought a lone battle, and
Don H Muebles . . 4 $360K | yp P y motion analysis, SF 5 4 improvements took longer to materialize than in other
processing furniture improvement .
Layout) companies.
. IE (Line b_alance, . The vice president took the initiative in fighting market
Machine 1. Reduction of market NGs, 2. Crew motion analysis, uality NGs. Effects were also achieved in terms of process
Elevadores Neumaticos ) Elevators 21 $8M | Visualization of production plans, | SMED, Layout), 7 EG 5 4 guality TNe3s. I s 0tp
processing R visualization and productivity improvement. This was another
3. Productivity improvement tools of QC, QC .
excellent PP enterprise.
process charts
Production planning
Machine 1. Visualization of production (Gant, CPM, PC Results were achieved in a short time through the teamwork of
Santini Argentinean S.A. rocessin Beverage fillers 15 $1.1M | plans, shortening of lead-time, 2. | software EG 5 4 the vice president and engineers (German). They aim to
P & Process quality improvement development), QC connect these results to stock control in the future.
process charts
1. Review of company-wide . The entire enterprise organization was reviewed and divisions
. L 58S, IE(Line balance, - o o .
Machine . organization, 2. 5S, 3. X . of responsibility were clarified. Productivity was increased
Schepens S.R.L. . Industrial ovens 11 $1.9M L Crew motion analysis, SF 5 4 e ) - .
processing Productivity improvement Lavout) through combining IE techniques with proprietary
through resolution of bottlenecks Y technologies.




2) Features of Model Enterprise Diagnosis and Support
*  Group composition and arrangement of supervisors by district:

Concepcidn currently has seven AMPs, six of whom are actually active. The group
composition changed following the start of the PP. Griselda Burquet (GB), who had
participated from the beginning, took maternity leave from the second stage. EG
entered the company and participated in the PP midway through the first stage, while
RT returned from maternity leave from the second stage.

As a result, six members supervised the work in three districts as follows:

AS, AA : 3 enterprises (Kindsheff Solcito, Riel, Albace) in the suburbs of
Concepcion

RT, CG : 3enterprises (Lambert, Industrias Plasticos, Berger) in the neighborhood of
Concepcion INTI

EG,SF : 4 enterprises (Don H, Santini, Schepens, Elevadores Neumaticos ) in
Parana City

Rather than adhering to the assignments of each AMP in the first stage, through fixing
the assignments according to the above transfers, it was possible to provide fine-tuned
support to the enterprises and to foster healthy competition within the team.

3) Evaluation of Diagnosis and Support at Model Enterprises

Evaluation of practical training

*  Qualitative changes brought about by the PP

Through acquiring IE techniques, the problem solving approach and the task
achievement approach in addition to the originally planned 5S and KAIZEN, the
quality of diagnosis and support activities was altered. As a result, all the AMPS
agree that they have found the confidence to face up to specific challenges in
enterprises from now on.

*  Horizontal extension in CAFESG and Venezuela

The effectiveness of new approaches was demonstrated during the process of this
Project. As a result, it has been found that AMPs are using the techniques taught
by JICA to INTI in projects by CAFESG (a foundation that conducts public
funding assistance in Entre Rios Province) and so on, thereby corroborating the
effectiveness of this training as practical education.
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2.2.3

NEUQUEN and VILLA REGINA

(1) Applied Theoretical Training (Neuquén / Villa Regina)

The results of the applied theoretical training implemented at Centro-PyME from September 9 to
11 are as indicated in Table 2-6.

Table 2-6  Outline of Applied Theoretical Training (Neuquén)

Date Trainee Evaluation (out of 5, mean scores)
) Curriculum Lecturer Trainees Explanation Enterprise
Month Day Time Contents L Mean
Method Applicability
Current conditions of
10:00-12:00 | . . . M.H 38 453 453 4.29 4.45
9 9 visited enterprises
13:00-16:00 |5S LG: 36 4.50 4.30 471 4.50
9 10 9:00-12:00 | Basics of IE M.H 40 4.46 4.48 4.33 4.42
13:00-16:00 | Cost control M.H 40 4.05 4.00 4.30 412
9:00-12:00 7 tools of QC JR 50 4.36 4.28 437 4.34
Profit calculation of
9 11 |13:00-14:00 |. CA 41 3.85 3.80 4.05 3.90
improvement effects
14:00-16:00 | Stock control MH 35 4.38 4.29 411 4.26
Mean 39.9 4.30 4.24 431 4.28

* The number of trainees was limited due to the circumstances of the training venue.
Lecturers: JM:Juan Manuel Rubino, LG:Luciano Girolimini, CA: Claudina Angelino, MH:Masahiro Hamano (JICA expert)

1)

Curriculum

The training in Neuquén / Villa Regina was carried out by the facilitators and JICA experts
upon examining the themes based on the results of the previous enterpise visits by the JICA
expert.

The members in Neuquén and Regina have hardly any experience of diagnosis and support
of enterprises, and two lecturers includng the facilitator who was dispatched to Japan for
training lectured on the 5S and 7 tools of QC. The C/Ps who served as lecturers in the
training had no prior diagnostic experience, however, through having to prepare curriculums
as lecturers, they were placed in a position of having to earnestly learn theory in a new area.
The two lecturers examined the contents and made additions and corrections during the
preceding two days, and they were very cooperative in participating in the teamwork.

“Estimation of the improvement effect” was aimed at imparting to the C/Ps the capacity to
estimate increases in profit and sales and reductions in cost, etc. necessary for encouraging
business owners to execute improvement plans, and the AMPs from Buenos Aires NODO
were the lecturers for this course.
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TQM was added to the curriculum, but this wasn’t covered because there too were many
questions to cover in the available time. This subject was covered individually at the
enterpises which required it during the PP implementation stage.

2) Lecturers

The enterprises that were visited previously participated in the seminar, and it turned out to
be very lively with lots of questions. Since production management is not very deep rooted
in this area, there were numerous elementary questions from the CPs and they were very
interested in the topic. The trainees are indicated in the following Figure.

Other
Q

Government| INTI
agencies | Neuguén
10 10

Enterprise
officials
63

Figure 2-3  Breakdown of Participants in the Applied Theoretical Training

(2) Diagnosis and Support of Model Enterprises (Neuquén / Villa Regina)

The following paragraphs describe the outline, features, evaluation and lessons of the model
enterprises diagnosis and support activities.
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1) Outline of Diagnosis and Support of Model Enterprises

Enterprise Sector Main Products Employees - Improvement Theme R AL C/P in charge ENunr::er - ;/isitsns Improvement Evaluation
P ploy Business P used in Improvement Y )(;ﬁfy )(;ﬁfy P
- 58 55 Luciano G. Evaluatlon was obtained.
* Work instructions * Through implementing 5S and tidying up unnecessary objects in the
Work analysis Juan M. plant, work areas were rearranged (separation of welding), thereby
. Machine Maintenance  of enabling line improvements.
Raul Allemanni repairs machine parts 19 2000000 | . oo accounting Gantt charts 6 0 Improvement in control of tools
Cost accounting * Site instruction of work schedules and improvement of lead-time
(breakeven point) Improvement in efficiency of cost estimation
*The enterprise intends to continue requesting support from INTI
* Quality control (NG Histoarams Luciano G Evaluation was obtained but results were not forthcoming.
. . Ceramic tile countermeasures) g )
Fasinpat Ceramics manufacturing 450 5,500,000 Repairs TPM Juan M. 6 4 + Control through data due to the lack of management
; * The business is run by the labor union but the chain of command is
Carorina A. f h ’ .
unclear and the results of diagnosis and guidance were inadequate.
Layout improvement . . The improvement effect was large and a high evaluation score was
(traffic line review) Work analysis Luciano G. obtamed
* Work improvement Labor and work improvements (movement of heavy objects),
Motion analysis Juan M. improvement of peeling work, work efficiency (time shortening of
énggstso Natural y Foods ?)/r%%%gi)r% 4 180,000 7 0 approximately 30%)
Cost accounting Nataria S. * Rearrangement (_Jf workplaces, full improvement of the potato
oxidation prevention process
* The enterprise learned how to grasp costs.
*The enterprise intends to continue requesting support from INTI.
Torneria . ' ' . Et;fr?;;raélson of work Work analysis LauraT. Evaluation was obtained.
é(ljl&;rr\ggnl de '\I/J: C:ilrr;e m:cl:ﬂtiﬁgangs[s of 19 2,900,000 | - Costaccounting Cost accounting Luciano G. 6 4 Improvement in work efficiency
Allemanni P p Juan M. *  Standardization of work
*The enterprise learned how to calculate the estimate cost.
- 5S 55 Luciano G. Effects were minor.
Alpeco SRL Nll,gtg: ﬁ:gs -(;\ilﬁ{gesalvesr))ans’ 5 4,000,000 | - Stock control Stock control Juan M. 5 2 Improvement in work efficiency through warehouse housekeeping
J ' Discipline training Improvement in stock control (stock-outs, excess stocks)
. Textiles - Lr;g:jejgteivny of Process analysis Luciano G. ﬁsongwfezse:fects of improvement were observed but work is still in
Neuguén Textl (Sewing) (Shirts, trousers) 70 600,000 Delivery lead-time | line balance Juan M. 9 2 Improvement in productivity
shortening Parts, critical path +_Ability to produce small lots
TPM Luciano G. Evaluatlon was conducted through analyzing data.
. The enterprise couldn't be visited for around 20 days due to periodic
Servicios o From C1 to C5, Problems and Histograms Juan M. inspection of the plant
Buproneu SA Oil refining | Gasoline 10 - improvement themes in 4 2 + Since the plant is totally automated and plant monitoring and repairs
production distilled products. are outsourced, it was not subject to TPM.
*Analysis of nonconforming products through analysis of distillation
results
5S Antonio S. The improvement effect was large and a high evaluation was obtained.
Food Condiments, s ot work Stock control Luciano G. eRff;_ch_Jec:]lgn of stocks and improvement in warehouse control
Aldo Callieri SA | manufacturing | cooking 21 200,000 | 2> ayout ) 7 4 lclency . )
and retailing | ingredients improvement Work analysis Juan M Improvement in productivity through work improvement
Time study Improvement of the work environment
*The enterprise intends to continue requesting support from INTI.
5S Ester C. The improvement effect was large and a high evaluation was obtained.
Process analysis Adrian P Improvement in productivity
Cabarcos Motores : Car engine Production  lead-time | Pareto diagrams Antonio S. + Control standardization and improvement of the control setup
SRL Maintenarice maintenance 32 800,000 shortening Gantt charts Luciano G. 8 8 Improvement of production planning
Critical path Juan M * The enterprise intends to continue requesting support from INTI.
Scheduling
Process flow Adrian P The improvement effect was large and a high evaluation was obtained.
Tepuel SRL Textiles Trousers, coats, 70 3500.000 Production  planning, | POS information analysis | Antonio S. 9 2 Improvement in grasping of stocks through utilization of POS
(Unelen) sportswear s utilization of POS data Luciano G. Improvement in production control (small lot production)
Juan M *The enterprise intends to continue requesting support from INTI.




2)

3)

Features of Diagnosis and Support in Model Enterprises

The enterprises targeted in Neuquén and Villa Regina covered a wide range of sectors
including foods, textiles and machine maintenance, etc. Many of the targeted enterprises are
micro enterprises with a low level of management. Many of them either have no or not
enough middle managers, and only a few of them record and utilize data. Almost all of the
enterprises approached the PP with a positive and enthusiastic attitude.

Since the C/Ps have little enterprise experience and have never worked in manufacturing
environments, they were frequently unable to adequately grasp current conditions and
problems or compile specific proposals.

Because of the schedule, since half a day was spent on one enterprise at a time, there were
few opportunities to witness actual data collection and proposal implementation situations.
This was inadequate as practical training for the C/Ps. It is not possible to conduct adequate
diagnosis and support when working on 10 enterprises in approximately two months. It is
far too short a time to prepare reports and give workshop presentations after just five or six
enterprise visits.

Evaluation of Diagnosis and Support at Model Enterprises

Evaluation item 2 (Did you learn diagnosis and support techniques for business and
production management technology?) earned a low score from both the C/Ps and experts.
This indicates that there wasn’t enough time to carry out effective transfer of technology.

The highest scores were given by the enterprises, followed next by the C/Ps and then the
experts. This is thought to be because it was relatively easy for effects to be realized at the
enterprises that were receiving management technology diagnosis and support for the first
time.

Evaluation of practical training

»  The C/Ps mde some progress during the PP, however, they still lack the capacity to

autonomously respond to the needs of enterprises.

e There was not enough time or resources to guide the C/Ps or allow the C/Ps to take

autonomous actions. As a result, the technology transfer was limited.

 Almost all the enterprises taking part in the PP were dealing with management
technology for the first time. However, effects greater than anticipated were obtained
in those enterprises where the president was enthusiastic. Some enterprises remodeled
existing equipment or installed new facilities and displayed steady progress on each

visit.
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The enterprises were initially suspicious about the bottom-up approach (proposal of
improvements from the workplace) including 5S, however, they were surprised to see
how many useful proposals were generated and how employees were motivated under
such a system.
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CHAPTER 3
STRATEGY (DRAFT) FOR SUPPORTING RESOLUTION OF
PROBLEMS IN SMALL AND MEDIUM ENTERPRISES
(= DRAFT MASTER PLAN FOR DIFFUSION OF BUSINESS AND PRODUCTION
MANAGEMENT TECHNOLOGY)

3.1 Lessons and Issues from the Pilot Project (PP)
In the Progress Report (PR/R), the “‘Mission’ and Six ‘Policies’ (provisional) of the INTI department in
charge of management technology (hereinafter refered to as the INTI headquarters) were decribed,

followed by a part of the ‘Specific recommendations’ (Action Plan).

Table 3-1 Outline of Recommendations (Assumptions) in Stage 1

Item Recommendations (Assumptions) in Stage 1

“To contribute to the socioeconomic development of Argentina through
supporting problem solving in micro, small and medium enterprises based

Mission . . .
on business and production management technology geared to fostering
strong micro, small and medium enterprises.”

Policies Policy 1: INTI shall clarify the following necessary functions:

(D Needs survey function

@ Technology selection and development function

® Human resources development function

@ Micro, small and medium enterprises support function
Policy 2: Needs survey and technology selection and development
Policy 3: Implementation of systematic human resources development
Policy 4: Strengthening of links with external resources
Policy 5: Division of roles between INTI headquarters and regional centers

Policy 6: Organizational strengthening of INTI headquarters as the
department in charge of management technology

The Pilot Project that was implemented from September to the middle of November 2009 was
conducted with the aims of transferring technology to the C/Ps and verifying the above assumptions.
The lessons learned in the PP will be fed back to the Draft Master Plan for Diffusion of Business and
Production Management Technology and fully utilized to ensure that the said plan is feasible.
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311 Appropriateness of the INTI Mission and Policy concerning Support for
Problem Solving in SMEs

(D _INTI Mission and Policies
@ Strategies for realizing the Policies (strategies for realizing the actual functions)

(® Necessary organization for executing the Strategies (the desirable shape of the organization)
@ Concrete activities (draft A/P) based on the Strategies

(1) Mission of INTI headquarters

This Mission is in compliance with the primary INTI policy of “fostering strong micro, small and
medium enterprises™® and represents the desirable shape of INTI as a public agency.

Apart from INTI, there are almost no other official agencies which provide management
technology and other technical services to private sector enterprises. Moreover, in the W/S for
presenting the outputs of the Pilot Project, it was confirmed that SMEs desire even greater
services from INTI. In reality, in all the PP target areas, requests (contracts) for ongoing support
have been acquired from the PP target enterprises.

Similarly, support agencies (including administrative agencies) which conduct support services
for SMEs also highly regard the specialist know-how that INTI possesses in management
technology, and they strongly desire SMEs support utilizing the latent capability of INTI. In
Entre Rios Province, following completion of the first stage, the Concepcién del Uruguay NODO
started consulting services for 30 SMEs based on funding from CAFESG. This reiterates the
validity of this Mission.

Moreover, the expressions “diffusion of management technology” and “support of problem
solving in enterprises” focus attention on “management technology” and “problems faced by
enterprises” respectively. From the experience of the PP, it was confirmed that the latter
expression is more pertinent for carrying out support of enterprises.

(2) Necessary Functions of INTI

In the assumptions that were set in the first stage, Policy 1 was proposed as follows: “INTI shall
clarify the following necessary functions in order to realize its Mission.”

(D  Needs survey function

@ Technology selection and development function
@ Human resources development function

@ Micro, small and medium enterprises

28)From “Plan Estratégico del INTI, Diciembre de 2008”
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In the following paragraphs, the necessary functions of INTI shall be reconfirmed through

verifying the validity of Policies 2 through 6.

Policy 2: Needs survey function and technology selection and development function

ii)

(Functions @) and @)

When implementing enterprise support services, it is essential to grasp the support needs of
the enterprises, however, it wasn’t possible to confirm the needs survey activities of INTI
(NODO) either in the first field survey or the second stage (PP). Some AMPs are unsure
about how far their know-how is effective for resolving the issues of enterprises. This arises
from the fact that it is difficult to learn and acquire high priority management technologies
suited to actual needs without accurately gauging the issues that exist in enterprises.

So far new technologies have been introduced according to the interests of the AMPs, and
the selection of technologies for introduction or acquisition was determined according to
individual activities. In order to carry this out on an organized basis, as is proposed in the
said policy, it is necessary to select management technologies based on needs survey and to
develop and diffuse new management technologies within INTI.

Moreover, in the PP, themes were selected and improvement and guidance activities were
implemented in consideration of the limited time, however, enterprise needs include a
number of management technologies that have not yet been diffused within INTI. In view of
this situation, a setup for surveying enterprise needs and developing new management
technologies is proposed. (For details, see 4.1 Recommendations concerning Needs Survey
and Selection and Development of New Technologies).

Policy 3: Implementation of systematic human resources development (Function 3))

INTI is currently faced with a qualitative and quantitative shortage of human resources
capacity for supporting problem solving in micro, small and medium enterprises via
management technologies. So far INTI has strived to develop human resources, however,
contents of the conventional human resources development programs have lacked
systematic knowledge and theory in relation to management technology; moreover, since
past programs haven’t included practical training (OJT), trainees never had the opportunity
to actually apply and learn from the acquired knowledge.

The PP consisted of three days of training (applied theoretical training) and approximately
two months of practical training, thereby enabling human resources to be developed from
both the theoretical and practical sides. The applied theoretical training was designed to
systematically impart management technology knowledge and theory, and it had a positive
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iii)

impact not only or the participating INTI support personnel but also the owners and plant
managers of the PP target enterprises. Moreover, in the practical training based on OJT, the
AMPs experienced certainly acquiring management technologies and techniques via the PP,
and they were able to reaffirm the effectiveness and importance of that. (For details, see
Chapter 2 “Pilot Project Implementation and Evaluation”).

Policy 4: Strengthening of links with external resources (complementing functions (D~@®))

It is important for INTI to complement its capacity for realizing the said four functions
through collaborating with external agencies, however, it is clear that both the INTI regional
centers (NODO) and INTI headquarters lack awareness of the resources possessed by these
external agencies and have little interest in the merits that can be gained from collaborating
with them.

In reality, various supports were obtained through collaborating with external agencies in
implementation of the PP (for example, attraction of participants to the W/S and provision
of venues, etc.). It was also found that, in addition to external support agencies, private
sector enterprises also have useful human resources who have a strong grounding in
management technology. Moreover, the fact that officials from external agencies are
members of the Certification Committee within the certification system currently being built
highlights the importance and validity of this policy.

Notable among the lessons learned from the PP is the need to strategically implement
planned enterprise support activities through “strengthening collaboration with agencies
which possess financial resources.” Many enterprises want to continue receiving support
services following the end of the PP, however, they are frequently unable to do so due to
funding difficulties. It may be possible to cover service expenses through forming enterprise
support utilizing the support schemes implemented by provincial governments and other
donors, etc.

INTI sets the minimum consulting fee per enterprise at around AR$2,100/month (=
AR$528/day), however, in reality prices vary depending on the center and enterprise
concerned. There have been contracts with some enterprises where the fee was far lower
than this. Moreover, in the equipment support scheme implemented in Mar del Plata,
enterprises (industrial associations) and the provincial government bore 50% respectively.
Moreover, CAFESG provides full subsidization.

It is extremely important for realizing INTI policies to develop planned and strategic

enterprise support schemes (or projects) through strengthening links with such external
agencies, especially agencies which possess financial resources.
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iv) Others (Policies 5 and 6)

In the first stage assumptions, Policy 5 “Clarification of the division of roles between INTI
headquarters and regional centers” and Policy 6 “Organizational strengthening of INTI
headquarters as the department in charge of management technology” were proposed. From
the second stage, organizational reform incorporating these proposals has already been
commenced. For details, see Section 3.3.1 Organizational Reform of INTI.

3.1.2 Issues and Lessons concerning Training Systems

As was mentioned earlier, the need for systematic human resources development functions was

reaffirmed in the PP. The notable lessons learned from the theoretical training and practical training in

the PP are indicated below. These were fed back to the training plan and the plan was reviewed

according to necessity.

In the applied theoretical training, curriculums that enable knowledge to be systematically
organized are needed. (=Introduction of the 3-module system)

When implementing theoretical training, since working as W/S lecturers is highly effective for
acquiring knowledge, this will be an essential step in future training too.
(=Introduction of a system whereby trainees serve as lecturers in applied theoretical training)

Since enterprises are not used to implementing improvement activities, they sometimes take a
long time to finish homework in the initial stage of improvement activities. They also need to
compile practical training plans with a view to realizing improvement effects.

(=Reflection in the overall 3-month OJT plan)

In the PP, due to the time limitations, enterprise visits were implemented as daylong activities
(morning and afternoon), however, in order to realize more effective practical training, it is
effective to secure time for reviewing the diagnosis and support activities (organizing the
management tools) on the ground.

(=Introduction of a system for half-day enterprise diagnosis and half-day review in the office)

The importance of daily diagnosis reports in implementing enterprise diagnosis and improvement
activities was reaffirmed by the AMPs.
(=Thorough practice of the diagnosis daily report system in practical training)
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3.1.3 Issues and Lessons concerning Qualification Systems

Upon analyzing the capacity of the AMPs via the PP, it was revealed that they greatly lack in guidance
experience on the ground (practical training experience). Meanwhile, the AMPs who have acquired a
certain degree of capability, even if only in specific fields, tend to have relatively extensive guidance
experience in the workplace. The following paragraphs describe the important points that came to light
in the PP concerning the ATG qualification requirements and qualification system.

e The ATGs need to acquire a broad range of theory and knowledge through structured theoretical

training.

e Many of the AMPs are capable of implementing analysis when the collection of data is
completed in enterprise analysis, however, they are unable to give specific instructions to
enterprises concerning what kind of data to collect. Since this is something that cannot be learned
in textbooks, in the ATG qualification process, “Workplace experience for a certain number of
years” has been made a qualification test condition in addition to “Theoretical training.”

e The points that require improvement are deduced by subtracting current conditions from the
theory (the desirable shape of enterprises), however, this ‘desirable shape of enterprises’ also
differs according to the sector and product. Even if understanding is acquired in a theoretical
sense, the ability to observe and grasp the current conditions of enterprises can only be acquired
through practical experiences. The training system proposed in Section 3.1.2 also naturally gives
consideration to this point, however, in the ATG qualification examination, it has been decided to
assess “Practical capability” including skills of observation through combining written test with
an oral test.

* Inthe WI/S that were implemented at the end of the PP too, the importance of securing reliability
in the technical support capability of the INTI AMPs was reconfirmed. It was decided to
thoroughly enforce procedures geared to building a certification scheme compliant with
ISO17024 to ensure that the ATG qualifications are reliable and beneficial to the public.

3.2 Strategy of Support for Problem Solving in SMEs
Bearing in mind the aforementioned lessons from the PP, a master plan (draft) for implementing
support of SMEs through management technologies by INTI will be proposed. Considering that

internal organizational reform is already taking place in INTI, the said proposal will basically
comprise the following contents.
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Master Plan (Draft) for Support of SMEs through Management Technologies
1. INTI Mission and Policy

The mission of INTI (PEAT) is as follows: “To contribute to the socioeconomic development of
Argentina through supporting problem solving in micro, small and medium enterprises based on
business and production management technology geared to fostering strong micro, small and
medium enterprises.”

2. The INTI Policy shall be to carry out the following functions in balanced fashion in order to realize this
Mission.

Function @ Survey function regarding the problems and management technology needs of micro,
small and medium enterprises (PyME)

Function @ Function of selecting and developing management technologies suited to the
problems of PyME

Function 3 Human resources development function for nurturing personnel to support problem
solving by PyME

Function @ Function of implementing PyME problem solving support through management
technology

3. It is proposed that INTI implement individual concrete activities based on the following strategies in
order to fulfill the above four functions.

Strategy 1: Build a setup which can introduce new management technologies and apply them to
enterprises.

Strategy 2: Carry out the planned development of support personnel who have strong grounding
in theory and practical experience.

Strategy 3: Implement a qualification system for support personnel based on public qualifications.

Strategy 4: In order to widely extend support activities for problem solving in PyME, carry out
the organized and planned expansion of support centers and strengthening of links
with external agencies (in particular support sponsors).

Strategy 1: Build a setup which can introduce new management technologies and apply them to
enterprises.

Establish a Management Technology Development Committee and Working Groups
inside INTI in order to work on selecting new management technologies based on the
needs of micro, small and medium enterprises and introducing them to enterprises on a
trial basis. Through opening new training courses on the management technologies
deemed to be effective, build a setup for disseminating the said technologies within INTI.

Strategy 2: Carry out the planned development of support personnel who have strong
grounding in theory and practical experience.

Compile a training plan based on the required qualifications of PyME problem solving
support staff (ATG), and carry out structured and practical human resources development
which combines theoretical training with practical training. For the planned
implementation of this training, secure the necessary lecturers and participating private
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Strategy 3:

Strategy 4:

enterprises, and give priority to the utilization of the trained ATGs in the necessary areas,
at the necessary times and in the required numbers.

Implement a qualification system for support personnel based on public
qualifications in the future.

Considering the possibility that the qualification system (ATG qualification system)
recognized by INTI will be applied to external human resources development in the
future, secure credibility and higher public benefit through conferring ATG qualifications
based on a certification scheme that complies with 1S017024%.

Based on this, establish a Qualification Committee which appropriately and fairly
represents the interests of stakeholders, and have this committee examine and approve all
the necessary decisions.

In order to widely extend support activities for problem solving in PyME, carry out
the organized and planned expansion of support centers and strengthening of links
with external agencies (in particular support sponsors).

Also in the areas where problem solving support activities for micro, small and medium
enterprises are not implemented (areas having no NODOQ), compile regional extension
plans and implement planned activities to establish new NODO with a view to
guantitatively expanding support. Also, through carrying out the planned strengthening of
links with external agencies (in particular sponsor agencies capable of providing financial
support), increase the opportunities for supporting enterprises.

3.3 Organization for Executing the Strategy

The previous section (3.1) touched on the appropriateness of the INTI Mission and Policy bearing in

mind the lessons learned from the Study and Pilot Project. Moreover, in Section3.2, the strategies for

realizing the

policy (strategies for fulfilling the necesary functions) were described.

D INTI Mission and Policies
@ Strategies for realizing the Policies (strategies for realizing the actual functions)
@ Necessary organization for executing the Strategies

@ Concrete activities (draft A/P) based on the Strategies

29)International standard for agencies which certify the qualifications of individuals who satisfy certain

conditions
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3.3.1 Organizational Reform of INTI

In the Progress Report that was approved in the Steering Committee of August 20, 2009, the
importance of strengthening the organization of INTI headquarters as the department possesing the
budget and command authority essential for the execution of policies was pointed out. As one
approach, it was proposed that the PEAT, which is currently the program supervising department
(horizontal department), should be reorganized along vertical lines.

In December 2009, INTI underwent reorganization including the aforementioned contents proposed by
the JICA Study Team and the new setup was officially announced.

Under the new organization announced in Decmeber 2009, the Strategy Headquarters came to
formulate the long-term strategy of INTI and to adopt responsibility for resolving urgent and important
issues, while the operation headquarters assumed the role of implementing the activities planned by
the Strategy Planning Department.

PEAT (Programme Ensayos y Asistence Technica), which had conventionally functioned as a program,
was realigned as a headquarters, and it was annoucned that it would be succeeded by the Consumer
and Manufacturing Support Department (Programa de Asistencia a Cosumidores y a la Industria
Manufactura) in the above Strategy Headquarters.

Under the Strategy Headquarters, the following five departments ware Organized. And they
commenced activities as Programmes until the Diet officially recognizes them as departments.

»  National Technology Strengthening Department (Programma de fortalecimiento Tecnologico del
Estado)

»  Social and Regional Promotion Department (Programma de Extension Social y Teritorial)

e Consumer and Manufacturing Support Department (Programma de Assistancia a Consumidores y
ala Industria Manufactura)

e Service and Environmental Department (Programma de Industrial de servicio y Ambiente)

* International Cooperation Support Department (Programma de Asistencia Cooperacion
Internacional)
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Since the Consumer and Manufacturing Support Department under the Strategy Headquarters will be

International

Cooperation Support
Department

Figure 3-1 Outline of the New INTI Organization (December, 2009)

in charge of strategies concerning enterprise support services based on unique technologies and
provision of enterprise support services via management technologies, it should be possible to conduct
more effective support activities for enterprises. Meanwhile, the existing NODO will belong to the
Operation Headquarters, and it is forecast that the currently implemented routine enterprise support
diffusion activities will be implemented not by the Strategy Headquarters but by the NODO (under the
Operation Headquarters).

In future, it will be important to clarify the scope and term of work under the Strategy Headquarters
(or the Manufacturing Support Department) and coordinate it with the work implemented by the
regional centers and NODO.

3.3.2 Capacity Development Program for Supporting Problem Solving in SMEs

In line with this reorganization, since the various subordinate parts will be oficially recognized as
departments such as the Consumer and Manufacturing Support Department, it will be necessary to
follow the prescribed procedures including national diet approval. During the period until official
approval is given, activities for realizing the INTI strategies will be commenced as the Capacity
Development Program for Supporting Problem Solving in SMEs, and it is proposed that the following
three projects be deployed under this:

*  Suppot Personnel and ATG Qualification Project
e Diffusion and Development Promotion Project
¢ New Management Technologies Development Project
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Figure 3-2 shows the proposed Capacity Development Program for Supporting Problem Solving in
SMEs.

[ Consumer and Manufacturing J

SupportDepartment
I
e e memmememee .
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| |
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Human Resources Developmentand ATG
Qualification Project

@ Compilation,implementation and management of
human resources developmentplans

_[ Qualification Certification Committee ]

@ Operation ofthe ATG qualification system
@ Implementation of qualification examinations

Diffusion and Development
Promotion Project

L @®Compilation of regional extension plans
(establishmentof new NODO)

@ Strengthening of collaboration with external supportagencies
(compilation of enterprise supportschemes)

New Management Technologies
Development Project
ManagementTechnology
Development Committee
—[ Working Groups (WG) ]

Figure 3-2 Capacity Development Program for Supporting Problem Solving in SMEs (Draft)

(1) Human Resources Development and ATG Qualification Project:
This project shall have the following two objectives

(D Compilation, implementation and management of support personnel development plans

concerning all ATG nurturing in INTI

© Establishment of the ATG qualification system and implementation of qualification

examinations

The implementation term shall be three years, during which time (at least) the Strategy
Headquarters shall have jurisdiction over this program. At the end of this period, the program will
be shifted to the setup which enables the most effective and efficient human resources
development and qualification through transferring activities to the existing INTI qualification
department or training department and so on.
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In particular, among the requirements to certification agencies, 1SO17024 raises the following
principle: “The certification agency must not offer or provide training unless it can guarantee that
the training is not related to the evaluation or certification of test candidates and does not
interfere with confidentiality and impartiality.” (See 4.3 for details). Therefore, when applying
the ATG certification system beyond INTI and attempting to secure the reliability and public
benefit of said system under 1SO17024, it is necessary to clearly separate decision-making
authority (decision makers) regarding the human resources development (training) department
and qualification certification department.

Concerning establishment of the ATG qualification system, a Qualification Certification
Committee shall be established to appropriately and fairly represent the interests of stakeholders
according to 1SO17024. The credibility and public benefit of this ATG qualification will be
secured through requiring that all decisions concerning the qualification scheme are approved by
this committee.

Concrete activities will include the planning, implementation and operation of theoretical training
and applied theoretical training, compilation of ATG qualification examination problems,
implementation of the examination, grading of tests, implementation of the procedures required
for 1SO17024 acquisition and so on.

Diffusion and Development Promotion Project

This project shall have the following two objectives:

@ In areas where NODO are not yet established, diffuse enterprise support services through

the INTI management technologies and establish new NODO.

@ Strengthen collaboration with external support agencies (especially agencies including
international aid agencies which possess funds for activities or projet budgets) and form
enterprise support schemes.

Two years is envisaged as the project period (the time required until a new NODO is established
in an area). Following completion of the project (after the new NODO have been established), the
new NODO will implement the usual enterprise support activities under the jurisdiction of the
new Operation Headquarters.

Concerning the formation of enterprise support schemes through strengthening of collaboration
with external agencies, it is estimated that two or three years will be needed to prepare for a
single support scheme, and it shall be intended to develop one project a year through
simultaneously conducting the ongoing development of collaboration agencies and
implementation of preparations for multiple projects.
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Concrete activities will include the compilation, implementation, operation and coordination of
difusion and development plans for establishment of new NODO (local extension plans), survey
of external support agencies, exchange of opinions with such agencies, unearthing of support
schemes, formation of projects and so on.

New Management Technologies Development Project:

The objective of this project shall be to select and develop new management technologies which
don’t exist in INTI based on the needs of enterprises.

The length of projects for developing new management technologies differs according to the
technology concerned, but assuming that one or two years is needed, the newly developed
technologies will be stated in manuals for diffusion inside INTI and reflected in support
personnel development plans (training plans).

A Management Technology Development Committee composed of external experts and INTI
resources shall be established, and this shall examine and approve any technical decisions that
need to be made. Working Groups (WG) shall be established under this committee to implement
“trial introduction” work geared to measuring the effectiveness and impact of new management

technologies.

These projects are summarized in the manner shown in Table 3-2 Summary of Capacity
Development Program for Supporting Problem Solving in SMEs.

Moreover, in Chapter 4 (Concrete Recommendations (Draft) for Realizing the Strategy of
Support for Problem Solving in SMES), specific procedures are described for implementing each
activity.

Bearing in mind the above points, an overall image of the Strategy concerning support for
problem solving in SMEs is indicated in Figure 3-3.

Concrete implementation procedures (draft) for each activity are described in Chapter 4:

Concrete Recommendations (Draft) for Realizing the Strategy concerning Support for Problem
Solving in SMEs.
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Table 3-2 Summary of Capacity Development Program for Supporting Problem Solving in SMEs

PROJECT OBJECT / GOAL PERIOD INDICATOR ACTIVITY

Project for Human Human Resource Development 3 years Number of Management of “Training of ATG”

Resource Development Trained ATG Total Planning of Training Courses.

Plan and ATG (Selection of Trainees and Trainers, Preparation of Text, etc.)

Certification System. Preparation, Planning and Administration of Theoretical Training

Preparation of On the Job Training (OJT), (Selection of Model enterprises)
- & Management of On the Job Training (OJT) (Including, Seminar)
e s Final Evaluation, etc.
E 2 Formulation and Implementation 3 years Number of Management of “ATG Certification System”
g’ év of “ATG Certification System” Certified ATG Implementation of Relevant procedures(ISO17024,etc.)
as Implementation of Examination of Certification of ATG
53 Announcement of Results and Certificate of ATG
E_ & | Technology Diffusion Establishment of New-NODO. New NODO Number of Preparation and Planning of “Technology Diffusion and Development Plan”.
T % and Development (Regional Development) [ 2-3years Established Implementation of PR Seminars (PR, / Announcement of Good Results)
a a | Project. NEW NODO Coordination with NODO
2 = Strengthening of collaboration New Number of Collaboration and Negotiation with Relative Organizations(State Government,
S 5 with external agencies with project™® Developed Industrial Organization etc.)
g § Financial Resources and /1 year new project Research of External Fund and Formulation of Assistance-Project
2 Formulation of Assistance Project.

Development Project Development of “New One Number of Study on Current Situation of Small and Medium Enterprises (SMEs)

of “New Management Management technology | developed New Needs Survey

Technology” Technology” /1 year Management Operation and Steering of “Comité de Desarrollo de Técnologia Gestién”

Technology Follow-up and Support for Working Gourp(WG)

Development and Selection of “New Management Technologies”

%0 Each project will be prepared for 2-3years




3.3.3 Realization of the NODO Organization

In addition to he organizational recommendations concerning the INTI Strategy Headquarters, the
following contents are recommended concerning the organization of existing NODO.

Although the term ‘NODOQO’ is frequently used inside INTI, confusion arises from the fact that this is
not a legally or officially defined title. It is thus proposed that the definition of NODO be established
and that it be treated as an official title with equal status to the test and research sections of regional
centers, etc. (The same thing can be said of the AMP title too, and similarly it has been proposed that
this definition be clarified and a new title be introduced. As a result, it has been decided to adopt ATG
as an official qualification).

For example, the following definitions are recommended for NODO (which could also be renamed as,
for example, ‘Enterprise Support Centers’), and it is also recommended that the NODO, which have
tended to be somewhat belittled so far, be recognized as official organizations.

Table 3-3  Definitions of NODO (Draft)

Definition of NODO (or a separate title)

Subordinate organization of a regional center possessing one or
Period until the ATG qualification | more enterprise support staff member in specific business and
system is established production management fields and not receiving support from
other NODO®" (or a part of such organization)

Subordinate organization of a regional center assigned with at
least one qualified ATG and providing enterprise support
services through management technologies (or a part of such
organization).

After the birth of qualified ATGs

Also, the subordinate organizations currently in the NODO preparatory phase have a different
definition as quasi-NODO (or a separate title).

E.g.) Quasi-NODO: Subordinate organization of a regional center assigned with at least one staff member
who has received 3 months of OJT and providing enterprise support services through management
technologies.

31)The NODO in Buenos Aires is an exception because it is not regarded as a ‘subordinate organization’ of a
regional center.
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CHAPTER 4
CONCRETE RECOMMENDATIONS (DRAFT) FOR REALIZING THE
STRATEGY OF SUPPORT FOR PROBLEM SOLVING IN SMES
(= DRAFT ACTION PLAN FOR DIFFUSION OF BUSINESS
AND PRODUCTION MANAGEMENT TECHNOLOGY)

(D INTI Mission and Policies

@ Strategies for realizing the Policies

(® Necessary organization for executing the Strategies

@ Concrete activities (draft A/P) based on the Strategies

(1) Strengthening International Competitiveness and the Effectiveness of Business and Production
Management Technology in SMEs in Argentina

Following the economic crisis of 2001, Argentina enjoyed sound economic growth with a GDP
rate of increase of 8.7% per annum from 2003 to 2007, and business conditions for SMEs also
displayed good recovery during this period. However, the financial crisis that originated in the
United States in 2008 has had a profound impact on Argentina’s SMEs and is causing serious
problems such as deceleration of growth and reduction of sales.

Currently, the most commonly voiced support need among SMEs is financial support, however,
financial supports for SMEs are inadequate, for example, SMEs are basically excluded from
receiving bank loans. In view of these conditions, it is necessary to provide multi-faceted support
for SMEs in the areas of business and production management, marketing and human resources
management.

In particular, for SMEs which have to secure profits amidst economic recession and dwindling
sales, elimination of waste is an extremely important business issue but one which can be started
without making a major investment outlay. Moreover, the improvement issues in which
significant improvements were realized during the Pilot project (PP), i.e. Delivery lead-time
shortening via small lot production, Reduction of manufacturing costs through cost accounting,
Production planning and Stock management, are the issues that require the most urgent attention
from Argentinean SMEs in the present recession.

It is business and production management technology which makes it possible to tackle the
important issues in SMEs, and depending on how improvement issues are set, it becomes
possible to conduct multi-faceted analysis of problems and provide expansive support for
enterprises (support in collaboration with unique technologies, etc.). In this way, in order to
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strengthen the international competitiveness of SMEs in Argentina, the establishment and
strengthening of the support setup for SMEs will be extremely important and effective.

Role of INTI in Enterprise Support via Business and Production Management Technology

INTI occupies an important position within the National Science and Technology System®?, and
it provides services to the production sector with the purpose of developing and transferring
technologies in the industrial field. In particular, INTI is the only public agency at present that is
capable of providing services in the business and production management technology field.
Moreover, according to information garnered from directors of SMEs, administrative agencies
and industrial groups targeted in the Study, there are also extremely few private sector consultants
who are able to provide such services.

Moreover, being a public agency, INTI actively provides services to micro, small and medium
enterprises which private sector consultants are unwilling to assist because of their poor ability to
pay. Accordingly, INTI enjoys the high esteem and trust of the government and private sector
SMEs, and it is increasingly anticipated that INTI will play a central role in the SMEs support

system using management technologies from now on.

In order to strengthen and expand this SMEs support system based on business and production
management technology centering on INT]I, the JICA development study here made the following
five concrete recommendations:

4.1 Recommendations concerning Needs Survey and Selection and Development of New

4.2 Recommendations concerning the INTI Training Systems:

4.3 Recommendations concerning the ATG Qualification System:

Technologies

Promote development of new technologies based on enterprise needs via establishment of
an expert committee involving external officials and utilization of working groups.

Introduce a systematic and practical training system that includes theoretical training,
applied theoretical training and OJT with the objective of nurturing enterprise support
personnel who have both solid theory and practical skills.

In place of the current vague skill evaluation criteria for support personnel (AMPs), build a
trustworthy qualification certification system (ATG certification system) based on

qualification requirements and examinations.

32)In addition to INTI, this system also comprises the National Council for Science and Technical Research

(CONCET), the National Institute for Agricultural Technology (INTA), the National Commission of Atomic
Energy (CNEA), universities and other agencies.
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4.4

4.5

Recommendations concerning expansion of Enterprise Support Activities through
Establishment of the New NODO (Provincial Expansion Plan):

Through carrying out the planned establishment of new management technology diffusion
bases (NODO), promote the regional extension of enterprise support activities via
management technology.

Recommendations concerning Strengthening of Collaboration with External Agencies:

Through collaborating with external agencies, in particular through strengthening ties with
agencies that possess financial resources, promote the unearthing of support schemes and
formation of projects.

4.1 Recommendations concerning Needs Survey and Selection and Development of

New Technologies

41.1

Current Conditions and Problems of Enterprise Support via Management

Technologies

(1) Limits of Existing Management Technologies

INTI currently provides management technology services®® to local micro, small and medium
enterprises through the AMPs who are assigned to the regional centers (NODQO). The basic
management technologies, in particular 5S, SMED and layout improvement, etc., which were
introduced in the previous JICA development study, are the main components of management
technology know-how possessed by the existing AMPs, however, it cannot be said that adequate

support measures are provided for the issues faced by enterprises.

The following three causes can be considered for this problem:

@

@

The AMPs lack the capacity to apply management technologies and provide guidance to

enterprises.

The expert know-how needed to respond to issues in enterprises is only held by a few

limited individuals in INTI; moreover, since this know-how is not of an adequate level, it is

not established as management technology.

It is difficult to handle the issues faced by enterprises using only the management

technologies possessed by INTI.

33) Strictly speaking, management technologies should be distinguished from management techniques, however,
for the purposes of these recommendations, unless otherwise specified, management technologies shall be

assumed to also include management techniques.
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Concerning the above capacity of AMPs (D) above, recommendations are given in Section 4.2,
while the following paragraphs focus on points @ and @.

The visit surveys of provincial enterprises revealed that many enterprises cannot implement stock
control because they don’t know how to fully utilize their own computers, and even if enterprises
desire to conduct environmentally friendly improvement in productivity, they cannot realize this
relying solely on the management technology in INTI. These problems arise from the fact that
INTI does not have the setup to introduce, apply and develop new important management
technologies.

Necessity for Selection of management Technologies Suited to Needs and Development of New
Technologies

There is clearly a need for new management technologies not currently possessed by INTI,
however, it would require massive effort, time and cost to introduce all of these. Rather than
academically covering all management technologies, it is important to select (choose) those
management technologies which have a high degree of urgency or priority for SMEs at the
present time. This selection of management technologies is only possible when based on the
support needs of SMEs, and it is sometimes necessary to also develop new management
technologies. The newly selected technologies will be introduced on a trial basis at specific
NODO, etc. and will be extended to the rest of INTI (other NODQ) only after the effect has been
confirmed.

4.1.2 Desirable Shape concerning the Selection and Development of Management

Technologies in INTI

Therefore, in order to resolve the problems confronting INTI’s enterprise support services, it is

necessary to establish the following kind of setup for introducing and developing new management

technologies:

CRCNCNGC)

©

Implementation of survey of enterprise support needs (unearthing of issues)
Establishment of a Management Technology Development Committee (provisional title)
Selection of new management technologies

Trial introduction (Pilot Installation: PI) of new management technologies

= (Establishment of working groups)

Diffusion of new management technologies within INTI

=Reflection in training curriculums (theoretical training/3-month OJT)

The flow of management technology selection and development is as follows.
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INTI Headquarters (PEAT) Regional NODO

(DEnterprise needs survey |

- Utilization of information in external collaboration agencies - Enterprise diagnosis surveys by AMPs
- Joint survey with external collaboration agencies | Enterprise needs memos
- Information collection from seminars /

and research meetings,
etc.

Enterprise needs - Information collection from seminars and research
survey reports meetings, etc.

. 2

| @Management Technology Development Committee

- Analysis of needs survey reports

- Selection of management technologies
- Compilation of trial introduction plans

11

@Working Groups (WG)

- Analysis and evaluation of trial introduction results - Selection of enterprises for trial introduction of new

Q If effects are recognized

®)Diffuse within INTi as a new technology

management technologies
- Trial introduction at test enterprises
- Analysis and evaluation of introduction results

-Reflection in theoretical training/3 months of OJT

Figure 4-1 The Flow of Management Technology Selection and Development

4.1.3 Concrete Activities for Selection and Development of Management

Technologies

(1) Implementation of survey of enterprise support needs (unearthing of issues)

1) Independent survey by INTI

INTI has already conducted enterprise support in various areas. In addition to centrally

managing and analyzing in PEAT the enterprise support needs gathered through past

diagnosis and support in enterprises, the regional network of NODO will be utilized to

continue identifying support needs and issues in enterprises.

SNECHONCRS

Information sharing and analysis through needs survey reports

Enterprise survey by support personnel (ATGS)

Survey and analysis via specialized journals, literature and internet

Questionnaire survey of participants in INTI training seminars

Information collection from participants in training and seminars staged by industrial

associations and local governments
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Survey based on collaboration with external agencies

In addition to the above independent surveys, INTI will obtain the cooperation of external
agncies for implementing wider and deeper surveys. It can either implement these in a joint
effort with specific agencies, or it can utilize the surveys and data analysis that are
periodically implemented by specific agencies.

Utilization of government statistical data
Information collection from agencies implementing assistance programs
Survey of industrial associations

CRENCNG)

Exchange of Opinions and Information by the Regional Micro, Small and Medium

Enterprise Support Liaison Committees

(2) Establishment of the Management Technology Development Committee (provisional name)

The Management Technology Development Committee (provisional name) will be established as

the organization for selecting and developing the management technologies that need to be

tackled by INTI. Established within Programa de Asistencia a Cosumidores y a la Industria

Manufactura, this committee will have technical and specialist responsibility as an advisory

group for developing management technologies. Concrete activities will be as follows:

o)
@

® ©

Q ©

Compilation of enterprise needs survey plans (annual plans)

Analysis of current conditions and problems of micro, small and medium enterprises (based

on enterprise needs survey reports)
Analysis of management technology needs (based on enterprise needs survey reports)

Compilation of plans for the selection and trial introduction of management technologies

responding to needs

Appointment of members of working groups (WG) for implementing the trial introduction

of selected management technologies
Analysis, evaluation and feedback of the results of trial introduction

Preparation of written recommendations for the ATG training plan aimed at diffusing the

new management technologies deemed to be effective within INTI

Committee composition: (members will be selected from personnel with practical work experience)

Chairperson : Selected from among the committee members

Member . SEPYME

Member . BA Department of Production (Santa Fe Department of Production)
Member . UIA

Member . ADIMRA
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Member : Universities (BA University, UTN, etc.)
Member . INTI enterprise support personnel (ATG) (considering distribution between
different fields and areas)

In addition, specific industrial associations will be asked to participate as observers as the need
arises.

(3) Establishment of Working Groups (WG)

In order to verify the effectiveness of the management technologies selected in the
abovementioned Management Technology Development Committee, the technologies will be
introduced on a trial basis (PI) to enterprises. These trial implementation activities will be
implemented by the working groups (WG) appointed by the committee at specific enterprises
selected in NODO areas.

When implementing these trial introduction activities, in cases where huamn resources capable of
providing guidance in the selected technologies donot exist in INTI, external experts will be
utilized.

4.2 Recommendations Concerning the INTI Training Systems

4.2.1 Condition of AMP Training

Talks with the AMPs revealed that trainees do not highly rate the 5-day training courses implemented
by INTI headquarters (Buenos Aires NODO) before the start of this development survey. The
following opinions were common: “Only touches on piecemeal management technology,” “Not useful
for enterprise guidance,” and “Similar to review of theory learned at university.”

On the other hand, the AMPs highly rate the JICA training in Japan. In particular, most were of the
view that practical learning in actual enterprises was far more useful than theoretical training in the
classroom. Also, many of the AMPs in Rosario said that they had learned a lot from experts and SVs
through the years.

Almost all members said that OJT (On-the-Job-Training), where new members accompany AMPs in
enterprises, is essential for learning how to apply theory to actual situations. However, OJT does not
show what management technologies to apply, and to what level, in a planned and systematic manner.
Moreover, since OJT is conducted through closely linked NODO and human networks, there is little
room for involvement by the INTI headquarters.
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4.2.2 Training Problems

1)

)

@)

(4)

New Management Technologies

INTI has no setup for developing new management technologies and introducing them into its
organization. The management technologies (5S, Kanban, single tooling, layout improvement,
Kaizen, 7 tools of QC), which were introduced in the previous JICA development study, are
frequently used for disseminating INTI, however, INTI does not possess the functions for
researching, developing and applying other important management technologies.

Selection of Appropriate Management Technologies

The management technologies that should be applied based on the problem analysis in
enterprises are not always selected. Among the AMPs interviewed, some attempt to simply apply
management technologies which they can offer guidance in themselves, rather than grasping the
problems of enterprises and selecting improvement themes based on urgency and importance.
Also, in the opinions exchange meeting with the AMPs who participated in the PP, a number of
AMPs said that improvements sometimes fail to progress due to stubborn adherence to the
introduction of specific management technologies. This is not the purpose of management
technology diffusion. The goal must be to “support problem solving by enterprises based on
management technology.”

Fluctuation in the Level and Scope of Management Technologies between NODO

There are large fluctuations in the scope and level of management technologies that can be
applied to problems in enterprises by NODO. For example, INTI Neuquén has high capacity to
provide guidance on 1SO 9001, HACCP and BPM to food enterprises, however, its ability to
implement consulting on productivity improvement and marketing using management
technologies is almost zero®. Rosario NODO, which is said to be advanced, has high consulting
capacity concerning production management, however, it cannot conduct guidance in the
marketing and cost control fields.

Unclear Required Capacity Level of AMPs

The required capacity levels of AMPs are not specified (even though this issue is being examined
in INTI headquarters). Therefore, new recruits of six months and veterans of 15 years or more are
similarly described as AMP, even though they have totally different capacity. This situation is
leading to the following problems:

34) Support capability has subsequently been improved via the PP.
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(6)

(")

 Since there are no clear specifications concerning the required knowledge, experience and
ability of AMPs, training needs indicating what has to be learned and to what level cannot be
clarified.

» Because AMP can refer to a wide range of ability levels, the title of AMP has lost some of its
credibility.

Planned Development of AMPs

The planned development of AMPs is not carried out. Development of AMPs starts from the
definition of targets and clarification of what management technologies to teach and to what level.
After that, training which effectively combines classroom learning with OJT should be
implemented on a planned basis. Assuming that training needs are the gap that exists between the
current conditions of AMPs and the goals described in (7), effective training cannot be
implemented if the desired goals are unclear. Furthermore, actual OJT is based on the assumption
that appropriate clients exist. A prerequisite for OJT implementation is the existence of clients
who want to apply the management technologies that need to be taught to new recruits, however,
creation of such opportunities is more or less left to chance. Moreover, OJT utilizing such
opportunities is only implemented between NODO that have close links. Accordingly, current
AMP training in many respects is not implemented in a planned and systematic manner.

Training System

The relationship between theoretical training and OJT is weak. The 5-day theoretical training
conducted at Miguelete only touches on management technology and does not give trainees the
capacity to conduct guidance in enterprises. Efficient development of human resources can be
conducted through combining classroom theory with OJT, however, both components are
currently conducted disparately.

Theoretical Training

The theoretical training only introduces fragmented management technologies. INTI support for
problem solving in enterprises currently focuses on the production management field. Irrespective
of whether or not support fields are widened in future, the area covered by existing theoretical
training is limited to specific technologies in production management. Even looking at just this
production management field, this theoretical training is not enough for the AMPs to acquire the
necessary support capacity. They also need to acquire understanding of peripheral fields such as
business strategy, marketing/sales, personnel management, financial accounting and IT, etc. as well

35)

as to give advice necessary for consulting, etc®’. Furthermore, concerning the production

35)Reference Material 1 and 2 show the required capacity and training subjects of AMPs and their counterparts

in Japan, i.e. SME diagnosticians.
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(8)

)

management field, in which the central theme is management technology, the central targets are
PQCD, i.e. productivity, quality, cost and delivery, and management technologies correspond to
each goal. However, the curriculum for theoretical training includes specialized high-level
management technologies such as the Kanban®® system and Kaizen, etc. Accordingly, rather than
dealing with standard improvement procedures, Kaizen (improvement), which refers to bottom-up
ongoing improvement, is introduced in a manner lacking consistency. Meanwhile, basic techniques
such as work improvement, standard work, production scheduling and load planning, etc., which
are essential for supporting improvement in SMEs, are omitted from curriculums.

Efficiency and Effectiveness of OJT

OJT based on field trips by veteran AMPs is neither efficient nor effective. Veteran AMPs visit
NODO and implement OJT for new recruits while conducting consulting services. On first
appearances, this appears to be the simultaneous advancement of client expansion and OJT,
however, three problems exist. First, when guidance contracts finish and veteran AMPs stop
going to clients, it is difficult for the trainee AMPs to uncover improvement themes and see these
through to contract renewals and guidance with existing clients. Even if contracts are renewed, if
guidance is provided based on incomplete management techniques, there is a risk that the
reputation of INTI will be adversely affected. Secondly, implementation of effective and efficient
OJT is conditional on appropriate clients and pertinent improvement themes being in place,
however, in the current situation clients and techniques are selected by chance and it is not
possible to conduct OJT in planned fashion. The third problem concerns the time used when
veteran AMPs (who have high time value) travel to and forth between their base NODO and the
NODO where they are needed.

Training Materials

Training materials are not available. PowerPoint resources and documents created in each NODO
are used as training materials, however, taking the example of 5S, materials made by each AMP
are used but there are no standard INTI materials®”. Considering that standard texts will be
needed for the qualification system described in 4.3, it will be necessary to have INTI certified
textbooks for each curriculum.

36) Kanban system merely refers to the information system whereby later processes give production orders or

orders to move work in progress to prior processes; it is inappropriate to use the Kanban system name to
describe the Toyota production management system. If only the kanban system were introduced, factories
would fall into major confusion. Here, it is more appropriate to use the more common term of Toyota
Production System (TPS).

37)There are moves to create PEAT texts, however, so far the texts used in each NODO have only been

collected and no progress has been made on organizing and editing them.
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4.2.3 The Desirable Shape of the INTI Training System

(1) Formulation of the training implementation plan (Who will conduct training, when, where and
how?)

Training consists of classroom theoretical training and practical training on the ground. OJT
conducted in actual enterprises. The theoretical training is divided into two further streams, i.e.
essential theory required irrespective of the field of specialty, and specialist theory according to
each field. As for the practical training, this is divided into applied theoretical training, in which
trainees act as lecturers while learning the practical method of training, and OJT carried out in
enterprises (see Figure 4-2). Trainees only need to choose one of the fields raised in specialist
theory; they do not need to learn all fields. The specialist theory fields are related to the ATG
qualification system described in 4.3; for example, in order to become an ATG in the production
management field, it is necessary to sit the specialist theory course in production management,
and in order to become an ATG in marketing, it is necessary to take marketing/sales.

Theoretical training — Essential theory ... Modules 1, 2

- L Specialist theory ... Module 3
Training

Practical training ———— Applied theoretical training

oJT

Figure 4-2  Structure of Training

1) Theoretical Training
a.  Composition of Theoretical Training

Theoretical training is composed of three modules as shown in Table 4-1. The training
period in each module is five days (30 hours), and simple tests are given at the end of
training to confirm the level of learning.
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Table 4-1 Outline of Theoretical Training

Module Subject Contents

1. | Basicsof Plant diagnosis Plant diagnosis procedures and attention points
production 5S Derived by taking the initial letters of the Japanese words for ordering, tidying,
management cleaning, hygiene and discipline, which are the prerequisites for plant improvement

IE basics Industrial engineering deals with the basics of production management technologies
for efficiently designing human and machine work and resolving problems in
productivity.

Visible control Technique whereby operators and managers can immediately visually understand
work progress and production conditions (whether work is normal or abnormal), etc.

Process analysis Survey and analysis technique in which the process for making products out of raw
materials, the work of operators and movement processes are systematically
expressed by diagram and symbols. Diagrams and symbols basically show five
types of process, i.e. processing, carrying, storage, retention, and inspection.

Work study Technique whereby work primarily conducted by operators is finely analyzed,
researched and measured with a view to establishing the optimum work methods.

Layout Activity whereby buildings, equipment and devices are arranged so that carrying,
treatment and transfer can be rationally carried out.

SMED Die change refers to the chain of events from preliminary preparation of materials,
machines, jigs, tools and drawings, etc. to the stable production of conforming
products, when switching over from one product to another. SMED refers to
improvements geared to enabling die change to be performed in less than 10 minutes.

7 wastes TPS (Toyota Production System), emphasizing elimination of waste and reduction
of costs, targets 7 areas of waste. These are: (D Waste of making too much, @
Carrying waste, ) Processing waste, @ Stock waste, @ NG production waste,
and concerning work, (& Motion waste, and (D Waiting waste.

Kaizen Kaizen refers to cumulative and ongoing improvement activities from the ground.
The feature of Kaizen is that it doesn’t require large investment to realize
improvement.

Quality control The basics of quality control, and how to use the analysis techniques that are

and 7 tools of QC | frequently used in quality improvement (control charts, pareto diagrams, cause and
effect diagrams, check sheets, histograms, scatter diagrams, stratification)

2. | General Enterprise Procedure for identifying and supporting improvement of the overall important
business diagnosis/Support | problems facing enterprises from the viewpoints of strengths, weaknesses,
theory opportunities and threats.

Business strategy Measures from the long-term viewpoint in which top management makes decisions
in consideration of the business environment. In functional terms, this is divided
into development strategy, production strategy and sales strategy, however, in
project terms, it also includes customer strategy and competition strategy.

Marketing / Sales | Marketing refers to activities for adapting enterprise activities to customer needs
and activities for creating customer needs. Sale refers to the selling of products to
customers and clients based on the premise of marketing.

Personnel affairs/ | Recruitment, assignment, treatment and development of human resources, etc.

Human resources

development

Financial affairs/ | Financial affairs refer to the procurement and operation of funds, while cost control

Cost control refers to the accurate and timely gauging of costs and activities for maintaining or
reducing costs.

3. | Specialist Production field Multiple-activity analysis, Operation analysis, Work sampling, Standard time, Line
theory balancing, Man-hour loading, production scheduling and control, TPS, MRP/ERP,
TOC, QC circle activities, QC expansion plans, ISO 9001, HACCP, BPM

Marketing/Sales Marketing process, Marketing environment, Consumer product market, Industrial
product market, Service marketing, Market survey, Segmentation, targeting,
Positioning, Product life cycle, Product development, Sales channels, Supply chain,
Logistics, Sales promotion, Price policy, Retail technology

Personnel affairs/ | Advertisement, Recruitment, Assignment, Evaluation, promotion, Skill/Technology

Human resources | development, Welfare, Labor relations

development

Financial affairs Financial statement analysis, Fund management, Profit control, Cost control, ABC

/Cost control control, Investment profit calculation

* The contents of specialist theory illustrate items only.
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b.  Theoretical Training Lecturers

There is no problem with INTI AMPs acting as lecturers in the production fields of
Module 1 and Module 3. However, concerning Module 2 and the non-production fields
of Module 3, it is likely to be difficult to find suitable lecturers from among the current
AMPs™. In this case, it will be necessary to invite external lecturers from universities
and private consulting firms, etc. in order to implement the training.

¢. Implementation of Theoretical Training

For the theoretical training composed of three modules, it is necessary to implement
each module at least once per year. The number of trainees per session is not restricted
as in the case of practical training. Considering the transfer of 20~30 trainees, securing
of venues and dispatch of lecturers, the schedule and venues shown in Table 4-2 are

realistic.
Table 4-2  Theoretical Training Schedule
Module Venue 1% Quarter 2" Quarter 3" Quarter 4™ Quarter
1. Production B.A. or
management basics Rosario -
2. General business
theory B.A -
- B.A. or
3. Specialist theory RoOsario -

* Specialist theory can be started from the production field and gradually expanded to other fields from there.
For example, the following schedule could be adopted: 2010: Production, 2011: Marketing/Sales and
Financial affairs/Cost control, and 2012: Personnel affairs/Human resources development.

Theoretical training will not be limited to INTI employees only, but it will be opened

39)

to outside participation and appropriate training fees™ will be collected.

2) Practical Training
a.  Outline of Practical Training

As is indicated in Table 4-3, practical training is composed of applied theoretical
training and OJT.

38)INTI has human resources who are capable of serving as lecturers in the marketing and financial affairs/cost
control specialist fields. In both these fields, the realistic approach is for AMPs and external lecturers to to
teach lessons as teams and to transfer all lessons to the AMPs alone at an early stage.

39)Since it will be difficult for enterprise officials to participate in all five days of training, it may be a good idea
to let trainees decide the courses they want to sit in half-day units and to collect training fees in half-day units
too.
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Table 4-3  Practical Training

Type of Training | Period Aims Outline
Applied 1 week | Through having trainees teach, | Have the trainees conduct advance
theoretical promote deeper understanding | self-study on the management technologies
training of management technologies likely to be used in improving the subject
and impart easy to understand | enterprises, and then make them give
presentation techniques. lecturers to other trainees and enterprises,
etc. in 3 days of applied theoretical training.
OJT (diagnosis 13 Impart workplace observation | Through diagnosis, grasp problems and set
and support weeks | ability, hearing capacity, cause | improvement themes. Using appropriate
activities) analysis capacity, improvement | management technologies, conduct problem
plan compilation, ability to cause analysis and submit improvement
explain to and persuade plans. Encourage owners, etc. to implement
owners, report preparation the proposed improvements and provide the
skills and so on. necessary support in implementation.
In one practical training session, two or three trainers divide responsibilities according
to each enterprise, and no more than five trainees take part. With respect to five model
enterprises, in real terms 1 weeks are used to carry out diagnosis, applied theoretical
training and problem solving support.
b. Practical Training Procedure

The practical training is not implemented continuously for 14 weeks, but rather three
breaks are interjected. This has been done in order to give opportunities for the trainees
to perform self-study, to provide time for evaluating the results of improvement at
enterprises, and in consideration of the convenience of trainees who cannot

continuously participate in the training.

As is indicated in Table 4-4, the practical training is divided into five stages, and the
outline of each stage is as follows.
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Table 4-4  Practical Training Stages

No Stage Period

Outline

1 | Plant diagnosis | 2 weeks

(Return home) | (2 weeks)

Brief siagnosis of 10 enterprises (half a day poer enterprise),
detailed diagnosis of 5 selected enterprises (1 day per enterprise).
Decide the improvmeent themes with officials of the 5 enterprises.
The trainees return to their workplaces and perform self-study on
the management technologies they expect to use in the enterprises
under their charge, and they also prepare to speak as lecturers in the
next 3-eday seminar. When questions arise, the trainees ask their
trainers by e-mail, etc.

(Return home) | (1 week)

2 | Applied 1 week Spend 2 days preparing for the training, and in the remaining 3
theoretical days, trainees act as seminar lecturers for the 10 candidate
training enterprises including the target enterprises.

3 | Cause analysis, | 5 weeks Compile the problem analysis and improvement plans for the
improvement enterprises. During this period, the trainees visit enterprises in the
plan morning and return to NODO to hold discussions and prepare
compilation materials in the afternoon.

The trainees return to their workplaces.

4 | Support of | 4 weeks
improvement
activities

(Return home) | (1 weeks)

Guidance on implementing the improvement plans. During this
period, the trainees visit enterprises in the morning and return to
NODO to hold discussions and prepare materials in the afternoon.
The trainees return to their workplaces. (Following the training,
conduct dissemination to clients with a view to learning how to give
seminars to enterprises and conduct diagnosis and support).

5 | Closing 2 weeks

Measure the results of diagnosis and support and standardize the
improvement work and processes. Compile the final report. Prepare
for and implement the results presentations meeting.During this
period, the trainees visit enterprises in the morning and hold
discussions and prepare materials in the afternoon.

* The trainees shall be required to prepare diagnosis daily reports not only for the enterprises under their
charge but all the enterprises they visit, and to submit these to their trainers without delay.

Table 4-5 shows the practical training schedule in bar chart form.

Table 4-5 Practical Training Schedule

week| 1 [ 23] 4als5]6]7[8]9/10l11]12]13]14]15/16]17]18

Plant diagnosis

Applied theoretical training

Cause analysis, improvement plan
formulation

Improvement activities support

Closing

Regional centers
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c. Lecturers and Training Locations

The trainers who conduct the practical training will initially be selected from AMPs
who have at least three years of enterprise diagnosis and support experience*®, and
they will be put in charge of model enterprises which have improvement themes in
their fields of specialty. From three years in the future (2012), the qualified ATGs
described in Section 4.3 will become the trainers for practical training.

In a single practical training session, two or three trainers will share work between five
model enterprises. Trainers should conduct training while paying attention to the
following points:

(D When trainers visit enterprises, guide the trainees so that they express what they
see, where problems exist and what steps should be taken.

@ Have the trainees compile enterprise diagnosis daily reports and, based on these,
discuss what kind of improvements should be promoted, what should be done
next, and what are the important points to look at and consider, etc.

@ As the OJT progresses, have the trainees come forward and give advice to the
enterprise.

@ Where the need exists, the trainers shall use the afternoons of enterprise visit days

to conduct mini-training for the trainees.

The training locations will be decided upon giving priority to areas possessing NODO
with plentiful qualified lecturers, areas which are easy for trainees to gather, and areas
where there are numerous potential model enterprises. For the immediate future, it is
appropriate to start the practical training out of Buenos Aires NODO and Rosario
NODO.

d. Trainees

The number of trainees per training session should be limited to no more than five.
This is because the scope of guidance by trainers is limited and enterprises can only
accept a certain number of trainees™.

It will be desirable to subscribe trainees from other than INTI personnel in the future
(from around 2011), however, priority will be given to INTI employees in the
immediate future. This is because it is first necessary to raise the enterprise support
capacity of INTI employees to the standard level.

40) In cases where appropriate trainers don’t have the time or, depending on the improvement theme, AMPs with
two or more years of experience can be recognied as trainers.

41)In the PP, in small enterprises, it was found that not everyone could fit into the interview rooms if there were
six members including the trainer.
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When selecting trainees from INTI employees, following the procedure below:

(D  Select trainees while giving priority to the NODO which have high training needs.

@ Discuss potential trainees with the center managers or leaders in each NODO
concerned.

(® Upon confirming the intentions of the selected candidates, require submission of
essays to confirm their goals and wishes, and review these.

@ Decide the trainees based on the review findings and letters of recommendation

from superiors (center managers or NODO leaders).

e. Model Enterprises

Five model enterprises are needed in each practical training session, however, in order
to avoid bias in the improvement themes and sectors, etc., around 10 candidate
enterprises will be chosen ahead of the practical training. In Stage 1 of the practical
training (plant diagnosis), the trainer takes the trainees and conducts brief diagnosis of
the candidate enterprises with a view to deciding the model enterprises and their
improvmeent themes. Attention is paid to the following points when selecting the
model enterprises. Moreover, even if enterprises are not selected as model enterpirses
here, those enterprises having interesting improvement themes will be given priority

when the models for the next practical training session are selected.

Attention points when selecting the model enterprises:

(@M The sectors and sizes of model enterprises are dispersed.*?

@ In practical training in the production field, in addition to the 5S (1 enterprise),
quality improvement, productivity improvement, lead-time shortening and cost
reduction should be targeted as compulsory improvement themes.

@ Select improvement themes so that it is possible for the improvement results to
manifest and be evaluated within the period from diagnosis to closing (21 days).

@ Conduct the support activities free of charge for the model enterprises, and
present letters of appreciation at the end of the training or at the closing
presentation ceremony.

3) Training Implementation Schedule

Table 4-6 shows the training implementation schedule for three years in the case where
theoretical training is conducted once in three modules and practical training is conducted
1~2 times in two locations.

42)This is so that the trainees can learn that it is necessary to consider differences in management methods
depending on the sector and size of the client in enterprise support activities.
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Table 4-6 Training Implementation Schedule

2010 2011 2012
January | April July October | January |  April July October | January | April July October

Theoretical training

Module 1 - - -
Module 2 - - -
Module 3 - - -
Buenos Aires I_I Rosario Buenos Aires l_] B.A/ Rosario | I Buenos Aires |_| B.A./ Rosario
Plantdiagnosis - - - - - -
Applied theoretical training - 1 - - - m

Plant diagnosis

Cause analysis, improvement I - N - I i
plan formulation

Improvement activities support
Closing - - - - - -
(Regional centers) . W i H . W e TN _ b W

(2) Implementation of Training

Assuming that AMP training is an exclusive item of the Capacity Development Program for
Supporting Problem Solving in SMEs (3.3.2), the training costs entailed should be covered by
this project budget. Otherwise, since human resources development costs are similar to
investment that doesn’t immediately lead to higher revenue, some regional center managers may
hesitate to provide trainers and trainees. In order to prevent such a situation, it is desirable to
adopt the following kind of budget system and command chain:

@  Inthe Capacity Development Program for Supporting Problem Solving in SMEs, allocate an
independent training budget and give each NODO the authority to instruct*® AMPs and
facilitators to receive training.

@ Include the following expenses in the training budget.

«  Trainer opportunity losses (internal transaction cost) *¥

e Travel and accommodation expenses in cases where trainers need to make trips for
training

e Employment costs when trainers need to be invited from outside of INTI

«  Travel expenses to and from clients (vehicle fuel costs) *®

43)In cases where it is forecast that regional center managers will put up strong resistance if the management
technology diffusion project managers give the AMPs greater authority to instruct than the regional managers,
it is desirable to provisionally establish a proviso stating “Consent shall be required from the center manager
for implementing training at or out of NODO.”

44)The trainer opportunity losses refer to the consulting revenue that the NODO could have received if the
trainer had performed consulting work at enterprises rather than manage the training. Since this is difficult to
calculate, it is better to decide as a uniform amount based on the consultant fees obtained from enterprises.
Opportunity losses will also arise from the trainees, however, the amount will be less than that from trainers
and it shouldn’t be necessary to compensate them.

45)Since seeking the cost of fuel for each vehicle is very complicated, it is better to establish a uniform daily rate
of 50 pesos or so.

—94 -



e Travel expenses (there and back) and accommodation expenses when traveling to
NODO where training is implemented*®

@ Procure around five notebook PCs for use by trainees when preparing diagnosis daily
reports, etc., and lend these to the NODO implementing the training as required.

Based on the above assumptions, Table 4-7 shows the costs estimated as necessary for
implementing the theoretical training and practical training.

In the case where the above training is implemented with a view to conferring ATG qualifications,
the training cost for nurturing one ATG will be approximately 42,000 pesos (approximately
35,000 pesos when internal transaction costs not spent externally are excluded). In the case where
theoretical training up to Module 1 is implemented once each and practical training is
implemented two times in a year, the necessary training cost will be approximately 480,000 pesos
(approximately 400,000 pesos when internal transaction costs not spent externally are excluded).

Assuming the organization proposed in the previous chapter, it is appropriate for an organization
belonging to the Strategy Headquarters to handle the planning and operation of this training.
Specific NODO must be relied on to provide lecturers and the training venue, however, the
training cannot be carried out with adequate eficiency if the overall training of company support
personnel for INTI is entrusted to individual NODO. The training costs can be included in the
NODO budget, however, for the reasons given below, the training budget should be held by the
Strategy Headquarters and the actual costs should be processed as internal transactions between
the Strategy Headquarters and the NODO implementing the training.

(D The Strategy Headquarters is responsible for the systematic management of the theoretical
training and practical training, so it is appropriate in organizational terms for the
Headquarters to handle the operating expense budget. The command process would become
too complicated if the Strategy Headquarters had to give orders for the NODO to secure the
training budget.

@ If the NODO implementing the training were made responsible for the training budget,
since it has no way of knowing how much the budget should contain and how often it
should be compiled, this would be impossible.

Moreover, since the NODO(s) implementing the training would have larger budgets than
counterparts, it would be difficult to compare actual costs between NODO.

46)The NODO implementing training should secure convenient condominiums or hotels on long-term at
discount prices.
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Table 4-7 Training Budget

(Unit: ARS$)
Training Subject Cost Item Unit ($) Quantity Ar‘r(];)u nt Remarks
Theoretical training | Trainer costs |Opportunity | 528 /day 11 days 5,808 | Assuming 11 days for internal
(assuming 20 loss lecturers
trainees per session) Daily 250 /day 2 500| Assuming 2 members for 1 day
allowance each
Travel 1,000 /trip 2 trips 2,000|Assuming 2 members and 1 trip
expenses each
Fee 1,000 /day 4 days 4,000 | Module 2 uses 4 external lecturers
(Subtotal) 12,308
Trainee costs |Daily 250 /day 270 days | 67,500 |Out of the 20 participants, 18 are
allowance expected from other than the
NODO implementing the training.
Travel 1,000 /trip 18 trips | 18,000|Out of the 20 participants, it is
expenses assumed 6 will travel long
distances. 3 times for Modules 1-3
Travel 200 /trip 36 trips 7,200|Out of the 20 participants, it is
expenses assumed 12 will travel by bus
from within a 500km radius. 3
times for Modules 1-3
(Subtotal) 92,700
Miscellaneou 10,501 |10% of the total trainer costs and
S COsts trainee costs is assumed.
Total 115,509 $109,701 excluding internal
transaction costs
Training cost per trainee 5,775 | Assuming participation from
Module 1 to 3. $10,425 excluding
internal transaction costs
Practical training Trainer costs |Opportunity | 528 /day 70 days | 36,960 ]It is assumed that all trainers will
(assuming 5 trainees loss come from the NODO conducting
per session) the training.
Trainee costs |Daily 250 /day 440 days | 110,000 |Out of the5 trainees, 4 are
allowance expected from other than the
NODO implementing the training.
Travel 1,000 /trip 6 trips 6,000 | Out of the 5 trainees, it is
expenses assumed 2 will travel long
distances. 4 trips are assumed
Travel 200 /trip 12 trips 2,400|Out of the 5trainees, it is assumed
expenses 3 will travel by bus from within a
500km radius. 4 trips are assumed.
(Subtotal) 118,400
Vehicle costs |Rental fee 250 /day 35 days 8,750|Out of 70 days, it is assumed that
vehicles will be leased from
outside operators for half a day
on 35 days.
Fuel costs 50 /day 35 days 1,750|Out of 70 days, it is assumed that
NODO vehicles will be leased for
half a day on 35 days
(Subtotal) 10,500
Miscellaneous 16,586 | 10% of the total trainer costs and
costs trainee costs is assumed.
Total 182,446 |$145,486 excluding internal
transaction costs
Training cost per trainee 36,489|$29,097 excluding internal

transaction costs

In addition, a single cost of $20,000 will arise for loaning 5 note PCs to the trainees during the training.
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(3) Evaluation of training and training participants

Here

, explanation is given on the evaluation of training by the trainees and evaluation of trainees

by the trainers. The former will be used to review the training courses, while the latter will be

used
speci

determine whether or not trainees have learned how to apply management technologies in
fic fields to enterprises through taking part in the training. One of the conditions for

recognizing ATG qualifications as described in 4.3 will be that trainees receive a rating at or
above a certain level.

1) Evaluation of training
Evaluation of training needs to be carried out immediately following the training and after a
certain amount of time (1 year) has elapsed after the training. Evaluation immediately after
training mainly focuses on the training method (period, themes, techniques, etc.), whereas
evaluation after a certain amount of time is intended to determine whether or not the training
contents have filled actual needs and have been useful. Based on both types of evaluation,
the contents and methods of training should be examined and findings should be used to
substantially improve future training programs.
Table 4-8 shows a sample evaluation sheet for theoretical training, while Table 4-9 shows a
sample evaluation sheet for OJT. Meanwhile, Table 4-10 shows a sample evaluation sheet
for assessing the effect of training after some time has elapsed.
Table 4-8 Theoretical Training Evaluation Sheet
. Lecture
Field Conduct Understanding Points difficult to understand
good «———» bad
Product Industrial 5S v G 4 3 2 1
Management |engineering  |Visual management v 5 @ 3 2 1
Process study v 5 @ 3 2 1
Multiple-acitvity analysis v 5 4 @ 2 1 [Inthecase of multiple workers
Time study v 5 @ 3 2 1
Ratio-delay study v 5 @@ 3 2 1
Work sampling v 5 4 @ 2 1 |Determination of number of observation
Standard time 5 4 3 2 1
Layout improvement 5 4 3 2 1
Line balancing 5 4 3 2 1
Production scheduling 5 4 3 2 1
Man-hour loading 5 4 3 2 1
Dispatching 5 4 3 2 1
Production control 5 4 3 2 1
TPS v 5 4 3 (@ 1 |Meritofone piece manufacturing
SMED 5 4 3 2 1
TOC 5 4 3 2 1
Product management by IT 5 4 3 2 1
Approach to improvement in productivity v 5 @ 3 2 1
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Table 4-9

Practical Training Evaluation Sheet

oJT

Field

Usage

Conduct

c
w

eful «——not useful

Prblems

Product
Management

Industrial

58

engineering

Visual management

Process study

Multiple-acitvity analysis

Time study

Ratio-delay study

Work sampling

NININININININ

Number of sampling is not enough.

Standard time

Layout improvement

Line balancing

Production scheduling

Man-hour loading

Dispatching

Production control

TPS

Applicable condition is not enough.

SMED

TOC

Product management by IT

EINFNENFNENFNFNENFNENENFNEN FNEN 61 C1ENEN
Wwwwwwwwwwwwwwwww@w
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JENFEN [IN [N (2] N PN FUN FUN PUN FUN JEN FUN (n |} PN I PN DEN PN

Approach to improvement in productivity
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Table 4-10 Training Effect Evaluation Sheet

Field

Situation of usage technigues in advisory work

About techniques trained in OJT

About techniques notto be trained in OJT

Major division

Minor division

Techniqgiue trained in OJT

useful ———— not useful

(Please describe techniques which you was not

Product
managemen

—
_—

Industrial

5S

5 @ 3 2

Theory of Constraints

engineering

Process study

3

Visiual management

Layout improvement

3

Q—/_/

/\v—\

@O

[ 5 4 3—2_ 1|

Quality

QC 7 tools

Taguchi method

control

QC process chart

ISO 9001

B B B B B S R B

oo @|;
wlw w|w

2)

Evaluation of training participants

Trainers evaluate the training participants via OJT. Table 4-11 shows a sample format used

in such evaluation. Trainees who gain a certain rating or higher are deemed to have

completed OJT in specific fields, and thereby to have fulfilled one of the conditions for AJT

qualification described in 4.3.

Table 4-11 Trainee Evaluation Sheet

4.3

Evaluation item Visitig date (M/D)

8/4 | 8/5| 8/6 | 8/7 | 8/8|8/11| 8/12 11/2| 11/3| Total | Aw.

1. Having a careful observation of job site. 3 2 2 3 4 3 3\ 4 5| 38 29
2. Intending to ge to the root cause instead of phenomenon. 4 3 2 3 4 5 4 \\ 4 4] 43| 3.3
3. Selecting appropriate techniques for the real problem. 4 5| 3 4 5 4 4 // 4 3] 46| 35
4. Making consideration to client's situation at applying management technolgies. 3 4 3 4 4 5 4 (( 5| 4] 39| 3.0
5. Appropriate explaning to or persuading the president or managers to improve. 2 3 3| 3 3 2 3 3| 4] 32| 2.5
Totall| 16f 17} 13} 17/ 20 19| 18 20] 20 198f15.2

score: 5: excellent < » 1:bad

Recommendations Concerning the ATG Qualification System

Here, the following five points necessary for building a qualification system for ATGs, etc. are

described.
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Qualification requirements for ATGs, etc.

Qualification certification agency and accreditation method
Renewal of qualifications

Coordination with the AMP title

Preparation for official qualifications

GRECHCNCHS

The stated contents concerning these recommendations reflect the items that were provisionally
decided on November 19, 2009 in the third meeting of the ATG Qualification System Preparation
Committee, which was established following recommendation by the JICA Study Team. Moreover,
this committee conducts detailed examination of the qualification system based around the ATG
qualification system proposal that was previously proposed as an assumption by the JICA Study Team.

43.1 Qualification Requirements for ATG

(1) Certification Criteria *”

The ATG qualification is conferred to persons who are deemed capable of independently
conducting diagnoses of specific sectors or general diagnoses of corporations and to support
problem solving using business and production management technology.

The Expert ATG is a qualification conferred to persons who are deemed capable of independently
conducting corporate diagnosis/support in one of four specialist fields, i.e. production
management, marketing/sales, personnel/human resources development, and financial affairs/cost
control. The General ATG is a qualification conferred to persons who are capable of
independently conducting corporate diagnosis/support in two or more specialist fields.

Table 4-12 shows the certification criteria and scope of work of Expert ATGs and General ATGs.

Table 4-12  Definition of Two Types of Support Personnel

Rank Definition Possible Support Field and Conditions
Expert ATG Persons who are deemed to possess the He/she shall conduct diagnosis / support activities
capacity to independently conduct corporate unaided in the specialist field where qualifications
diagnosis/support in one of four specialist are recognized, and compile improvement plans in
fields, i.e. production management, fields where the improvement approach is decided.

marketing/sales, personnel/human resources
development, and financial affairs/cost control

General ATG | Persons who are deemed to possess the In addition to the support field where he/she is an
capacity to independently conduct corporate expert ATG, taking the lead in preliminary surveys
diagnosis/support in two or more specialist for enterprises diagnoses, he/shall shall decide the
fields. necessary improvement fields and approaches for

enterprises and compile improvement plans.

47)Certification criteria are raised here because it is necessary to specify clear criteria when applying for
1ISO17024; moreover, if the sitting of certain training is stated as a qualification for sitting the ATG
examination within the certification criteria, this may lead to difficulty in the review. Accordingly, under (2)
Operating Criteria, completion of a certain degree of training is stated as a qualification for sitting the
examination.
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(2) Operating Criteria

As is shown in Figure 4-3, approval of ATG qualifications is carried out when persons who fill
the conditions required to sit the ATG examination pass the said examination. The operating
criteria are explained separately according to the examination condition acquisition procedure

and examination procedure.

less than 3 years of
professional experience
at 2 or more enterprises

3 or more years of
professional experience
at 2 or more enterprises

Graduation from a university
management engineering
faculty

Diagnosis / support
experience as an MAP or
Private sector consultant in
5 or more years at 80 or
more enterprises.

l

|

Completion of Theoretical
Training Module 1
(5 days)

Completion of Theoretical
Training Module 1
(5 days)

Completion of Theoretical
Training Module 1
(5 days)

!

At least 30 months of
diagnosis / support
experience working under
an ATG instructor

!

2 or more years of
professional experience or
20 months of diagnosis /
support experience working

under an ATG instructor
v

Y ___,| Completion of Theoretical
Training Module 2
(5 days)

¥

Completion of Theoretical
Training Module 3 ---
(5 days)

l

Practical training
(14 weeks)
I:
v

Completion of requirements
for sit the ATG Examination

y

Selectaspecific
specialist field
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Work training in a specific
specialist field
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| ATG written examination | s » o % o
T S, Select a specific specialist field sat 38
—— _.-- inTheoretical Training Module 3 or 2
| AUSOIE G |'— Practical Training S 5
! 25
D
3
Sv

Figure 4-3  Procedure for Becoming an Expert ATG

<Procedure for Acquiring Qualifications to Sit the Examination >

As is shown in Figure 4-3, there are four entry points to becoming an expert ATG. One of
these is to graduate from a management engineering faculty, and the other three are 1) less
than three years of work experience, 2) or at least three years of work experience, or 3) 80
months of consulting experience. Leaving aside candidates with consulting experience,
candidates that fill either of the remaining three descriptions need to complete theoretical
training modules 1 to 3, while candidates possessing no work experience need to acquire a
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certain degree of work experience while taking Modules 1 and 2. Following that, if he/she
sits 14 weeks of practical training and then gains at least 20 months of diagnosis / support
experience working under an ATG instructor at two or more enterprises, he/she will be
qualified to take the ATG examination. Candidates who have 80 months or more consulting
experience can immediately sit the ATG examination without taking theoretical training or
practical training or fulfilling any other practical experience requirements. This bypass
course is a special case®® designed to make it easier for existing AMPs and private sector
consultants to take the ATG examination without sitting any additional training, however, it
should be reviewed in the future.

In cases where a person already possesses ATG qualifications in a certain specialist field, if
he/she completes theoretical training Module 3 and practical training in a separate specialty,
he/she will meet the conditions for sitting the ATG examination in another specialist field.

I Completion of Theoretical Training |

\ 4
| Practical training (14 weeks) |

\ 4
2 or more years of professional }___‘Select a field of spcialty other
experience or 20 months of diaanosis than the one in which the trainee

\ 4
| ATG written examination |

A
| ATG oral examination | J

v

Figure 4-4  Procedure for Becoming a General ATG

Table 4-13 shows definitions and means of proof of academic history and practical experience.

48)1t is desirable for trainers in theoretical training and practical training to be qualified ATGs, however, the
bypass course is regarded as a special case for creating qualified ATGs as quickly as possible following the
launch of the ATG qualification system.
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Table 4-13  Definitions and Methods of Proof of Academic Background,
Work Experience and ATG Examinations

Item

Definition

Means of Proof

Work experience of less
than 3 years at 2 or more
enterprises

Work experience refers to experience in
management technology or manufacturing
work. This applies to persons with
experience of up to 3 years at 2 or more
enterprises. Management technology here
refers to  production  management,
marketing / sales, personnel affairs / human
resources development, and financial affairs
/ cost control.

Based on self declarations (about the
contents of work, etc.), the qualification
review committee confirms facts by
checking with enterprises.

Work experience of 3 years
or more

Work experience refers to experience in
management technology or manufacturing
work.

Based on self declarations (about the names
of enterprises and contents of work, etc.),
the qualification review committee
confirms facts by checking with enterprises.

Graduation from a
university management
engineering department

This does not include persons who have
learned management engineering or
corresponding courses at other departments.

University completion certificate

Diagnosis / support
experience as an AMP at 10
or more enterprises

Diagnosis / support is related to
management technology and refers to the
achievement of a certain degree of outputs
in diagnosis / guidance.

Based on self declarations (about the names
of clients, used management technology
and outputs, etc.), the qualification review
committee confirms facts by checking with
clients.

Theoretical training Module 1

The candidate has sat the 5-day practical
training Module 1 course hosted by INTI
and has achieved a certain level of results in
the final examination.

Certificate of training

Theoretical training Module 2

The candidate has sat the 5-day practical
training Module 2 course hosted by INTI
and has achieved a certain level of results in
the final examination.

Certificate of training

Theoretical training Module 3

The candidate has sat the 5-day practical
training Module 3 course hosted by INTI
and has achieved a certain level of results in
the final examination.

Certificate of training

Diagnosis /  guidance
experience of at least 30
months combined at 4 or
more enterprises under the
guidance of an ATG

30 months combined refers to 30 months
sought as the product of the number of
clients multiplied by the number of visited
months, assuming 1 month to be cases
where at least 2 visits for diagnosis
/guidance are made to be same client.

Proof of diagnosis /guidance from the ATG

Diagnosis /  guidance
experience of at least 20
months combined at 4 or
more enterprises under the
guidance of an ATG

20 months combined refers to 20 months
sought as the product of the number of
clients multiplied by the number of visited
months, assuming 1 month to be cases
where at least 2 visits for diagnosis
/guidance are made to be same client.

Proof of diagnosis /guidance from the ATG

Practical training

The candidate sits 14 weeks of practical
training in management technology hosted
by INTI and receives a certain evaluation or
higher from the trainer.

Certificate of training

ATG written examination

Problems and case studies are given from
the essential fields in theoretical study
(Modules 1 and 2) and the field of specialty
(Module 3 contents).

Pass criteria shall be a total score of 70% or
higher in the essential field, specialist field
and case studies, and 50% or higher in each
field.

ATG oral examination

Candidates have to submit a essay on a case
study of diagnosis / support in the field of
specialty in advance, and the oral test is
conducted based on this essay.

Pass criteria shall be a total score of 70% or
higher for contents of response (based on
the essay), expression and persuasiveness,
and 50% or higher in each field.
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<ATG Qualification Examination>

4.3.2

The ATG qualification examination will comprise a written examination and an oral
examination. Persons passing the written examination will undergo the oral examination,
and persons passing the oral examination will receive the ATG qualification.

The ATG qualification system will initially be launched for expert ATGs in the production
management field, however, preparations for theoretical training and practical training in
other specialist fields will be completed by 2011 in order to pave the way for people to
acquire ATG qualifications in other specialties and general ATG qualifications.

Qualification Certification Agency and Accreditation Method

ATG qualifications are accredited by a qualification certification committee. In order for such

qualifications to be officially recognized*®, the said committee must be an authoritative agency both

inside and outside INTI. The procedure for doing so is described in the following six steps:

Step 1: Establishment of an ATG qualification certification committee

Step 2: Examination and foundation building for the qualification system by the ATG qualification
preparatory committee

Step 3:  Selection of qualification authorizers

Step 4:  Compilation of the qualification accreditation test

Step 5:  Implementation of tests for eligible persons (AMPS)

Step 6: Conferment of qualifications and titles on successful candidates

Step 1: Establishment of an ATG gualification certification committee

The ATG qualification certification committee (hereinafter referred to as the certification

committee) has the role of examining and establishing the framework of the qualification system.

In order to ensure an official qualification system that will be recognized by third parties, it is

desirable to include the following members (including representatives from external parties other

than INTI) on the certification committee®”:

INTI program department manager: 1
INTI project leader:

INTI veteran AMPs: (preferably possessing expertise in all fields) 3~5
INTI accreditation system manager:

SEPYME representative: 1

49)Even after the ATG becomes an official qualification, it is assumed that the committee will function as the
certification committee.
50) In the actual certification committee, members are chosen almost exactly as recommended.
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Buenos Aires provincial government regional promotion department representative: 1

UIA SME department manager: 1
ADIMRA representative: 1
Academic experts (university): 2
JICA experts: 3

Step 2:  Examination and foundation building for the qualification system by the ATG qualification

certification committee

Based on these recommendations concerning the qualification system, hold a meeting of the
certification committee to examine and build the foundations for the qualification system. Where
necessary, prepare a system proposal upon examining the recommendations in a small working
group, refer the findings to the certification committee and obtain approval.

Step 3:  Selection of qualification certifiers

The certification committee selects the reviewers who will certify qualifications. It is desirable to
select two certifiers from each of the production management, cost control, marketing and

personnel and labor management fields. >V

Conditions for qualification certifiers shall be as follows:

Candidates should have abundant theoretical and work experience in expert fields.

Candidates should be able to make impartial evaluations without prejudice.

Candidates should have a strong sense of confidentiality.

Certification committee members can become qualification authorizers.

Belonging to INTI is not a factor for consideration.

Step 4: Compilation of the qualification certification test

Qualification certification is conducted as a series of theoretical examinations and oral
examinations in each field.*® For this reason, the qualification certifiers prepare examination
guestions and marking criteria. The main points of examinations are as follows.

Written examination

In the written examination, set a total of four problems, i.e. one each for theoretical training
modules 1 and 2, specialist theory Module 3 and a case study, and allow 3~5 hours of

51) Two certifiers are selected from each field in order to avoid bias by a single certifier. However, if there is a
lack of resources in a certain specialist field, supplementation by certifiers from similar fields is provisionally
permitted.

52)In the case of general ATG qualifications, theoretical examinations and oral examinations will be conducted
in multiple fields.
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examination time. The pass criteria shall be a total score of 70% or higher, and the score for
each problem shall be 50% or higher.

Oral examination

Require candidates who pass the written examination to submit essays, which will act as the
basis for oral questioning by the reviewers. Essays should be based on problem solving
support experiences of the candidates in enterprises. The pass criteria shall be a total score
of 70% or higher for the contents of response (based on the essay), expression and
persuasiveness, and 50% or higher in each field.

When candidates fail in the oral examination, they will need to start from the written examination
when they make a renewed challenge.

Step 5:  Implementation of examinations for eligible persons (AMPS)

Implement examinations once per year. Following the theoretical examination, since time is
needed for marking and essay preparation, it is desirable to leave a gap of 1~2 months between
the theoretical and oral examinations. Since it is imagined that only AMPs will be eligible to take
the examinations, it may be a good idea to implement the ATG qualification examinations on
AMPs on a trial basis.

Step 6: Conferment of qualifications and titles on successful candidates

Issue an ATG qualification certificate to successful candidates and enter candidates’ names in a
register. Persons who receive the qualification certificate can insert the title on business cards and
reports, etc. Expert ATGs should state their expert field after the title (for example, “ATG
(Production Management)”), while general ATGs should state “General ATG.”

4.3.3 Renewal of Qualifications

Qualified ATGs should receive refresher training (1 day) or submit an essay in order to renew their
qualifications once every three years. This is necessary in order to encourage ATGs to periodically
learn new management technologies and stay aware of changes in the business environment.

43.4 Coordination with the AMP Title

Qualified AMPs (or private sector consultants) can sit tests to become qualified ATGs providing that

they have experienced supporting problem solving in enterprises for a combined period of at least 80
months. However, since it would be confusing to display both the AMP and ATG qualifications in
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tandem, it may be desirable to abandon the AMP title one or two years after the first ATG qualification

test has been implemented.

435 Preparation for Official Qualifications

In order to open ATG qualifications to not only INTI employees but also external resource persons, it

is necessary to establish at least the following four conditions:

@

® e O

Ensure recognition by third parties about where the authority for granting qualifications derives
from (securing of traceability of qualifications)

Make it easier for external persons (not employees of INTI) to be eligible for examinations.

Make it easier to sit ATG examinations from outside of INTI.

Numerous qualified ATGs from outside of INTI are born and are active as consultants.

These four conditions are described below.

(1) Securing of traceability of qualifications

Calibration work by INTI has legal backing and is conducted based on the sole authority of INTI.
Accordingly, it will be difficult to secure a legal basis for the ATG qualifications. This is because
qualifications for consultants working in the private sector are not suitable for definition by law.
However, effort needs to be made to give qualifications official status. For this reason,
responsibility for ATG qualifications lies with the certification committee, and it will be
indispensible to include non-INTI members on the committee in order to guarantee its authority.
Also, when denoting the ATG qualification title, it will be necessary to utilize the authority of
INTI by using statements such as “INTI Certified Qualification: General ATG.”

ISO 17024 is an international standard conferred to agencies that accredit qualifications on
individuals who meet certain conditions. In other words, persons who are accredited by an
agency established and run according to 1SO 17024 shall be deemed to satisfy the accreditation
scheme requirements. Therefore, the ATG qualifications shall be given almost official status
through being conferred in compliance with ISO 17024. This ISO requires the existence of an

53)

accreditation agency, accreditation scheme committee>” and testers that satisfy certain conditions.

Reference Material 3 states the main conditions.

53)The first certification committee was held on July 8, 2009, and it confirmed the following items: D

conferment of 1SO 17024 status on the ATG qualification, @composition of the committee members, @
establishment of a working group, and @ the future schedule. The committee held its second meeting on
August 24 and third meeting on November 19.
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@)

(4)

Participation in theoretical training and practical training

Candidates from the private sector should have little problem taking part in the five-day
theoretical training course, however, it may be very difficult for them to take three months off to
participate in practical training®”. In such cases, two solutions are available: first is to recognize
the practical training conducted by each NODO in enterprise support activities (for example, a
combined total of three months training at five enterprises over three years) as equivalent to three
months of training. The second solution is to view persons with a certain degree of private sector
consulting experience as eligible to receive ATG examinations. This is why Figure 4-3 indicates
that diagnosis / support experience of 80 months or more enables the candidate to sit the ATG

examination.

Sitting of ATG examinations

Considering convenience for candidates, it is desirable to implement the theoretical examinations
at major cities throughout the country, for example, Buenos Aires, Rosario and Cordoba. As for
the oral examination, since the number of candidates will be pared down, considering the
convenience of the test inspectors, implementation only in Buenos Aires will be desirable.

Birth and activities of private sector ATGs

If well-known private sector consultants can be encouraged to acquire ATG qualifications, their
reputation can be utilized to boost the authority of the qualification.*®

Moreover, when central and local governments and donors use management technology
consultants to implement support activities in enterprises, it will be necessary to encourage them
to give priority to qualified ATGs when recruiting.

54)In order to widely attract trainees, it is desirable to either make the applied theoretical training and practical

training free or charge only a very small amount.

55)An authoritative QC award in Japan is the Deming Prize, which has now achieved worldwide renown.

However, when this award was first inaugurated, it was strategically awarded to well-known corporations for
the first few years in order to raise its status. In other words, the reputations of famous corporations were
utilized to give authority to the Deming Prize.
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Reference Material 1. Basic Capacity Required of SME Diagnosticians in Japan

— Ability to grasp current conditions |

— Workplace sense }—L
[ Workplace evaluation considering the workplace characteristics |
——| Analytical capacity «Inductive thinking

Strategic thinking -Information collection capacity - Analytical skills
—@ (Problem discovery Logical ability - Logical thinking - Verification of assumptions
and solving capacity)
——{ Conceptional ability -Foresight - Creativity
Integration capacity -Logical thinking -Verification of assumptions

— Intenview capacity (ability to listen) |

— Communication ability —+— Presentation capacity (ability to persuade) |

e Leadership (impact ability) |

—| Awareness of area of contribution | -Awareness of own areas of skill (core capacity)
—| Area of intellectual curiosity | - Intellectual and leaming voraciousness
| Professionalism | -Consultant mind and independent thinking
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Reference Material 2. Theoretical Training Required of SME Diagnosticians

Subject Aim and Contents Unit Contents Time
1. Business strategy | Acquire the ability to give Formation of management |Learn the management strategy formulation 24
pertinent guidance, support and |strategy process by cases.
advice on compilation of Compilation of Learn the medium to long-term management 12
management strategy and management plans planning process via simulation.
management plans and Attribute management Understand the necessary management for
management for executing such executing strategy (attribute management, 6
plans. plan progress control, risk management).
2. Marketing  and |Acquire the ability to give Marketing strategy Understand the basic process of marketing
sales pertinent guidance, support and | (distribution) and sales strategy compilation. (Distribution) 18
management advice on compilation of management
marketing strategy and sales Logistics Learn logistics strategy. 6
and marketing management for | Marketing strategy Understand the basic process of marketing
realizing marketing strategy. (Manufacturing) Sales |strategy formulation and advancement of 12
management sales management based on marketing
strategy. (Manufacturing)
Product development Understand the product development process 6
strategy in marketing strategy compilation.
3. Human resources |Acquire the ability to give Advancement of Learn the thinking for rearranging and
management pertinent guidance, support and | organization diagnosis rebuilding the human resources management 12
advice on discovering problems system for verifying organization and
concerning people and promoting strategy.
organizations and concrete Human resources Understand the thinking for rebuilding
measures for that purpose. management planning human resources management systems upon 12
understanding the nature of problems in
people and organizations.
4. Finance and |Acquire the ability to give Advancement of financial |Learn basic financial evaluation and analysis
accounting pertinent guidance, support and |analysis techniques and financial improvement
advice on evaluating financial proposal formulation skills. 18
conditions and solving issues
identified in financial analysis.
5. Production Discover problems relating to | Advancement of plant Understand the relationship between the
management production management for diagnosis and control, and |basic process of plant diagnosis and
attaining organizational targets, | QC problem solving management values and the workplace, and 6
and acquire the ability to offer learn current condition analysis and problem
guidance, support and advice discovery skills based on QC techniques.
on directions for resolving such | Advancement of Systematically understand production
problems. production management management and learn current condition 18
system and current analysis and problem discovery skills based
conditions analysis on |IE techniques.
Production strategy Understand the basic framework of
thinking production strategy formulation and 6
understand control and improvement points
in each production mode.
Manufacturing system Understand the steps of manufacturing
control and improvement | system improvement and learn the skills to 6
give guidance, support and advice.
Management system Understand the steps of management system
control and improvement | improvement and learn the skills to give 6
guidance, support and advice.
6. Outlet Through compiling the store Outlet facilities Based on the store concept, prepare store
management concept and planning the management layout, etc. and compile a renewal plan
layout, etc. of stores based on which includes investment profitability. 6

that, acquire the ability to offer
pertinent guidance, support and
advice on store facilities.
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Subject Aim and Contents Unit Contents Time
7.1T Discover issues in the Advancement of IT Deploy management issues into IT issues,

. . L . . 12
promotion of IT for resolving |support (distribution) and learn the skills needed for IT planning
management issues, and Advancement of IT and proposal requesting to vendors, etc.
acquire the ability to offer support (manufacturing)
pertinent guidance, support and 18
advice on concrete measures
for resolving such issues.

8. Advice ability Participate in the company Consultant thinking Understand thinking and skills. 12
problem discovery and problem | method
solving process, gain trust and | Consultant communication | Learn interview skills and presentation
. L ; ) 12
acquire the ability to offer skills skills.
pertinent guidance, support and | Consulting process Learn the consulting process and
advice. professionalism as a management 12

consultant.
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Reference Material 3. Qualifications Corresponding to 1SO 17024

In establishing an ATG qualification system which corresponds to ISO 17024, it is necessary to satisfy
a number of conditions. Among these, the items that should be carefully discussed in the certification
scheme committee (working group) are described below.

1. Certification Agency

»  The policies, procedures and operation thereof of the certification agency (INTI) must be
fair and impartial with respect to all test candidates, and they must conform to all applicable
rules and legal requirements (ISO 17024 section 4.1.1, hereinafter the same).

*  The certification agency must have an organizational structure that imparts confidence to
stakeholders regarding its work capacity, fairness and sincerity (4.2.1)

e The certification agency must not offer or provide training unless it can guarantee that the
training is not related to the evaluation or certification of test candidates and does not
interfere with confidentiality and impartiality™ (4.2.5).

e The criteria used to evaluate the competence of test candidates must be prescribed by the
certification agency according to ISO 17024 or other related documents (4.3.4).

2. Organization and Operating Structure

The certification agency must have an organization and operating structure (PEAT is assumed) to
secure fairness, and this must be documented (4.2.2).

3. Certification Scheme Committee

The certification agency must establish a certification scheme committee.” This committee must
not be dominated by specific stakeholders, and it must properly and fairly represent the interests
of all parties who have a significant association with the accreditation scheme (4.2.3).

4, Test Personnel

The test personnel must satisfy the applicable competence criteria and any other requirements of
the accreditation agency based on related documents (5.2.1). In cases where there is risk of clash
of interests by test personnel in the testing of candidates, steps must be taken to ensure that the
confidentiality and fairness of the tests is guaranteed® (5.2.2).

56) In reality, since INTI has to implement a large proportion of the training, it will be important to build a setup
in which it can be explained to third parties that training is not related to the evaluation or certification of test
candidates and that confidentiality and impartiality are upheld.

57)Prospective members include INTI, SEPYME, Buenos Aires Regional Promotion Department, UIA,
ADIMRA, universities (UTN), and JICA specialists.

58) Concenring this point, similar caution to that for the training described in Note 29 is needed.
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4.4 Expansion of Enterprise Support Activities through Establishment of the New
NODO (Provincial Expansion Plan)

441  Regional extension of INTI®®

Regional extension activities refer to diffusion activities for conducting enterprise support via business
and production management technologies with respect to regions (areas) where support activities for
micro, small and medium enterprises by NODO are not currently implemented. It is intended to
expand the enterprise support activities with a view to establishing new NODO in the future.

Regional extension activities in the broad sense have two meanings, i.e. the qualitative expansion and
guantitative expansion of support for micro, small and medium enterprises. The first of these refers to
widening the scope of support by NODO from production management technologies to other fields
such as marketing and business strategy, while the latter one refers to the geographical expansion of
support activities. Here, regional extension activities are dealt with from the latter viewpoint. In other
words, it refers to diffusion activities geared to conducting enterprise support via business and
production management technologies with a view to establishing new NODO in regions (areas) where
support activities for micro, small and medium enterprises by NODO are not currently implemented.

Incidentally, qualitative expansion is indirectly touched on in the sections on the training system.

4.4.2 Concrete Proposals concerning INTI Regional Extension Activities

(1) System Building for Diffusion Activities in New Areas

Diffusion activities for supporting enterprises in new areas are built around the four pillars of, 1)
Advance planning, 2) Diffusion and public information activities, 3) Initial diagnosis and
demonstration (trial introduction of management technologies), and 4) Establishment of new
NODO (full-scale introduction of management technologies). The implementation procedure of
activities and division of roles between INTI headquarters and NODO are clarified below.

59)This includes cooperation activities with new NODO by existing NODO under the initiative of INTI
headquarters.
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INTI Regional Centers

Initial Diagnosis and Trial Introduction

Initial Diagnosis

Trial introduction of

management technologies

+ Detailed diagnosis
Selection of improvement
themes and techniques
Compilation of improvement
schedule
Improvement proposals and
guidance
Completion evaluation

{d

Staging of the outputs
presentation seminar

New NODO
Establishment

Establishment of new NODO
(Extension Unit)

{1

Start of enterprise support
activities

Budget execution for NODO
(Internal transaction between
headquarters and NODO)
Operation control of initial
diagnosis activities (Schedule
control, etc.)

Seminar participant attraction
and planning

Operation control by
headquarters officers

Assignment of support
personnel

Operation support

Operation support by

headquarters for the first year
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Start of NODO  support
activities (From initial diagnosis
to results reporting)

Enterprise diagnosis and
improvement proposal activities
by AMPs

e Presentation guidance by AMPs
e Seminar lecturers

Support the new NODO where
necessary

Support the new NODO where
necessary

Activities INTI Headquarters | ‘ (Existing NODO) | ‘ Remarks
- B Support needs survey e Agreement for cooperation and
Dec;s:enncs)ifot:e gﬁglonal Enquiries to existing NODO support by the NODO manager
policy in charge of follow-up
Collaboration ~ with  local
Selection and decision of new governments, industrial
target areas associations and other local
agencies
o Il
£
kS . . e Creation of detailed diffusion e Participation in detailed diffusion
T Creation of detailed diffusion )
= support plans support plans (Roadmap support planning
= Detailgzi a ‘r)eement preparation) e Decision of follow-up personnel
€ 9 (M/M counting, etc.)
T
2 1l
Securing of budget of the Including
Budget measures regional extension plan opportunity Ios‘ses
(Budget measures for of the supporting
cooperating NODO) NODO
. Development and securing of
Securing of human resources support personnel (provision
for the new NODO pport p P
of training opportunities)
o Collaboration with industrial Dispatch of diffusion and o Dispatch of follow-up AMPs
e associations or local public information officers
g < authorities (Attraction of
== people to the seminar)
Tl E
St iyl
3 Staging of diffusion and public Dlsp‘atch of dllffusmn 'and e Dispatch of foIIowAup AMPs Utilize past
= B ; ; public information officers (In charge of seminar lecturers) successful cases,
a information seminar f
(Seminar management) etc.

Assume 3 months

For PR of INTI

Start of enterprise
support by the new
NODO



It will take around two years (18~24 months) from the advance planning to the establishment of

new NODO. During this time, the systematic training of AMPs essential for the new NODO will

also be implemented.

1) Advance Planning

Decision of the regional extension policy:

When disseminating enterprise support services in new areas, two cases can be
considered: 1) Cases where requests are made by local agencies, and 2) Cases where

INTI headquarters strategically selects areas.

In either case, INTI headquarters dispatches diffusion and public information officers
to make contact with local administrative agencies (provincial government or
municipal authorities), industrial groups, local universities and NGOs and to grasp and
confirm the support needs and management technology needs of local micro, small and
medium enterprises. INTI headquarters compiles its policy of regional extension based
on the findings of the needs survey. At this time, it shall conduct ample preliminary
coordination and reach agreement on cooperation and support with the NOSO manager
or NODO center manager requesting the support.

Selection and decision of new target areas:

Decide the area in which to extend enterprise support services via management
technologies, establish close communications with the collaborating agencies in that
area, and share the regional extension plan compiled in INTI.

Creation of detailed diffusion support plans:

Once the target area has been decided, INTI headquarters prepares the Detailed
Diffusion Support Plan for that area. This plan shall state the support process, the
timing and length of trial support activities, the target sector(s) and geographical
limitations (if there are any), and it shall also include a detailed roadmap. Moreover,
the existing NODO which will cooperate in the future (NOD which consented to the
regional extension policy), will participate in formulation of the detailed plan and
coordinate the schedule and M/M of the AMPs conducting follow-up.

Budget measures:

INTI headquarters will take the necessary budget measures based on the detailed
diffusion support plan.
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2)

Moreover, when utilizing human resources of the existing NODO, INTI headquarters
will bear all necessary expenses (budget measures) including daily allowances,
accommodation costs, travel allowances and opportunity losses of the AMPs.

Diffusion and Public Information Activities

e Staging or joint staging of diffusion and public information seminars with related

agencies:

Out of the enterprises recommended by collaborating industrial associations or local
authorities, recruit enterprises to conduct the trial introduction of management
technologies and stage seminars as part of the diffusion and public information

activities.

With cooperation from local related agencies, decide on seminar implementation and
select the date, venue, cooperating agency, contents and expected participants, etc.

»  Dispatched lecturers or officers:

Diffusion and public information officers from INTI headquarters, officials of regional
centers (NODO) expected to offer follow-up (center managers, NODO coordinators or
AMPs), and sometimes owners of enterprises possessing successful experiences

e Staging of diffusion and public information seminar:
(Contents)

- Outline of INTI, in particular the management technology diffusion department and
its activities

- Concrete examples of enterprise support through introduction of management
technologies

- Questions and answers

(Targets)

Local administrative agencies (provincial government or municipal authorities),
representative industrial groups in the area (regional branches of UIA and ADIMRA,
etc.), micro, small and medium enterprises, BDS providers, universities and technical
colleges, NGOs, international aid agencies, etc.
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3)

4)

Initial Diagnosis and Demonstration (Trial Introduction of Management Technologies)

Out of the enterprises that showed an interest in the public information seminar, select
enterprises to implement initial diagnosis.

Implement initial diagnosis and detailed diagnosis at the selected enterprises,
provisionally set the improvement themes, and select the enterprises (5~8) for
implementation of the demonstration (trial introduction of management technologies).

Based on agreement between the enterprises and INTI, conduct the trial introduction of
management technologies according to the improvement themes. Conduct trial
introduction over 3~6 months according to the following procedure:

- Detailed diagnosis (reconfirmation and reexamination of draft improvement themes
set in the initial diagnosis)

- Organizing of problems held by enterprises (prioritizing)

- Selection of improvement themes and techniques

- Confirmation (agreement) of the guidance contents (including achievement goals) and
compilation of schedule

- Improvement proposals and guidance

- Completion evaluation

Through compiling advice on future measures into the final report for the enterprises,
secure future clients for INTI support services.

*  When implementing these initial diagnosis and demonstration activities, INTI
headquarters will assume all responsibility for operation, while the existing NODO in
question will implement cooperation and support for the technical aspects of

activities.

Evaluation of outputs (Stage an outputs presentation seminar for demonstrating the
effectiveness of management technologies to local micro, small and medium
enterprises, and thereby raise the interest of enterprises in management technologies—

Prelude to full-scale introduction)

Start of Support Activities through Establishment of New NODO (Full-scale introduction of

management technologies)

Through the above process, the new NODO (or Extension Unit) will be established, support

personnel (AMPs/ATGs) will be assigned, and support activities for local micro, small and

medium enterprises via management technologies will be started in earnest.
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The supper personnel must either be trained or newly recruited in advance of the new
NODO establishment or they must be secured from an existing NODO. If the support
personnel have only shallow experience, INTI will need to take steps such as giving them
priority for taking part in training. Moreover, for at least one year after the establishment of
the new NODO, headquarters should offer full-scale operating support and existing NODO
should provide technical support according to the need.

45 Recommendations concerning Strengthening of Collaboration with External
Agencies

4.5.1 Necessity and Potential for Collaboration

INTI is currently pursuing the policy of vigorously promoting support activities for micro, small and
medium enterprises based on use of management technologies. However, its capacity for
implementing those activities is limited®. For INTI, from the viewpoint of supplementing that
capacity, it is desirable to support micro, small and medium enterprises through collaborating with
external agencies which possess resources.®”

The areas in which collaboration is possible cover all four functions of INTI, i.e. O Needs survey
function, @ Technology selection and development function, 3 Human resources development
function, and @ Enterprise support function. However, almost all the SME support agencies (official
agencies) other than INTI have no management technology know-how, so INTI is the only official
agency capable of implementing enterprise support via this field.

This section focuses on collaboration regarding Function (@, in particular collaboration with agencies

which possess financial resources, with respect to micro, small and medium enterprises.

45,2 Current Conditions of Collaboration

(1) Actual State of SME Supporting Agencies with Financial Resources

Even if micro, small and medium enterprises understand the necessity for technical guidance,
they are rarely able to afford the technology fees. Agencies which support micro, small and
medium enterprises and have financial resources are local governments (provincial governments
and city offices), international agencies such as the Inter-American Development Bank (IDB),
foundations and NGOs, etc. When micro, small and medium enterprises receive technical

60) In this report, capacity refers to human, financial, organizational, informational and technical capacity.
61)In the report, ‘collaboration’ and ‘collaboration and cooperation’ refer to supporting local SMEs based on
mutual agreement and shall include agreements and consignment contracts, etc.
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guidance from third parties, these agencies subsidize the costs partially or in full.

[Box-1] Example of Support Programs for Micro, Small and Medium Enterprises
(including those already implemented and those in planning)

In terms of SME support programs on the national level, SEPYME has a network of 75 regional
Agencia through which it provides financial services (paying of interest) to SMEs®?. Meanwhile, the
Ministry of Science and Technology (Ministerio de Ciencia, Technologia e Innovacién Productiva)
plans to implement cluster support with assistance from the Inter-American Development Bank
(IDB). (When a coordinator is assigned for 1 year, a consulting fee of 150,000 pesos is paid to the
cluster group).

As for SME support programs on the local level, Buenos Aires (BA) Province has an SME support
scheme in which it utilizes registered consultants under its own budget. INTI BA has also been
involved with this. Also, INTI Rafaela has an industrial promotion program (including metals and
dairy enterprise promotion, energy saving, environmental preservation and waste treatment) covering
a wide area of Santa Fé which it advances under an aid program of the IDB, while Entre Rios
Province has a technology guidance program targeting SMEs (when individual SMEs receive
assistance, INTI conducts guidance on technology and procedural aspects) under discussion with the
IDB. Furthermore, INT1 Concepcion del Uruguay is conducting work consigned by CAFESG (a local
promotion foundation) (technology guidance for 33 SMEs in eastern Entre Rios Province).

[Box-2] Example of SME Support under CAFESG

INTI Concepcion del Uruguay is currently providing guidance using management technology to 33
SMEs in the east of the province under consignment from the NGO CAFESG in Entre Rios Province.
This is an example of collaboration which INTI should vigorously pursue from now on. The contract
period or this service is one year from July this year, and the project contents are as follows:

(D  Selection of target enterprises for support: Initial diagnosis was carried out at 40 candidate

enterprises, and 33 of these were selected as support targets based on predetermined selection

criteria.

@ Implementation of training: Targeting these enterprises, one-day seminars were implemented at
three locations (August-September) based on the themes of 5S, 7 wastes, and cost control,
chosen as techniques with general applicability to enterprises.

@  Implementation of detailed diagnosis of target enterprises

@  Selection of improvement themes and selection of management technologies and techniques

(®  Setting of one-year targets and preparation of execution plans

® Implementation of guidance: Themes or applied technologies may be revised according to the
state of progress or changes in conditions

@  Training based on OJT: During the guidance period, train two staff members of CAFESG as
future SME support personnel.

Evaluation of outputs and staging of a presentation seminar: At the end, evaluate the outputs and

stage a seminar to present case studies.
A noteworthy point is that INTI Concepcién del Uruguay is applying almost the same method as the

JICA support for INTI here in implementing the work consigned by CAFESG.

62) This is financial support, however, the effect can be enhanced through also providing technology guidance,
and INTI should discuss this with SEPyYME in future.
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@)

Expansion of Work based on Collaboration with External Agencies

Through collaborating with such agencies, INTI can expand its operations (customer development)
and eventually boost its revenue. However, looking at past examples of collaboration, apart from a
limited number of cases, most have come about unexpectedly rather than being the result of
positive approach by the INTI side.

Expansion of Operations through Project Proposal

Paragraph (2) above refers to expansion of operations through participation in existing schemes
and programs, however, there are further possibilities for INTI to expand work through
independently compiling projects and selling those to agencies which have financial resources.
For example, if the INTI management technology departments (regional centers = NODO)
collaborate with the INTI technology centers, it will be possible to propose technology services
which combine both software and hardware to industries and enterprises. This is the strength of
INTI.

45.3 Countermeasures

INTI headquarters and regional centers (NODO) should combine and build a system for collaborating

with external agencies in order to expand support activities to local micro, small and medium

enterprises while paying attention to the following two points. This system should incorporate the

following two concepts:

4.6

INTI (both headquarters and NODO) should actively participate in SME schemes implemented
by overseas agencies and groups which possess financial resources, with a view to expanding
operations (developing new customers) and cooperating in the effective implementation of these
support schemes.

INTI (both headquarters and NODO) should formulate its own collaboration projects and propose
them to external agencies and groups which possess financial resources, in such a way that INTI
cooperates and both sides obtain merits.

Necessary Budget and Roadmap for Actualization of the Action Plan

4.6.1 Necessary Budget for Actualization of Action Plans

Out of the five recommendations, the necessary budget is proposed concerning 1) Theoretical training

and practical training, 2) New technology development and 3) New NODO establishment. The

budgets for the qualification certification system and collaboration with external agencies are not

shown here because they can be accommodated in the ordinay INTI budget.
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(1) Budget for Theoretical Training and Practical Training

Table 4-14 Budget for Theoretical Training and Practical Training

(Unit: ARS$)
Training Subject Cost Item Unit ($) Quantity Ar‘r(];)u nt Remarks
Theoretical training | Trainer costs |Opportunity | 528 /day 11 days 5,808 | Assuming 11 days for internal
(assuming 20 loss lecturers
trainees per session) Daily 250 /day 2 500| Assuming 2 members for 1 day
allowance each
Travel 1,000 /trip 2 trips 2,000|Assuming 2 members and 1 trip
expenses each
Fee 1,000 /day 4 days 4,000 | Module 2 uses 4 external lecturers
(Subtotal) 12,308
Trainee costs |Daily 250 /day 270 days | 67,500 |Out of the 20 participants, 18 are
allowance expected from other than the
NODO implementing the training.
Travel 1,000 /trip 18 trips | 18,000|Out of the 20 participants, it is
expenses assumed 6 will travel long
distances. 3 times for Modules 1-3
Travel 200 /trip 36 trips 7,200|Out of the 20 participants, it is
expenses assumed 12 will travel by bus
from within a 500km radius. 3
times for Modules 1-3
(Subtotal) 92,700
Miscellaneou 10,501 |10% of the total trainer costs and
S COsts trainee costs is assumed.
Total 115,509 $109,701 excluding internal
transaction costs
Training cost per trainee 5,775 | Assuming participation from
Module 1 to 3. $10,425 excluding
internal transaction costs
Practical training Trainer costs |Opportunity | 528 /day 70 days | 36,960 ]It is assumed that all trainers will
(assuming 5 trainees loss come from the NODO conducting
per session) the training.
Trainee costs |Daily 250 /day 440 days | 110,000 |Out of the5 trainees, 4 are
allowance expected from other than the
NODO implementing the training.
Travel 1,000 /trip 6 trips 6,000 | Out of the 5 trainees, it is
expenses assumed 2 will travel long
distances. 4 trips are assumed
Travel 200 /trip 12 trips 2,400|Out of the 5trainees, it is assumed
expenses 3 will travel by bus from within a
500km radius. 4 trips are assumed.
(Subtotal) 118,400
Vehicle costs |Rental fee 250 /day 35 days 8,750|Out of 70 days, it is assumed that
vehicles will be leased from
outside operators for half a day
on 35 days.
Fuel costs 50 /day 35 days 1,750|Out of 70 days, it is assumed that
NODO vehicles will be leased for
half a day on 35 days
(Subtotal) 10,500
Miscellaneous 16,586 | 10% of the total trainer costs and
costs trainee costs is assumed.
Total 182,446 |$145,486 excluding internal
transaction costs
Training cost per trainee 36,489|$29,097 excluding internal

transaction costs

In addition, a single cost of $20,000 will arise for loaning 5 note PCs to the trainees during the training.
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(2) Budget for New Technology Development

Table 4-15 Annual Budget for New Technology Development
(Unit: ARS$)
Item Cost Item Unit Rate Quantity Cost ($) Remarks
Committee Committee 528/day | 1 day, 2 members, 2,112 | Hold 2 times per year.
costs 2 times Composed of 7~8 members
Daily 250/day | 1 day, 2 members, 1,000 | including 2 members from
allowance 2 times the regions.
Travel 1,000/trip | 1 member, 2 times 2,000
expenses
Miscellaneous 511
costs (10%)
Subtotal 5,623
WIG Fees 2,000/day | 1 member x 2 days 4,000 | Hold 2 times per year.
(2 times) 3 W/G members: 1 external
Opportunity 528/day | 2 members x 2 days 2,112 | expert, 2 AMPs (including
costs (2 times) 1 from the regions)
Daily 250/day | 2 members x 2 days 1,000
allowance (2 times)
Travel 200/trip | 1 member x 2 times 400
expenses
Miscellaneous 711
costs (10%)
Subtotal 8,223
New Fees 2,000/day | 1 day (1 time) 2,000 | Guidance (1 day training:
technology Opportunity 528/day | 10 members x 1 day 5,280 | theory and site observation)
learning costs by an external expert (W/G
Daily 250/day | 10 members x 1 day 2,500 member), participation by
allowance 10 AMPs (including 2 W/G
- - members and 5 members
Travel 200/trip | 5 members x 1 time 1,000 from the regions)
expenses
Miscellaneous 1,070
costs (10%)
Subtotal 11,858
Trial Fees 2,000/day | 1 member x 1 day x 4,000 | Operated by 3 W/G
introduction 2 times members (1 external
Opportunity 528/day | 2 members x 31,680 | expert, 2 AMPs, including
costs 30 days 1 from the regions).
Daily 250/day | 2 members x 15,000 Introduced destinations: 5
allowance 30 days enterprises (BA)
Travel 200/trip | 1 member x 6 times 1,200 | Introduction period: 3
expenses months (12 weeks)
Miscellaneous 519 | 1 enterprise 1 visit per 2
costs (10%) weeks,
Subtotal 57,068 | Total 30 days
Total 77,711
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(3) Budget for New NODO Establishment

Table 4-16 Budget for Establishing 1 NODO in 2 Years (Plan)

(Unit: ARS$)
Item Cost Item Unit Rate | Quantity | Cost ($) Remarks
Advance planning Daily allowance 250/day 6 days 1,500 | 1 headquarters
Travel expenses 1000/trip | 2 times 2,000 | officer, 2 site visits (3
Miscellaneous 350 days per visit)
costs (10%)
Subtotal 3,850
Diffusion | Headquarters | Daily allowance 250/day 4 days 1,000 | 1 headquarters
andPR | staff Travel expenses 1000/trip | 2 times 2,000 | officer, 2 site visits
Miscellaneous 300 (2days per visit)
costs (10%) fccompaf’yht (;Ar\i'\rfp
| subtoral 3,300 N“(’)”[‘)g”e'g g
Neighboring | Opportunity costs 528/day 4 days 2,112
AMPs Daily allowance 250/day 4 days 1,000
Travel expenses 200/trip 2 times 400
Miscellaneous 351
costs (10%)
Subtotal 3,863
Initial diagnosis and trial | Opportunity costs 528/day 30 days 15,840 | DP 6 months (24
introduction Daily allowance 250/day | 30 days 7,500 | weeks in total)
(Demonstration Project)  ["rpayel expenses 200/trip 6 trips 1,200 | DP targets: 5
Miscellaneous 4,908 enterprises
costs (10%) 1 AMP from a
Subtotal 20,448 | Neighboring NODO,
' 1 visit per month, 5
days per visit (6
Vvisits per enterprise)
OJT for new NODO
staff
Total 40,461

4.6.2 Roadmap

The implementation period for the proposed three projects (out of five recommendations) was set at
three years starting from July 2009 as mentioned earlier.

The recommended items and their contents including activities are described in the following pages.

Moreover, Figure 4-5 shows an image of the SMEs support system via business and production
management centering on INTI.
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Main Recommendations of Master
Plan

Action Plan Recommendations

Activities

2009

2010

2011

2012
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April
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January [ April
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January

April
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1.Project for INTI Human Resource
Development Plan and ATG
Certification System

1.1. INTI training system

Theoretical training

BA. BA

Rosario

T
BA. BA

Rosario

Module 1

Module 2

Module 3

Practical training

| Buenos Aires

] [ Rosario |

| Buenos Aires.

| Buenos Aires

Plant diagnosis

| [ B.A &Rosario |
[

| | BA.& Rosario
[

Applied theoretical training

Cause analysis / Improvement plan compilation

Improvement activities support

Closing

(Regional centers)

1.2. ATG qualification system

Establishment of the Qualification Certification Committee

Examination of qualification system

[Construction of the certification system

‘Selectlon of qualification review members

Implementation and operation

Compilation of qualification examination

Examination implementation

Conferring of qualifications to successful candidates

2. Diffusion and Development Projec]|

2.1 Expansion of enterprise

support activities through

establishment of new NODO
(Regional extension plan)

Advance planning

Decision of regional extension policy

Selection of new target areas

]

Compilation of detailed diffusion support plans
Detailed agreement

Budget measures

Securing of human resources for new NODO

Diffusion and public information

\Preparatlon of the diffusion and public information seminar

‘Im plementation of the diffusion and public information seminar

Initial diagnosis and trial introduction

Initial diagnosis

Trial introduction

Completion evaluation

Staging of the outputs presentation seminar

New NODO establishment

‘Follcw—up after establishment

2.2 Formation of support schemes
through strengthening of
collaboration with external
agencies

Strengthening of collaboration with external agencies

[Survey of collaboration possibilities

| Database creation

Unearthing of new projects

Preparation for project proposals

Project formation

3. Development Project of “New Man

3.1 Selectionand development of
new management technologies
which don'texistin INTI

Enterprise needs survey

Establishment of Management Technology Development Committee

Selection of new management technologies

Learning of new management technologies

Establishment of working groups (WG)

Trial introduction of new management technologies

Evaluation and analysis

Manual preparation
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Figure 4-5 Image of the SMEs Support System via Business and

4.7

The areas in which INTI will struggle to independently make progress regarding construction of the
management technology diffusion (support for problem solving in micro, small and medium

Future Issues

Production Management Centering on INTI

enterprises) setup are described below.

Issues are classified into short-term items and long-term items. Short-term issues refer to themes that
should be raised immediately during 2010, while long-term issues refer to “themes which will take
time to resolve” and which denote the Study Team proposals that need to be implemented by INTI on
a phased basis. Since it will be difficult for INTI to respond to these issues unaided du to its lack of
experience, it will need to seek cooperation and support from collaborating resources in Argentina and

international agencies (donors), etc.
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4.7.1 Short-Term Follow-up Issues

1)

)

Support until operation of the ATG qualification system gets on track

Through certifying that support personnel have attained enterprise problem solving capacity of a
certain level, this qualification system aims to raise the level of support personnel and the quality
of support services. This corresponds to the SE diagnostician system in Japan. INTI has no
experience of establishing and operating such a qualification system concerning management
technology, and since it is not scheduled to actually start until 2010, it remains a theme with
strong support demands.

Support until operation of the training system gets on track

As was explained in Section4.2, when replacing the conventional piecemeal and unstructured
training plans with a structured training system which gives priority to planned and practical
training, it will be necessary to provide support from the operating side.

4.7.2 Long-term Issues

M)

)

@)

Support for implementation of trainers’ training

As was pointed out in Section 4.2, practical training is indispensible for developing ATGs. Since
practical training is compiled around OJT, unlike seminars, it is not possible for one trainer to
teach large numbers of trainees; rather it is necessary to adopt coaching methods. In order to
quickly nurture support personnel with strong practical skills, it is essential to develop as many
human resources as possible who can become trainers in practical training. For this purpose, apart
from the training described in Section 4.2, it is necessary to implement trainers’ training.

Standardization of training systems for support personnel

In order to establish the training systems described in Section 4.2 and the ATG qualification
system described in 4.3, it is necessary to prepare standard texts and trainer’s manuals. Moreover,
considering the large size of Argentina, it will also be necessary to introduce e-learning. It is
essential to create teaching materials for these training and ATG qualification systems, and it will
be necessary to support this.

Support for introduction of new management technologies

Concerning management technologies which are new to INTI support personnel and NODO, and
management technologies with which personnel have little knowledge or experience, it is
necessary to transfer technology to the INTI support personnel. Such management technologies
include the following:
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e IT production control and sales control applied technologies (MRP, MRP Il, ERP, etc.)
*  Resource-saving production control

. TPM

e Cell production systems

e Production plans and production control

»  Management technologies concerned with marketing (marketing processes, marketing
environment, consumer goods market, production goods market, service marketing, market
survey, market segmentation, market targeting, market positioning, product life cycle,
product development, distribution channel policy, supply chain, logistics, sales promotion,
price policy, retail technology, etc.)

e Personnel affairs / Human resources development (recruitment, assignment, personnel
valuation, wages, promotion, capacity development, welfare, labor relations, etc.)

»  Financial affairs / Cost control (business analysis, capital control, profit control, cost control,
fund control, control accounting, etc.)

»  Business strategy

»  Business general diagnosis and support

Moreover, support for introducing these new management technologies can be partially
complemented through introducing and utilizing senior volunteers (SV).
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Annex-3: PP Evaluation Tables by Enterprise

<BUENOS AIRES / MAR DEL PLATA>

Model Enterprise De Asia Lannot I Tl Calzadoz Five Tapamar SRS Olitas DelPack Panoss Pilmar
Sucre Pharmamercan
Evaluation Item Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator
m = = m = = m = = m = = m = = m = = m = = m = = m = = m = =
3 z ) 3 = 0 = = 0 = z ) 3 z ) 3 z o 3 z ) 3 = 0 = = 0 = z )
g J > B |3 |> B |3 > |E|J (>8I > & | J| > |8 | J|>8 |F|>F|J| > F|J|>
© @ © @ © @ =) @ =] @ © @ © @ © @ © @ © @
] p=1 7] p=3 2] p=3 2] p=1 ] p=1 ] p=1 ] p=1 ] p=3 n —- 2] p=1
1. |Overall evaluation of the PP implementation plan:
@ |Was the selection of issues appropriate? 5 5 4 4 5 4 4 4 5 5 5 45 | 46
® Wasthe_selection of approaches 5 5 4 5 5 5 3 4 5 4 3 4 4 5 5 5 23 | 46
appropriate?
® Anti‘cipated goals and/or outputs: level of 4 3 3 4 3 3 3 3 4 5 3 3 4 4 4 4 35 | 36
achievement and future prospects
2. | Technology transfer to C/Ps:
Was the basic theory of business and
@ | production management technology 5 5 4 4 4 4 5 4 5 5 4 5 5 4 5 5 46 | 45
transferred to the C/Ps?
Was the practical training on business and
@ |production management technology 3 4 3 3 4 3 5 4 5 4 5 4 4 3 3 4 40 | 3.6
effective?
Were diagnosis and improvement
@ |techniques for business and production 5 5 4 4 3 4 4 4 4 5 4 5 4 5 4 5 40 | 4.6
management technology learned?
3. | Effectiveness of management technology:
@ |Ae concrete improvement effects 5 | 4|3 |33 |3|4|3|3|4|3|3|5]|5]|5]:°2 2 3 | 4|4 |a|5]|5]S 40| 36 | 36
recognized with respect to issues?
(Although no clear outputs appeared
during the PP period) Was the setup or
g |foundation for resolving issues 4 | 4| 3| a|a|a|a|a|a|a|las|al|a|la]|ales 4 | 4 | 4| a|al|a]|a)]|a 41| 40 | 39
established, and are concrete outputs
likely to be realized in the near future
(within a year and so on)?
Is there any prospect of utilizing the
@ |business and production management 5 5 4 4 4 4 5 4 5 3 5 4 5 5 5 5 48 | 4.3
technology learned during the PP?
4. |Level of satisfaction of model enterprise owners:
What is the level of satisfaction regarding
@ the results of the PP? 5 5 4 5 4 4 5 5 4.6
What is the likelihood of advice being
@ sought from INTI in future? 5 5 4 5 5 4 4 5 4.6

*EI PP en Panoss y Pilmar se suspendi6 antes de concluir por no haberse conseguido cooperacion por parte de las empresas.
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<CONCEPCION DEL URUGUAY / PARANA>

Model Enterprise Berger Ind. Pla. Lamber Kindschef Albace Riel Don H Elevador. Santini Schep
Evaluation ltem Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator Evaluator
m = = m = = m = = m = = m = = m = = m = = m = = m = = m = =
> z > zZ > zZ > z > P 3 b4 > zZ > P4 =} =z 3 P4
5|3 |8 |8|3|%|8|3|8|&8|3|8|8|3|8|8|3|8|&8|3|%|8|3|8|8|3|8|8|3|°%
Szl 2|z |2lzl2 2|z |2|zl2 2|z |22 ]/2|2|2|2|2|2/2|z2|2%
g |2|ls |z |2|s|zg || |a|2|s|z|s|ls|zg |||z |=2|s|a|2|s|zg|2|8|a|5|%
|l v|(g || 9|8 |3 |9 |8 (& | |8 |8 | |8 |8 || |8 | |& || |& |3 |9 |8 |3 |™°]|%&%
1. | Overall evaluation of the PP implementation plan:
(M | Was the selection of issues appropriate? 5 4 4 5 4 3 5 4 4 5 4 5 5 4 4 5 5
® Was the_ selection of approaches 5 5 4 4 5 5 4 3 5 5 4 4 5 4 5 5 4 4 5 4
appropriate?
® Antl_clpated goals and/or outputs: level of 5 5 4 4 4 4 3 3 4 4 3 3 4 4 5 5 5 5 5 5
achievement and future prospects
2. | Technology transfer to C/Ps:
Was the basic theory of business and
(@ | production management technology 5 5 4 4 4 4 4 4 5 5 4 4 4 4 5 5 5 4 5 5
transferred to the C/Ps?
Was the practical training on business and
@ | production management technology 5 5 5 4 5 4 4 4 5 4 4 4 4 4 5 5 5 5 5 5
effective?
Were diagnosis and improvement
@ |techniques for business and production 5 5 5 4 5 4 3 3 4 5 3 3 4 4 5 5 5 5 5 5
management technology learned?
3. | Effectiveness of management technology:
@ |/Ave concrete improvement effects 5 |5 |5 |5 |5 |a4|a4|a|la|a|as|3|5|a4|as|a|3|3|a|a|a|a|5|5|5]|5]|5|4]|c5]a4
recognized with respect to issues?
(Although no clear outputs appeared
during the PP period) Was the setup or
foundation for resolving issues
@ established, and are concrete outputs 5 5 5 5 5 5 5 5 5 5 4 4 5 5 5 5 4 4 4 5 4 5 5 5 5 5 5 4 5 5
likely to be realized in the near future
(within a year and so on)?
Is there any prospect of utilizing the
@ |business and production management 5 5 5 5 5 5 5 4 5 5 5 4 4 5 5 5 4 5 5 5
technology learned during the PP?
4. | Level of satisfaction of model enterprise owners:
What is the level of satisfaction regarding
@ the results of the PP? 5 5 5 5 5 5 4 5 5 5
What is the likelihood of advice being
@ sought from INTI in future? 4 5 5 4 5 4 5 4 5 4




eT-v

<NEUQUEN / Villa Regina>

Model Enterprise

Bpuronou

Textil
Neuquén

Fasinpat

Callieri

Allemanni Raul

Natural Express

Alpeco

Uneren

Cabarcos

Allemanni
Edward

Evaluation ltem

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

Evaluator

sasudiaug

dNV-ILNI

uadxa v2Ir

sasudiaug

dINV-ILNI

uadxa vIr

sasudiaug

dINV-ILNI
uadxa vOIr

sasudiaug

dIANV-ILNI
uadxa voIr

sasudiaug
dINV-ILNI
uadxa v2Ir

sasudiaug
dINV-ILNI
uadxa vIr

sasudiaug

dNV-ILNI

uadxa voIr

sasudiaug

dNV-ILNI

uadxa voIr

sasudiaug
dINV-ILNI
uadxa voIr

sasudiaug

dNV-ILNI

uadxa v2Ir

1. | Overall evaluation of the PP implementation plan:

@

Was the selection of issues appropriate?
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@

Was the selection of approaches
appropriate?

®

Anticipated goals and/or outputs: level of
achievement and future prospects

2. | Technology transfer to C/Ps:

@

Was the basic theory of business and
production management technology
transferred to the C/Ps?

@

Was the practical training on business and
production management technology
effective?

®

Were diagnosis and improvement techniques
for business and production management
technology learned?

3. | Effectiveness of management technology:

@

Are concrete improvement effects recognized
with respect to issues?

@

(Although no clear outputs appeared during
the PP period) Was the setup or foundation
for resolving issues established, and are
concrete outputs likely to be realized in the
near future (within a year and so on)?

®

Is there any prospect of utilizing the business
and production management technology
learned during the PP?

4. | Level of satisfaction of model enterprise owners:

@

What is the level of satisfaction regarding the
results of the PP?

@

What is the likelihood of advice being sought
from INTI in future?




Annex-4 : W/S Photographs

(July 1, 2009 : INTI MIGUELETE)

Opening address (Mr. Pedro Carlos Brunetto)
(Mr. Furuya: Manager of JICA Argentina Office)

View of the seminar

Mr. Kikuchi (Team Leader)

Mr. Sugimoto (Expert)
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November, 2009

(November 10, 2009: Parana / UTN-Parand)

(November 11, 2009: Mar del Plata / Hotel Costa Garana)

(November 12, 2009: Concepcidn del Uruguay / UNER: Entre Rios University)
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(November 12, 2009: Neugén / Centro-PyMe Neuquén)

(November 16, 2009: Buenos Aires / INTI MIGUELETE)
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Annex-5: W/S Pamphlet (Training of ATG)
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