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Introduction 

This is a report on part of a comparative research project, 
involving eight countries in all, funded by the International 
Development Research Centre. The research was carried out 
by Martin Godfrey (who also acted as overall project 
coordinator) and Paul Bennell between November 1977 and 
September 1979. Our thanks are due to IDRC for funding the 
project; to IDS for housing the project and providing us 
with back up; to our colleagues on the project and in IDS 
for comments and discussion over a long period; to those in 
Britain, the USA and Ghana who provided us with information; 
and, finally and particularly, to Louise Gerber, project 
secretary for eighteen months. 

The essence of the project as a whole is contained in the 
original joint research proposal drawn up by researchers 
from Ghana, Kenya, Morocco, Nigeria, the Sudan and the UK 
at a meeting in IDS in March - April 1976 and slightly 
modified at a further meeting in Nairobi in September 1976 
which also included researchers from Egypt, Tanzania and 
Zambia*. The relevant part of that proposal is as follows: 

Why Public-Sector Salaries? 

The proposal to study 'factors affecting public-sector 
salaries policy in an open economy' arises from our interest 
in the general question of income distribution in developing 
economies. This has come to the fore in recent years as 
dissatisfaction with growth in gross domestic product as the 
overriding national objective has found expression in 
national plans and international reports which emphasise the 
goals of employment promotion, eradication of poverty and 
redistribution of income and wealth.** 

* All the countries represented at these two meetings apart 
from Zambia eventually participated in the project. 
** eg the reports of the ILO World Employment Programme 
(ILO, 1970, 1971, 1972, ); and the IBRD/lDS study on 
redistribution with growth (Chenery et al 1974). 
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There are two ways of studying income distribution. One 
is to attempt a comprehensive investigation of all factors 
affecting the distribution of all types of income. The 
other is to select the determination of a particular type 
of income for study in depth. After some thought we have 
decided on the second approach, because in our view priority 
in this field should now be given to fairly detailed 
empirical work and because we lack the resources to do such 
work over the whole field of income distribution. This 
does not mean, however, that we take a narrow view of the 
determination of the particular type of income that we 
have selected. Although detailed empirical work will 
inevitably be limited, we aim, as will emerge, to set our 
study within a wide-ranging analytical framework, enabling 
us to take account of interactions between a large number 
of variables. 

One reason for selecting top salaries for particular 
attention is that they have been curiously neglected as a 
subject for empirical research. Many writers have pointed 
to the anomaly of the persistent differential between the 
highly-paid salariat and the remainder of the population 
in poor countries and have hypothesised about its causes* 
but little empirical work has been done on the matter**. 

This neglect seems unjustified in the light of the importance, 
particularly in the emerging political economy of many 
African countries, of the salariat and of the rewards that 
it receives. The importance of this group is much greater 
than would be implied by a mere measurement of its numerical 
size or of the total top salaries bill. From the economic 
point of view the persistence of high salary levels and 
differ entials (and the use of educational qualifications 
as criteria for recruitment to the salariat) encourage the 

* eg Dumont (1966), Seers (1970), Godfrey (1975). 
** The work of Knight (1967, 1968, 1971) is one of the few 
examples. 
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pursuit of schooling to as high a level as possible, with 
the result of an explosive expansion in educational enrolment 
at all levels and a high rate of rural-urban migration. On 
the demand side, high salaries and the associated 'stretched 
out' salary structure limit the rate at which the educated 
can be absorbed into employment. The result is excess 
supply of educated labour at all levels, increasingly 
affecting even university graduates, and the diversion of 
the economy's surplus from capital accumulation to (arguably 
irrelevant) schooling. 

Public-sector salaries are of particular interest because 
of the heavy weight of the public sector in the economies 
that we are concerned with, both' as employer and as component 
of national income and expenditure. Other things being equal, 
if public-sector salaries were lower and the structure 
therefore more compressed, more economic surplus would be 
available to the state for productive investment, with 
beneficial implications for output and employment. And the 
fact that decisions in this area are made by the state makes 
the research potentially more useful. 

From the socio-cultural-political point of view the 
suggestion of interest is that the salariat represents an 
emerging sub-class separate in several important respects 
(income, consumption pattern, lifestyle, ideology, etc) 
from the remainder of the population. It is worth noting 
the view of Latin American social scientists (Sunkel and 
Fuenzalida, 1974) that a community has emerged which 
'incarnates transnational capitalism and (is)... integrated 
at the worldwide level, in spite of the fact that its 
members live in geographically separate territories' and 
the questions it raises, among many others, of whether such 
a community can be partly identified by the level of its 
rewards and of how that level is determined. The emergence 
of such a group and the indirect effects on other groups in 
society have an obvious impact on patterns of consumption 
and structure of production. 
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The Hypothesis 

The obvious starting-point for an examination of salary 
differentials in African public-sectors is the historical 
legacy of the salary scales and the administrative structures 
and practices of the former colonial powers. Indeed this 
historical legacy is more than a mere starting point since 
it has powerfully shaped subsequent responses to problems 
of income distribution. This is one point at which the 
importance of the inclusion of the UK in our sample of 
countries becomes apparent. The questions for investigation 
are: How successful have public-sector salary-earners been 
in maintaining differentials? And what are the reasons for 
the varying degrees of 'success' in different countries? 

It goes without saying that the determination of public-
sector salaries does not take place in a perfect market. 
Indeed the range of institutional factors involved is 
formidable. This applies equally to attempts to explain 
salary levels as to attempts to explain the magnitude of 
differentials. This study is intended to cover both levels 
and differentials. Decisions about changes in the inherited 
administrative structures and associated salary scales are 
likely to be made or heavily influenced by those who will 
be affected by such changes. The power of a bureaucratic 
elite to influence the level of its own rewards and the 
size of differentials may be exerted in several ways -
through its trade union or association, through its control 
over the mechanism of dicision-making, through its encourage-
ment of an inegalitarian ideology, through its influence on 
the political decision-makers, etc. The power of this elite 
in relation to other groups affecting government decisions, 
the nature of the prevailing ideology, the strength of the 
relevant trade unions, the nature of the mechanism of 
decision-making on these issues - all these and other 
'non-market' forces are central to an explanation of the 
rate and pattern of change in public sector salaries and 
in differentials and will be brought into our analysis. 
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In so far as market factors* are important in the constraints 
that they set on the process of top salary determination, we 
argue that they are factors relating primarily to the 
international rather than to the local market in professional 
and managerial skills. If the premium earned by top (ie 
graduate-entry and above) civil servants over unskilled 
workers, initially in many countries a relic of colonial 
experience, were, as some have argued, primarily a scarcity 
rent, then one would expect it to be gradually competed 
away as the supply of graduate** manpower increases relative 
to demand. Our hypothesis is that the extent to which the 
premium responds to changes in the local demand and supply 
situation depends crucially on the extent to which the local 
market in skills is insulated from or integrated with the 
international market. This hypothesis has several elements. 

a) If the local education and training system is such 
that those who emerge from its apex have acquired, 
to a varying degree, internationally negotiable 
qualifications, even though few categories (eg perhaps 
doctors, dentists, engineers, some academics) make 
use of their international mobility, all benefit 
financially from having acquired it, through the 
working of the principle of comparability. The 
suggestion is that the international mobility of a 
few supports the level of rewards of all who can 
plausibly claim comparability on the grounds of 
similar initial qualifications and periods of training. 
This does not, of course imply international equali-
sation of professional salaries - merely that inter-
national differentials are smaller for the mobile and 
quasi-mobile than for the relatively immobile cate-
gories (eg unskilled labour). The UK is in an 

* We recognise that the distinction between market and 
non-market factors is in practice usually blurred. For 
instance trade unions and professional associations often 
operate by restricting entry and thus rigging the market 
in their favour. And we argue below that the use made of 
the international market may be ideological rather than 
economic. 
** ie graduate and graduate-equivalent professionals. 
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interesting intermediate position in this process, in 
that it both imports and exports migrant professionals 
from developing countries including Africa, and to 
North America, Australasia and Europe - and thus both 
transmits and receives these disequalising influences. 

Another aspect of international mobility is the 
availability to public-sector salary-earners of 
overseas posts in international organisations paid at 
international rates. This is somewhat separate from 
the previous point since mobility of this kind is not 
necessarily dependent on the possession of internation-
ally negotiable qualifications. 

Multinational corporations (MNCs) represent another 
aspect of transnational integration of the salariat. 
The impact of MNCs on public sector salaries will 
depend on what•procedure foreign companies follow in 
setting their salaries. There are at least three 
possibilities: 

i) MNCs may follow a policy of paying just what is 
necessary to bid away the required talent from 
the public sector. 

i) MNCs may pay an international rate for the job 
to a large extent regardless of local circumstances 

.ii) MNCs may find themselves, perhaps under pressure 
of indigenisation policy, competing with each 
other for scarce managerial manpower. 

While (i) may once have been the case, current 
salaries etc offered by MNCs can only be explained in 
terms of (ii) or (iii), and the possibility that (ii) 
may represent an emergent trend is at least worth 
investigating. Again the UK is in an interesting 
intermediate position in our analysis, in that it is 
both the site of the head offices of several important 
MNCs (operating particularly in Africa) and the host 
to many MNC subsidiaries (particularly from the US) -
and thus again is both a transmitter and receiver of 
disequalising influences. 
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d) Locally-based offices of international organisations 
(such as the United Nations and the World Bank) and 
of regional organisations (such as the European 
Economic Community and the East African Community) 
and local posts funded under technical assistance 
schemes may have a similar impact on public sector 
salaries. 

e) The public sector includes the central civil service, 
local government and state corporations. Within the 
private sector we must allow a place in the process 
of salary determination to the larger locally-owned 
firms. If, as we hypothesise, the MNCs have become 
the pace-setters in this process then it may be that 
public enterprise and the larger local firms are in 
an intermediate position between MNCs and civil 
service. These are questions for investigation. 

f) In many countries a local market for private profes-
sional services also offers a lucrative alternative 
to public sector employment. The high incomes avail-
able in private practice have something to do with the 
international negotiability of professional qualifi-
cations and with the presence of a number of multi-
national professional firms but also with the 
combination of a sizeable number of people and firms 
able to pay for such services at international rates 
and a limited number of practitioners. They are, 
therefore, we hypothesise, in the nature of a feed-
back mechanism, since they both derive from the 
market provided by and support the high incomes of 
the state salariat. 

We are not intending to argue that the international 
market factors to which we are drawing attention operate 
as impersonal forces. They may be more in the nature of 
convenient weapons of mystifying ideology for use by the 
privileged and powerful to protect their position. We 
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would at least suggest, however, that any government which 
wants to achieve a drastic reduction in salary differentials 
is likely to run into powerful contradictions arising from 
these international factors and from the use that can be 
made of them. 

Within the overall project the UK team was allotted a 
specific responsibility. In fact, a separate research 
proposal was submitted to IDRC of which the following is 
an extract: 

The obvious starting point for an examination of salary 
differentials in African public sectors is the historical 
legacy of the salary scales and the administrative 
structures and practices of the former colonial powers. 
Several questions arise here. To begin with, how large 
were salary differentials in the British and French civil 
services in the early 20th century? How did these 
salaries relate to those paid to British and French civil 
servants working in their countries' colonies? What was 
the pre-independence salary structure in the colonial 
civil services and how far did the process of transfer 
of power and indigenisation involve any change in 
structure? What is the nature of the inherited administra-
tive structure in each country and was it changed in any 
way (eg steepness of pyramid; number of steps, grades, 
degree of centralisation, etc) at the time of independence? 
In the case of the ex-British colonies in our sample, a 
large part of the information needed to answer such 
questions would be obtainable in London and it would be 
the UK researchers1 responsibility to collect such 
information in liaison with other team members and to 
disseminate it. 

The other main task of the UK research team would be to 
assess the extent to which more recent influences emanating 
from the UK have affected public-sector salary levels and 
structures in the African countries in our sample. 
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There are many UK-owned MNCs operating in these 
countries (eg BP, BAT, ICI, Imperial Tobacco, BLMC, 
Courtaulds, Dunlop, GKN, BICC, RTZ, Bowater, Plessey, 
Unilever, Lonrho). Subsidiaries would, of course, be 
covered by surveys in the countries concerned but these 
would be usefully supplemented by interviews in London 
head offices. Questions about their salaries policy in 
Africa to be investigated would include: Is there any-
thing at all in the 'international cadre' hypothesis, that 
MNCs pay an international rate for a managerial job to a 
large extent regardless of local circumstances? Even if 
there is not, do these MNCs follow an active rather than 
a passive salaries policy vis-a-vis the public sector in 
the African countries in which they operate? Do they 
see themselves as behaving any differently in this respect 
from other (eg US-owned) MNCs? 

The international mobility of African professionals is 
also something that can usefully be investigated at the 
UK end. To what extent do such professionals possess 
qualifications that are negotiable in the UK? How many 
actually come to work in the UK? How many come to the 
UK to acquire British postgraduate and professional 
qualifications? And how many of these stay on afterwards? 
Answers to these questions obtained in the UK would help 
to identify particularly mobile categories, leaving the 
questions of the effect of their mobility on domestic 
salary structure to be answered by research in each of the 
countries concerned. 

In addition to the systematic survey work described so 
far, the UK researchers would also stand ready to obtain 
answers to specific questions sent in by team members as 
they arise and would be ready to help via contacts at MNC 
head offices to obtain access to subsidiaries for team 
members. 
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As will be seen, the UK team went beyond its terms of 
reference in some respects, in particular in extending the 
interviews with MNC headquarters to US companies in New 
York and in the work done in Ghana in January - April 1979 
by Paul Bennell. However, the results of the team's work 
remain partial, to be complemented by the results of the 
work of other country teams. For this reason we have not 
tried to reach conclusions in this report and any hints 
at conclusions in the following chapters must be regarded 
as highly provisional. Each chapter, also, has been written 
to stand on its own rather than as part of a continuous 
narrative; this reflects the role played by the UK team of 
providing inputs into the main research which was being 
carried out in the countries themselves. 

It soon emerged, in the course of our research, that the 
direct results of narrowing wage and salary differentials 
on the surplus available for productive investment by the 
state, while useful, would not be spectacular. Calculations 
based on Kenyan data for 1975 showed that substantial 
savings in government current expenditure would accrue only 
if quite unrealistic exercises, such as reducing all public 
sector salaries to office-messenger levels, were envisaged. 
This does not, of course, mean that concern about wide pay 
differentials is misplaced, merely that other reasons for 
such concern are more important. In particular, we would 
continue to emphasise the effect of wide and qualification-
related differentials on the demand for and the pattern of 
schooling, and hence on the rate of rural-urban migration 
and on the proportion of the government budget that goes 
on schools; the complex class-formation effects* with a 
bureaucratic elite sometimes being regarded as an obstacle 
to progressive policies; the connected effect on the pattern 
of consumption and production and on the balance of payments 
and the effect on the possibility of wage restraint. All 
of these effects have implications for accumulation and 
growth. In addition a more equal income distribution is. 
of course, a quite legitimate policy objective in its own 
right. 



Our work on the historical legacy, as far as Ghana, Kenya 
and Nigeria are concerned (Chapter 1), suggests that the 
administrative structures and associated salary structures 
inherited from the colonial civil service have remained 
largely intact in all three countries. The British 
indulged in rhetoric about reducing differentials but their 
actual practice was to pay 'adequate' salaries to expatriate 
civil servants and to pay similar salaries to 'local persons 
who invaded the senior ranks of the service'. 

During the independence period senior members of the bureau-
cracy in these three countries have managed to preserve and 
in some cases to improve on the privileged positions 
inherited from the colonial state (Chapter 2). In this 
process a particular salary commission was of key importance 
in each country: the Mills-Odoi commission of 1967 in Ghana; 
the Ndegwa commission of 1970-71 in Kenya; and the Udoji 
commission of 1972-74 in Nigeria. All three commissions 
introduced new grading systems but these are to be regarded 
as 'ideological smokescreens'. Income distribution within 
the civil service has shown some improvement in each case, 
but this reflects a 'short-term pragmatic response to crisis' 
(and the need therefore to raise unskilled wages) rather 
than a conscious attempt at fundamental reform of the wage 
and salary structure. 

In all three countries the private sector has come to lead 
the way in the salary determination process. Indeed the 
rapid growth of private-sector salaries has posed problems 
for public sectors whose ability to match such increases 
is restricted by a declining tax base and a rising number 
of employees. A solution encouraged by Kenya's Ndegwa 
commission, and also widespread in Ghana, is for civil 
servants to 'straddle' (ie to earn secondary incomes in the 
private sector). So far only oil-rich Nigeria, by 
implementation of the Udoji report, has been able to 
eliminate salary differences between public and private 
sectors, and then only for a short time. 
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As for the impact of MNCs in this market, our interviews " 
with headquarters of British companies (Chapters 4 and 5) 
suggest that our research proposal's hypothesised 
•emergent trend' of MNCs paying an international rate for 
the job to their managers, to a large extent regardless of 
local circumstances, is a trend which is a long way from 
emerging among British companies in Africa. Not only do 
such companies profess no 'international cadre' philosophy 
but also they employ very few third-country nationals (TCNs) 
(and hence as yet very little upward pull on host-country 
national (HCN) salaries arises from this source). They 
are still mainly preoccupied with the replacement of parent-
country nationals (PCNs) by HCNs and are at a much earlier 
stage in this process in Africa than are MNCs in, say, 
Brazil. All companies interviewed claimed to relate HCN 
salaries to local markets. 

Interviews with US MCNs (Chapters 6 and 7) also suggested 
a trend towards localisation, but with a growing proportion 
of TCNs, perhaps being used in a transitional role, replacing 
PCN managers until enough HCN managers are available; the 
availability of local managers was stressed by companies 
as the key factor. An important point arising from these 
interviews is that companies do not need to use PCN managers 
as agents of central control since other mechanisms are 
available for this purpose. 

US companies also deny any explicit aim to multinationalise 
their managerial cadre, but they do tend to pay increasing 
attention to the rational global deployment of their 
managers. The existence in such companies of a small cadre 
of mobile managers and their adoption of company-wide job 
evaluation methodologies are signs of the emergence of an 
international market in managerial skills ( at least for 
expatriate managers). In particular, the growing populari-
ty of the -balance-sheet' method in setting salaries for 
US expatriates is a sign of a more systematic approach 
towards establishing an international salary structure 
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And the move away, in the case of TCNs, from salaries based 
on their home-country or host-country levels to US-based 
salaries is 'an important step in the development of a 
unified salary structure among international assignees'. 

As far as HCN managers are concerned, there is little doubt 
that US MNCs pay more than do local companies, but is this 
due to their multinationality/foreignness or to other 
factors such as size? All the US companies interviewed 
claimed (as had their British counterparts) to pay their 
HCNs according to local rather than international market 
conditions. But several try to pay above the median level 
and the extreme competition between MNCs adds to upward 
pressure on salaries.So income differentials between 
expatriates and HCNs have been tending to narrow, in spite 
of the absence of a conscious policy. Moreover, a small 
minority of companies saw the possibility of the emergence 
of a global salary structure, a direction in which increasing 
head-office control of company-wide salary structures also 
points. 

In general, there does seem to be a detectable difference 
between British and US companies, with the latter more 
transnational in their orientation and employing more TCN 
managers. Neither are as yet adopting conscious global 
remuneration policies and even such pressures in that 
direction as we have identified are unlikely,at least in 
the near future, to include African subsidiaries. This 
is partly because of the relatively small size (in terms 
of both capital invested and employment) of the African 
operations of MNCs, which makes it difficult to integrate 
them into a global structure. 

Nevertheless, as has already been stressed, MNCs do pay 
higher salaries to their local managers than do local 
companies. It is not entirely clear from our interviews 
whether this is because their oligopolistic control of 
local product markets enables them to pay more; or because 
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even a highly paid HCN is cheaper than a high-overhead 
expatriate; or because of the need to attract key influ-
ential figures from the public sector or to pay a 'loyalty 
premium'; or because of the job evaluation methodologies 
used. In any case the implication of our research 
proposal that managerial salaries will tend to be higher 
in an economy with MNCs than in an economy without MNCs 
still seems to stand. However, in an economy such as 
Nigeria's where an exceptionally fast rate of expansion 
in demand for local managers is combined with a slower 
rate of increase in supply, Scarcity rents for local 
managers may emerge and be reflected in remuneration at 

higher than international rates. 

The final aspect of the 'UK connection1 that we looked 
at was the international market in professional skills 
(Chapters 10 to 13). Few countries covered by our project 
seem to be in a situation where emigration of professionals 
is high enough to affect their remuneration directly by 
causing a shortage at home. Only in Egypt and the Sudan 
(in relation to oil-producing countries) or in Ghana (in 
relation to Nigeria) may some professions be in this 
position. 

Our research proposal hypothesised that in an administered 
local market, with a large proportion of professionals 
employed by the state, those with internationally negoti-
able qualifications use their mobility in negotiations 
with employers over remuneration. This could be 
characterised as an attempt to exact payment of all or 
part of the 'scarcity rent- that would result from actual 
emigration in return for refraining from emigrating and 
from inflicting the consequences of emigration on society. 
Testing this hypothesis would involve looking at professional 
associations' attempts to influence salary determination 
and to gauge how far their success was independent of the 
local demand and supply situation. Paul Bennell's survey 
of Ghanaian professional associations left him sceptical 
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about this effect in Ghana, but it may be more important 
in other countries. The survey showed the international 
connection to be important in another way, however. 
Chapter 13 documents the attempts of Ghanaian professional 
associations to raise or maintain the supply price of their 
profession's services by tying their job description and 
the nature and length of their training to international 
models, aided and abetted by British and Commonwealth 
professional associations. 

As has been emphasised, it is not possible to talk of 
'conclusions' from what is only part of a wider research 
project. Such conclusions must wait until all the results 
are in. Our work so far suggests that some of the 
hypotheses of our research proposal may not stand exactly 
as formulated there but that the international connection 
is still likely to be an important element in the process 
of salary determination. 
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SECTION I: PUBLIC SECTOR SALARIES STRUCTURE 
AND POLICIES. 



1. 

THE HISTORICAL LEGACY OF COLONIAL CIVIL SERVICE 
C H A P T E R 1 • SALARY STRUCTURE IN ANGLOPHONE AFRICA: A CASE 

STUDY OF GHANA, KENYA AND NIGERIA 

The distribution of personal incomes in contemporary African 
societies is powerfully influenced by public sector salary 
and wage structures. Even in countries like Kenya which have 
openly pursued capitalist and hence pro-private sector 
development strategies, public sector employment accounts for 
over 40% of total employment in the modern sector. Where more • 
statist, quasi-socialist strategies have been adopted (such as 
in Ghana and Tanzania), this percentage rises to over 70%. 
Clearly, then, any discussion of income distribution and the 
potential role of incomes policy hinges on an adequate understanc 
ing of the processes that determine remuneration in the public 
sector. And this in turn requires a comprehensive historical 
analysis of the specific political economy of each society, in 
particular, the process of class formation and the role of the 
State. 

While the compartmentalisation of recent African history into 
colonial and post-colonial periods can be disputed on both 
theoretical and empirical grounds, nevertheless, the most useful 
starting point for our purposes is an examination of the 
significance of the historical legacy of the administrative 
structures and related remuneration philosophies and policies of 
former colonial powers. It has been found that while important 
changes do occur in the size of income differentials over 
relatively long time periods, the basic pattern of remuneration 
remains fundamentally unaltered. For example, Routh, in a 
detailed and comprehensive study of occupation and pay in Great 
Britain between 1906 and 1960 states that "The outstanding 
feature of the national pay structure is the rigidity of its 
relationships Thus (income) class relations were 
similar in ic35 to those of 1913 and, between managers, foremen, 
skilled, semi-skilled and unskilled manual workers, the structure 
was not so different in 1960 from what it had been in 1913" 1 
Similarly, in the case of Anglophone Africa, the perpetuation 
of colonial class structures after Independence ensured that 



the corresponding patterns of remuneration characteristic 
of the public sector during the colonial period remained 
largely in tact. 

The discussion will be in four parts. The first will examine 
the main features of the colonial salary structures in Ghana, 
Nigeria and Kenya. The second section will then consider the 
policy objectives of various British governments concerning 
the kind of Civil Service salary structures they claimed that 
they want to be established during the period of transition to 
Independence. The third section will attempt to identify the 
actual changes which occurred in the pattern of remuneration, 
especially the extent of income inequality within each civil 
service during this period. In the final section an attempt 
will be made to identify the reasons for these changes and, 
more specifically, why they diverged from the official policy 
objectives. 

The Salary Structure of the Colonial Civil Service. 

The basic features of the salary structure of each colonial 
civil service can only really be properly understood by 
analysing the objectives of the British and in particular the 
way in which they managed to evolve a system of effective bureau-
cratic control over each African population. Clearly, once 
formal political control had been established, the colonial 
state sought in each case to subordinate the economic interests 
of the indigenous people to the needs of each metropolitan 
bourgeoisie. The history of the development of the colonial 
and neo-colonial economy is well-known and need not concern us 
here. What does need to be considered in greater detail is 
the consequences of the British pattern of colonial rule in 
relation to the type and quantity of the manpower inputs which 
were required and hence the type of salary structure which 
emerged. 

From the very beginning, the British were determined that their 
African colonies should be administered as cheaply as possible 
and that they should, therefore, be largely self-financing. It 
has been argued that the colonial state was "overdeveloped", 
given the need of the colonial powers to subjugate the entire 
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indigenous population, and yet, in terms of the amount of 
resources and, in particular, expensive British manpower which 
were committed to the administration of these colonies, the 
colonial state was, if anything, relatively underdeveloped. 
The British overcame this lack of resources by developing an 
administrative system which, because it relied on a particular 
form of "collaboration" with and incorporation of traditional 
political and social structures in order to achieve its overall 
goals, could be staffed by a tiny elite of British bureaucrats, 
the majority of whom were stationed in rural areas. This system 
of indirect rule placed great emphasis on the quality rather 
than the quantity of the administrators and professional people 
who were recruited in the UK since it was the responsibility 
of these men to ensure that Britain continued to realize its 
overall objectives at the least possible cost. The size of this 
all-important group of colonial bureaucrats is indicated in Table 
I which shows the annual number of successful recruits into 
the colonial service between 1921 - 1936. However, it should 
be pointed out that by no means all of these recruits were sent 
to Africa since the colonial office was also responsible for 
staffing the Straits Settlements and a number of other colonial 
possessions. It can be seen from Table I that the administrative 
educational and medical professions were numerically preponderant 
It is quite extraordinary that such a vast colonial Empire 
could be administered as efficiently as it was by such a tiny 
corps of British officials. The administrative branch, for 
example, formed the backbone of each colonial service and yet 
there were never more than 1500 administrative officials in 
anglophone Africa at the zenith of colonial rule in the mid-1930' 

The second important characteristic of each colonial civil 
service was the racial segregation of European and African 
officers into the Senior and Junior branches respectively. In 
East Africa, Asian civil servants were hived off into their 
own separate civil service and, as was the case with the Asian 
community in general, they formed an intermediary level between 
the European and African services. 

During the early years of colonial rule in West Africa, educated 
Africans had not been discriminated against when they applied 
for higher civil service appointments and those Africans who 
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Table I 

Summary of appointments made by the Colonial Office 1921-1936 

Class of Appointment 1921 1922 1923 J 9 2 5 7926 | 1927 1928 

Administrat ive* . . . 90 18 67 72 8s 103 IOI 153 
Educational 4 3 39 3 ° 43 46 76 6+ 74 
Financial and Cus toms . . . 21 4 12 9 10 20 18 19 
Legal 10 3 8 11 12 7 16 14 
Police 32 ' 7 14 32 19 30 19 32 
Medical 63 41 49 84 129 97 121 85 
Agricultural 40 17 16 35 33 30 42 59 
Veterinary 9 6 7 5 8 16 9 11 
Forestry 25 3 10 20 16 13 11 11 
Other Scientific Special is ts 7 2 2 7 8 2 18 10 

(Biological, Analyt ical , 
etc.) V 

Survey and Geological . . . 32 9 5 12 15 15 19 27 
Other Appointments 13 14 12 22 25 15 22 12 

385 173 232 352 406 424 460 5°7 

Agricultural Scholarships — — 
1 

— 16 17 ' 5 20... 
Veterinary Scholarships - - *i 

C/ajs of Appointment 1929 1930 1931 1932 1933 -T9J-/ 1935 1936 

Administrative* . . . i ' 5 80 20 25 -i6 4 4 67 68 
Educational 62 6<i 18 4 1 5 9 9 
Financial and Customs . . . 15 14 11 3 9 21 22 11 
Legal 11 16 8 7 8 9 17 22 
Police 33 26 16 2 5 10 14 9 
Medical . . . 107 77 35 12 22 31 48 53 
Agricultural 42 40 3 4 4 9 23 14 16 
Veterinary 11 6 3 — 3 3 5 5 
Forestry . . . 13 14 7 4 6 f 3+ 9 t 6 f 
Other Scientific Specialists 6 8 1 4 4 1 4 7 

(Biological, Analyt ical , 
etc.) 

Survey and Geological . . . 17 9 3 — 2 3 7 9 
Other Appointments . . . 17 23 9 5 7 11 19 22 

4 4 9 378 165 70 112 164 235 237 

Agricultural Scholarships 22 24 18 14 7 9 8 10 
Veterinary Scholarships — 9 8 4 2 3 3 4 



displayed outstanding ability stood a good chance of reaching 
the most senior positions. However, with the triumph of the 
Imperial Movement under Chamberlain in the mid-1890's, the 
dogma of the racial superiority of the European became firmly 
established amongst the British "official classes".3 Henceforth, 
all positions in the senior service were the exclusive preserve 
of Europeans or, more accurately, all Europeans, whatever their 
occupation,were accorded senior status and hence they had to 
receive a level of income which was commensurate with such a 
position in the bureaucratic hierarchy. 

'The function of the Junior Service was to provide the manpower 
necessary to perform the routine tasks of each civil service. 
It was mainly composed of clerks, artisans and other lower 
technical personnel, native police and the relatively large 
number of "subordinate" positions such as messengers, caretakers, 
labourers, boat boys and a whole variety of other menial, unskill 
activities. The exclusion of African recruits from the Senior 
Service meant that the highest position which an African civil 
servant could hope to attain, however much education he might 
have received, was normally that of chief clerk or an equivalent 
position in the technical branch of the service. The African 
education system was designed to produce no more primary school 
graduates than were required by the civil service and, not 
surprisingly, cherefore, it was ridiculed by the aspirant African 
educated elite as being little more than a "clerk producing 
system". The British discouraged the development of secondary 
and higher education since the existence of a large stratum of 
well-educated Africans was incompatible with the ideological 
and economic rationale of British colonialism. This neglect of 
education in general and of secondary and higher education 
in particular was another important aspect of the colonial 
legacy which had extremely adverse consequences for the process 
of Africanization and the reform of the civil service salary 
structure. 

The compartmentalisation of the colonial civil service into 
Senior and Junior branches on the basis of race was of preeminent 
importance in determining the central features of the salary 
structure. 





I 
7. 

(/) 0) nj 
U >v (/) 
QJ o 3 

D £ -H Z QJ ̂  



Figure 1 clearly shows the effect of the racial division of 
the Ghanaian civil service salary distribution during the 
colonial period. Junior Service salaries were concentrated 
exclusively in the £0 - 300 interval with the mode and median 
somewhere between £50 and £99, the distribution being markedly 
skewed to the left. The distribution of Senior Service 
salaries is shown by the second, considerably smaller 'salary 
pyramid' which started just above the top Junior Service salary 
and extended over a relatively much larger income range right 
up to the Governor's salary at £4500, with the mode at 
£450 - 499 and the median at £550 - 599. The Senior Service 
had only approximately 1050 officers in its ranks, this being 
less than one third of the number of officers imployed by the 
all-African Junior Service. 

The effect of the Senior-Junior division on the salary 
distribution of the Nigerian civil service (see Figure 2) is 
again immediately apparent. Given the uniformity of pay scales 
in the British West African civil services, Nigeria's two 
salary pyramids extended over the same income ranges as in 
Ghana although their actual shapes were by no means identical. 
The median salary values for the Senior and Junior services 
were £500-549 and £0-50 respectively. 

In spite of the poor quality of the data the 1935 salary 
distribution for Kenya is presented in Figure 3. European 
civil servant salaries were, on the whole, slightly less 
than in West Africa where an additional inducement had to be 
offered to attract the required number of recruits to work 
in the generally less hospitable living conditions in that part 
of the continent. It was in the middle and lower income ranges 
where the most important differences occurred and this is largely 
attributable to the presence of a relatively larger number of 
Europeans seeking clerical and technical positions and also to 
the existence of a separate Asian civil service with its own 
salary scales. Although most of these Europeans were not highly 
qualified, they still had to receive a salary which was 
commensurate with their allegedly superior racial standing and 
the effect of up-grading these types of occupations in this way 
was to make the remuneration structure even more top-heavy than 
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in colonies such as Ghana and Nigeria where these positions 
were filled by Africans who received considerably smaller 
salaries. Asians dominated the lower clerical and technical 
positions and they too received considerably higher salaries 
than would have prevailed had Africans been given the opportunity 
to take on these jobs. The extent of this discrimination against 
Africans can be gauged by comparing the salaries received by 
clerical officers in each of the three separate civil services. 
In 1937, these were as follows: 

European Clerical Staff (Local Civil Service Terms) 

Male Special Grade £620 - 660 
I £440 - 660 

II £150 - 420 
Female Special Grade £440 - 500 

I £380 - 420 
II £150 - 360 

Asian Clerical Staff 
Male Special Grade £318 - 408 

I £252 - 300 
II £90 - 240' 

Arab and African Clerical Staff 
Special Grade Any officer received over Sh.150 pei 

mense 
I £57 - 90 

II £39 - 54 
All clerical staff employed by the Nigerian civil service 
received the following salaries during the 1930's. 
Chief Clerk £350 
Assistant Chief Clerk £240 - 300 
1st Class Clerks £150 - 220 
2nd Class Clerks £36 - 128 

The net effect of the virtually all-European and Asian clerical 
branch was to increase the overall proportion of civil servants 
who received incomes in the £150-600 range compared with Nigeria 
and Ghana where the majority of clerks earned less than £130. 
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In Kenya, therefore, the gap which occurred in the Nigerian 
and Ghanaian salary distributions at around £250-350 where the 
top Junior Service appointments petered out and the bottom 
Senior Service posts started was 'filled in', so to speak, 
by "up-graded" European and Asian employees. This is clearly 
shown in Figure 3 and also in Figure 4, which compares the 
European salary distribution in Kenya in 1955 with the Senior 
Service distribution for Ghana in 1950-51. Ironically, the pre-
sence of the European and Asian clerical and technical personnel 
had the effect of reducing the degree of income inequality in 
Kenya compared with Ghana or Nigeria for salaries over £400, but, 
in terms of the proportion of the wage bill allocated to each 
racial grouping, the distribution of income within the Kenyan 
civil service was considerably worse, largely as a result of the 
greater proportion of low paid unskilled African civil servants 
and the predominance of Europeans and Asians in an absolutely 
higher clerical-artisan income range. 

The existence of large income differentials between the top and 
bottom posts was the third important characteristic of the 
salary structures of colonial civil services. These "stretched 
out" salary structures were yet another consequence of the 
establishment of the Senior-Junior division which inevitably 
created a much higher dispersion of incomes than would have been 
the case had Africans been allowed to be employed in the Senior 
Service. However, this would not have been compatible with the 
fundamental objectives of British colonialism and, more specifically, 
with the system of Indirect Rule. 

The extent of this high dispersion of colonial civil service 
salaries can be estimated by comparing the sizes of the income 
differentials between broadly equivalent occupations/positions 
at the top and bottom of the colonial and British civil services. 
Table 2 shows the result of such an exercise which (despite the 
problems involved in establishing equivalence between jobs plus 
the fact that only nominal incomes have been used) does neverthe-
less provide us with an estimate of the difference in the size 
of these differentials which is at least of the right order of 
magnitude. 

The all-important factor responsible for the stretched out 
salary structure was simply that it was not possible to administer 
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a colony without British bucreaucrats and specialists who 
had, therefore, to be paid salaries high enough to attract 
them to these inhospitable and distant parts of the world. 
During the inter-war period, an international market for the 
professional skills of specialist personnel such as doctors and 
engineers was still in its early stages of development and this 
allowed the colonial authorities, each of which was individually 
responsible for setting and paying civil service salaries, to 
recruit the manpower they needed by setting colonial civil 
service salaries on the basis of what was being paid in the UK 
rather than at the much higher levels which would have prevailed 
had a truly international market already existed. Nevertheless, 
expatriate salaries were enormous compared with the average 
standard of living of the great majority of the African populatio 
who were mainly peasant farmers growing crops for their own 
consumption and, to a lesser extent, for export to the metropolis 

As has already been noted, the British relied heavily on a tiny 
number of expatriate personnel to administer their colonial 
Empire but in order for this to be successful very high standards 
of recruitment had to be maintained. The colonial office in 
London took control over this recruitment process which through-
out this period was masterminded by Major Furse. His ideal 
candidate was the archetypal British gentleman who, as a rule, 
had a distinguished family background and was educated at a top 
public school and either Oxford or Cambridge. Character, which 
in many ways was considered to be more important than academic 
achievements, was assessed by looking at the candidate's particip' 
ation in sporting activities and positions of responsibility whici 
had been held whilst at school and university. According to 
Heussler these class-based selection criteria were employed by 
the colonial office right up until 1960.^ More important, 
however, was the fact that the British managed to ensure that 
the same kind of elitist and conservative attitudes were in-
culcated into local civil servants during the Africanization 
process, with obvious consequences for the future pattern of 
civil service remuneration in the post-independence period. 

British colonial civil servants could not be expected to shoulder 
the White Man's Burden in Africa unless they enjoyed a standard c 
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Table 2. 

Britain (1935) Nigeria (late 1930's) 
£ £ 

Top Administrative 3000 3000 
Average Clerical 260 85 - 100 
Average Unskilled 129 9.21 

Top-Bottom Differential .23.2 326 

This is assuming that daily paid labourers were employed 
for 48 weeks a year 
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living at least as high as that which they could have achieved 
had they stayed in the UK. For the majority of aspirant 
colonial administrators, the Home Civil Service was still 
regarded as being their most likely alternative career whereas 
professional people tended to prefer to work in the private sectt 
where the pecuniary rewards were greater. The colonial district 
officer who worked for years in primitive, isolated conditions 
was not motivated by the prospect of monetary rewards to the 
same extent as say a doctor or an engineer who was usually 
stationed in the relative luxury of an urban centre. 

Furse found it increasingly difficult to recruit the required 
number of administrators, especially after the second world 
war. This was partly due to the relative decline in the 
colonial administrator's salary as against the expanding 
opportunities for financial advancement in the private sector 
in Britain but also the kind of recruit that he required was 
becoming increasingly scarce and, since this was a consequence 
of long-term changes in the social and political characteristics 
of Britain's "ruling class", this shortage could not be easily 
relieved by increasing the level of remuneration. 

Definite "costs" were incurred in deciding to work in colonial 
Africa, and for this reason British colonial civil servants had 
to be offered substantially higher salaries than their counter-
parts in the UK. It is virtually impossible to assign monetary 
values to these costs since they were mostly based upon such 
subjective individual valuations as the unpleasantness of the 
tropical climate in West Africa, and the effect this had on 
health, or simply the disadvantages of being so far away from 
friends and relatives in an alien environment. The size of 
the differential between equivalent occupations in the UK and 
Africa is extremely difficult to calculate accurately, owing 
mainly to the lack of the necessary data for the colonies. 
There are also innumerable methodological obstacles, one of the 
most troublesome again being comparability between jobs, which, 
in the present context, poses serious problems because the natur 
of the activities of administrators and professionals in the 
UK and colonial civil services were so radically different. 



However, for our present purposes, we only need to obtain a 
rough picture of the extent of this differential and Table 3 
lists the salaries received by a number of broadly equivalent 
occupations in the UK and Nigeria in the late 1930's. 
Interestingly, this very rough and ready comparison of nominal 
salary levels reveals that there was not a particularly large 
income differential between senior UK and colonial civil servants. 
Indeed, the top salary for a medical officer in Nigeria, at 
£1000, was lower than the average salary of a general practitioner 
in the UK, at £1094. Admittedly, this might not be a fair 
comparison and a more detailed analysis would need to work out 
typical career and hence salary time-profiles for recruits with 
similar qualifications into various professions, both within 
and outside the civil service. More important, however, the true 
extent of the differential can only be established once the 
real value of fringe benefits are included and nominal incomes 
are converted into post-tax incomes. For instance, colonial 
civil servants received free housing, unlike their British 
counterparts, and they paid considerably less direct and indirect 
taxes. Cost of living studies were not carried out in the 
colonies until after the second world war so it is difficult 
to give anything more than a very rough estimate of the relative 
differences. Rates of price inflation were not markedly 
different between the UK and the colonies and, whereas commodities 
which had to be imported from the UK such as tinned foods, spirits 
and consumer durables were more expensive, this was counteracted 
by the relative cheapness of basic foodstuffs, and of particular 
importance, local domestic labour. The children of colonial 
civil servants received heavily subsidised, good-quality boarding 
school education in the UK which the British civil servant had 
to pay for out of his own pocket if he wanted his children to 
benefit. Travel costs were met in full and colonial civil 
servants received extremely generous leave arrangements. Pensions 
were generally the same in the UK and the colonies. On the cost 
side, some colonial civil servants were forced to maintain a 
home in the UK which, if they could not let it, largely negated 
the effect of the free housing allowance. Finally, the colonial 
civil servant ran a much higher risk of dying or of contracting 
a long-term illness which would force him to retire prematurely. 
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Table 3: Salaries of equivalent occupations, Britain and Nigeria, lat 
19; 

Great Britain 1935/37 Nigeria (late 1930's) 

Administrative £ Administrative £ 
Permanent Secretary 3000 Colonial Secretary 3 00( 
Deputy Secretary 2200 Principal Asst. Secretary 144C 
Under Secretary 1900 Provincial Commissioners 120( 
Permanent Asst. Secretary 1450-

1650 
District Commissioners 40( 

96( 
Assistant Secretary 1150-

1450 
Principal 800-

1100 
Assistant Principal 275-

625 

Medical 
Principal Medical Officer 1395 Director Medical Services 180C 
Senior Medical Officer 1023 Senior Medical Officer 150C 
aeneidi ridcU Uunei (ave. 
Dentist 

) 1094 
676 

weaicdi orricei 

Dental Surgeon 

OOl 
100C 
66C 

Engineers etc 
Engineer-in-Chief (PO) 2000 Chief Engineer HOC 
Asst. Engineer-in-Chief(P0)1259 Senior Engineer 8 8 C 

Executive Engineer (PO) 
Principal Architect and 
Surveyor 

Architect and Surveyor 

Others 

666 

1650 
983 

Engineer (PO) 

Chief Architect 
Architect 

1100 
475' 
840 
960 
475' 
840 

Accountant (Customs and 
Excise) 804 

Accountant 400' 
720 

Chief Veterinary Officer 
(ave. 

1280 
) 

Director, Veterinary 
Services 1050 

Asst. Veterinary Officer 
(ave. 

1107 
) Veterinary Officers 600-

920 
Veterinary Inspectors (ave . )548 
Government Chemist 1510 Government Chemist 5 5 C ' 

Analysts 1st Class 663 8 4 0 

2nd Class 449 
Chemists (national) (ave. ) 512 

Source: Routh (op.cit.) and Nigerian Estimate 
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jn terms of standard neo-classical analysis, this reduction 
the expected working life of the average colonial civil 

servant meant that he was entitled to receive higher annual 
income whilst he was able to work. 

prc)m this list of factors it is possible to make a rough guess 
a t the size of the UK colonial-expatriate income differential. 
At the bottom of the administrative branch, the colonial 
officer probably received approximately 507o more income (in 
re£l terms) than an officer of equivalent rank and status such 
a s an Assistant Principal in the British civil service. Towards 
th® top end of the colonial administrations this differential 
w as likely to have been somewhat lower probably between 25 and 
4C)7°« Jeffries, in his book on the history of the colonial ser-
vice does not attempt to quantify this differential but states 
nevertheless that "it may be safely said that an officer of the 
colonial service can enjoy in many ways a higher standard of 
living than would be possible on a similar salary in this 
country"^ although he does go on to point out to the potential 
recruit that "anyone who attaches importance to the amenities 
of what we are accustomed to call civilization should not take 
up the colonial service as a career". 

Senior service- salaries were relatively high not only as a 
result of economic factors but ideological ones as well. Since 
the colonial bureaucrat was the personification of the allegedly 
superior European civilization, it was necessary for these 
officers to receive a level of income which would allow them 
to maintain a standard of living which was commensurate with 
the responsibilities entailed in their civilizing mission and 
which served to remind the African masses of their inferior 
position. 

Africanization and Civil Service Remuneration: The Equity 
Objective. 

At the zenith of British colonial rule during the 1930s, the 
3ritish confidently predicted that they would continue to 
control their African empire for many decades to come. It is 
true, as Lee points out, that the British "official classes" 
had been converted in the late 1930s to the idea of more actively 
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encouraging the social and economic development of colonies 
in order, so it was claimed, to lay a proper foundation for the 
establishment of viable political institutions. However, this 
represented merely a change in emphasis rather than a funda-
mental alteration in official attitudes towards likely develop-
ments in the future. 

The second world war and its aftermath forced the British to 
replace their previous long-term, evolutionary strategy with one 
that would allow Africans to take complete control over their 
affairs within a matter of years rather than decades. Even durin 
the period leading up to independence, the British had continual! 
to bring forward the date on which the formal transfer of power 
was to occur. For example, they still believed as late as 
1955 that it would be another fifteen years before Kenya would 
be ready for Independence and at least another twenty years in 
the case of Tanganyika. It was in this crisis-ridden environment 
that the British attempted to 'prepare' each colony for its new 
role as an independent nation-state. Although they had not 
anticipated the speed of political developments after 1945, they 
still succeeded in maintaining a tight control over this prepara-
tory process during the 1950s. 

Before embarking on a detailed analysis of the changes which 
occurred in the pattern of civil service remuneration during 
this period, it would be worthwhile to examine what the British 
claimed they were trying to achieve in relation to the future 
salary structure of an all-African civil service. 

Most official pronouncements on this subject are to be found in 
the reports of the numerous commissions on the colonial civil 
services which were set up at regular intervals from the mid-
1940 s onwards. This concern with the level of salaries and wages 
at all levels of the civil service was in marked contrast to the 
amount of official attention which had been devoted to this subjec 
before 1939. The main purpose of these reports was to investigate 
the existing structure of the civil service and then to make 
recommendations concerning the kind of reforms which were c o n s i d e 

to be necessary if the administration was to function according 
to the British conception of its role after independence. If the 
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publicly-stated objectives contained in these reports are to be 
taken at face-value, it would appear that the British were 
committed to the complete dismantlement of the colonial civil 
service, to be replaced by a new administration which would be 
suited to meeting the needs and potentialities of each new 
independent nation-state. 

In 1945, the Labour Party stated unequivocally that, "The 
public services of the colonies must be adapted to local 
conditions and staffed by local people The first 
objective of the post-war reorganisation will be to provide 
the necessary conditions to enable colonial people to staff 
their own services". Fifteen years later, the Flemming Report 
on the East African Civil Services expressed exactly the same 
sentiments: "We have noted with great interest the steps that 
have been taken by the administrations to make localization 
more effective and as a result we have been especially careful 
to see that our proposals provide a proper basis for a local 

.. 8 service". 

As far as salaries and wages were concerned, the British stated 
that their objective was to set them at levels which were consonant 
with the general economic circumstances and the prevailing pattern 
of income distribution in each country. For example, Holmes 
in his report on the civil services in East Africa in 1948 argued 
that "we must not set civil service salaries at levels which 
would foster the development of a mandarin class, divorced in 9 
income and interest from their fellows". This, of course, was 
precisely what British colonial civil servants had been, a 
small elite of highly paid bureaucrats, culturally and ideologically 
separated from the African masses. The British argued that this 
hiatus must be significantly reduced now that each colony was 
nearing the time when it would become the responsibility of 
African politicians and administrators to serve the interests of 
the people. Accordingly a number of specific recommendations 
were enumerated in these reports which, the British claimed, 
provided the basis for a radical restructuring of colonial 
civil service salary structures. 
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The first step was to abolish the racial division of the 
colonial civil services which, as we have seen in the previous 
section, resulted in a salary and wage structure which was 
characterized by separate remuneration 'pyramids' for Europeans 
and Africans with relatively very large income differentials 
between these groups of officers. To this end, the Senior-
Junior division was replaced by a unified civil service in which 
all positions were open to both races, recruitment being based on 
merit alone. However, this move did not in itself affect the 
shape of the overall salary distribution. This was to be achieve 
by,, first, promoting the development of a new executive branch, 
the purpose of which was to improve the distribution of income 
and the overall efficiency within each administration. The 
effect of the racial division had been on the one hand to make 
these civil services top heavy, because every European, whatever 
the level of his education and/or skills was automatically 
accorded Senior Service status and pay, whilst, on the other hand 
the job colour-bar depressed the status and salary levels of 
positions within the exclusively African Junior Division, resulti: 
in the civil service becoming abnormally bottom heavy. 

The creation of a new executive class was recommended in the hope 
that it would lead to a reduction in the proportion of officers 
in the highly paid Senior Service (now to be renamed the 
Administrative and Professional branches) by increasing the 
number of civil servants in what had previously been a kind of 
salary no-mans land where the Junior and Senior Service 'pyramids 
were tenuously joined together. Henceforth, top salaries were 
to be received only by those civil servants who were either 
responsible for policy formulation or members of the higher 
professions, and all Senior as well as Junior Service positions 
which were basically executive in character were hived off to 
form the new branch. 

The second group of recommendations which can be identified 
focused on the need to reduce the size of the income differential 
between the top and bottom jobs in the reformed civil services. 
It was argued that since these civil services were eventually 
to be staffed exclusively by Africans, salaries should therefore 
based on conditions prevailing in the local labour markets. The 
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Lidbury Commission on the East African civil services stated 
that "In recommending new salary scales for this part (i.e. top) 
of the service, we must be guided by the assumption that we are 
to provide for a service ultimately to be recruited wholly 
within East Africa".10 The Report of the Public Services 
Conference of 1960 neatly summed up this aspect of British policy: 
"It was noted by Conference that it was usual for local officers 
to be appointed on different terms than those of overseas 
officers. As the local element in the service is expanded it 
became essential to ensure that the terms of service for local 
officers were in accordance with local emoluments and were not 
tied-, to conditions outside the t e r r i t o r y " . I t is interesting 
to note that the British believed that the local and international 
markets for the much-needed professional skills of people such one 
as doctors and engineers could in fact be separated from/another, 
which would seem to indicate that the importance of these 
international markets in influencing the size of local professional 
salaries had not yet been fully appreciated. 

The British solution to this problem was to introduce basic 
salary scales for all civil service employees, irrespective of 
racial origin, but,in order to attract the overseas manpower 
which was still so desperately needed, expatriates received an 
additional supplement to their basic salary. The British 
argued that the size of this "inducement" allowance should not 
be fixed but rather it should be allowed to vary independently 
of the basic salary scales in accordance with the prevailing market 
rate for expatriate manpower. In other words, it was hoped that 
if it was necessary to increase the salary paid to say a British 
doctor this could be done without having at the same time 
automatically to increase the salary received by an African 
doctor. This scheme was originally introduced in West Africa in 
1947 as a result of a decision to implement the recommendations 
of the Harragin Report. The expatriation allowance, 'as it 
was then called, was set at approximately one-third of the basic 
salaries for the top posts in the West African civil services. 
The Lidbury Report of 1953-54 proposed the establishment of a 
similar scheme in East Africa, which was subsequently introduced 
in 1955. The colonial authorities were at pains to point out 
chat the additional income received by expatriates had nothing 
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to do with any racial and/or political considerations but 
simply that it was required in order to attract the requisite 
manpower from overseas. The change in the official description 
during the course of the 1950s. from expatriation to inducement 
to overseas allowance reflected the growing concern on the part 
of the authorities to dispel African suspicions about expatriate 
pay. 

The British attempted to reduce the size of income differentials 
within the civil service at a time when there was an acute short-
age of Africans in professional occupations, who were, therefore, 
able to command very high salaries within the private sector. 
The colonial authorities stated that it would be unwise to 
precipitate an escalation in salary levels in order to attract 
the relatively few African professionals who were available 
since they believed that this shortage was only a temporary 
phenomenon and it would be, therefore, only a matter of time 
before salaries would begin to fall as the scarcity-rent 
component was gradually eliminated. The Harragin Report stated 
that: "to a great extent salaries are controlled by the dictates 
of supply and demand West Africa is still at the stage 
when an extra bonus has to be paid for an education little higher 
than literacy. This paradise for the black-coated worker will 
soon pass, but he is entitled to make what he can of it while it 

12 
lasts". This faith in the dominant influence exerted by the 
domestic markets for skilled manpower was again reiterated in the 
Lidbury Report on the Gold Coast civil service some five years 
later. Given the scarcity of fully—qualified local professionals 
they accepted the argument that civil service salaries would 
have to be considerably increased if the Ghanaian Government 
wanted to obtain the services of this manpower. However, the 
report concluded that: "We believe that this is a passing phase 
and that private earnings in the professions will assume less 
extravagant proportions as the numbers of qualified men in 
practice increase. It would in our opinion be quite unwarranted 
and highly uneconomical to compete with private practice by 
increasing the salaries of the few services concerned out of all 
proportion to the general pattern and perpetuating unnecessaril; 
high standards of remuneration".13 Given that the British 
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anticipated that income differentials would fall of their 
own accord, they believed they could adopt a relatively non-
interventionist strategy, their basic aim being to forestall < 
any large increases in professional salaries which, in their 
opinion, had little long-run economic justification. 

Changes in the Salary Structure of the Ghanaian, Nigerian 
and Kenyan Civil Services, 1945 - 1965. 

The purpose of this section is to analyse the changes which 
occurred in the salary structures of three colonial civil 
services during the ten-to-fifteen-year preparatory period 
which typically preceded the formal declaration of Independence. 
Our intention has not been to undertake a very detailed 
statistical analysis but rather to use readily available 
historical data in an attempt to identify underlying trends in 
the pattern of income distribution within each civil service. 
The data that were required in order to undertake this exercise 
were extracted mainly from the various reports of the commissions 
on the colonial civil services, staff lists and annual estimates 
of expenditure. Three types of statistical measures were 
employed to identify changes in income inequality within each 
civil service. 

(1) The size of the absolute and relative income differentials 
between the five main branches of each civil service. An import-
ant source of inaccuracy which has undoubtedly arisen in 
calculating these differentials has occurred as a result of the 
difficulties involved in identifying equivalent civil service 
positions between countries and, more importantly, within each 
civil service as it evolved during this period. Each civil 
service commission resulted in the introduction of new grading 
schemes and hence radically different salary and wage scales 
which makes it difficult to compare civil service salaries 
through time. In particular, the creation of the new executive 
class in Ghana and Kenya in the mid-1950's completely altered 
the existing salary structure which had been based on the Senior-
Junior-Service division. Consequently, comparisons between 
civil service positions, even though they continued to be known 
by the same name, may in some cases be largely spurious as a 
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result of the important changes which occurred in manpower 
deployment in each civil service. Despite this problem it 
is still possible to determine the overall trend in the size of 
these differentials during this period. 

(2) A more satisfactory measure of the changes which occurred 
in the distribution of civil service salaries is to derive 
frequency distributions over a number of years. It is then 
possible to calculate various percentile values as percentages 
of the median and to see how these differentials changed during 
the preparatory period. 

(3) An alternative to the above measure is, after having 
obtained frequency distributions for a number of years, then to 
derive Lorenz curves. 

The Nigerian Civil Service 1945 - 1965. 

(i) Absolute and relative income differentials between branches 
within the civil service. 

In Table 4 the differences in income between the bottom sub-
ordinate salary and salaries received by civil servants at the 
top and bottom of each of the other branches have been calculated 
for a number of years between 1945 and 1965. It can be seen that 
the size of this absolute income differential increased substant-
ially for all the branches during this period. However, it has 
been argued that relative rather than absolute income differentia 
are better indicators of changes in the pattern of income distrilr 
ution and these are given in Table 5. The trend which now emerge 
is a steady and marked reduction in the size of the relative in-
come differentials between the bottom subordinate salaries and 
the top and bottom salaries in each of the other branches and thi 
would seem to indicate that there was an overall improvement in 
the distribution of income within the civil service during this 
period. In Table 6, the basics-expatriate income differentials 
have been calculated for each year and it can be seen that there 
was a slight reducti on in the size of this differential from 
1950 onwards. 

In order to obtain a more accurate and comprehensive picture of 
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Table 4 

Ahsolute differential betxveen bottom subordinate salary 
aid top and bottom of the other salary scales (basic salaries 

Clerical Executive 
and 

Technical 

Professional 
and 

Administrative 

Superscale 

1945 T 475 792 982 2682 

1950 T 518 693 958 1983 

1953 T 605 1020 1285 3165 

1955 T 630 1290 1990 3510 

1960 T 723 1497 1479 3795 

1965 T 723 1479 1479 3795 

Percentage 
change + 52 + 86.7 + 50.6 + 41 .4 

1945 B 30 382 382 862 

1950 B 40 358 408 843 

1953 B 15 515 515 1270 

1955 B 0 306 534 1410 
1960 B 0 345 615 1623 

1965 B 0 345 615 1623 

Percentage 
change 0 - 11 - 28 + 89 

N.B. Daily rated labourers were paid slightly less than 
subordinate civil servants but since they were not 
"established", they have not been included. 



Table 

" s a l a r y s c a l p ( b a s i c s a l a r i 

Clerical Technical Professional Superscale 
a nd and i 

Executive Administrative 
1945 T 

1950 T 

1953 T 

1955 T 

1960 T 

1965 T 

26.4 

13 .1 

1 1 . 8 

8.0' 

7. 9' 

7. 9 

45.0 

17.5 

19.5 

15.3 

15.1 

15.1 

55 .5 

23. 8 

23.4 

15.3 

15 . 1 

"excluding medical extension 

150 

48.2 

58.5 

40.0 
37.1 

1945 B 2.7 22.2 22.2 
37.1 
48.8 

1950 B 2.0 9.5 12.7 28.1 
1953 B 1. 3 4.5 10.4 24.1 
1955 B 1.0 3.0 6.9 16.7 
1960 B . 1.0 2.97 6.. 9 16.5 
1965 B 1.0 2.97 6. 9 16.5 

Table 6 

Nigeria: Local base sal aries as % of expatw s a l a r i es (top) 

Tech & Exec p r Qf & Admin Superscale 

1950 

1953 

19 55 

1960 

.75 

. 82 

. 82 
84 

.75 

• 81 

.85 

. 86 

.75 

.91 

1 .00 
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the changes which did occur, salary distributions were 
derived for the financial years 1945-46 and 1961-62, On the 
basis of a visual comparison of these distributions in Figures 
5 and 6, there does not appear to have been any marked change 
in their overall shape during this period although the Junior-
Senior salary pyramids and the no-man's-land between them which 
had been the dominant features of the colonial salary structure 
had to some extent been eliminated by 1960-61. Also, the 
1960-61 distribution is if anything more "stretched out" than 
in 1945-46 since proportionately more civil servants appear to 
have received Senior Service salaries coupled with the fact that 
the absolute differential between these salaries and those paid 
to the subordinate employees was, as has already been shown, 
considerably larger. 

A more precise assessment of the changes which occurred can 
be obtained by using the information contained in the salary 
distributions to derive Lorenz curves and percentage measures 
of inter-quantile comparisons. In Figure 7 the Lorenz curves 
for 1930, 1945-46 and 1961-62 have been plotted and it can be 
seen that there was a clear and unambiguous improvement in the 
distribution of income within the civil service, in particular 
in the period after 1945. This change is further borne out by 
comparing the percentage differences between the median and other 
higher percentile values for each of the three years (see Table 
7). Despite this improvement in the distribution of income, 
there still existed a high degree of inequality in the Federal 
Nigerian civil service. For example, the bottom 40% of civil 
servants received only about 157» of the wage bill (as opposed 
to around 8% in 1945) whereas the top 107, of civil servants 
received approximately 437, of the wage bill (as opposed to 5470 
in 1945). 
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T a b l e 7 

Nigeria: Inter-quantile measures 

1st 
Quartile 

% Med Median 3rd 
Quartile 

% Med 9th 
Decile 

7o Med 99th 
Percent 

% Me 

1930-31 0-49 0 0-49 100-149 600 450-499 1900 1200-1249 490 

1946-47 10-49 0 10-49 100-149 600 350-399 1500 1050-1099 430 

1960- 61 100-149 70 150-199 250-299 157 650-699 385 2250-2299 130 

Table 8 

Ghana: Absolute differences between bottom subordinate salary 
and top and bottom of other salary scales (basic salaries) 

Clerical Tech & Exec Prof & Admin 

1945 582 762 762 

1950 508 783 952 

1955 300 510 1210 

1960 415 515 1475 
Overall 

1945 30 290 317 
1950 54 408 408 
1955 60 150 580 
1960 65 95 585 

of income distribution 
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The Ghanaian Civil Service 1945 - 1960. 

The changes which occurred in the absolute, relative and basic 
expatriate salary differentials within the Ghanaian civil 
service between 1945 and 1960 are shown in Tables 8, 9 and 10. 
The absolute differentials did not, on the whole, increase as 
much as in Nigeria but the steady fall in the relative income 
differentials was of about the same order of magnitude. The 
basic expatriate salary differential did not change appreciably 
during this period. 

On the basis of the Lorenz curves which have been derived for 
1930 - 31, 1950-51 and 1959-60*, there was a marked improvement 
in the distribution of salaries within the Ghanaian (Gold Coast) 
civil service between 1930-31 and 1950-51. However, because 
the 1950-51 and 1959-60 curves intersect it is difficult to 
judge what precisely happened - if anything there was a slight 
deterioration in income distribution during this period. 

Table 11 shows the dispersion of civil service incomes in Ghana 
by expressing various percentile values as percentages of the 
median value for each of the four years. It can 
there was relatively little change in the extent 
dispersion during this thirty year period. 

be seen that 
of the income 

^Figures 8, 9, 10, H . 

9 

9 

9 
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The Ghanaian Civil Service 1945 - 1960. 

The changes which occurred in the absolute, relative and basic 
expatriate salary differentials within the Ghanaian civil 
service between 1945 and 1960 are shown in Tables 8, 9 and 10. 
The absolute differentials did not, on the whole, increase as 
much as in Nigeria but the steady fall in the relative income 
differentials was of about the same order of magnitude. The 
basic expatriate salary differential did not change appreciably 
during this period. 

On the basis of the Lorenz curves which have been derived for 
1930 - 31, 19 50-51 and 1959-60*, there was a marked improvement 
in the distribution of salaries within the Ghanaian (Gold Coast) 
civil service between 1930-31 and 1950-51. However, because 
the 1950-51 and 1959-60 curves intersect it is difficult to 
judge what precisely happened - if anything there was a slight 
deterioration in income distribution during this period. 

Table 11 shows the dispersion of civil service incomes in Ghana 
by expressing various percentile values as percentages of the 
median value for each of the four years. It can be seen that 
there was relatively little change in the extent of the income 
dispersion during this thirty year period. 

^Figures 8, 9, 10, 11. 
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Table Q .„ 

d i a t i v e d i f f e r e n t i a l s b e t x v e e n b o t t o m s u b o r d i n a t e s a l a r y 
a a n a ! o f o t h e r s a l . r v s c a l e s ( b a s i c s a l a r i e s . ) 

C l e r i c a l T e c h n i c a l P r o f e s s i o n a l 
a n d a n d 

E x e c u t i v e A d m i n i s t r a t i v e 

1945 T 33.33 43 .0 

1950 T 13.0 12 .7 

1955 T 5.4 8.3 

1960 T 5.4 6.3 

1945 B 2.66 17.1 

1950 B 2.6 10.1 

1955 B 1.7 3.1 

1960 B 1.6 2.0 

S u p e r s c a l e 

43 .0 111 .1 

23.8 48.8 

18.3 32 .1 

16.9 24.0 

18.4 -

10.7 -

9.3 -

7.1 -

TablelO. 

Ghana: Basic expatriate income differentials 

Tech & Exec Admin & Prof Superscale 

1945 0 0 

1950 .76 

0 

1955 .75 

1960 .75 

77 -8 

. 8 - 9 

,75 .93 

Table 11 

Ghana: Inter-quantile measures of income rli stribution 

% Med Median 3rd % Med 9th % Med 99th 
Quartile Quartile Decile Percent 

9 3 0 50-99 100-149 250-299 600-649 1200-1249 
938-39 rn nr. 

100-149 200-249 600-649 1200-1249 

— 100-149 150-199 250-299 600-649 1200-1249 
l3°-199 150-199 300-349 700-749 1500-1549 

% Med 
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The Kenyan Civil Service 1945 - 1965. 

The changes which occurred in the Kenyan civil service salary 
structure between 1945 to 1965 were broadly similar to those 
which have already been observed in Ghana and Nigeria. Tables 
12 and 13 clearly show the overall trend in the sizes of the 
absolute, relative and basic expatriate income differentials: 
whilst the absolute income differentials remained roughly 
constant, there was an approximately threefold decrease in the 
size of the relative income differentials. The basic expatriate 
differentials increased fractionally from their initial level 
in 1954 of 0.81 for the technical, and executive, professional 
and administrative branches (see Table 14). 

In Figure 13, Lorenz curves have been calculated from the 
salary distributions in 1935 and 1955. Two Lorenz curves have 
been plotted for 1935. The outer one has been derived on the 
assumption that the average income in the £0 - £50 range of the 
salary distribution was £15 and, given that the total African 
wage bill is known, we can estimate the number of Africans who 
were employed at this average income. However, it is possible 
that the average wage in the £0-50 range was as high as £20 
and, if this was the case, approximately 75% fewer Africans in 
the bottom salary interval would have been employed than was 
originally estimated; this has the effect of shifting the 
original Lorenz curve inwards. However, it can be seen that 
this second curve is not radically different from the original , 
one. 

Despite the fact that the 1935 and 1955 curves intersect, it is 
still possible to draw some general conclusions on the changes 
in the distribution of income within the Kenyan civil service 
during this period. If, for the sake of expositional c o n v e n i e n c e , 

we take the inner Lorenz curve for 1935 as being the correct one.) 
then it is only at the very top of the distribution where any 
ambiguities may arise. Whilst the bottom 84% of civil s e r v a n t s 

still only received 34% of the total salary bill in 1955, income 

was distributed considerably more evenly within this group at 
the end of the period. However, the remaining 66% of the salar 
bill which was allocated to the top 167a of civil servants was -
anything even more unevenly distributed within this elite group 
in 1955. 
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T a b l e 12 

Kenya: 

C l e r i c a l E x e c u t i v e 
a n d 

T e c h n i c a l 

P r o f e s s i o n a l Admini- S u p e r s c a l e 
s t r a t i v e 

1946 T 

1950 T 491 1345 1655 1655 3485 

1954 T 488 1412 1412 1412 3922 

1958 T 513 1476 1476 1476 4058 

1961 T 548 1622 1622 1742 4051 

1963 T 548 1526 1638 1638 4028 

Overall T 

1946 B 

1950 B 62 535 728 728 1444 

1954 B 59 508 607 653 1862 

1958 B 62 534 636 684 1948 

1961 B 63 584 749 749 1790 

1963 B 91 448 732 732 1767 

Overall B 

* excluding medical extension 

Absolute 
sa 

b.twgen the bottom subordinate 
s c a l e s 
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Table 13 • 

Kenya : Relative differentials between the bottom subordinate 
salary and t h e tOD and bottom of the othpr salarv 
(basic salaries) 

Clerical Executive 
and 

Technical 
Professional Admini-

strative 
Supersc; 

1946 T 

1950 T 35.1 93.7 91.7 116.0 243.0 
1954 T 13.33 36.6 36.7 41.16 100.0 

1958 T 11.4 31 .2 31 .2 31 .2 84.0 
1960 T 12.2 34.4 34.4 36.9 84.0 
1963 T 8.6 22.2 23 .75 

1946 B 

1950 B 
1954 B 

1958 B 

1960 B 

1963 B 

5.3 
2.5 
2 . 1 

2.3 
2.2 

38.2 
13.8 

11.8 

13.0 

7.22 

51 . 6 
16.33 

51 -6 
17.5 

13.9 15.0 

15.4 16.4 

11.16 

1 O . n . . . o 

48.0 

41 .15 

37.83 

Absolute differential bottom subordinate to top and bottom of 

Table 14. 

Kenya: Basic expatriate differentials 

Tech & Exec Professional Admin Superscale 

1950 

1954 

1958 

1961 

1963 

1 .00 

.81 

. 8 1 

.72 

1 . 0 0 

.81 

.81 

.72 

1.0 
.81 
.81 
.72 

1.0 
1.0 
1.0 
.73 

.73 
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The Inheritance of the Colonial Civil Service Salary Structures.: 
Some explanatory Factors^ 

The main conclusion which can be drawn from the statistical 
analysis of the previous section is that, although there was 
a clear improvement in the distribution of income within the 
three colonial civil services during the preparatory process 
leading up to independence, the essential features of colonial 
salary structure still remained largely intact. Consequently, 
top African civil servants received much the same salaries as 
had been paid to the British colonial administrators and thus 
became a highly privileged elite compared with the standards of 
living enjoyed by civil servants in the subordinate branches and, 
to an even greater extent, by the majority of Africans who were 
not wage-earners, in the "export enclave" of these underdeveloped 
economies. 

The first part of this section will briefly consider the import-
ance of various social and political factors in explaining 
the inheritance of the colonial civil service salary structure. 
This will be followed by an analysis of the role of more strictly 
economic factors, in particular the likely net effect of the 
supply and demand for skilled African manpower during the 1950s 
on civil service salaries and on the overall remuneration 
structure. 

(1) The B r i t i s h conception of the preparatory process. 
The formal commitment by the British to ensuring that the salary 
structures of the civil services of the newly independent 
nation-states were consonant with the standard of living of 
the mass of the people was basically incompatible with thet^ 
overriding objective to guarantee the perpetuation of the system 
of bureaucr^tic control which had been established during tfre 
period of colonial rule in order to create the necessary 
conditions £°r the exploitation of the African people by 
metropolitan capital. In other words, the British were determined 
that the political power to Africans should be under-
taken in such a way that they could be assured of the future 
political economic stability of their ex-colonial possesions. 
Throughout t h e transition period, therefore, the British 
continually reaffirmed their faith in the appropriateness 



did not result in any weakening of theiZ/ts which ŵ a to the 
introduction of new political institutic?i involvem i>uld have 
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blueprint 

, . - , . . , . , , istrations _ the colonial civil service as the ideal( \for the 
development of the new independent admi^U^ ^ . 
Modifications were of course inevitable I1 ^ecSsic structure 
remained untouched. Although the Briti/f^eir colore increasing; 
conscious of the developmental needs of resistancViies this 

^s which w^ 
'j, involvem^H 

allowed the African masses any meaningft'' \nt in 
decision-making processes. 

,tegy were 
The implications of this preparatory str/

ac ^ only too 
clear: since the members of the bureauc^ ^en the most i, the pre^ 
powerful group during the colonial period ervation of 
the essential features of this bureaucrat0 sys*-em 
necessitate the creation of a new elite, £"ecruited locally from 
among the tiny group of educated African^' Given the 

inheritanc 
of this highly elitist and politically do^1131^ bur^aucracy 
it was hardly surprising that senior civil servants continued 
to be remunerated so generously. The practical consequences of this British conception of the 
preparatory process were, "a belief in coinparisons a 

particular sort of modernization, in the Criterion standards 
and the bureaucratization of the polity".-̂ 4 „ , tish had to The Br> maintain firm control over the way in whir*, , canization vh the Afri of each civil service was conducted since e the 

• •u.-, ... ^ , -, . it would ft responsibility of each newly recruited gr^ African 
civil servants to guarantee the continuat^P toP ^olonial 
pattern of bureaucratic control. It was t*ie ;?r problem 
coupled with the need to ensure the overall manpow Q£ each 
civil service which largely shaped British^ ef f icien'^out the nee 
to reform colonial salary structures. Giv thinking ^rity of 
the conflict between efficiency and equity Vl the sevf, it was 
quite obvious that equity had to be sacrif o b j e c t i v e . ' e 

administrative standards were considered t,Vec} b e c a u i p o r t a n t to 
be sacrificed during the preparatory perio^ ^e t in'lic S e r v i c e : 

Conference held in London in 1960 was quitO _ jal in its Ine Put?/ attitude towards the question of standards, priding , \ unequivoc need seemed to the Conference to be to mair* cficiency \ "The o v d 
of the government and it was not considerecu laterial 
impairment of that efficiency would be acc the e that any I 

Stable".1 
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This British preoccupation with maintaining administrative 
standards was largely responsible for determining the overall 
principles of salary determination which were considered to be 
necessary if the newly reconstituted civil services were to 
function according to plan. The following discussion will 
consider each of these principles in turn in order to highlight 
their basic incompatibility with the British objective of 
dismantling the colonial salary structure and substantially reducing 
the degree of income inequality within each civil service. 
First, if standards were to be preserved, it was imperative 
that the civil service should manage to attract the highest 
quality recruits available. Harragin established a precedent 
which was taken up by the other civil service reports when he 
stated that: "Reference has been made earlier to market values 
(for super scale posts) which are, of course, closely related 
to the problem of recruitment The wisdom of attracting 
the best man cannot be over-emphasised. The employment of second-
rates may save the colony a few hundreds a year but may well 

16 cost it millions in the result". 

This need to attract and retain the requisite amounts of manpower 
meant that civil service salaries and wages had to be established 
on the basis of comparisons with the incomes earned by individuals 
undertaking equivalent tasks in the private sector. Many of the 
reports specifically mentioned their adherence to the "Principle 
of Fair Comparison" which had been the most important remuneration 
criterion for the British civil service since 1910. This decision 
to take relatively highly paid private sector occupations as the 
main reference group for the civil service directly contradicted 
the British assertion that they wanted to avoid the creation of 
a privileged bureaucratic class. The official reply to this 
accusation was predictable - it had no alternative but to offer 
relatively high but still nevertheless, "competitive" salar-ies 
if it wished to obtain sufficient numbers of suitably qualified 
manpower. It is interesting to note, however, that official 
investigations frequently mentioned the great difficulties they 
faced in establishing just what each type of civil servant would 
have been paid for offering their services to the private sector: 
"at the present stage of development in East Africa, it is often 
very hard to determine what a local candidate for the public 
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service may hope to earn in the kind of career to which his 
qualifications enable him to aspire in his own country".^ 

The absence of a salaries yardstick which could have effective! 
operationalized the "principle of fair comparison" was symptomai 
of the dominant position of the public sector in the domestic 
labour markets and official reports were also well aware of 
this situation of "the government as the largest employer tendit 

18 
to set the pattern of wages and salaries". Hence it would 
appear that the British had considerable scope for revising the 
remuneration structure of each colonial civil service during 
this period had they been motivated by a real conviction to do 
so. Some reports adopted a "long term view" by recommending 
that civil service salaries should be based to a considerable 
extent on anticipated changes in private sector salary levels. 
It will be remembered that reports published in the late 1940's 
and early 1950's argued that the high scarcity value of educated 
Africans would gradually be eroded and that this would eventual! 
force salary levels downwards. However this did not prompt the 
authorities to reduce civil service salaries or at least curtail 
their rate of increase in anticipation of the expected fall in 
private sector remuneration. In fact it was not long before 
it was realised that private sector salaries would continue to 
rise indefinitely rather than fall. The official response to 
this new situation was neatly summarised by the Waugh Report 
on the Ghanaian civil service in 1957: 

"it would indeed be possible to devise a salary structure 
for an all-African service in which the salaries for the 
senior posts were considerably reduced. One can imagine 
a structure in which the highest salaries did not exceed 
say £2000 per annum. We do not believe, however, that 
such a structure would be very long-lived. Such a 
structure would be subject to internal pressures on the 
part of the dissatisfied civil servants and it would be 
subject to external pressures through the competing 
attractions of alternative careers. The commission believes 
that it will not be very many years before a flourishing 
middle class of professionals and businessmen has grown up 
outside the government service. On the other hand it is 
very difficult to expect anyone, African or non-African, 
to discharge the responsibilities of say the Director of 
Public Works for less than the salary which the present 
holder of that post enjoys. Indeed, in our opinion it w o u l d 
be appropriate to offer more (my underlining)".-^ 

The need to avoid the development of any "internal pressure on 
the part of dissatisfied civil servants" was the second importa: 
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official objective which significantly affected British 
attitudes towards civil service remuneration. Not only did the 
new recruit have to be educationally and ideologically acceptable 
but once he was a member of the civil service he could not be 
expected to perform his duties to the best of his ability unless 
he remained contented with his lot which mainly depended on how 
well he was remunerated. This concern to maintain a high level 
of morale within the civil service was usually made quite explicit 
For example, the Report of the Select Committee on the Lidbury 
Report on the Ghanaian civil service stated that: "There should 
be a reasonable degree of contentment within the civil service ... 

20 
The country cannot afford a discontented civil service". 
Similarly, when it became apparent that the morale of the West 
African civil services had fallen drastically during and 
immediately after the Second World War, the basic aim of the 
British Government was to rectify this unhappy state of affairs 
as quickly as possible, regardless of the effect this was likely 
to have on the overall pattern of income distribution within 
the civil service and, in particular, between the civil 
service and the rest of society: 

"Much could be written on the question of the relation-
ship which should exist between civil service salaries 
and those of the general community. For the purposes 
of this report, it must suffice to say that the present 
substantive salaries paid to African officers whose 
posts appear in the proposed group 2 are inadetjuate 
to maintain a reasonable standard of living, that the 
addition of the present cost of living bonus at the present 
rate does little more than enable those officers to 
live at a subsistence level and there should be a considerable 
improvement in substantive rates. The fact that this 
would widen the gap between the pay of the civil servant 
and his African brother should not be allowed to prevent this. 
llhe salaries which are recommended for the posts in group 2 
provide a fair and reasonable return for efficient service 
and should result in a small but definite raising of the 
standard of living". 21 (my underlining) 

Closely related to the objective of ensuring that civil 
servants remained contented was the British concern to establish 
a strictly hierarchical organisation structure which, among 
other things, would guarantee that the merits and responsibilities 
of civil servants were properly matched with a careful graduation 
or monetary and non-monetary rewards.^ This principle of 
internal relativities was the other basic remuneration principle 
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adopted during the preparation period and which was expected 
to complement the principle of fair comparison as was the case 
in Britain although this rarely happened in practice. For 
the British, it was essential that "there should be a proper 
progression in status and remuneration from top to bottom in 

23 
the public service" since they believed that the only 
effective way of ensuring that civil servants would continue to 
be well-motivated was to offer them financial incentives. This 
meant that there had to be ample opportunities for officers to 
receive regular increments to their salaries which had the 
overall effect of exacerbating income distribution within each 
civil service. 
It was not so much the shape of the salary distribution per 
se which worried the British but rather the overall size of 
the total salary and wage bill. Given the numerical predominance 
of the Junior Service, it was to this group of employees that 
the bulk of the additional revenue needed to fund wage and 
salary increases had to be allocated. For example, it was 
estimated that 65% of the £1.4 million increase in the Ghanaian 
civil service remuneration bill recommended by the Lidbury 
Commission had gone to meet subordinate wage increases whereas 
the cost of the Lidbury proposals for the Senior Service was 
less than £100,000. In the opinion of the Government: "These 
estimates demonstrate vividly the fact that contrary to popular 
opinion, it is not the Senior Service that costs the country 

24 
so much as the Junior Service and the daily-rated employees". 
Whilst it is true that the Junior Service wage bill was larger 
than that of the Senior Service this is hardly a meaningful 
comparison given the relative size of the Senior Service and 
the Lorenz curves which were derived in Section 2 indicate quite 
clearly the gross maldistribution of incomes within the Ghanaian 
civil service. The British, however, were basically concerned 
with the financial consequences of marginal increases in the 
total salary bill with the result that their demand for senior 
civil servants was relatively inelastic and they displayed 
a remarkable insensitivity to the longer-term political and 
economic consequences of their reluctance to reform the c o l o n i a -

salary structure. 



50. 

The British attitude towards the relationship which should 
exist between generalist administrators and specialist 
professionals also had important repercussions on the overall 
pattern of civil service income distribution. During the colonial 
period specialist civil servants were in charge of most departments 
administrators being on the whole confined to the secretariat 
and in particular to the provincial administration. However, 
the British decided that this situation should be reversed 
during the preparatory period and consequently administrators 
were placed in all the top positions, whilst the specialists 
were relegated to performing strictly technical and/or operational 
roles. This belief in the leadership qualities of the 
administrator would not have mattered so much had not it been 
necessary to recognise their higher authority and status in the 
civil service hierarchy by paying them salaries which were at 
least as high as those received by specialist officers. During 
the 1950s, there developed an international market for profession-
al manpower and, given the high demand which existed for these 
types of manpower, there was a rapid increase in their salary 
levels. Not only, therefore, did African civil servants argue 
that they were as well qualified as and undertook similar tasks 
to their British counterparts but the upward pressures on salary 
levels generated by this adherence to the principle of 
comparability were considerably increased as a result of the need 
to maintain an adequate differential between the salaries of the 
administrator and specialist. In other words, the international 
mobility of these specialist occupations not only supported the 
level of rewards of all those civil servants who could plausibly 
claim international comparability on the grounds of similar 
qualifications and periods of training but also all those civil 
servants who demanded, at the very least, comparability on 
the grounds of superior rank and additional responsibilities. 

(2) The African Response. 

In most colonies, the African nationalist leadership did not 
fundamentally question the way in which the British defined 
the basic objectives which were to be achieved during the 
transition period leading up to independence. This acquiescence 
has, on the whole, been interpreted as being symptomatic 
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of the subservient position of the African politicians 
and the petty bourgeois stratum who, in the final analysis, 
they represented vis a vis the departing colonial power but, 
more significantly in relation to the economic dominance of 
foreign capital. In the now famous words of Frantz Fanon: 
"This lumpenbourgeoisie discovers its historic role, that 

25 
of intermediary". It is argued that in the absence of any 
viable opportunities for the development of a national 
bourgeoisie, the major avenue of economic advancement for 
the aspirant, educated African was to be accepted for employment 
in the Government service. According to Fitch and Oppenheimer: 
"This petit-bourgeois stratum was not opposed to the idea of 
a society ruled by an economically privileged, all-powerful 
bureaucracy. It simply wanted that bureaucracy to be African, 
Consequently, the answer to the problem posed by the 
bureaucracy was not democratic-control either now or in the 26 future but "Africanisation". 

Alternative explanations to the now almost standard "bureaucratic 
bourgeoisie", class-in-formation Marxist argument, have focused 
on the centrality of intra and inter-ethnic rivalries and 
relationships and the way in which these have conditioned the 
nature of the bureaucracy's political and economic roles. 
According to this type of analysis, the high salaries received 
by civil servants are regarded as being symptomatic of a complex 
system of patron-client relationships whereby the politician 
and civil servant, in return for their privileged social and 
economic positions, undertake to use their power and influence 
to ensure that their '^constituents" receive as large a share 
as possible of the state revenue available for distribution. 

27 
Schaffer argues that the attitudes and conduct of the British 
and African politicians can be more easily comprehended if a 
distinction is made between the transfer of institutions (i.e. th 
transfer of a system of rule) and the actual transfer of power 
itself. There was, he argues, an assumption by the British 
that the first process could assimilate the second which 
complemented the assumption by the nationalist leadership that 
the second process required the first as a necessary, if passim 
symbol. 
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just as the manpower problem was the major preoccupation of 
the British so it was also for the nationalist leadership. In 
many respects, the Africanization of the civil service became 
the most important political issue during the 1950s since 
the replacement of the British bureaucrats by Africans was 
considered to be the fundamental precondition for the attainment 
of true independence. Given the emotional and political 
significance of the Africanization programme, the British attempt 
to reduce the salaries of top civil servants was singularly 
unsuccessful. For years, African civil servants had demanded 
that they should receive the same salaries as Europeans when 
they both performed identical tasks. Consequently, the British 
attempt to separate expatriate and local manpower markets was 
interpreted as being merely a continuation of racist colonial 
ideology and practice and was, therefore, rigorously opposed. 
The British insisted that dual salary scales were not 
discriminatory but rather were based on strictly economic 
arguments, the most important of these being the prohibitively 
high cost of paying African civil servants the same salaries as 
expatriates. They also were aware of the adverse effect this 
would have had on the distribution of income and yet it is clear 
that had the anticipated increase in the wage bill not been so 
large, they would have yielded to African demands to a much 
greater extent than they actually did. 

Right up until the start of the decolonisation process the 
British had argued that Africans could only expect to receive 
higher salaries as they became progressively more "civilized". 
Holmes, for example, had as late as 1948 countered African demands 
that they should receive "eqaal pay for equal work" by arguing 
that even though an African civil servant may have identical paper 
qualifications as a European, he was still not sufficiently 
civilized to be able to work as efficiently as the European and 
could not, therefore, expect to receive the same salary: "£iven 
the "primitive" state of Africans fifty years earlier it would 
be idle to expect to find in Africa today those qualities of mind 
and character which go to making a good civil servant in any 

9 8 
marked degree". As a result of the Holmes report, it was 
decided to introduce a fixed, three-fifths differential between 
the salaries of the few African civil servants who held 
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r e l a t i v e l y s e n i o r a p p o i n t m e n t s a n d t h e i r E u r o p e a n c o u n t e r p a r t s , 

B y t h e e a r l y 1 9 5 0 s t h e B r i t i s h r e a l i s e d t h a t t h e y w o u l d h a v e t o 

h a n d o v e r p o w e r t o t h e A f r i c a n n a t i o n a l i s t s a n d t h a t t h i s w o u l d 

h a v e t o b e p r e c e d e d b y t h e A f r i c a n i z a t i o n o f t h e c i v i l s e r v i c e , 

T h e 1 9 5 3 t h e L i d b u r y R e p o r t r e c o m m e n d e d t h e a b o l i t i o n o f a l l 

f o r m s o f r a c i a l d i s c r i m i n a t i o n w i t h i n t h e K e n y a n c i v i l s e r v i c e 

b u t a t t h e s a m e t i m e s t i l l h a d t o c o n v i n c e A f r i c a n c i v i l s e r v a n t ; 

a n d p o l i t i c i a n s o f t h e n e c e s s i t y o f a c c e p t i n g t h e a d o p t i o n o f 

t h e d u a l , b a s i c - e x p a t r i a t e s a l a r y s t r u c t u r e . T h e n a t i o n a l i s t 

p o l i t i c i a n s r e s p o n d e d a n g r i l y , a r g u i n g t h a t t h e B r i t i s h w e r e 

b r e a k i n g t h e i r l o n g - s t a n d i n g p r o m i s e t h a t t h e y w o u l d p a y t h e 

A f r i c a n c i v i l s e r v a n t t h e s a m e a s h i s E u r o p e a n c o u n t e r p a r t o n c e 

i t h a d b e e n a c c e p t e d t h a t t h e r e w e r e n o l o n g e r a n y i n n a t e 

d i f f e r e n c e s i n t h e a b i l i t y o f e a c h t y p e o f o f f i c e r , b u t a s s o o n 

a s t h e B r i t i s h w e r e f o r c e d t o r e c o g n i z e t h i s f a c t , t h e y c o n c o c t e t 

a n e w s e t o f s u p p o s e d l y n o n - r a c i a l r e a s o n s f o r j u s t i f y i n g t h e 

c o n t i n u a t i o n o f s e p a r a t e s a l a r y s c a l e s . 

T h e B r i t i s h h a d p r e v i o u s l y b e e n c o n f r o n t e d w i t h t h e s a m e t y p e 

o f r e s p o n s e i n W e s t A f r i c a . T h e G o r s u c h R e p o r t o n t h e N i g e r i a n 

c i v i l s e r v i c e n e a t l y s u m m a r i s e d A f r i c a n f e e l i n g s o n t h i s i s s u e : 

" T h e e x i s t e n c e o f t h e f i x e d A f r i c a n - e x p a t r i a t e i n c o m e d i f f e r e n t i a ! 

h a s c o m e t o b e r e g a r d e d i n N i g e r i a a s e l s e w h e r e a s a n i m p l i e d 

c o m p a r i s o n o f t h e i n t r i n s i c w o r t h o f t h e t w o t y p e s o f o f f i c e r s 
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a n d t h i s f e e l i n g h a s l e d t o r e s e n t m e n t " . D u r i n g t h e 1 9 5 0 s a n y 

e c o n o m i c j u s t i f i c a t i o n f o r t h i s d i f f e r e n t i a l w a s s w e p t t o o n e 

s i d e a s A f r i c a n s , b o t h t h o s e w h o s t o o d t o b e n e f i t d i r e c t l y a n d 

t h e g r e a t m a j o r i t y o f t h e p o p u l a t i o n w h o c e r t a i n l y d i d n o t , 

e x e r t e d t h e m a x i m u m p o l i t i c a l p r e s u r e i n a n e f f o r t t o e n s u r e 

t h a t t h e e q u a l c a p a b i l i t i e s o f A f r i c a n o f f i c e r s w e r e j u s t l y i 

r e c o g n i z e d b y p a y i n g t h e m t h e s a m e a s e x p a t r i a t e s . T h i s w a s a 

q u e s t i o n o f n a t i o n a l a n d r a c i a l p r i d e w h i c h a t t h e t i m e d w a r f e d 

a n y o f t h e o t h e r c o u n t e r - a r g u m e n t s w h i c h m i g h t h a v e b e e n t a k e n 

i n t o a c c o u n t . I n p a r t i c u l a r , t h e a d v e r s e e f f e c t o f t h e r e d u c t i o n 

o f t h e d i f f e r e n t i a l o n t h e d i s t r i b u t i o n o f i n c o m e . 

F i n a l l y , t h e f r i c t i o n a n d b a d f e e l i n g w h i c h a r o s e a s a result o: 
t h i s i s s u e t e n d e d t o u n d e r m i n e t h e m o r a l e w i t h i n e a c h civil 
s e r v i c e , t h u s p o s i n g a p o t e n t i a l l y d a n g e r o u s t h r e a t t o t h e smoo-
i m p l e m e n t a t i o n o f t h e B r i t i s h p r e p a r a t o r y p l a n . Consequently 
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African a n d B r i t i s h o b j e c t i v e s o n c e a g a i n t e n d e d i n c r e a s i n g l y 

t o c o m p l e m e n t e a c h o t h e r a s t h e B r i t i s h y i e l d e d t o p o l i t i c a l 

p r e s s u r e t o r e d u c e t h e s i z e o f t h e d i f f e r e n t i a l . F o r e x a m p l e , 

t h e R e p o r t o f t h e S e l e c t C o m m i t t e e o n t h e L i d b u r y R e p o r t s t a t e d 

t h a t : " w e h a v e t r i e d i n o u r p r o p o s a l s t o n a r r o w t h e g a p b e t w e e n 

African a n d e x p a t r i a t e s a l a r i e s a n d t o r e m o v e s o m e o f t h e 
3 0 

d i f f e r e n c e s t h a t a r e a c o n s t a n t s o u r c e o f i r r i t a t i o n " . 

( 3 ) E c o n o m i c F a c t o r s : T h e S u p p l y o f a n d D e m a n d f o r E d u c a t e d 

A f r i c a n M a n p o w e r . 

N e o - c l a s s i c a l e c o n o m i c t h e o r y f o c u s e s u p o n t h e s u p p l y o f a n d 

demand f o r e a c h t y p e o f m a n p o w e r a s t h e p r i m a r y e x p l a n a t i o n 

f o r t h e o b s e r v e d p a t t e r n o f p e r s o n a l i n c o m e d i s t r i b u t i o n i n 

c a p i t a l i s t s o c i e t y . T h e t h r u s t o f t h e a r g u m e n t s o f a r h a s b e e n 

t h a t t h e e s s e n t i a l c h a r a c t e r i s t i c s o f t h e s a l a r y s t r u c t u r e s 

o f e a c h o f t h e c i v i l s e r v i c e s u n d e r i n v e s t i g a t i o n e v o l v e d i n 

a c c o r d a n c e w i t h t h e p o l i t i c a l a n d s o c i a l o b j e c t i v e s o f B r i t i s h 

i m p e r i a l i s m a n d t h a t t h e n e o - c l a s s i c a l e c o n o m i c t h e o r i e s w h i c h 

h a v e b e e n f o r w a r d e d t o e x p l a i n t h e p a t t e r n s o f i n c o m e d i s t r i b u t i o n 

w h i c h w e r e d e r i v e d i n s e c t i o n 2 a r e l i t t l e m o r e t h a n e x - p o s t 

r a t i o n a l i s a t i o n s o f t h e s e m o r e f u n d a m e n t a l p o l i t i c a l a n d s o c i a l 

c o n s i d e r a t i o n s . H a v i n g s a i d t h i s , i t w o u l d n e v e r t h e l e s s b e q u i t e 

w r o n g t o d i s c o u n t t o t a l l y t h e p o s s i b i l i t y o f ( m o r e s t r i c t l y ) 

e c o n o m i c f a c t o r s p l a y i n g s o m e r o l e i n t h e i n c o m e d e t e r m i n a t i o n 

p r o c e s s . A l t h o u g h i t i s m e t h o d o l o g i c a l l y i n v a l i d t o a n a l y s e t h e 

" s o c i a l " , " p o l i t i c a l " a n d " e c o n o m i c " a s s e p a r a t e a n d a u t o n o m o u s 

l e v e l s o r " i n s t a n c e s " o f e a c h s o c i e t y , i t i s s t i l l a m e a n i n g f u l 

e x e r c i s e t o t r y t o g a u g e t h e a p p r o x i m a t e s u p p l y a n d d e m a n d 

m a g n i t u d e s f o r e d u c a t e d A f r i c a n m a n p o w e r i n o r d e r t o s e e w h e t h e r 

t h e r e w a s a n y t e n d e n c y t o r e i n f o r c e o r t o c o u n t e r a c t t h e p o l i t i c a l 

a n d s o c i a l d e t e r m i n a n t s o f c i v i l s e r v i c e r e m u n e r a t i o n w h i c h h a v e 

a l r e a d y b e e n c o n s i d e r e d i n s o m e d e t a i l . I n o t h e r w o r d s , w e d o 

n o t b e l i e v e t h a t s u p p l y a n d d e m a n d f a c t o r s w e r e t h e m a j o r 

d e t e r m i n a n t s o f t h e o v e r a l l l e v e l o f c i v i l s e r v i c e s a l a r i e s d u r i n g 

t h i s p e r i o d b u t t h a t t h e y c o u l d n e v e r t h e l e s s h a v e b e e n p a r t i a l l y 

3 1 

r e s p o n s i b l e f o r t h e o b s e r v e d c h a n g e s i n t h e s a l a r y l e v e l , 

( a ) T h e s u p p l y o f e d u c a t e d A f r i c a n s 

T h e c o r n e r s t o n e o f B r i t i s h e d u c a t i o n p o l i c y b e f o r e t h e s e c o n d 

w o r l d w a r a n d t h e a d v e n t o f t h e A f r i c a n i z a t i o n p r o g r a m m e h a d 
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b e e n t o c o n c e n t r a t e e x c l u s i v e l y o n p r i m a r y s c h - o o l e d u c a t i o n 

a n d t o d i s c o u r a g e s t r o n g l y t h e d e v e l o p m e n t o f S e c o n d a r y a n d 

t e r t i a r y e d u c a t i o n . T o t a l e x p e n d i t u r e o n e d u c a t i o n i n a l l t h e 

c o l o n i e s r e m a i n e d p a t h e t i c a l l y s m a l l a n d h e n c © o n l y a t i n y 

p e r c e n t a g e o f A f r i c a n c h i l d r e n w e r e f o r t u n a t e e n o u g h t o r e c e i v e 

a b a s i c p r i m a r y e d u c a t i o n . 

T h e B r i t i s h r i g i d l y m a i n t a i n e d t h e r a c i a l s e g r e g a t i o n o f t h e 

c o l o n i a l c i v i l s e r v i c e s i n A f r i c a d u r i n g t h e i n t e r - w a r p e r i o d 

a n d t h e r e w a s o n l y a s l i g h t i n c r e a s e i n t h e n u m b e r o f p o s i t i o n s 

a l l o c a t e d t o A f r i c a n s w h i c h r e q u i r e d s o m e s e c o n d a r y e d u c a t i o n 

a s a p r e q u i s i t e . T h e u n i f i c a t i o n o f t h e c o l o n i - a l s e r v i c e 

r e c o m m e n d e d b y t h e W a r e n - F i s c h e r C o m m i t t e e o f L 9 2 9 - 3 1 f u r t h e r 

e x a c e r b a t e d t h e r a c i a l d i v i s i o n o f t h e c o l o n i a l a d m i n i s t r a t i o n 

a n d f u r t h e r r e d u c e d t h e l i k e l i h o o d o f A f r i c a n s b e i n g r e c r u i t e d 

f o r S e n i o r S e r v i c e p o s i t i o n s i n t h e n e a r f u t u r e . T h i s c o n s i s t e n : 

p o l i c y o f t h w a r t i n g t h e g r o w t h a n d a s p i r a t i o n s o f e d u c a t e d 

A f r i c a n s w a s s o s u c c e s s f u l t h a t t h e B r i t i s h h a d o n l y a t i n y 

p o o l o f s k i l l e d A f r i c a n m a n p o w e r f r o m w h i c h i t c o u l d d r a w w h e n 

i t w a s d e c i d e d a f t e r 1 9 4 5 t o e l i m i n a t e a l l f o r m s o f r a c i a l 

d i s c r i m i n a t i o n a n d a c t i v e l y e n c o u r a g e t h e A f r i c a n i z a t i o n o f t h e 

c i v i l s e r v i c e . T h e B r i t i s h a t t e m p t e d t o a l l e v i a t e t h i s 

s h o r t a g e b y i m p l e m e n t i n g l a r g e - s c a l e s c h o l a r s h i p s c h e m e s ( e g . 

t h e o n e m i l l i o n p o u n d s c h o l a r s h i p s c h e m e , p r o v i s i o n f o r w h i c h 

w a s m a d e a s a r e s u l t o f t h e C o l o n i a l D e v e l o p m e n t a n d W e l f a r e A c t 

1 9 4 0 ) a n d t h e r a p i d d e v e l o p m e n t o f s e c o n d a r y a n d . t e r t i a r y 

e d u c a t i o n . H o w e v e r , i t w a s n o t p o s s i b l e t o p r o d - u c e a n y t h i n g like 
t h e r e q u i r e d n u m b e r o f g r a d u a t e s ( p a r t i c u l a r l y i _ n E a s t A f r i c a 
w h e r e t h e r e w a s s t i l l a c h r o n i c s h o r t a g e a t i n d e p e n d e n c e ) a n d 

t h i s w a s a n i m p o r t a n t f a c t o r i n o f f s e t t i n g a n y o f t h e s o c i a l a n d 

p o l i t i c a l p r e s s u r e s w h i c h m i g h t h a v e l e d t o a r e d u c t i o n i n 

s a l a r i e s . 

( b ) T h e d e m a n d f o r e d u c a t e d A f r i c a n s 

T h e A f r i c a n i z a t i o n p r o c e s s r e s u l t e d i n a m a s s i v e i n c r e a s e i n 

t h e d e m a n d f o r s u i t a b l y - q u a l i f i e d A f r i c a n s w h o w e r e n o w u r g e n t - ; 

n e e d e d t o r e p l a c e e x p a t r i a t e c i v i l s e r v a n t s a s a n e c e s s a r y 

l i m i n a r y t o t h e a t t a i n m e n t o f i n d e p e n d e n c e . A n u m b e r o f 

a d d i t i o n a l f a c t o r s w e r e r e s p o n s i b l e f o r i n c r e a s i n g t h e e x c e s s 

d e m a n d f o r s k i l l e d A f r i c a n m a n p o w e r a s t i m e w e n t o n : 
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( i ) T h e u n e x p e c t e d a c c e l e r a t i o n o f t h e A f r i c a n i z a t i o n p r o g r a m m e 

a s t h e d a t e o n w h i c h i n d e p e n d e n c e w a s t o b e g r a n t e d w a s c o n t i n u a l l y 

b r o u g h t f o r w a r d a n d a s A f r i c a n p o l i t i c i a n s b e c a m e i n c r e a s i n g l y 

o p p o s e d , i n p r i n c i p l e , t o t h e c o n t i n u e d e m p l o y m e n t o f e x p a t r i a t e s , 

p a r t i c u l a r l y t h o s e i n p o l i t i c a l l y - s e n s i t i v e t o p p o s i t i o n s . 

( i i ) T h e r e f u s a l b y t h e B r i t i s h a n d a l s o b y t h e A f r i c a n l e a d e r -

s h i p t o r e d u c e t h e r e q u i r e d s t a n d a r d s o f p e r f o r m a n c e o f c i v i l 

s e r v a n t s i n o r d e r t o i n c r e a s e t h e n u m b e r o f l o c a l p e o p l e w h o 

w e r e e l i g i b l e t o b e c o n s i d e r e d f o r r e c r u i t m e n t i n t o t h e c i v i l 

s e r v i c e . P o l i t i c i a n s o n A f r i c a n i z a t i o n C o m m i s s i o n s f r e q u e n t l y 

c o m p l a i n e d a b o u t t h e " f e t i s h o f s t a n d a r d s " b u t t h e r e w a s l i t t l e 

t h e y c o u l d d o g i v e n t h e i n t r a n s i g e n c e o f t h e B r i t i s h o n t h i s 
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i s s u e . 

( i i i ) O f p a r t i c u l a r i m p o r t a n c e w a s t h e r a p i d i n c r e a s e i n t h e s i z e 

o f t h e c o l o n i a l c i v i l s e r v i c e s a f t e r t h e S e c o n d W o r l d W a r . 

I n i t i a l l y t h i s w a s a t t r i b u t a b l e t o t h e n e w e m p h a s i s t h a t w a s 

n o w g i v e n b y t h e B r i t i s h t o f u r t h e r i n g t h e e c o n o m i c a n d s o c i a l 

d e v e l o p m e n t o f t h e i r c o l o n i a l t e r r i t o r i e s . O n c e t h e B r i t i s h h a d 

d e c i d e d t o w i t h d r a w a l t o g e t h e r , t h e c o l o n i a l c i v i l s e r v i c e s b e g a n 

t o e x p a n d e v e n m o r e r a p i d l y a s i n c r e a s e d e m p h a s i s w a s p l a c e d o n 

t h e n e e d t o e n s u r e t h a t e a c h c o l o n y w a s p r e p a r e d , p o l i t i c a l l y , 

a d m i n i s t r a t i v e l y a n d e c o n o m i c a l l y f o r i n d e p e n d e n c e . 

( i v ) T h e a c u t e p r o b l e m o f r e c r u i t i n g a n d r e t a i n i n g e x p a t r i a t e 

p e r s o n n e l i n c r e a s e d t h e n e e d t o f i n d A f r i c a n r e p l a c e m e n t s a s 

q u i c k l y a s p o s s i b l e a n d f u r t h e r e n h a n c e d t h e s c a r c i t y v a l u e o f 

t h o s e A f r i c a n s w i t h t h e r e q u i r e d a c a d e m i c a n d p r o f e s s i o n a l 

c r e d e n t i a l s . T h e f a c t o r s r e s p o n s i b l e f o r t h e i n c r e a s i n g 

d i f f i c u l t i e s e x p e r i e n c e d i n r e c r u i t i n g e x p a t r i a t e s w e r e m a i n l y 

d u e t o t h e i n a b i l i t y o f t h e c o l o n i a l a u t h o r i t i e s t o o f f e r h i g h 

e n o u g h f i n a n c i a l r e w a r d s t o a t t r a c t t h e m u c h l a r g e r n u m b e r o f 

p r o f e s s i o n a l e x p a t r i a t e s w h o w e r e n e e d e d . B r i t a i n , w h i c h h a d 

t r a d i t i o n a l l y b e e n t h e m a j o r s o u r c e o f s u p p l y , e n j o y e d h i g h r a t e s 

o f e c o n o m i c g r o w t h a n d l o w u n e m p l o y m e n t d u r i n g t h e 1 9 5 0 s a n d 

i t w a s t h e s a l a r i e s o f t h e p r o f e s s i o n a l g r o u p s i n p a r t i c u l a r w h i c h 

i n c r e a s e d t h e m o s t r a p i d l y d u r i n g t h i s p e r i o d . A n o t h e r f a c t o r 

w h i c h h e l p e d t o i n c r e a s e t h e s u p p l y - p r i c e o f e x p a t r i a t e l a b o u r 

w a s t h e a c c e l e r a t i o n w h i c h t o o k p l a c e i n t h e d e v e l o p m e n t o f 

i n t e r n a t i o n a l m a r k e t s f o r v a r i o u s s k i l l s , p a r t i c u l a r l y t h o s e o f 
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d o c t o r s a n d e n g i n e e r s . I n c r e a s i n g l y , t h e c o l o n i e s w e r e 

f o r c e d t o i n c r e a s e t h e s a l a r i e s t h e y o f f e r e d t o t h e s e professi0r 
g r o u p s , a s a n i n t e r n a t i o n a l s u p p l y - p r i c e , c o n s i d e r a b l y h i g h e r 

t h a n t h e i n c o m e s e a r n e d b y t h e s e p r o f e s s i o n s i n t h e U K , b e g a n 
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t o b e e s t a b l i s h e d w o r l d - w i d e . 

T h e r e l a t i v e i n c r e a s e i n p r o f e s s i o n a l i n c o m e s i n t h e U K 

c o u p l e d w i t h a g r e a t e r w i l l i n g n e s s a n d a b i l i t y t o e m i g r a t e t o 

t h o s e a r e a s o f t h e w o r l d w h e r e t h e h i g h e s t s a l a r i e s w e r e p a i d , 

a l s o h a d t h e e f f e c t o f e n c o u r a g i n g e x p a t r i a t e c i v i l s e r v a n t s 

w o r k i n g i n t h e c o l o n i e s t o l e a v e . T h i s o u t f l o w w a s c o n s i d e r a b l y 

w o r s e n e d b y t h e u n c e r t a i n t y o f t h e m a j o r i t y o f t h e B r i t i s h 

c o l o n i a l c i v i l s e r v a n t s a b o u t t h e i r f u t u r e c a r e e r p r o s p e c t s 

c o u p l e d w i t h a g e n e r a l a v e r s i o n t o t h e i d e a o f b e i n g i n a 

s u b o r d i n a t e p o s i t i o n o n c e i n d e p e n d e n c e h a d b e e n a c h i e v e d . 

T h e B r i t i s h a n d c o l o n i a l g o v e r n m e n t s t r i e d t o a s s u r e t h e 

B r i t i s h c i v i l s e r v a n t s t h a t t h e y h a d n o t h i n g t o f e a r a n d a 

n u m b e r o f r e m e d i a l m e a s u r e s w e r e a d o p t e d i n a n a t t e m p t t o 

" c r e a t e c o n d i t i o n s w h i c h w i l l e n c o u r a g e o f f i c e r s t o r e m a i n " . 

H o w e v e r , t h e s e c o n d i t i o n s w e r e l e s s a t t r a c t i v e t h a n t h e 

e x t r e m e l y g e n e r o u s l u m p - s u m c o m p e n s a t i o n w h i c h i t w a s a g r e e d 

t h a t e a c h c o l o n i a l / A f r i c a n g o v e r n m e n t s h o u l d p a y t o B r i t i s h 

c i v i l s e r v a n t s i f t h e y d e c i d e d t o t e r m i n a t e t h e i r e m p l o y m e n t . 

T h e s e c o m p e n s a t i o n s c h e m e s , w h i c h w e r e e s t a b l i s h e d i n o r d e r t o 

e n c o u r a g e e x p a t r i a t e s t o s t a y u n t i l t h e y w e r e n o l o n g e r n e e d e d , 

h a d p r e c i s e l y t h e o p p o s i t e e f f e c t a n d w e r e p r o b a b l y t h e s i n g l e 

m o s t I m p o r t a n t f a c t o r i n f u e l l i n g t h e e x o d u s o f s c a r c e 

Q / 
a d m i n i s t r a t i v e a n d p r o f e s s i o n a l m a n p o w e r . 
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C o n c l u s i o n . 

T h e a i m o f t h i s p a p e r h a s b e e n t o a n a l y s e t h e i m p a c t o f t h e 

c o l o n i a l l e g a c y o n t h e r e m u n e r a t i o n s t r u c t u r e s o f t h e n e w l y 

i n d e p e n d e n t a n g l o p h o n e A f r i c a n s t a t e s . O u r m a i n c o n c l u s i o n i s 

t h a t , g i v e n t h e B r i t i s h d o m i n a t i o n o f t h e p r e p a r a t o r y p r o c e s s , 

t h i s i m p a c t w a s h i g h l y s i g n i f i c a n t - i n f a c t , w h i l s t t h e r e w a s 

s o m e i m p r o v e m e n t i n t h e d i s t r i b u t i o n o f i n c o m e w i t h i n a l l t h r e e 

o f t h e c o l o n i a l c i v i l s e r v i c e s i n t h i s c a s e s t u d y , t h e c o l o n i a l 

s a l a r y s t r u c t u r e r e m a i n e d l a r g e l y i n t a c t . I t c a n b e s e e n t h e r e -

f o r e t h a t t h e e q u i t y a n d e f f i c i e n c y o b j e c t i v e s e n u n c i a t e d b y 

t h e n u m e r o u s c o m m i s s i o n s o n t h e c o l o n i a l c i v i l s e r v i c e s w e r e 

b a s i c a l l y i r r e c o n c i l a b l e a n d t h i s e x p l a i n s w h y t h e B r i t i s h 

o f t e n a p p e a r e d t o b e c o n t r a d i c t i n g t h e m s e l v e s , o n e m i n u t e 

a r g u i n g t h a t t h e c r e a t i o n o f b u r e a u c r a t i c e l i t e m u s t b e a v o i d e d 

a n d t h e n s t a t i n g t h a t , i n t h e i n t e r e s t s o f a d m i n i s t r a t i v e 

e f f i c i e n c y , c i v i l s e r v a n t s m u s t b e " a d e q u a t e l y " r e m u n e r a t e d . 

I n r e a l i t y , h o w e v e r , " i t w a s i n e v i t a b l e t h a t a s l o c a l p e r s o n s 

i n v a d e d t h e s e n i o r r a n k s o f t h e s e r v i c e t h e i r e m o l u m e n t s s h o u l d 

b e a r a c l o s e r e s e m b l a n c e t o t h o s e o f t h e i r e x p a t r i a t e c o l l e a g u e s 
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i n t h e s a m e o r s i m i l a r p o s t s " . T h i s o c c u r r e d a s a r e s u l t 

o f t h e f a i l u r e o f t h e A f r i c a n l e a d e r s h i p e f f e c t i v e l y t o c h a l l e n g e 

t h e B r i t i s h c o n c e p t i o n o f t h e p r e p a r a t o r y p r o c e s s . F o r 

e x a m p l e , A . L . A d u i n h i s b o o k o n t h e c i v i l s e r v i c e i n C o m m o n -

w e a l t h A f r i c a a r g u e s t h a t : " I n v i e w o f t h e m a n y w h o h a v e b e e n 

c o n c e r n e d w i t h t h e d e v e l o p m e n t o f t h e p u b l i c s e r v i c e s i n f o r m e r 

B r i t i s h A f r i c a t h e b a s i c p r i n c i p l e s o f t h e B r i t i s h C i v i l S e r v i c e 

s t r u c t u r e a r e t h e b e s t f o r t h e s e c o u n t r i e s . A d m i t t e d l y , t h e 3 fi 

m a i n r e a s o n f o r t h i s i s t h e h i s t o r i c a l c o n n e c t i o n w i t h B r i t a i n " . 

G i v e n t h e p r o m i n e n t r o l e p l a y e d b y i n d i v i d u a l s s u c h a s A d u i n 

e s t a b l i s h i n g t h e n e w c i v i l s e r v i c e s , i t i s h a r d l y s u r p r i s i n g 

t h a t t h e r e w a s l i t t l e c o m m i t m e n t t o t h e o b j e c t i v e o f d i s m a n t l i n g 

t h e c o l o n i a l s a l a r y s t r u c t u r e a n d , i n A d u ' s o w n w o r d s , " c r e a t i n g 

a n e w s a l a r y s t r u c t u r e c o n s o n a n t w i t h t h e g e n e r a l e c o n o m i c 
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c i r c u m s t a n c e s o f t h e c o u n t r y " . 
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C H A P T E R 2 : EARNINGS DIFFERENTIALS BETWEEN PUBLIC AND PRIVATE — SECTORS IN AFRICA: THE CASES OF GHANA, KENYA 
AND NIGERIA. 

Introduction. 

The emergence of sizeable income differentials between 
equivalent employment positions in the public and private 
sectors has in recent years become one of the most controversial 
political and economic issues in Africa. Escalating private 
sector salaries for managerial and professional manpower have 
exacerbated already highly skewed patterns of personal income 
distribution not only in a direct sense but, indirectly as well 
insofar as the salary determination process for high-level 
manpower employed in the various branches of the public sector 
is affected by the prevailing remuneration levels in the private 
sector. This paper will attempt to assess the size of public-
private income differentials for a representative sample of 
managerial and professional occupationsin three Anglophone African 
countries, Ghana, Kenya and Nigeria. This will be followed by 
an examination of a number of theoretical propositions concerning 
the nature of the relationship which exists between the processes 
of public and private sector salary determination in each country. 
In particular, we want to ascertain to what extent public sector 
salaries have been set in response to pressures emanating from 
the private sector and more specifically from multinational corpor-
ations (MNCs).' 

Our intention is tentatively to delineate the most important 
inter-relationships between public and private-sector high-level 
manpower markets. Hence we are not concerned with examining 
the salience of specific factors of rival theories in accounting 
for the overall structure of remuneration, i.e. the broad levels 
of income received by the main occupational categories which 
comprise the social division of labour in both public and 
privately owned enterprises and organizations. It is certainly 
the case that the dominance of the capitalist mode of production 
in each of the three countries under examination has given rise 
to basic similarities in their respective remuneration structures 
which, arguably, are of more significance than the differences " 
oetween them. Nevertheless these differences are still of 
considerable interest and because they can be analysed by 
employing relatively simple theoretical propositions they are 
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more susceptible to empirical testing than the more abstract 
theoretical formulations underlying analyses of modes of 
production and the identification of c lasses. 

Size and trends in public/private sector earnings in Ghana, 
Kenya and Nigeria. 

In spite of the generally acclaimed importance of managerial 
and professional manpower (especially by 'modernization' t h e o r i e 

surprisingly little attention has been devoted to studying these 
labour markets. In part the explanation lies with the difficult 
of analyzing what is an extremely heterogeneous collection of 
occupations, and more specifically, the problem of establishing 
equivalence between employment positions in the absence of 
standardised job evaluation exercises. 

In addition to the obvious sources of data such as Civil Service 
Staff Lists and annual estimates of expenditure, the following 
discussion utilises unpublished salary and wage data compiled 
from t2ic cmiiucti rccunis ot over 400 registered enterprises 
in Ghana employing more than thirty people and also the results 
of a survey of managerial remuneration in over ninety of the 
largest enterprises in the private sector conducted by the 
Ghana Employers Association in 1974. For Nigeria, we rely 
primarily on the private sector salaries data collected in 1972/3' 2 
for the Public Services Salary Review Commission under the 
chairmanship of Chief Udoji. For later years, salaries data 
have been gleaned from recruitment advertisements for higher-
level manpower in the Nigerian and British press. The Kenyan 
data are considerably more fragmentary since we have had to 
rely on a limited salary survey conducted by a private consu l t an t ; 

firm in 1972/3, in addition to job advertisements. 
Inter-sectoral income differentials for a number of e q u i v a l e n t 

employment positions in Ghana, Kenya and Nigeria are p r e s e n t e d 

in Tables 1 and 2 and Figure 1. Only in the case of the Udoji 
Report in Nigeria has the equivalence of public and private 
sector manpower been ascertained on the basis of a reasonably 
rigorous and comprehensive job evaluation exercise, employing 
well-specified, multi-dimensional criteria. While this limit5 
the usefulness of the Ghanaian and Kenyan data, particularly 
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sources for inter-country comparisons, a number of interesting 
observations can nevertheless be made: (i) The size of the 
inter-sectoral income differentials for all managerial and 
professional occupations is very significant although,as a rule, 
the differential increases quite substantially with seniority 
of employment position. (ii) It is not possible to make 
detailed inter-country comparisons because whereas the Kenyan 
and Ghanaian data relate to periods immediately after major 
reappraisals of public sector salaries (namely the Ndegwa and 
Issifu-Ali salary Reviews^), the Nigerian income differentials 
are those that prevailed before the implementation of the Udoji 
Report in 1975. Ideally, the most appropriate comparisons should 
be between inter-sectoral income differentials immediately prior 
to and after salary review commissions undertaken during certain 
periods but, unfortunately, the necessary ex ante private sector 
data for Ghana and Kenya is unavailable. However, in spite 
of these empirical deficiencies, it seems clear that inter-
sectoral income differentials have tended;in the absence of 
government intervention, to be considerably higher in Nigeria 
than in Ghana and, to a lesser extent, in Kenya. Comparing post-
Udoiji with post-Ndegwa and Issifu-Ali income differentials 
highlights the importance of the selection of time periods 
in analyses of this kind since the effect of the Udoji Report 
was virtually to eliminate income differentials between the public 
and private sectors for all high-level employment positions. 
The point to stress J however, is that the pressures forcing apart 
private and public sector salary levels have been much greater 
tinder the conditions of extremely rapid economic growth of the 
modern sector in Nigeria since the early 1970s than elsewhere, 
(iii) It would appear that public/private-sector income 
differentials have been increasing since independence. Time-
series data comparing the salaries received by three high-level 
occupations, general managers/permanent secretaries and senior 
accountants and engineers in the public and private sectors in 
Nigeria for a number of years between 1965 and 1977 are presented 
in Figures 3 and 4. 

These show quite clearly how the public-private income 
differentials 

have increased especially since the early 1970s. 
This has occurred in spite of the stringent and extremely 
costly efforts of the Nigerian Federal and State governments to 
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achieve inter-sectoral income parity in 1975. While only 
fragmentary time series salary data have been collected for 
Ghanaian and Kenyan occupations, it is clear that similar 
trends have occurred in the size of their inter-sectoral income 
differentials, particularly in the case of Ghana. 

Factors affecting public/private sector earnings differentials. 

While the serious limitations of orthodox supply and demand 
explanations of personal income determination are recognised, 
the nature of the "competition" for high level manpower which 
prevails between public and private sector employers is of key 
importance in determining the size of income differentials 
between the sectors. What, then, are the factors which affect 
these inter-sectoral variations in professional and managerial 
remuneration in Ghana, Kenya and Nigeria? It must be stressed 
that the actual size of these differentials does not in itself 
constitute an important factor affecting salary levels in the 
public sector. How, for example, the state will respond to the 
existence of a large income differential between its own employees 
and their counterparts will depend on a number of additional 
factors. In other words, the emergence of a sizeable inter-
sectoral income differential is a necessary but not sufficient 
condition for any subsequent upward pressures on public-sector 
salaries. 

(1) Relative size of public and private sector demand for 
high-level manpower. 

The inter-relationship between the salary determination processes 
in the public and private sectors is strongly affected by the 
relative size of high-level manpower demand in each sector. 
The relative growth in public sector employment has been one 
of the most important features of the post-independence period in 
Africa. By 1975 the public sectors in Kenya and Nigeria accounted 
for 657c and 437o respectively of an enumerated wage employment 
as compared with only 377=, and 29% in 1962. Similarly in Ghana, 
public sector employment rose from 51.9% of total recorded 
employment in 1957, the year of Independence, to 74% in 1972.5 

Published data on the sectoral breakdown of high-level employment 
are only available for Kenya. These are presented in Table 3, 
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where it can be observed that there is a larger concentration 
of high-level manpower (i.e. those earning over 2000/- a 
month) in the private sector than is indicated by the aggregate 
employment breakdown figures given above. While this is also 
likely to be the case in both Ghana and Nigeria, it is surprise 
to find that by the mid-1970s only 7.5% and 13% of Ghanaian 
and Nigerian graduates were taking up employment in the private 
sector. ̂  in a study of graduate employment patterns in Nigeria/ 
Rimlinger and Stremlan state that: 

"Until recently there have been few University graduates 
in the private sector. Graduates of the 1950s and 
early 1960s were almost all absorbed by the expanding 
Civil Service - the salary was good, the status was 
high, prospects for rapid promotion were excellent and 
there was job security. Furthermore, foreign business 
establishments showed little interest in recruiting 
them".7 

From the mid 1960s, however, this situation began to slowly 
change as employment opportunities began to contract in the publil 
sector while at the same time companies were increasingly 
compelled to localise their managements. This process has rapid! 
accelerated since the early 1970s as a result of (a) the rapid 
growth of the private sector brought about by the oil-induced 
expansion of the economy; (b) increasingly stringent managerial 
localization policies; and (c) the introduction of equity 
localization policies. Hence it is probable that the overall 
percentage of graduates finding employment in the private sector 
has been increasing in recent years although this will have 
been considerably dampened by increases in public sector employ-
ment. In the case of Ghana, the stagnation of the economy since ̂  
the 1960s has if anything led to an increase in the extent of 
graduate employment in the public sector in an effort to stave 
off large-scale unemployment. 

The larger the private sector the greater the likelihood that 
the public sector will be forced to compete for high level 
manpower should this be in relatively short supply and this 
competition is likely to be reflected in the size of the i n t e r -

sectoral income differentials. Hence, the relatively small 
size of the private sector in Ghana may explain why even thot 
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the inter-sectoral income differentials are large, income J 
differentials within the public sector are considerably less 
than in Nigeria and Kenya where the private sector is more Jb 
important (see Figure 5). This is because the Government is 
able to exert a strong monopsonistic position in high level 
labour markets to establish salaries which need not closely V 
correspond to these being paid in the private sector. In 
Nigeria and Kenya, on the other hand, there are greater pressure! 
towards inter-sectoral compensation parity thus leading to a 
widening of income differentials within the public sector itself, 
It should be noted, however, that there does not appear to be 
any simple relationship between the size of public/private 
sector income differentials (immediately prior to any form of 
government intervention) and the size of the income differential! 
between the top and bottom employees in the public sector. 
Take Kenya and Nigeria, for example. Given that unskilled labour 
is paid approximately equal wages in both the public and private 
sectors in each country, then any attempt by the State to 
eliminate or reduce inter-sectoral income differentials for 
m a n a g e r i a l ana processional manpower will, ceteris paribus, ^ 
increase the size of income differentials within the public 
sector. While the implementation of the Udoji Report did result 
in the attainment of income parity for senior manpower in the 
public and private sectors, this did not exacerbate the distribute 
ion of persoiial incomes within the public sector because lower 
level manpower received even larger percentage increases in their 
wages and salaries. Hence the ability to pay for enormous 
increases in the remuneration bill allowed the Nigerian State \ 
to avoid a conflict between the managerial parity and income 
equality objectives. However, in countries like Kenya which 
also face serious problems arising from large i n t e r - s e c t o r a l 

income differentials, the additional revenue required in o r d e r 

to attain parity at the top is prohibitive. In fact, the 
Ndegwa Commission led to some reduction in public sector income 
differentials (i.e. a downward shift in the salary curve) but 
this was relatively limited compared with the impact of the 
Udoji salary awards. 

(ii) Expatriates and the rate of localization. 

The presence of expatriates is another factor which can have 
an appreciable impact on patterns of demand for high-level 
manpower. 



) 



Notes: Each public sector salary curve has been derived by 
expressing the salaries received by equivalent positions 
from 1 to 10) within the public sector as a ratio of the 
salary for (Graded) unskilled employees. 
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We can hypothesise that the greater the presence of expatriates 
within the private and public sectors, the greater the likeli-
hood of (i) an appreciable 'demonstration effect' on the domestic 
salary structure as local employees seek to attain similar levels 
of remuneration regardless of the prevailing supply and demand 
situation for their skills (ii) an increase in competitive 
pressures for high level manpower between the public and 
private sectors as professional and managerial positions 
within the private companies are progressively localised. The 
more rapid this localisation process, the more acute the demand 
for high level manpower will be. Hence, in the absence of a 
tight incomes policy, localisation normally stimulates sizeable 
increases in top salaries and thus exacerbates income 
inequalities. 

Up until at least the early 1970s expatriates continued to 
occupy most senior positions in foreign companies in Ghana, 
Kenya and Nigeria despite the introduction of managerial 
localisation legislation by each Government during the 1960s. 
At lower levels considerably more localisation did take place 
as and when the necessary manpower became available. However, 
we would argue that replacement of expatriates in the private 
sector did not have a significant impact on inter-sectoral 
competition for high level manpower until public sector 
localization targets had been attained. 

From Table 4 it can be seen that considerable Kenyanisation 
of managerial personnel had been achieved by 1975 although 
Kenyans still remained in the minority at the most senior levels. 
However the aggregation of public and private sector data conceals 
to some extent the lower level of localization within private 
companies. This is revealed, for example, by the Nzomo study 
of executive localization and remuneration in U.S. firms in Kenya 
conducted in 1971. (see Table 5) 

Managerial positions in private companies in Nigeria were 
dominated by expatriates at the time of independence. This 
situation does not appear to have changed very much by 1970 when 
Rinlinger and Stremlau found that in a survey of 75 firms, 80-85% 
of the senior level managerial positions were held by expatriates 
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and that even fewer Nigerians were in really key decision makj.r. 
posts. Since the early 1970s, however, the Nigerian Government 
has imposed increasingly stringent expatriate quotas on foreign 
companies. This has resulted in a marked reduction in the 
incidence of expatriate employment to the extent that the typic. 
situation now is where there are only one or two expatriate g 
managers within the subsidiary. The impact of this rapid 
localization process on salary determination has been to 
stimulate a marked increase in demand for Nigerian personnel 
possessing the required managerial skills. Given the perceived 
indispensability of this type of manpower, MNCs> have been 
prepared to offer very high salaries in order to secure the 
services of the most talented Nigerians and, given the high 
degree of competition, this has inevitably resulted in extremely 
strong upward pressures on salary levels. In Nigeria, therefore 
the rate of localization has been a more crucial factor in the 
salary determination process than in Kenya where significant but 
less rapid localization has occurred and Ghana where localization! 
has been spread over a longer time period, starting during the 
Nkrumah period and, more importantly, where the private sector 
is not sufficiently large and dynamic to exert powerful competiti: 
for high level manpower. 

(iii) The impact of multinational corporations. 

It has already been suggested above that the private sector as 
a whole is the pacesetter for managerial and professional 
salaries in Ghana, Kenya and Nigeria. But what is the specific 
impact of the remuneration policies of multinational corporations' 
This is likely to be of considerable importance given that 
foreign corporate capital still occupies a dominant position 
in many industrial sectors especially in Kenya and Nigeria. 
Furthermore, many of the relatively limited number of large 
scale enterprises which have particularly high concentrations 
of high-level manpower^ are either directly owned or o p e r a t e d 

under management and/or technology agreements by MNCs. 

Our research on MNCs in Africa indicates that MNCs generally 
pay their senior employees more than their counterparts in the 
public sector. This assertion is based on the mainly q u a l i t y -

evidence gathered from interviews with nearly 50 British 
and North American TNCs, many of whom have subsidiaries of 
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Table 4. Extent of Kenyanisation, 1967 -1975. 

Top-level 
& Managers 

Admin Professionals Technicians & 
Senior Prof. 

1967 1975 1967 1975 1967 1975 

Agriculture 47 51 65 96 88 92 

Mining 2 29 0 55 37 51 

Manufacturing 7 51 15 43 52 77 

Electricity & 
Water 100 81 14 51 58 88 

Construction 7 35 32 44 58 71 

Wholesale & 
Retail 32 59 12 52 34 84 

Transport 24 54 8 33 75 85 

Services 69 48 85 

Aggreagte 37 39 69 

Sources: Computed from data contained in: Employment and 
Earnings in the Modern Sector 1967 and 1975, Central 
Bureau of Statistics, Nairobi, Kenya. 
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Table 5: Kenya: Extent of Kenyanization in 60 U.S. 
T T T T . 

7o Kenyan 

Director 7 

Regional Manager 13.5 

Divisional Manager 33 

Technician 29.5 

Supervisor 77 

Administrative Assistants 93 

Trainees 100 

Source: Compiled from data presented by Nzomo, "The 
Development of Executive Personnel in Kenya" 
Ph.D. Thesis. 
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affiliates in Africa and with international recruitment 
consultants based in London and on an analysis of the 1976/77 
annual questionnaire returns of over 400 manufacturing 
enterprises, to the Ministry of Industries in Ghana (fully 
reported in Chapters 3 to 9). These returns showed that higher 
MNC remuneration can be attributed to the ' f oreignness' of the 
companies involved, controlling for other factors. One reason 
for this, it has been suggested, is the integration of such 
companies, into international labour markets and the most 
concrete manifestation of this integration is the attempt by 
a small number of MNCs to compensate their most senior executives 
on the basis of a global salary scale regardless of location 
or nationality. This hypothesis in conjunction with a number 
of others concerning the relationship between global manpower 
development and remuneration policies among MNCs formed the 
basis of the interview survey mentioned earlier. The main 
conclusion of this research is that while most MNCs adopt global 
remuneration methodologies for their internationally mobile 
managerial cadres (i.e. expatriates who are either from the 
home country or, as is increasingly the case, 'third country 
nationals') the determination of salaries for national managers 
at the subsidiary level is set according to "local market 
conditions". Consequently the reasons why MNCs pay their local 
managerial personnel relatively high salaries vis-a-vis their 
counterparts in locally-owned private companies and state 
employment arise mainly from more parochial, short-term 
considerations. Their ability to pay relatively higher salaries 
is usually that much greater than other types of enterprises 
given their oligopolistic control of local product markets 
which ensures high profit margins. Moreover, since many local 
managers are replacements for expatriates, their employment leads 
to a considerable reduction in overhead costs even though they 
are a managerial aristocracy in local terms. In other words, 
MNCs are less likely to be as sensitive to large income 
discrepancies within local managerial markets when these are 
relatively insignificant compared with equivalent local - expatriat 
salary differentials. 

MNCs with affiliates in Africa cannot survive unless they are 
able to gain the necessary access to key decision-makers in 
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the s tate apparatuses. To achieve this MNCs must employ 

local nationals who have themselves often been senior civil 
servants or even politicians. This is not necessarily to suggest 
this informal network of relationships between MNCs and 
local bureaucrats and politicians is symptomatic of class 

9 
symbiosis between foreign capital and local elites. But it 
is clear that NCs must be able to obtain the services of 
talented and influential local nationals. To do this they 
must lure them away from secure and powerful positions within 
the bureaucracy which are used to exploit, both by legal 
and illegal means, often considerable income-earning opport-
unities. Consequently, MNCs must generously compensate state 
officials for the loss of income that they are likely to incur 
as a result of taking up employment outside the public sector, 
ttonoo, whiio local MiNC managers are still likely to straddle 
between their normal full-time employment position and "outside' 
interest^ their ability to do so will be derived largely from 
the increased possibilities for capital accumulation from a 
higher nominal salary than was the case in the public sector 
where they have more scope to exploit other income-
earning opportunities. It is also likely that MNCs pay 
local nationals higher salaries in order to ensure that where 
any conflicts of interest arise between the c ompany and the 
state their local managers will remain loyal to the company 
(although there are frequently just as many serious conflicts 
of interest between local companies and the State). Finally) 
MNCS tend to pay their managers more because they utilize 
relatively sophisticated job evaluation methodologies which 
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provide the basis for well structured salary systems. Many 
local companies, on the other hand, do not employ such techni-
ques which has resilted in relatively underdeveloped manag-
erial salary structures. In Ghana, for example, income 
differentials between managers and other employees in many 
firms had become so compressed by 1975 that managers demanded 
the right to form their own trade unions. This clearly 
represented a serious threat to the functioning of the cap-
italist labour process which prompted the Ghana Employers 
Association to undertake a salary survey of managerial sal-
aries in relatively high-paying companies(mostly MNCS) and 
to encourage other companies to increase their salaries to 
comparable levels. 

(iv) Salaries policy in the public sector. 
Public sector salaries policy in all Anglophone African states 
has been centred upon the recommendations of Government 
appointed Salary Review Commissions and Committees. In all 
three countries the similarities in the timing and policies 
adopted by the State via these quasi-autonomous review bodies 
have been particularly striking. In each country there has been 
one particular commission which has been of fundamental import-
ance in establishing the main features of post-Independence 
salary policies: The Mills Odoi Commission in Ghana (1967),10 

the Ndegwa Salary Review Commission in Kenya (1970-71) and 
the Salary Review Commission in Nigeria (1972-74). Each of 
these commissions undertook the first major reevaluation of 
the inherited colonial salary structure since independence. 
Moreover, they were all established some eight to twelve 
years after i ndependence mainly in response to the growing 
demands of public sector employees for salary and wage incr-
eases to compensate for the decline in their real income since 
•e last major salary awards. In common with their colonial 

^ - ?decessors, these commissions were essentially defensive, 
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ad-hoc reactions of politically vulnerable regimes to serious 
crisis within the public sector. In Ghana the military 
clique who ousted Nkrumah in January 1966 were heavily depen-
dent on the political and administrative skills of the civil 
servants. Their support was, however, conditional upon suff-
iciently generous salary increases to compensate them for the 
decline in their living standards which they had experienced 
during the later years of the Nkrumah period. In Kenya, the 
demise of KANU as a effective political force enhanced the 
importance of the bureaucracy in guaranteeing the survival 
of the Kenyatta regime. Thus the establishment of the 
Ndegwa Commission was symptomatic of the sensitivity of the 
political elite to safeguarding the interests of the bureau-
cracy. A similar situation prevailed in Nigeria during the 
early 1970s where the State was striving to reestablish its 
power and authority over a divided population after the Civil 
War of 1966-70. To achieve this the politically powerful 
public sector salariat were granted a large share of the surplus 
accruing from the rapidly expanding oil revenues collected 
by the State. 

terms 
The similarity in the/of reference, arguments and recommend-
ations of the Reports of these Salary Commissions reflects 
a common response to resolving the conflicting demands con-
fronting the s cate as the main instrument of social cohesion 
in these societies. The state is faced by a powerful bur-
eaucracy seeking to maintain and,if possible, improve its 
material well being. How the s tate responds to these d e m a n d s 

will be conditioned by the nature of the policial process in 
each society since this will determine the share of the 
surplus extracted by the state which will be devoted to re-
warding the bureaucracy. The authoritarian form of poli-
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ticalrule in Africa has permitted a 
greater degree of subordination of the dominated classes than 
in the advanced capitalist countries with the result that the 
bureaucracy has been in a strong position to advance its 
own interests. It has been suggested that so large is the 

economic and political power of the senior members of this 
bureaucracy vis-a-vis the dominated classes and other domin-
ant classes that collectively they constitute a bureaucratic 

11 

bourgeoisie. : While we would dispute this proposition on both 
theoretical and empirical grounds, the bureaucracy has 
nonetheless managed to preserve and, in some cases, improve 
upon the privileged positions they inherited from the colonial 
State. 
The significance of these first post-independence salary comm-

issions lies in their formal recognition of the power and 

privileges of the newly Africanized public sectors in each 

country at a time when these African states were politically 

and ideologically committed to ambitious development policies 

manyof which both directly and indirectly conflicted with 

the interests of the public bureaucracy. However the pol-

itical conservatism of the c ommissions in justifying the 

existing pattern of salaries and wages is obscured to some 

extent by a number of factors. Firstly, each commission 

recommended the replacement of the class-based colonial grading 

structure with a uniform job classification scheme based upon 

relatively sophisticated job evaluation methodologies. Under-

lying these new grading schemes is the functionalist ideology 

developed by corporate managements and firms of management 

consultants in the advanced capitalist countries to assess 

the relative contributions of all employees within large 

organizations. But since no major modifications were made to the 

public sector salary structire,these new grading systems were 
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relatively senior appointments and their European counterparts, 
By the early 1950s the British realised that they would have to 
hand over power to the African nationalists and that this would 
have to be preceded by the Africanization of the civil service, 
The 1953 the Lidbury Report recommended the abolition of all 
forms of racial discrimination within the Kenyan civil service 
but at the same time still had to convince African civil servant 
and politicians of the necessity of accepting the adoption of 
the dual, basic-expatriate salary structure. The nationalist 
politicians responded angrily, arguing that the British were 
breaking their long-standing promise that they would pay the 
African civil servant the same as his European counterpart once 
it had been accepted that there were no longer any innate 
differences in the ability of each type of officer, but as soon 
as the British were forced to recognize this fact, they concoctei 
a new set of supposedly non-racial reasons for justifying the 
continuation of separate salary scales. 

The British had previously been confronted with the same type 
of response in West Africa. The Gorsuch Report on the Nigerian 
civil service neatly summarised African feelings on this issue: 
"The existence of the fixed African-expatriate income differentia. 
has come to be regarded in Nigeria as elsewhere as an implied 
comparison of the intrinsic worth of the two types of officers 

29 
and this feeling has led to resentment". During the 1950s any 
economic justification for this differential was swept to one 
side as Africans, both those who stood to benefit directly and 
the great majority of the population who certainly did not, 
exerted the maximum political presure in an effort to ensure 
that the equal capabilities of African officers were justly 
recognized by paying them the same as expatriates. This was a 
question of national and racial pride which at the time dwarfed 
any of the other counter-arguments which might have been taken 
into account. In particular, the adverse effect of the r e d u c t i o n 

of the differential on the distribution of income. 
Finally, the friction and bad feeling which arose as a result or 
this issue tended to undermine the morale within each civil 
service, thus posing a potentially dangerous threat to the smoo-: 
implementation of the British preparatory plan. Consequently 
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African and British objectives once again tended increasingly 
to complement each other as the British yielded to political 
pressure to reduce the size of the differential. For example, 
the Report of the Select Committee on the Lidbury Report stated 
that: "we have tried in our proposals to narrow the gap between 
African and expatriate salaries and to remove some of the 30 differences that are a constant source of irritation". 

(3) Economic Factors: The Supply of and Demand for Educated 
African Manpower. 

Neo-classical economic theory focuses upon the supply of and 
demand for each type of manpower as the primary explanation 
for the observed pattern of personal income distribution in 
capitalist society. The thrust of the argument so far has been 
that the essential characteristics of the salary structures 
of each of the civil services under investigation evolved in 
accordance with the political and social objectives of British 
imperialism and that the neo-classical economic theories which 
have been forwarded to explain the patterns of income distribution 
which were derived in section 2 are little more than ex-post 
rationalisations of these more fundamental political and social 
considerations. Having said this, it would nevertheless be quite 
wrong to discount totally the possibility of (more strictly) 
economic factors playing some role in the income determination 
process. Although it is methodologically invalid to analyse the 
"social", "political" and "economic" as separate and autonomous 
levels or "instances" of each society, it is still a meaningful 
exercise to try to gauge the approximate supply and demand 
magnitudes for educated African manpower in order to see whether 
there was any tendency to reinforce or to counteract the political 
and social determinants of civil service remuneration which have 
already been considered in some detail. In other words, we do 
not believe that supply and demand factors were the major 
determinants of the overall level of civil service salaries during 
this period but that they could nevertheless have been partially 

31 
responsible for the observed changes in the salary level, 

(a) The supply of educated Africans 
The cornerstone of British education policy before the second 
world war and the advent of the Africanization programme had 
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sector salaries. This problem was openly recognized by 
the Ndegwa Commission in Kenya which had little option but 
to accept openly and legitimize the established practice 
whereby senior civil servants supplement their public sector 
salaries by undertaking income_earning activities in the 
private sector. This phenomenon of'straddling'is also 
widespread at all levels of the employment hierarchy with-
in the Ghanaian public sector as civil servants have 
attempted to maintain their standard of living in the face 
of rapid inflation. Although these private sources of 
income are frequently much greater than their public sector 
remuneration, civil servants are nonetheless often reluct-
ant to leave their jobs because,without their continued 
preferential access to state institutions,their ability 
to exploit income-earning opportunities within the private 
sector would be severely curtailed. Without, for example, 
an import licence a divil 3ervant cannot obtain the necessary 
commodities to trade or the necessary inputs needed in most 
farming or manufacturing activities. Furthermore, although 
the civil service salary is often relatively 

small, it is nevertheless a secure and steady source of income 

which may be of particular importance during periods of 

political and economic instability and/or when investments 

made in the private sector have long gestation periods. 

Consequently, when considering the size of public/private sector 

income differentials it is important to take into account 
not only salary levels but additional sources of earnings 

which are likely to accrue in the short and long run. 

While relatively high salaries in the private sector are 

often used as an important justification for maintaining the 

existing pattern of income differentials within the public 
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sector, only a few states have been able to achieve complete 
12 

compensation parity with the private sector. In oil rich 
Nigeria, the implementation of the Udoji Report led to large 
increases in public sector incomes in an attempt to attain 
parity with the private sector. From the pre- and post-Udoji 
public and private sector salary curves - shown in Figure 8 
it can be seen that while the 19 74 salary awards did eliminate 
the public/private sector income differentials, at the same time 
reducing income differentials within the public sector, within 
a few years private sector salaries had once more re-established 
their lead. The Nigerian government faced with the inflationary 
consequences of its own incomes policies and the subsequent 
reactions of private sector employees, imposed a salaries freeze 
in an attempt to stop the reemergence of a large public-private 
income differential and the danger of a large exodus of civil 
servants to the private sector. 
The phenomenal increase in the number of relatively autonomous 
public corporations since the early 1960s has had a profound 
impact on the salary determination process for high-level 
manpower in Africa. In Ghana only 4,1%, of recorded wage 
and salary employment was accounted for by public corporations 
in 1957 but by 1972 this had grown to 34.2% (equivalent to 56% 
of public sector employment). By 1975, 55% and 5970 of public 
sector employment in Kenya and Nigeria; respectively was in public 

13 corporations. 

In all three countries, public corporations have enjoyed 
considerable autonomy in establishing their own salaries and 

14 
fringe benefits. Hence, given their relative importance 
as employers vis-a-vis the civil service proper, it is within 
the public sector itself that much of the competition and dis-
satisfaction over income differentials and the correspondingly 
upward pressures on remuneration have occurred. It is clearly 
incorrect, therefore, to assume as is often done that the private 
sector is necessarily the most important reference point for 
the salary determination process for the public sector as a whc-=' 
This is particularly true of the Ghanaian situation where priva'-
sector employment is relatively small. Large real income 
differentials between the civil service and public c o r p o r a t i o n -

have been the main focus of attention of the post-Nkrumah sala: 
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commissions/committees because disgruntled civil servants 
have mainly compared their 'plight' with that of their counter-
parts in other branches of the state apparatus rather than the 
private sector. It is precisely because these comparisons 
have been made from within the public sector that large income 
differentials have been so politically explosive. However, 
salary commissions and committees in Ghana and Nigeria have 
persistently refused to tie public corporation salaries to 
those in the civil service, this being rationalised on the 
grounds that if public corporations are unable to compete 
directly for high level manpower with private sector employers 
this will lead to a serious deterioration in levels of efficient 

6 For example, the Mil]us-Odoi Commission of 1967 in Ghana stated: 

"If applied too rigidly, the principle (of parity) 
would severely circumscribe the necessary discretion 
of management in its personnel policies and this 
would be greatly to the detriment of those enterprises 
which are in competition with similar organizations 
in the private sector." 

The Udoji Commission of 1972-74 in Nigeria was even more 
adamant in its refusal to conflate civil service and public 
corporations salary scales : 

"State-owned commercial and industrial companies 
are part of the public service only in that they 
are owned completely or partly by the government. They 
should not function or be staffed as if they are part 
of the civil service nor should they be paid as if 
they are civil servants For this category of 
the public sector we rely on the market place as the 
proper machinery for setting compensation." 

However, this commitment to maintaining compensation parity 
for high level manpower between public corporations and the 
private sector was rapidly abandoned when the private sector 
reacted to the Udoji equalization proposals by instituting better 
and more attractive remuneration and conditions of service. 
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Footnotes. 

See for example Carchedi, P., The Economic Identification 
of Classes, Poucantzas, N., Classes in Contemporary Society. 
For an interesting attempt to assess quantitatively the impact 
of class boundaries on personal income distribution in the 
U.S. see Wright, F.O., and Perone L., "Marxist Class Categories 
and Income Inequality", American Sociological Review, February 1977 
Federal Republic of Nigeria. Public Service Review Commission 
1972-74. Main Report and Appendices" Federal Ministry of 
Information, Printing Division, Lagos, September 1974. 
The exception is Kenya although this is probably the result 
of the non-equivalence of employment positions in the public 
and private sectors known by the same titles e.g. a "personnel 
officer" is of considerably lower rank in the civil service 
than in private enterprises. 
Republic of Kenya, Public Service Structure and Remuneration, 
Commission of Inquiry, (chm. P. Ndegwa) 1970-71, Report, 
Government Printer, Nairobi, 1972. 
Republic of Ghana. Salary Review Committee, Report, Ghana 
Publishing Corporation, Accra, July 1974. 
These figures have been taken from the following reports: 
Republic of Kenya, Employment and Earnings in The Modern Sector 
1965 and 1977, Central Bureau of Statistics, Nairobi: 
Federal Republic of Nigeria, Annual Abstract of Statistics 1965, 
and Third National Plan 1975-1980, Lagos, 1975: Ewusi K., 
The Size of the Labour~Force and Structure of Employment in Ghana, 
Institute of Statistical, Social and Economic Research, Lagos, 
Ghana. 
Ghanaian figure obtained from unpublished report on graduate 
employment by Manpower Division of Ministry of Economic Develop-
ment and Planning: Federal Republic of Nigeria, National 
Manpower Board. 
Nigerian Institute of Management, Indigenization and Manpower 
Development in Nigeria by Stremlan J., and Rimlinger P., Lagos, 
"iWi, p.65. 
While we only managed to collect fragmentary quantitative 
data on the extent of Nigerianization in the private sector, 
the trend is unambiguous. The severity of localization 
restrictions was frequently commented upon by the managers of 
British TNCs with operations in Nigeria who were interviewed 
by us. 
For examples of this comprador/symbiosis analysis see: 
Turner T., "Multinational Corporations and the Instability of 
the Nigerian State". Review of African Political Economy, No. 5, 

The Political 

Republic of Ghana, Commission on the Structure and Remuneration 
the Public Services in Ghana, (chn. Mius-Odoi), Report, Ghana 

Publishing Corporation, Accra, 1967. 
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11. See Shivji, I., Class Struggles in Tanzania, Heinemann, London 
1976. 

12. In the Middle East oil-States, senior public sector employees 
actually receive more than their counterparts in the leading 
oil companies and other TNCs who are normally in the "first 
division" of the national salaries league. 

13. See Ewusi K., op.cit. Republic of Kenya, Statistical Abstract 
Central Bureau of Statistics 1976 and Federal Republic of 
Nigeria, Third Development Plan 1975-1980, op.cit. 

14. In fact, it has often been the more attractive fringe benefits 
enjoyed by senior employees of public corporations which have 
been the major bones of contention. Most important among these 
have been the freeing of heavily subsidised house and car. In 
real terms, fringe benefits in addition to higher salaries 
often increase the civil service-public corporation income 
differentials to between 50 - 100%. 
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rHAPTFR 3' MULTINATIONALS' POLICY ON THE REMUNERATION OF — — LOCAL MANAGERS AND THE TRANSMISSION OF INEQUALITY: 
A PRELIMINARY REVIEW. 

In our original research proposal we suggested that the 
r e m u n e r a t i o n policy of multinational corporations can have an 
impact on income distribution in host countries which is both 
direct via the level of rewards of MNC managers, and indirect, 
via the spread effect on the general level of salaries. Field-
work w i l l be necessary to clarify the precise nature of the 
impact in each of the countries in our group but, before that 
stage is reached, it may be useful to review what seems to be 
the current situation and trend in this general area, to judge 
from recent management literature ̂  and a few preliminary inter-
views . 

The hypothesis of our research proposal should not be misunder-
stood. In suggesting as an "emergent trend" (Research Proposal, 
p. 6) the possibility that "MNCs may pay an international rate 
for the job to a large extent regardless of local circumstances" 
we were not suggesting that MNCs are not profit-oriented in-
stitutions. Nor were we suggesting that this trend would be 
reflected, now or in the future, in a complete elimination of 
pay differentials between parent-country-national (PCN), host-
country-national (HCN) and third-country-national (TGM) managers 

What we were suggesting is that the mul tinationality of an MNC 
®ay have an influence on the level of salary which it finds 
necessary for profit-maximisation purposes to pay to its HCN 
Managers, over and above its status as a large, capital-intensive, 
oligopolistic and protected foreign firm. In other words the fact 
-••a. its objective is global rather than national profit-maximis-
1"10n may push it in the direction of developing a worldwide 
cadre of company men. 



Of course, MNCs vary in the extent to which they adopt a truly 
multinational perspective. Perlmutter and Heenan (1974, p . ]_27, 
define as geocentric the MNC which "attempts to integrate dive>, 
regions through a global approach to decision making. Headquar.. 
and subsidiaries see themselves as parts of an organic world-
wide entity. Superiority is not equated with nationality. In a 
key decisions executives convey the attitude that* the distinct!; 
competence of the truly multinational company is its capacity tc 
fill its key positions with people from all over the world." 
True geocentricism in this sense is>as they suggest, "not yet 
a reality anywhere." 

More typical, in fact, as yet are the ethnocentric MNC which 
"prefers putting home-country people^- in key positions everywhei; 
in the worlds," the polvcentric MNC which "believes that since 
host-country cultures are quite dissimilar and foreigners diffict] 
to understand subsidiary managers (local nationals in virtually 
all key positions) should be left alone as long as their operatit 
are profitable"; and tho rogiocentrie MNC which "captures the 
opportunities of recruiting, developing, appraising and assignir,: 
managers on a regional (e.g. European) basis." 

We should expect to find that companies will differ in their 
position on this spectrum according to their nationality, indust 
length of international experience, etc. For instance, F r a n k o 

(1973), who suggests that there is a regular, predictable patter 
in the nationality of men in command positions in multinational 
companies, according to the stage of their international ope r a t i 

finds that "multinationalisation of headquarters m a n a g e m e n t 

(perhaps the ultimate sign of geocentricism) is a phenomenon 
occurring almost exclusively in the most mature industries and 
companies." Thus companies with 75 to 100 years of i n t e r n a t i o n a l 

experience and similarly mature international industries s u c h as 

oil, food processing, toiletries, synthetic fibres and heavy 
electrical machinery seem t o be the most geocentric in t h i s sen ; 

As far as the effect of nationality is concerned the picture " 
not completely clear. The Quebec paper seems to suggest t h a t 

European corporations are more geocentric than are American 
corporations. Franko,. on the other hand, finds that at c e r t a i ' 
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s-aces of a company's growth European firms have a greater tend-
enCy towards ethnocentricism than do American firms while in later 
; * a c e s nationality makes little difference. Certainly one can 
find examples of geocentric practice by companies of almost any 
n a t i o n a l i t y . Unilever and Royal Dutch Shell are often quoted as 
E u r o p e a n companies which have pioneered a structure based on two 
h e a d q u a r t e r s (Perlmutter and Heenan, p. 132). Nestle, based in 
S w i t z e r l a n d , seems to be a model of regiocentricism (Liotard-
Vogt, 1976). Sweden's SKF sets explicit multinationalisation 
goals for its managers (Ludwig, 1971). Even Mitsui has begun to 
look for top non-Japanese executives to serve on the boards of 
Mitsui companies in Japan (Business International, July 18, 1975). 

Nevertheless the overall impression gained from the management 
literature and interviews is that American companies have 
articulated the aim of multinationalisation most clearly and are 
leading the way towards it. For example, The Director of Personnel 
at IBM World Trade Corporation, whose Executive Resources Pro-
gramme is a model of geocentric procedure, describes multinational 
ism as "the fundamental objective that we have been moving toward" 
(Cogan, 1973). "The potential source of top international managers 
he continues, "lies as much in Europe and Asia and Latin America 
as it does in the States, and if we take steps to identify, train, 
and adapt these talents to the multinational world, we can create 
a much larger pool of the capabilities we need to do the manage-
ment job of the future." 

The reference to the future is important. Whatever the nation-
ality of the corporations that we are looking at, we should 
distinguish carefully between the current situation and the 
trend. Reliance on sources that are more than a few years old 

4 
be misleading . The use of third-country-national managers . 

°n a large scale is very much a recent phenomenon and the steps 
so far taken towards geocentricism are, as already emphasised, 
Very small. And yet the trend towards the increased use of TCNs 
seems to be clear. For example, the ratio of Americans to TCNs 
Cverseas is estimated to have dropped from three to one to two 
t0 one between 1965 and 1969 (Daniels, 1974). Schollhammer 
surveying twelve large international US based manufacturing 
firms in 1969, found that only 17 per cent of their 3,877 ex-
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patriate executives were TCNs. Daniels, in a similar survey of 
18 US based international companies in 1974, found that 49 per 
cent of their 7,141 expatriate managers were TCNs. More recently 
Long (1977) has noted "a significant and probably increasingly ' 
important part of the overseas employment pattern - the number 
of advertisements being placed in the UK by overseas companies 
in respect of jobs in third countries*" 

Even in developing countries where the dominant trend has been 
the replacement of PCN by HCN managers the proportion of TCNs 
has probably increased. For example, Watson (1972) has charted 
the steady increase in the proportion of Brazilian and TCN 
managers used by American companies in Brazil. 

Table 1. Numbers and Percentages of Brazilians, Americans and Thir-il 
Country Nationals in Managenemtn Positions in Selected Yel 

~ N u m b e r s a n d P e r c e n t a g e s of B r a z i l i a n , A m e r i c a n , a n d T h i r d - C o u n t r y 
N a t i o n a l s in M a n a g e m e n t P o s i t i o n s in S e l e c t e d Y e a r s 

( S a m p l e s ize . ( S a m p l e s ize . ( S a m p l e s i ze . ( S a m p l e s ize . (Sampltitf 

Nationality n = 18 firms) n = 31 firms) n = = 51 firms) n = = 64 firms) n = 69 n 

of Managers 1 9 5 0 1 9 5 5 1 9 6 0 1 9 6 5 1970 

No. % No. % No. % No. % No. 
-1 

B r a z i l i a n 29 46.0 40 34.5 94 40 .8 ' 165 : 54 .0 288 4 

A m e r i c a n 3 2 50.8 7 3 62.9 1 2 0 5 2 . 3 1 1 0 36 .1 112 

T h i r d - C o u n t r y 2 3 .2 3 2.6 16 6.9 31 9.9 so 
- J 

T o t a l s 63 100 .0% 116 1 0 0 . 0 % 230 1 0 0 . 0 % 3 0 6 1 0 0 . 0 % 450 ltj 

Source : Watson {lb ri) 

The general expectation seems to be that the trend towards the 
multinationalisation of management by the largest corporations 
will continue. Perlmutter and Heenan, Zeira,and Zeira and Harari, 

on the basis of survey work, have emphasised the advantages of 
a more multinational approach as seen by HQ officials, including 
"better allocation of resources, a broader global outlook, im-
proved exchange of information, and higher group profits" 
(Perlmutter and Heenan, p. 126). Daniels, whose 1974 survey has 
already been mentioned, reports "indications... that TCN em-
ployment will increase. During the year preceding this data 
collection, three of the participants had put information abo 
their key foreign personnel on their centralized employee re-
trieval system. Another had polled all its German m a n a g e m e n t 

to willingness to accept foreign posts." More recently Zeira 
Harari (1977) have referred to the use of third-country mana? 
as a "limited phenomenon", but ono ,,,̂-r •• ••> 
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those of their US colleagues, on cost differences between the 
US and the country of assignment) for all but a few of its 
TCNs and two others applied it to selected categories (Foote 
1 9 7 7 , p. 1 2 9 ) . 

Quite apart from conscious policy, however, the increasing use 
of TCNs in itself leads to tensions within an international 
firm's salary structure which may only be resolvable by a re-
duction in differentials between managers of different national, 
ities. The recent report of the UK Royal Commission on the 
Distribution of Income and Wealth ( 1 9 7 6 ) noted that the practice 
of posting managers from one country to another involves "depart-
ures from salary structures in force in the host company concerns 
and could subject the structures to pressures and strains... 
Many witnesses considered there was now an international market 
for managers and expressed fears of an impending drain on 
managerial talent; some international companies said that they 
were experiencing difficulty in repatriating UK staff posted 
overseas or in attracting specially qualified foreigners at 
existing salary levels." This is consistent with Schollhammer's 
finding that "the higher the percentage of third country nationals 
in a firm's pool of international executives, the lower is the 
intergroup discrimination (i.e. between TCNs and PCNs) with 
respect to their compensation." 

Thus differentials between PCNs and TCNs might narrow as part 
of a conscious multinationalisation policy or as the result of 
the pressures arising from the use of an increasing proportion 
of TCNs. The same forces would also tend to narrow the different-
ials between HCNs and the others. In a truly geocentric company 
every manager would presumably be regarded as a member of an 
international cadre potentially relocatable in the cause of 
greater efficiency. An expatriation premium might still be 
necessary but the need for it would be reduced if foreign s e r v i c s 

were seen as part of the normal career pattern of the upwardly 
mobile international executive and would disappear a l t o g e t h e r 

if true multinationality became reality; the difference in tne 
cost of living in different places would still need to be -e~ 
fleeted in salary differences, however. Even in the absence 
'international cadre' philosophy the use of a large number 
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TCNS would probably tend to pull HCN salaries upwards as companies 
tried to reduce dissonance between their non-PCN managers (see 
Zeira, Zeira anc^ Harari) . Indeed employment of a large number of 
TCNs would tend to push a company inexorably towards geocentricism. 

A reaiocentric company could be analysed in a similar way, but 
with its managerial labour market regionally rather than global 
defined. Salary differentials between managers of all nationalities 
within that region could be expected to narrow. 

At the other extreme, a polycentric company would minimise the 
impact of the international market in managerial skills on host 
economics by staffing its subsidiaries almost entirely with HCN 
managers. Such MNCs might still have to pay more than local 
companies to compensate for the risk of working for a foreign 
employer but multinationality would have nothing to do with this. 
There would be no necessary tendency for HCN/expatriate different-
ials to narrow. 

An ethnocentric company which filled senior subsidiary positions 
with PCN managers would also have to pay such a xforeign-ness 
premium ' and would probably find additional upward pressure on 
HCN salaries arising from the demonstration effect of the lavish 
lifestyle of its expatriates (see Zeira, 1976}-. In this case, 
also one might expect to find a high incidence of the inappropriate 
pay packages described by Foote, reflecting HQ traditions rather 
than local norms (e.g. on the mix of pay and fringe benefits). 

Thus if, as much of the literature suggests, there is a trend 
towards geocentricism this might be expected to be reflected in 
a trend towards a narrowing of differentials between expatriate 
and HCN managers. We will be looking for evidence of such trends 
but we will also have to analyse the current situation in a 
number of economies which are penetrated in varying ways and to 
differing extents by international capital^. What can we expect 
t0 find? 

To begin with, we are unlikely to find many TCNs in MNC sub-
sidiaries in these countries. The main preoccupation will probably 



still be with the replacement of PCN by HCN managers, and even 
the most geocentric companies will not have integrated local 
managers into their multinational cadre to the extent that they 
have integrated, say, their Brazilian managers (cf Watson). 

MNCs will tend, as is usually the case (see ILO, Negandhi and 
Prasad, Richman and Copen etc) to pay more to their local manage-
than do local firms, partly because of the 'foreign-ness premium! 
and partly because of the expatriate demonstration effect. 

The impact of the international market in managerial skills, even 
though these countries may be imperfectly integrated into it, may 
be felt indirectly via the methodology used to determine local 
managerial salaries. This is usually a comparison with what 
other companies pay. The largest companies may carry out or 
commission a formal survey and set their salaries in relation to 
the median for each grade - smaller companies may follow a less 
formal procedure; but most will have an explicit or implicit 
policy about the relationship of their salaries to the 'going rate 

Thus even a few relatively geocentric MNCs could influence the 
whole structure of managerial salaries through their influence 
on the going rate. Certainly we are unlikely to find the larger 
private-sector companies taking a lead from the public sector 
rather than from each other. 

Our hypotheses emphasise the upward pull on local salaries 
resulting from the integration of the international and local 
markets in managerial skills. However in some countries an 
exceptionally fast rate of expansion in demand for local managers 

combined with a slower rate of increase in supply may r e s u l t in 
scarcity rents for local managers (particularly good ones) which 

bring them remuneration at higher than international rates. 
Brazil is often quoted as an example of this phenomenon. Nigeria) 
of the countries in our sample, may be a similar case. 

Fi nally, the difficulties of empirical research in this a r e a 

need to be emphasised. Our hypotheses are not easily t r a n s l a t a b - ^ 

into neat quantitative predictions that can be mechanically 
tested. We suggest that multinationals may be the leaders in 
the process of salary determination. This does not n e c e s s a r i 



imply that at any given moment salaries in multinationals 1 sub-
sidiaries will always be higher than salaries in the rest of the 
private sector or even in the public sector. Our aim, also, is 
to isolate the impact of multinationality (and foreign-ness) on 
remuneration. This would be difficult enough in a cross-section 
regression analysis. It becomes even more so when we are looking 
at a process and implicitly comparing it with the process under 
a hypothetical alternative structure (i.e. without multinational 
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Footnotes. 

1. See bibliography for a selection from this literature. 
2. The Quebec paper (1977) seems to misinterpret the intention 

of our hypothesis in both these ways. We will try to relate 
particularly to this paper as it is a very usful direct 
comment on our research proposal. 

3. PCNs in our terminology 
4. Some of the conclusions of the Quebec paper may be dubious 

for this reason. For instance, none of the surveys quoted 
there is more recent than 1972. 

5. Ghana, Nigeria, Kenya, Tanzania, Morocco, Egypt and the 
Sudan. 
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CHAPTER 4; THE INTERNALISATION OF MNC MANAGERIAL PERSONNEL: 
A UK CASE STUDY. 

Introduction. 

The purpose of this paper is to summarize briefly the main 
findings of the first section of a questionnaire which was 
primarily concerned with establishing the central features of 
British multinational corporations (MNCs) policies regarding the 
nationality composition of managers in the UK, in their sub-
sidiaries worldwide and, more specifically, in Africa. For 
the sake of expositional convenience, each of the following 
sections of this paper analyses the responses of the 25 MNCs 
which made up our sample to each of the main questions in the 
order that they were posed. Although we are not able to divulge 
the names of these MNCs (in Table 1) we have listed them 
according to their .main areas of economic activity. It is not 
our intention to present a detailed analysis of these responses 
but rather to identify, in summary form, the main characteristics 
of their policies and practices on nationality composition. 

The main aim of this section of the questionnaire was to test a 

number of underlying hypotheses which would then allow us to draw 

a number of factual conclusions concerning the multinationality 

of managerial personnel and also to explain the reasons for the 

pattern of nationality composition which was found. More specifi-

cally, we wanted to ascertain whether the emergent trends in the 

deployment of managers of different nationalities employed by US 

transnationals which have been analysed in a rapidly growing 

literature on this subject are also occurring within leading UK 

companies with extensive operations overseas. However, it must 

be stressed from the outset that our primary objective was to 

obtain a mainly qualitative assessment or the main features and 

trends concerning nationality composition and deployment of 
managers which will complement the more detailed quantitative 
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r e s e a r c h undertaken on this subject by each of the PSSP 
teams in their own country. Given the structure of the 
q u e s t i o n n a i r e and, more important, the general lack of knowledge 
a b o u t the detailed operation of personnel departments in their 
s u b s i d i a r i e s claimed by our respondents in the UK, it was not 
p o s s i b l e to obtain sufficient data to test our hypotheses in 
a r i g o r o u s , methodologically-sound, quantitative manner. 
N e v e r t h e l e s s , the verbal statements obtained do allow us to 
draw clear conclusions about the question of nationality mix. 

Multinationalization of MNC management. 

The advantages of multinationalisation of a company's manage-
ment, as seen from headquarters, have already been described 
in Chapter 3. The process would appear to be a logical develop-
ment of an already well advanced historical process of the 
internationalization of capital accumulation and production. 
Contemporary forms of capital are increasingly concentrated in 
a relatively small number of corporations whose operations 
transcend national boundaries and which are frequently integrated 
into a global pattern of production. Given that the objective 
position of the managerial stratum within a labour process 
which has emerged as a consequence of contemporary capitalist 
relations of production is to control labour, this has 
resulted in political and ideological structures and relations 
which function to maintain the continued subordination of labour 

to capital. So long as these political and ideological components 

of the relations of production within production contain features 

which are specific to individual societies and which, therefore, 

are only likely to be adequately performed by managers who are 

actually members of these societies, this is likely to inhibit 

"the ability of foreign managers to satisfactorily undertake their 

assigned roles within the labour process. But as industrial pro-

duction becomes increasingly international and continues to be 

dominated by North American and European corporations, there is 

-ikely to occur an internationalization of the political and 
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Table 1. Company Code For British MNC Sample. 

Company Activity 
A Rubber Products 
B . Production of Sugar and other agricultura' 

products. 
C Electronics 
D Pharmaceuticals 
E Conglomerate (Mining, Vehicle Distribution 

consumer good assembly, Agricultural prod 
F Razor blades/appliances 
G Petroleum Products 
H Conglomerate holding corporation but mainl1 

involved in agricultural activities 
I Food/drinks 
J Petroleum Products 
K Soaps, Foodstuffs 
L Electronics 
M Banking 
N Electronics 
0 Industrial gases 
P Locks/safes etc. 
Q Construction 
R Mining/Metal extraction 
S Pharmaceutical 
T Alcoholic beverages 
U Fertilizers 
V Metal fabrication 
X Insurance 
Y Metal fabrication 
Z Electronics/Electrical Products 

I 

I 
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i d e o l o g i c a l forms of control which will facilitiate the multi-
n a t i o n a l ! zat ion of managerial personnel if this is considered to be 

a desirable objective. 

To what extent then, do British MNCs consider the multinationa-
lization of their worldwide managerial personnel to be a desirable 
objective and what are the objective constraints which are currently 
frustrating the realization of this policy? There are three 
principal interrelated characteristics of the nationality composition 
of MNCs which together indicate the extent to which multinationa-
lization has taken place: 

1. the proportion of foreign managers currently assigned 
to work in the head office - i.e. multinationalization 

at the level of strategic control and planning of' the 
> 

MNCs worldwide operations. 
2. the number of third country nationals(TCN.s) vis 

a vis parent and host country managers employed 
in subsidiary companies in developed and LDC 
locations. 

3. the length of employment and actual positions 
held by foreign and TCN managers in each location. 

With the exception of two or three companies, all the respond ants stated 
that their company has no explicit policy on the nationality 
composition of managers. Many or them have a "general philosophy" 
cr "general guidelines" but it was clear that these do not consti-
tate a coherently formulated, long term policy. An inspection of 
T k i 

e 2 clearly shows that only a few of our sample companies can 
considered to be moving, even tentatively, towards managerial 

'-^nationalization. Before turning to the specific company 
-sponses on the employment of TCN and foreign managers, it is 
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n e c e s s a r y t o b r i e f l y c o n s i d e r a n u m b e r o f k e y u n d e r l y i n g f a c t o r s • 

w h i c h a p p e a r t o p l a y a k e y r o l e i n d e t e r m i n i n g o v e r a l l n a t i o n a l s 

c o m p o s i t i o n . 

1 . A s a g e n e r a l p o i n t , i t i s a l l t o o e a s y t o a d o p t a 

h i g h l y s t e r e o t y p e d t h e o r e t i c a l f r a m e w o r k , b a s e d o n 

a n u m b e r o f u n f o u n d e d a s s u m p t i o n s , c o n c e r n i n g t h e 

n a t u r e a n d f u n c t i o n i n g o t M N C s . A l l t h e c o m p a n i e s 

i n t h e s a m p l e a r e c l a s s i f i a b l e a s b e i n g M N C s a n d y e t , 

w i t h i n t h i s b r o a d c a t e g o r y , t h e r e e x i s t s a h i g h l y 

d i v e r s e c o l l e c t i o n o f c o r p o r a t e e n t i t i e s c l e a r l y 

d i f f e r e n t i a b l e a c c o r d i n g t o s i z e , o r g a n i z a t i o n a l 

s t r u c t u r e , n a t u r e o f p r o d u c t i o n a n d t e c h n o l o g y 

employed etc. It is important, therefore, to resist 
the temptation to ignore or underplay the crucial' 
differences which exist between the MNCs. 

2. Senior management's conception of the nature of the 
company itself should not be ignored. The majority of 
respondents expressed the view that their company, rather 
than being an MNC would be more accurately described as 
being an "international" company. 

" W e a r e a n i n t e r n a t i o n a l a s o p p o s e d t o m u l t i n a t i o n a l 

c o m p a n y . W e a r e n o t r e a d y f o r M N C s t a t u s b o t h i n 

t e r m s o f p e r s o n n e l a n d f i n a n c e " ( A ) 

" W e a r e a n i n t e r n a t i o n a l c o m p a n y " ( B ) 

I 
" W e a r e s t i l l e x p e r i e n c i n g t h e g r o w i n g p a i n s o f 

b e c o m i n g a t r u l y m u l t i n a t i o n a l c o m p a n y a n d f o r t h i s 

r e a s o n w e c a n b e c r i t i c i s e d f o r b e i n g t o o U K - o r i e n t e d " ( 0 

" W e a r e r e a l l y a B r i t i s h c o m p a n y w i t h w i d e i n t e r -

n a t i o n a l o p e r a t i o n s . I t ' s s t i l l v e r y m u c h a q u e s t i o n 

o f t h e U K l o o k i n g o u t w a r d s " ( D ) 

T h i s s o m e w h a t n a r r o w e r c o n c e p t i o n o f t h e transnational!-

o f a c o m p a n y ' s i n t e r n a t i o n a l o p e r a t i o n s h a s , a s w e 

s h a l l s e e , i m p o r t a n t i m p l i c a t i o n s f o r t h e a c t u a l nation-

a l i t y c o m p o s i t i o n o t t h e s e c o m p a n i e s ? m a n a g e m e n t . 
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The degree of centralization varies between companies. 
It is frequently asserted that the MNC's head office 
generally exercise effective decision making control 
over the most important aspects of the operations of 
their subsidiaries worldwide. While this tends to be 
the case for MNCs which have established a global pattern 
of operations where each subsidiary specializes in 
the production of a particular component or stage in 
the completion of the final product, it is apparent from 
our questionnaire survey that a significant group 
of UK companies have decentralized organizational 
structures. The reasons for this are varied but a 
number stand out as being of particular importance. 

Subsidiaries involved in the exploitation of non-
renewable resources or engaged in import-
substitution production which does not require the 
continual provision of specialized inputs from 
other companies in the group are largely self-
sufficient with the result that they are frequently 
allowed considerable autonomy as long as their 
profit performance remains satisfactory. 
"The company and its subsidiaries is a very loose-
knit organization. So long as subsidiaries continue 
to perform well and ensure a good dividend for share-
holders, they are left on their own to get on with 
the job the way they think fit". (E) 
"Our task is to start projects up and then hand them 
over. Our subsidiaries have a high degree of autonomy. 
They are proiprt teams performing highly specialized 
tasks. " (jr) 
"Si nee 1976 we have scrapped our worldwide product 
divisions and have replaced them with new regional 
organizations responsible for the manufacture of all 
our products. This has resulted in a lot more de-
centralization." (Q) 
"Decentralisation of our operations tends to inhibit 
the deployment of managerial personnel on a global 
level." ( H ) 
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"Our operations are very much decentralized on a 
regional basis." 

• The surprisingly small size of the head otfices of many 

of the companies is in some ways indicative of an abse> 

of highly centralized control of subsidiary operations 

For example, Lonhro has over 60,000 employees in Africa 

but a total of only 20-25 managers at its head office 

in London. Delta Metals has an office staffed by four 

managers, overseeing the operations of 8,000 employees 

worldwide. For Plessey these figures are 22 and 15,000 

respectively. 
i 

4. An increasing number of MNCs are becoming involved in 

joint ventures with local governments or companies. 

Often their main function is the provision of the 

necessary technology required plus the managerial 

and technical expertise needed to start up operations 

and train local replacements. Again, operations of 

this kind result in a more decentralized organizational 

structure with obvious consequences for the pattern of 

nationality composition. 

5. Finally, it was remarked by some respondents that 

there is an emerging trend towards the growing concen-

tration of research and development within the UK 

associated with a relocation of production and marketing 

functions to subsidiary locations. This emergence of 

a spatial division of labour based on specific special-

ized tasks could also lead to greater decentralization 

and reduce the need to develop a more mobile, multi-

national management cadre. 
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^aivsis of company responses on multinationallzation. 

(i) Are you aiming to develop a highly mobile, multinational 
m a n a g e m e n t cadre? If so what kind of positions are you attempt-
ing to multinationalize? 

C o m p a n i e s J and M were the only companies in our sample who 
gave an unambiguous affirmative response to this question. 

"We have about 100 people who can be considered to be 
internationally mobile. At present only 25% of these 
are non-British but th-i s proportion is increasing all 
the time." (M) 
"We try to" be as multinational as conceivable at the 
moment. In theory, we are trying to multinationalize 
all senior managerial positions We want to be 
able to tap managerial skills worldwide." (J) 

Interestingly, Company N started an "internationalist" programme in the 
early 1970s which involved about 20 managers who were expected to 
be on indefinite assignments overseas. However, this programme 

was abandoned after three years mainly because of the serious 
i 

problems which arose as a result of these managers' adverse reactions 
to the high degree of mobility which was demanded from them. 
Other companies aiso stated that from their experience of sorting 
out the problems of expatriate managers both in the UK and overseas 
they felt that it was unlikely that managers and their families 
would be able to cope with the stresses and strains entailed in 
moving from country to country. 
(2) What is your company's attitude towards the employment of 
TCNs? 

While in theory most of the companies interviewed were not actively 
c.-jPosed to the employment of TCNs, in practice the actual numbers 
employed are very small indeed. (see table 2). Only MNCs 

G> K, L and M had more than 10 TCNs and although it was rarely 
pcssible to obtain information on the total number of managers 
-p loyed worldwide, it is clear that' in relative terms TCNs are 

insignificant in number for these companies as well. 



112. 

To a large extent, the reluctance of companies towards the employ, 
ment of TCNs relates to their UK-centric conception of their wor̂ , 
wide operations and/or the decentralized nature of their organi2a. 
tional structure: 

"The Company's attitude towards TCN managers is that they 
are only likely to arise where the required expertise for 
a particular operation is not available in the UK 
There is no policy concerning the movement of personnel 
between our subsidiaries with the exception of exploration 
operations." (G) 
"The Company is concerned first and foremost with who is 
available to do the job - nationality is only a secondary 
consideration. However, it has not been considered 
necessary to draw on the expertise of foreign managers 
if UK managers are readily available to do a iob over-
seas which, in general, they have been." (0) 
"We have no objections to employing TCNs but will only 
do so if no UK manager is capable of doing the job." (A) 
"Vacancies are advertised within the Group and managers 
recruited on the basis of competence regardless of 
nationality. However, we have a large pool of good 
managers within the UK if a local cannot be found." (p) 
"Traditionally, we have nearly always sent UK people 
overseas but other nationalities have been creeping in 
recently." (C) 

Other companies stated that to employ TCNs would contradict their 
polycentric management development policies which is to try to 
ensure that subsidiaries are staffed by as many local managers as 
possible. 

"Should we recruit locals and send them around the world? 
No, since this would be against our policy to train local 
manpower for locai purposes." (H) 
"In Europe, the number of TCNs has been growing to some 
extent in recent years, but in general the employment of 
TCNs would contradict our local management development 
programme." (C) 

The acceptability of foreign managers, both objectively and subjec 

tively also seriously restricts the mobility of m a n a g e r i a l p e r s o n 

This is particularly the case with African TCNs. 
"One of the major barriers is that technology and size 
of operations in Africa and other Third World c o u n t r i e s 
is on a much smaller scale, because of market r e q u i r e -
ments for example and,therefore, the technical know-how 
and the experience of employees in these countries is 
inappropriate in more developed countrips." f'n\ 
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MAs far as I know, no British contractors in the Middle 
East"employ TCN engineers.... The Arabs don't understand 
why British companies should employ foreign managers. We 
steer clear of non-British managers because of the bureau-
cratic difficulties this would cause." (Q) 
»We tried to use a few TCNs in Africa but it just didn't 
work out. UK expatriates are just about accepted but it 
is highly unlikely that a Kenyan for example would be 
accepted in Nigeria and vica vprsa. African governments 
are just too nationalistic." (H) 

"Before the Aliens Compliance A;t (in Ghana), we employed 
junior managers from ocher parts of Africa. Now it is no 
longer possible to do this." (R) 

"There is still only a very small cadre of African business-
men who have gained enough experience to be able to work 
at head office or overseas." (K) 

"The number of African TCNs is minimal. In fact we are 
seeking to avoid it." ( n) 

Finallv, TCNs employed by British Companies qenerally come, from 

high wage/salary economies and are ,therefore,often considerably 

more expensive to recruit than British managers. 
"We do not employ TCNs because our salary structure is 
not competitive with European companies." 
(X) 
"We have ho TCNs - they are a lot more expensive." 
(Haden Carriers) (Q) 

"Few, if any, TCNs are employed mainly because of the 
complexities which arise with different salary scales." 
(Metal Box) 
„(Y) 
"The salary determination problem is magnified with TCNs." 

( F ) 

It is difficult to gauge the importance attached to each of the 
above reasons cited by the companies interviewed. Although we 
di-d not explicitly ask them to rank them in order of priority, 

is clear that they are all likely to be of some signifiance. 
iae expense of TNCs was a recurring theme and this is no doubt 
—Portant in explaining why American companies have been more 

.-^disposed to employ what were, until recently at least, lower 

foreign managers. There has been a growing trend on the part 

-°reign companies towards employing British managers, especially 

-e Middle East precisely because UK salaries are considerably 
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less than those received by European and North American manaoe. 

Having considered in some detail the responses of the UK compj-
which do not employ TCNs, we should now briefly turn our atten' 
to the minority of companies which do since it is possible tha1 
they might constitute the pacesetters in an emerging trend t(% 
multinationalization of this kind. Company M's TNC policy has 
been developing rapidly during the last eight years. 
In the case of Company L this move has been more recent: 

"There has been a conscious effort based on a decision 
made in 1975 to become more multinational as regards 
management personnel." 

Companies G and K are more pragmatic and hence less committed 
the objective of employing TCNs and L actually hope to be ab: 
to phase out TCNs at the subsidiary level within the next 
twenty years or so. Company M has a high concentration of its 
managerial expertise in the Indian sub-continent, some of the 
most 'talented' of whom it is felt could be more optimally 
deployed in Europe or other Third World locations where "they 
are relat ively cheap TCNs". In fact, corporate banking is likel' 
to become one of the first sectors to employ large numbers of 
TCNs, since "industrial relations" problems which frequently 
demand the employment of relatively more acceptable local manage: 
are largely absent compared with production-oriented companies. 
Company L employ most of their TCNs in Europe and with their 
sister corporation in North America where the bulk' of their 
business is concentrated. 

The increasing use of TCNs is reflected in recent modifications 
in the terminology used to describe managers working in overseas 
locations. In particular, the term "expatriates" is being 
supplanted by "assignees". This change is significant for 
another reason, namely that managers are generally employe^ as 
TCNs for short assignments, normally no longer than two to three 
years, and then return to their home countries oh a p e r m a n e n t 

basis. In other words, there is no long term career s t r u c t u r e 

for TCNs as TCNs - on the contrary, they are usually short-tetf' 
one-off assignments: 
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"An increasing number of Rank Xerox managers are now 
working in our subsidiaries on short 2-3 year assign-
ments mainly for developmental purposes rather than as 
career placements per se. Our general philosophy is 
to develop senior managers by givina them a broader 
experience worldwide (L) 

"For us, there's no such thing as a long-term assign-
ment." <N) 
"Most of our managers spend no more than 2-4 years on 
an overseas assignment but there is a trend towards 
the lengthening of this period." (M) 

In important respects, therefore, the current deployment of managers 
overseas is more a form of advanced training and corporate sociali-
zation than an attempt to achieve an optdm al allocation of managerial 
skills worldwide. However, it is also the case that companies are 
more aware of the difficulties involved in retaining the services 
of managers who are becoming increasingly integrated in an inter-
national market for their skills. In this type of situation, sending 
managers overseas is often "the only way of keeping top people". 
( Company L) I n t h e ^DC context, the 'high flyer' is often 
frustrated by the limited opportunities available to him in what 
are usually relatively smail subsidiaries. Unless satisfied, 
there is a high risk that this type of manager may decide to work 
for another company or for the public sector where he is able to 
take on greater responsibilities. There are two solutions to this 
problem - either pay highly Company N and/or transfer the person 
to more demanding and lucrative jobs overseas (e.g. Company M 
Since experienced LDC managers, particularly in Africa, are in such 
short supply and for many companies .. would not be acceptable 
overseas, it is likely that the first of these two solutions will 
Qe more frequently adopted. 

^ erse expatriates": f oreign m anagers in head-office 
Whi 1 e it is likely that the incidence of foreign managers at head office 
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and of TNCs in the subsidiary are quite highly correlated, 

it is nevertheless important to maintain a clear distinction 

between these two features of the multinationalizatxon process, 

Table- 2 shows quite clearly that there are extremely few foreign 

managers employed in the head offices of most of the UK company 

covered by our questionnaire. Furthermore, as in the case of 

TNCs, there has, on the whole, been no marked trend in the inc-

idence of foreign managers employed during the last ten years.* 

As is clear from the representative sample of responses presentee 

below, there is a marked similarity in the reasons given for this 

paucity of foreign managers at head office and the ones already 

mentioned with respect to TNCs in the subsidiaries: 

"Those foreign' managers who do come to head office are 
here mainly for training/career development purposes and 
therefore only stay for relatively short periods." (A) 

i 

" ilf anything there have been even fewer managers here at 
head office in recent years." ( S) 
"Foreign managers are very expensive and this tends to 
result in a squeeze on the numbers employed when times 
are particularly hard as they are now. On the whole, 
the Company is very much British managed but outsiders 
will be drawn in when necessary." (G) 

"Overseas managers would not be expected to work at head 
office in London and this is unlikely to change in the 
future." ( T) 

"In the UK, there is usually enough managerial expertise 
available so the company sees little point in recruiting 
foreigners. However, the number of non-British/Dutch 
managers has been increasing, mainly in order to allow 
senior managers from overseas to see the head office at 
work. They usually stay 2-3 years then return home" 

" (K) 

"I've just offered a Belgium manager a £50,000 a year sal^y 
to come and work in the UK but he still refused." (E) 

Of the five companies who have more than ten foreign managers at 

head office, only in the case of L, M, and N, 

does this represent more than 10% of the total managerial w o r k 

force and, interestingly, all three companies are either dire 

A few companies were able to provide statistics on this iss; 
we do not intend at'this stage to present these here. 
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or controlled to some extent by US parent companies. However 
„ r stated that as from .1978 it is the company's company ^ 

policy to increase the share of foreign managers holding senior 
positions in London to 5Q%. Although they are offering attractive 
monetary rewards they are finding it very difficult to get foreign 
m a n a g e r s to work in the UK. 

The r e l a t i v e expense of foreign managers in the UK compared with 
home - b a s e d UK nationals is likely to be a more important consid-
e r a t i o n than in deciding whether to employ a British expatriate 
or TCN in a subsidiary. This is because the employment of either 

a British expatriate or a TCN in a subsidiary requires 
on high, fixed cost outlays such as housing,relocation 

expenses, car, servants which have to be incurred regardless of 
nationality, thus reducing the cost differential between these 
two types of manager. These expenses still have to be met when a 
foreign manager works in the UK whereas the UK national only 
receives his nominal UK salary and his normal fringe benefits. 
This results in a very much larger cost differential (often as 
much as 4-6) and therefore considerably reduces the incentive to 
recruit a foreign manager. 

Finally, Companies N, and to a lesser extent, C are good examples 
companies that strongly believe in the need to send foreign 
managers on short term assignments to head and regional offices 
ût at the same time would appear to be opposed to the continued 
employment of TCNs except where this is not absolutely necessary. 

" ^hno-Qr p pi v centricity? expatriate-local nationality 
Sompositinn in s ubsidiaries. 
you try to ensure that British managers continue to occupy the 

-°P Positions in all (or some of) your subsidiaries overseas? 
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Z 
X Table 2, column 5 shows the ethno or polycentricity of each 

company in our sample. As a broad generalization, it can be 
stated that the larger and longer established companies are more 

favourably disposed to the complete localization of managerial 
personnel in their subsidiaries. However, it was difficult to 
establish the underlying attitudes of some of the companies on 
this question simply because in many areas and especially in 
Africa they are being forced to indigenize their managerial staff 
and were,therefore,probably reluctant to express disapproval of 
these policies in an interview with outside researchers. The 
genuineness of the response can be partially tested by analysing 
the actual managerial nationality composition in those countries 
where there has not been any significant official pressure and 
legal sanctions to reduce the number of expatriates employed. In 
the main, these countries are confined to the advanced industrial 
countries and it is true to say that virtually all the companie; 
claiming to be polycentric have in fact voluntarily with-
drawn their expatriate managers (if in fact they were ever there 
in the first place) from these countries. A number of companies . 
including two of the largest, J and K, did state, however, 
that they were opposed to the total withdrawal of expatriates 
from subsidiary companies: ^ 

"The Company tries to ensure that some expatriates are 
employed at subsidiary level in order that the subsidiary 
can benefit from maintaining effective contact -*ith a 
large group of companies worldwide." 

| 
"We try to maintain one expatriate in order to maintain 
continuity and good communications." (Q) 
"We like to have an expatriate in every operation but i t 
is general company policy to develop national m a n a g e m e n t . " 

(J) 

"Effective contact" with head office does not for the majorit; 
polycentric companies appear to necessitate the actual perman: 
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physical presence of an expatriate manager in the subsidiary. 

This would be the case if the required technical and managerial 

skills were not available locally but so far as the overall 

monitoring and control over the performance of the subsidiary 

; _ concerned, this can be achieved over the telephone and by 

frequent visits by head office personnel to overseas subsidiaries. 

E t h n o c e n t r i c companies felt that the necessary degree of super-

vision could only be guaranteed by employing head office managers in a 

subsidiary wherever possible although they were generally committed 

to the indigenization of the majority or managerial positions. 

"In general, tne company tries to maintain as many expatriates 
in the overseas subsidiaries as we can, since in our opinion 
this is a major factor in ensuring profitable operations." 
(T) 

As a general rule, there appears to be a common sequence of changes 

in the nationality composition of managers employed by companies 

in LDCs. Initially, each company tries to ensure that as many PNCs as 

possible employed in the top positions. The risks are perceived 

as being high and these are minimized to some extent by reliance 

upon a managerial cadre with proven capabilities who are 

familiar with the companies operations. However, an important 

part of these managers' overall function is to develop company and 

general management expertise among a carefully selected group of 

nationals and in so doing to lay the foundations for a polycentric 

managerial structure. How long this process takes depends crucially 

°n the complexity of the company's activities. For an MNC like Com-

pany J which is engaged in a high technology industry and has 

evolved a very sophisticated managerial philosophy and mode of 

-Operation the technical training and general socialization of 
:al manaqers can only be properly undertaken over a long time 

Period. 
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" I t i s c o m p a n y p o l i c y t o d e v e l o p n a t i o n a l m a n a g e m e n t . 

W e s t a r t e d t w e n t y t o t w e n t y f i v e y e a r s a g o b u t i t t a k e s 

u p t o t w e n t y y e a r s o r s o t o t r a i n l o c a l m a n a g e m e n t i n 

t h e c o n c e p t s o f t h e c o n x p a n y . " ( J ) 

C o n s e q u e n t l y , w h i l e m o s t c o m p a n i e s a r e i n f a v o u r o f l o c a l i z a t i o n , I 

t h e y d o n o t l i k e t o b e h u r r i e d t o o m u c h . T h i s i s s h o w n q u i t e 

c l e a r l y i n t h e i r r e s p o n s e s o n t h e i r a t t i t u d e s t o w a r d s g o v e r n m e n t 

i n d i g e n i z a t i o n p o l i c i e s . ( s e e b e l o w ) . 

6 . E x p a t r i a t e - n a t i o n a l m a n a g e m e n t c o m p o s i t i o n 1 9 6 8 - 1 9 7 8 . 

W e h a v e m a n a g e d t o g a t h e r s o m e s t a t i s t i c a l i n f o r m a t i o n o n t h e 

a b s o l u t e a n d r e l a t i v e n u m b e r s o f e x p a t r i a t e a n d l o c a i m a n a g e r s 

e m p l o y e d b y e a c h o f o u r s a m p l e c o m p a n i e s d u r i n g t h e l a s t t e n y e a r s , 

H o w e v e r , p r e c i s e f i g u r e s w e r e f r e q u e n t l y u n a v a i l a b l e , e s p e c i a l l y 

a s r e g a r d s t h e n u m b e r s o f H C N s e m p l o y e d . M o r e o v e r , m a n y c o m p a n i e s 

a r g u e d t h a t p r e c i s e c o m p a r i s o n s o f t h i s k i n d w e r e n o t p a r t i c u l a r l y 

m e a n i n g f u l s i n c e t h e r e h a v e o c c u r r e d i m p o r t a n t c h a n g e s i n t h e t y p e 

a n d / o r s i z e o f t h e i r s u b s i d i a r i e s o p e r a t i o n s o v e r t h i s t e n y e a r 

p e r i o d . I n a d d i t i o n , t h e o f t e n d i v e r g e n t c r i t e r i a u s e d t o d e f i n e 

a m a n a g e r p r e c l u d e t h e p o s s i b i l i t y o f a g g r e g a t i n g t h e s e d a t a f o r 

a l l t h e c o m p a n i e s w h e r e s u f f i c i e n t i n f o r m a t i o n i s a v a i l a b l e . 

C o n s e q u e n t l y w e h a v e b e e n f o r c e d t o r e l y m a i n l y o n a qualitative 

a s s e s s m e n t o f c h a n g e s i n n a t i o n a l i t y c o m p o s i t i o n s u p p l e m e n t e d b y 

s t a t i s t i c a l e v i d e n c e o b t a i n e d f r o m i n d i v i d u a l c o m p a n i e s . 

A l m o s t w i t h o u t e x c e p t i o n , a l l o u r s a m p l e c o m p a n i e s s t a t e d t h a t 

t h e r e h a s b e e n a m a r k e d d e c l i n e i n t h e i n c i d e n c e o f e x p a t r i a t e 

m a n a g e r s e m p l o y e d i n t h e i r A f r i c a n s u b s i d i a r i e s . T h e a b s o l u t e 

n u m b e r s o f e x p a t r i a t e s e m p l o y e d i n 1 9 6 8 a n d 1 9 7 8 i n a n u m b e r o f 

V -3 
A s u b s i d i a r i e s i s g i v e n i n T a b l e 3 b u t , a s h a s a l r e a d y b e e n ment 

i t w a s n o t g e n e r a l l y p o s s i b l e t o o b t a i n t h e c o r r e s p o n d i n g i n ~ : 

m a t i o n f o r l o c a l m a n a g e r s . H o w e v e r , i f i t i s a s s u m e d t h a t 
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- u b s i d i a r i e s were at least as large in 1 9 7 8 as in 1 9 6 8 , we can 

o n c l u d e that an absolute decline i n the number of expatriates 

i s s u f f i c i e n t evidence to show that there has been a relative 

r e d u c t i o n . a s well. It can be seen from Table 3 that there has been an 

absolute increase in the number of expatriates employed in a number 

of s u b s i d i a r i e s but this has mainly been due to the recent expansion 

of o p e r a t i o n s which has required an additional short-term input 

of mainly technical-oriented expatriates in order to put this 

a d d i t i o n a l productive capacity into operation. 

Given the significant increase in the number of local managers 

employed by UK MNCs in Africa, can it still be argued that this is 

merely "window dressing" in the sense that there has been little 

effective change in the allocation or decision-making between 

African and expatriate managers within each subsidiary? The 

evidence available clearly indicates that, while this was certainly 

the case in the 1960s, since the advent of increasingly stringent 

indigenization registration coupled with the increased availability 

of Africans with the requisite qualifications and experience, there 

has been occurring a rapid replacement of expatriate personnel at 

all levels of the management hierarchy. In some subsidiaries this 

process has now been completed and even where expatriates are still 

employed in senior positions it cannot be meaningfully argued that 

they are capable of performing the entire managerial function of 

each enterprise. What we are witnessing then is the emergence 
2- an African managerial stratum which is likely to have a 

.--oround impact on the development of the class structure in these 
societies. 

Th 
- e 1ndigenization process was largely confined to the state 

jQ'atuses during the period immediately before and after the 
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attainment of formal political independence. Once this had bee-
achieved African governments began to put increasing pressure 0r 
foreign companies to indigenize management positions. Their 
response to these demands was generally lukewarm and it was not 
until they were forced to comply with the enactment of irdigenizat 
decrees that any substantial progress was made. Non-technical 
managerial positions such as personnel, marketing and finance wets 
the first to be indigeni'zed but in recent years companies have be= 
required to extend this process to all management categories, so 
that African managers are now increasingly responsible for all 
aspects of the control and supervision of the labour process. 
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Table 3. Numbers of expatriate managers employed in 1968 
and 1978. 

COMPANY. 1968 1978 

L 
X 

R 
G 
G 
A 
T 
E 
M 
S 
S 
D 

(Nigeria) 
(all Africa) 

Nigeria 

(Africa) 
(Nigeria) 
(Nigeria) 
(Africa) 
(Africa) 
(Africa) 

(Nigeria) 
(Kenya) 
(East Africa) 

6 (1974) 
40 (approx.) 
7 

16 

130 
55 
17 (1972) 
337o (1973) 
600 (approx.) 
120 (approx.) 
6 (1972) 
4 (1972) 
12 (approx.) 

6 

19 
3 
5 

20 

1 
17 
197c 
600 (approx 

2 

2 

4 
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CHAPTER 5: MNC MANAGERIAL REMUNERATION POLICIES: A UK 
CASE STUDY: 

The second part of the questionnaire attempted to identify 
the nature of the salary policies of a representative sampleo;l| 
UK multinational corporations (MNCs) the majority of whom have 
subsidiary operation of one form or another -in at least one of 
the PSSP countries. On the basis of the interviews 
conducted this paper will briefly summarize the main findings 
of this research on the salary policies issue. 

Not surprisingly, many of the most important aspects of these 
salary policies are logical consequences of the desired and 
actual managerial nationality composition of each of the UK 
MNCs in our sample. Thus, the fact that there are relatively 
few foreign managers at head offices in the UK and TCNs' in 
the subsidiaries has allowed the avoidance of the marked 
tensions that we hypothesised ŝ -L̂ v̂ . managers or 
different nationalities receiving unequal incomes for perform; 
similar tasks in the same location. This is not to assert, 
however, that the employment of foreign managers and TNCs 
has not created any problems for those responsible for 
determining their salaries. But since there are so few of them] 
most companies stated that they are dealt with on a more ad hoc. 
individual basis as compared with the usually very comple 
procedures used when deploying their own nationals overseas. 
Typical company responses to this question were: 

"We adopt a more pragmatic approach for foreign managers 
here in London. It really depends on where they come 
from. If they are from a low salary country like India 
we pay them the equivalent U K salary plus normal e x p a t r i a t e 

fringe benefits. In the case of managers from high salary 
economies then they continue to receive that salary p lus 
the frings benefits We accept the anomalies despite 
the tensions that arise because in the main these f o r e i g n 
managers are on short-term assignments and are o n e - o f f " . (M; 

• 
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"The same technique is used as for British expatriates but it 
is undertaken on an individual basis because there are so 
few of them". (G) 
" T e n s i o n s are minimized because we operate a short-term 
a s s i g n e e system. More tension is likely in our head office 
in Paris but all managers are sufficiently generously 
t r e a t e d for this not to cause problems". (N) 

"Our foreign managers are told not to discuss their salaries 
with their UK colleagues. Yes, they do create problems .... 
We refuse to pay their full foreign salary but do pay them 
more than the UK equivalent position." (0) 

All but two of the twenty-four companies interviwed were opposed to 
any attempts to internationalize managerial salary structures. They 
could not see any reason for doing so (even in the case of internationa 
assignees) since the cost of adopting such a policy was considered 
to be prohibitively expensive. Even, company N, which has often been 
singled out in the literature as being one of the leading companies 
developing geocentric staffing and salary policies, stated that an 
internationalization of their managerial salary structures would 
be "disastrous". The two exceptions were companies J and M . 

JTs ' policy will be considered in some detail when we 
discuss expatriate remuneration policies (since it does not 
include nationals working in their own countries). In the case of 
company M, internationalization of managerial structures within 
the banking sector is still considered to be very much an emergent 
trend which is developing as a consequence of the increasing 
international marketability of a growing group of highly mobile 
financial specialists. . I t was stated that it is likely 
that the top 10% of UK managers will be receiving an international 
rate for the job within the next ten years. 

of the most frequently cited differences between US and 
UK MNCs is that the former exercise much greater centralised 
control over the determination of managerial salaries overseas 
and that they tend more to base these salaries on what is paid in 
the US rather than according to local market conditions. This 
suggests that US companies are less polycentric but most UK 
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respondents felt that this is partly attributable to 
their relative inexperience of working overseas and their gener 
ignorance of and insensitivity to the managerial manpower 
markets in each country. 

Managerial job evaluation and salary surveys. 

We asked each company to describe briefly the methodologies 
they use to determine the salary they consider to be appropriate 
for managerial positions in the UK and in their subsidiaries 
overseas for PCNs, TCNs and HCNs. All of the UK companies 
interviewed undertake sophisticated job evaluation exercises, 
which include all their employees and not just managers in 
developed countries and also to an increasing extent in Third 
World locations (see below). This allows them to rank positions 
within the company and provides the basis for comparisons of 
their own salaries with those received by employees undertaking 
similar tasks in other companies. Given that the job evaluation 
exercise and the salary surveys are the two basic components 
of MNC salary methodologies in the UK and elsewhere, it is 
important to consider each of them in a little more detail. 

Job evaluation techniques. 

The objective of job evaluation is to measure the "size of the 
"job according to a number of laid down criteria which ideally 
should embrace all of the dimensions of each and every task 
performed within an organization. Typically, job evaluation 
methodologies divide a job into three parts - know how, 
problem-solving and accountability, and job points are then 
assessed for each one. These are then added together to obtain 
an overall quantitative assessment of the size of the job. 

A number of the larger UK Companies interviewed (G, J, K, N 
B) have systematically conducted job evaluation exercises 
of their own for all their employees worldwide so that any 
can be compared with another, regardless of location. Part of 
the motivation for this stems from the increasing growth and 
complexity of their operations overseas but also it reduces 
the problems involved in transferring managers to other par. 
of the world: 
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"Now that we have a larger and more mobile group of 
expatriates, we need to know the size of the job each of 
them is moving into." (3) 
"We have applied job evaluation universally in order to 
ensure worldwide mobility and compatibility between 
jobs." (J) 

Company N has thirteen job grades which have been applied consistently 

a r o u n d the world for all managerial personnel since the early 

1960s. 

The introduction of universal job evaluation represents an attempt 
to standardize the way in which positions within each productive 
enterprise are assased Moreover, techniques which are based on a 
clear and unambiguous normative assumption about the functions 
performed by each agent of production are increasingly being 
employed to serve as ideological rationalizations for the hierarchy 

i* 
of rewards and power which predominate within the process of 
production. Neo-classical economists argue that salary and wage 
differentials are the outcome of forces of supply and demand for 
each occupation and are not, therefore, directly related to the 
size of the job as identified by job evaluation techniques, so 
that there need not be a high positive correlation between the job 
points and the salary received. In practice, however, this is 
always the case, thus suggesting that salaries are determined not 
only by market forces but also and,probably more importantly^ on 
the basis of the valuations of the internal relativities which 
should exist within the enterprise. It is because these valuations 
are held in common by the organizers of the labour process in 
every company that market forces appear to be responsible for the 
-termination of salary levels since the identification of 
-!">ese "market forces" by each company, i.e. the salary survey is 
-=ed precisely on what other companies are paying equivalent 
Ccupations. Market forces clearly play some role in the deter-
-••ation process but this is likely to be limited to their influence 

ÎLcreasi nn the differential between the main classes in the 
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production process since it is unlikely that they will be able 
reduce this differential to below the level based on the intern' 
valuations of the owners and controllers of the means of product 

Moreover, supply and demand are not random and neutra 1 varL±ies but» 
the outcomes of the reproduction of the social relations of pr0(! 
uction within capitalist society: Supply is largely a function 
of class-based education systems and demand is determined by the 
needs and valuations of the owners and controllers of the means-

production. 

At a more concrete level, the introduction of common group-wide 
job evaluation methodologies is an essential prerequisite for any 
raultinationalization of managerial personnel and salary structure; 
which may occur in the future. The technique provides a common 
yardstick with which jobs can be compared and this classification 
of managerial positions enhances the ability of companies to move 
their personnel around the world. It represents, therefore, an 
initial stage'in the multinationalisation process. 

Salary urvevs 
Undertaking salary surveys is the second stage in establishing 
the range of salaries within which companies decide t o d e t e r m i n e 

their own salary structure. Many of the larger companies c o n d u c t 

thexr own surveys but these are also supplemented by those done b) 
private consultancy firms, many of them specialising in this fie-
The generality of the surveys can vary enormously and this has 
important implications for the salary determination process, 
general procedure is to identify the specific type of o c c u p a t i o n 

which are considered to be the most appropriate in c o n s t i t u t i - ' 

the sample. In Figure 1, for example, all occupations i n in1 
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2nd service organizations in the UK have been computed using 
awidely employed system of job point evaluation, regardless 
0f the specific characteristics of the occupation, and then the 
range of base salaries received by the positions at each job point 
level has been plotted to give median, upper and lower quantitative 
and upper and lower limits. What is striking is the large 
range of salaries at each job point level and the marked linearity 
of the salary-job-point lines.1 

This large range is in part attributable to the complete aggregation 
of jobs at each job point level which does not, therefore, take 
into account differences in the relative scarify of occupations 
and the differences between particular industries. However, it 
also reflects the considerable differences between the policies 
of UK companies, as regards the remuneration of what are objectively 
identical or very similar positions. The%larger MNCs in our sample 
stated that they were upper quartife payers since they wanted to 
be able to recruit the most able managers and to ensure that they 
are sufficiently financially motivated to perform to the best of 
their abilities whilst they are with the company. A company's 
ability to pay these higher salaries (proxied for example, by its 
profit margin) is clearly a key factor in determining the part in 
the salary range which is chosen. Type and nationality of owner-
ship and the nature of a company's operations?in particular 
differences in the organization of the labour process,are also 

likely to influence the determination of remuneration. To 
separate these out would require multiple regression analysis but 
the unavailability of the necessary data has precluded this. 

Slg-gxpatriate remuneration package. 
"ne Majority of the managers interviewed in London are primarily 
-••olved in recruiting British nationals to work in the Company's 
--—seas subsidiaries. They have, therefore, a detailed knowledge 

-he methodologies employed in determining the expatriate 
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remuneration package which is in marked contrast to their reia., 
ignorance of the salaries and fringe benefits received by 
nationals. 

There are two main methodologies employed although as we shall s-; 
they are similar in many respects. 

The build up or balance s heet approach 
This is used by the majority of the companies in our sample. It I 
was stated that the overall objective is to ensure that a British! 
manager overseas should not be worse off than if he was working 
in the UK.(hence the balance sheet approach). It is clear, howeve: 
that all expatriates enjoy a considerably higher standard of livin; 

whilst working abroad: 
"There is a minimum salary acceptable fcr a European in 
less developed countries." 

There are three basic stages involved in this approach. 
Stage I. "The Actual Build Up". This is the method of converting 
the manager's UK Basic Salary into an 'indicated level' of salary 
in the overseas area. The overall objective is to keep the indiv 
dual 'whole' relative to comparative costs and taxes, to provide 
compensation for the disturbance associated with working oversea: 
and to provide an incentive to work in the less attractive areas 
of the world. To do this the following information is r e q u i r e d . 

(1) comparative living costs, often obtained from the c o m p a n y ' s 

own pricing exercises, but with an increasing reliance on 
outside consultants, most notably Employment Conditions A b r o a d 

(see below) which now provides cost of living data to over 400 

companies^ other sources are the US-based Conference B o a r d , 

official retail price indices, and surveys undertaken by the l=> 
State Department and the United Nations; o n the basis of the'. 

cost of living differentials between the UK and overseas 1° 
are calculated and the UK income base is then adjusted a c c o r : 

(2) relative taxes and social security charges; 
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(3) the social and political environment and the climate, language 

and distance from home in the country of service; this information 

is then u s e d to establish what is variously known as the 'induce-

ment e l e m e n t ' , 'foreign service premium' or 'expatriate allowance' ; 

it was frequently stated that companies are finding it increasingly 
difficult to recruit managers for their African subsidiaries and 
that this has resulted in sizeable increases in the inducement 
e l e m e n t of the expatriate remuneration package in recent years. 

Table 1 shows in more detail the formula normally used to 
calculate the build up of basic home based salary to the required 
overseas gross local salary of an expatriate manager. It can be 
seen that companies generally shoulder all'or nearly all the 
housing costs of their expatriate staff, which for many locations 
in Africa, in particular Nigeria, is a significant proportion 
of the overall costs of the package. In addition, most of the 
companies interviewed provide free medical treatment or insurance, 
generous educational allowances for expatriates'dependents, and 
relocation expenses, usually a car, and many other smaller items. 

In spite of the high costs involved in employing expatriates in 
r-frica, this does not appear to have been a significant consider-
ation for all but two of the companies in our sample. The 
expense was recognized and commented upon, but this has not influenced 
c^panies in their decisions whether to employ more or less 
expatriate personnel: 

"Tho 
ne cost of expatriates, although very high has never 
really figured in company thinKing, mainly because the 
company has remained adequately profitable.(K) 
"Th ne cost of assignees is typically 2-3 times the cost of l^cal manager but this is not a significant consideration, 

it 
im 

0 0 

Produce a high value product with a fair profit margin, 
me developme nt of the system as a whole is more important." 
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"With a highly technical product like ours, expatriates 
are indispensable in the short term." -(C) 

The final two stages in the build up approach are as follows 
Stage 2. A comparison is made between the net disposable income 

indicated by the build up and the net disposable income paid by 
comparable employers of similar expatriates in the same country 
A number of companies do not bother with Stage 1. Instead they 
undertake their own salary survey of the expatriate market in eat-
location and then choose the salary and fringe benefits they 
consider to be appropriate. Job evaluation is still at a rudi-
mentary stage in most of Africa, but where comparable studies 
have been undertaken by companies the information is openly 
exchanged between them and tables similar to the hypothetical one 
in Figure 2 are then derived. Having established the range of 
salaries paid to the relevant group of positions in other companii: 
the company must then decide its own policy in relation to this 
"market", e.g. median, upper quartile payers, etc. 
Stage' 3. A local salary scale is finally established for expatriate; 
that takes into account all the factors mentioned in Stages 1 amd 
2 and also has to conform with the legal requirements of the 
country of service. 

The sec ond expatriate remuneration methodology most commonly 
adopted is to take the prevailing host-country salary scales rathe-

than the UK (or home country) hase salary. To this is added 
a fixed percentage of the host-country base salary which is intend 
to provide the necessary inducement and any cost of living 
increases incurred by the expatriate manager. Hence, this methcc 
of calculation does not result in an expatriate salary s t r u c t u r e 

which makes it, in terms of the actual salaries and fringe 
benefits received, very different from the home base s a l a r y 

build up approach. What then are the advantages of this secc. 
methodology? It was stated that this system tends to r e d u c e 
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t e n s i o n s which might exist between parent and host country 
n a t i o n a l s because ostensibly at least, it appears to be more 
e q u i t a b l e in the sense that all nationalities receive "equal pay 
for equal work". A number of companies claim to remunerate their 
e x p a t r i a t e s using this second approach but, in practice they 
c o n t i n u e to apply the UK base salary methodology. Where there is 
a large difference in the value of these two remuneration packages, 
off-shore payments are resorted to although they are usually 
illegal. Some companies only pay their expatriates a relatively 
sma]_l increment to the national base salary (typically 
around 20%) inside the country and the difference between the 
•public' salary package and what is actually received is 
deposited in an overseas bank account. 

i 
Some characteristics of the expatriate salary markets 
First there has been a significant increase in the amount of 

has 
knowledge available to companies in recent years, which/tesulted 

more 
in the introduction of yteophisticated procedures for determining 
expatriate remuneration packages. In the UK, the consultancy 
firm Employment Conditions Abroad which was started in the early 
1970s has greatly facilitated the interchange and pooling of 
information. It is difficult to assess the effect this has had 
on the expatriate market but from the statements made by a number 
of companies, it would appear that the increased availability of 
information has resulted in a reduction in the dispersion of 
expatriate salaries in each location. -In other words, there 
Xlsts a marked "demonstration effect" between companies as each 
them attemptsto ensure that their expatriate packages remain compet; 

-ve with the others. This is turn has led to an escalation of 
--riate salaries as companies seek to maintain the previous 
---entials. As is also the case with domestic managerial 

markets > a small group of companies • is recognized as being market 
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leaders. These "top payers" comprise several companies referre„ 
to as the "First Division" of the salaries league and they C]_e 
have an important influence in the determination process which 
needs to be analysed in greater detail. In the main, the com-
position of this group is confined to the banks, oil companies 
and in West Africa, UAC. However, an assessment of the signify 
cance of this leadership effect would require considerably more 
information than it has been possible to collect in the UK. 

The expatriate salary structure would also appear to be more co® 
than the structure in t he UK. This is because "there is a minimum 
salary acceptable for a European in less developed countries" 
regardless of the actual position in the production process that 
they occupy. Consequently, the increase in the expatriate 
technician's standard of living in Africa is usually greater than 
that of say a production manager. This narrowing of differential 
amongst expatriates could also induce a similar effect amongst 
African managers, technicians etc in so far as the expatriate 
salaries affect the remuneration of local nationals. 

British managers working overseas reeeive remuneration p a c k a g e s 

which are usually considerably less than those of their Eu ropean 

and North American counterparts. This has inevitably r e s u l t e d 

in demands for increased salaries by British managers but as yet 
the non-British presence in English-speaking Africa is not large 
enough to necessitate any significant reduction in these 
international salary differentials. For the time being at least-
most British companies are continuing to adhere to the UK-base-
salary-build-up methodology, and where inter-company c o m p a r i s o n 

are made, these are generally confined to other UK companies* 
An important exception though is company G which is now intro 
a new salary structure the aim of which is to reduce signi-: 
the size of the existing income differentials between e x p a t : 

of different nationalities. More specifically, the compan1-
objective is to ensure that no expatriate will receive ICC 
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income than any other and that whilst abroad, they all have the 
sle "spendable" income. It stated that it is quite likely 
that in ten years time a single rate expatriate salary structure 
will have been introduced. 

^jomiinpration- o£ host- country nationals. 
Ml the companies interviewed stated quite unequivocally that they 
determine the salaries of their national managers on the basis of 
local manpower marKets. While it is not entirely clear what this 
actually means in practice, it is nevertheless important to stress 
that there is no evidence to suggest that there is an explicit or 
conscious policy by UK MNCs to equate local salaries to an inter-
national or even expatriate salary structure. If an international-
isation of managerial remuneration is occurring this must therefore 

2 
be the outcome of other, probably less identifiable factors. 

The procedure followed by companies in determining their salary 
structures in Africa is, in theory, identical to the one developed 
in the UK. However, it is generally considerably less sophisti-
cated mainly as a result of the relatively small size of the 
industrial sector in most African economies coupled with the 
dominant market position of relatively few enterprises, the majority 
of which are owned or controlled by MNCs. More complex job 
evaluation techniques are being introduced but, on the whole, UK 
MNCs still rely on more rough and ready criteria in order to rank 
managerial positions. Moreover, there does not as yet appear to 
be any standardization of these criteria between companies. Hence 

"ey are not of any great value in establishing the equivalence 
of Positions in different enterprises. 

e absence of any standardized job evaluation methodology in 
African 

countries means that formal salary surveys are difficult, 
n°t impossible, to undertake. Consequently, personnel managers have tn rely on exchanging salary information with each other in 

order tn f • co rind out tho nf rnnnhlu pnin'valpnl: nositions. Thi 
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normally takes the form of a • 'ring round' although this is s 
times supplemented with whatever can be gleaned from job advert}-

ments in newspapers, trade journals etc. Having obtained suffj-
information about the salaries paid by their competitors, each 

company has then to decide which point in this range of salar'. 
it is to use as its reference point. Most of the companies inter 
viewed stated that they were above median upper/ quartile payer 
this being in accordance with their general philosophy of being 
"amongst the best payers in the industry" or in the case of those 
companies in the first division of the salaries league, the count: 
as a whole. From the limited information obtained so far, it 

would appear that for UK companies at least, there is little 
dispersion in the salaries received by HCNs undertaking equivalent 
tasks which reduces the importance of those companies which 
pursue upper quartile salary policies. It is difficult at this 
staqe to offer a precise explanation for this lacK of salary 
dispersion among HCNs. The 'tightness' of local manaqerial labour 
markets is clearly an important factor in constraining the ability 
of companies to pay widely divergent salaries. This is l i k e l y to 
be exacerbated if there exists a group of companies which have a 
greater ability and/or preference to pay i0 

higher salaries than the norm and who are also sufficiently impl-

ant, in t e r m s of their size, to influence the salary d e t e r m i n a t i o n 

process in other companies. A quantitative assessment of the 

significance of salary leadership would require the c o n s t r u c t i o n 

of an econometric model which, by employing lagged time variabi--
could analyse the spread effects of changes in leading company 
salaries throughout the economy as a whole. It is unlikely 
that sufficient data could be coll' ected to undertake such an 
exercise. 

An important objective of our project is to analyse the nati 
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r e l a t i o n s h i p between public and private sector salaries. In the 
p a s t it bas been widely argued that the private sector sets its 
s a l a r i e s on the basis of what is paid in the public sector. For 
e x a m p l e , Knight states that, "firms probably pay whatever the 
c o r r e s p o n d i n g civil servant receives plus an addition to attract 

staff of a bigh calibre". The post-Ucfcji experience would 
certainly seem to provide ample support for this hypothesis in 
the case of Nigeria in recent years; the large increases in the 
private sector after 1975 were clearly intended to re-establish 
the inter-sectoral wage and salary differentials which had been 
dramatically reduced as a result of the implementation of the 
U<joji Commission's recommendations in the public sector. However, 
it is clear from our interviews that UK companies mainly- look to 
other companies andnottothe public sector when determining the 
salaries they consider to be appropriate. This suggests, therefore 
that public sector salaries provide a lower limit for the private 
sector but that during periods when public sector salaries remain 
fairly stable, 'competition' between companies is the most salient 
factor in explaining changes in private sector remuneration. In 
countries like Nigeria and Kenya which have experienced rapid 
increases in the size of the private sector since independence in 
conjunction with stringent Africanisation policies (particularly 
in Nigeria), there has occurred a growing differential between 
public and private sector salaries which in Kenya was openly 
recognised in the report of the Ndegwa Commission. The inability 
of African governments to match these increases is also apparent, 
as witnessed by the official sanctioning of "straddling" in Kenya 

the introduction of incomes policies to curb the acceleration 
• :he growth of salaries in the private sector (c*f. Nigeria). 
short, the Principle of Fair Comparison which for so long 

-Gained a key rationalisation for increasing public sector salarie 
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is no longer realisable for most African states, (including 
even oil-rich Nigeria), given their precarious financial 
positions. We can conclude, therefore, that on the basis 
of the admittedly very fragmentary evidence we have 
managed to obtain from UK companies in London, it appears that 
in those PSSP countries where the bulk of British foreign capit-
is concentrated, namely Nigeria and Kenya, public sector salar-
are an increasingly less important reference point in the deter 1 

mination of managerial remuneration packages in the private see-' 
and that, in the absence of effective incomes policies, the pubi; 

sector will come under increasing pressure to increase salary 
levels still further. 

The relationship-between expatriate and national salary structure! 
In Chapter 1, we attempted to assess the significance cf 
the colonial heritage as a factor in the determination of public 
sector salaries structures in the post-i ndependence period. In 
spite of the insistence of the colonial authorities that local arc 
expatriate manpower markets were separate and that local salaries 
should be set in accordance with the prevailing conditions in 
each colony, African civil servants secured salaries and fringe 
benefits which were not markedly different from those received 
by their British predecessors. Now that the Africanis ation of 
the private sector is at an advanced stage in many of the 
countries covered by our project, it is necessary to establish 

whether the process which occurred in the public sector is beir.5 
replicated. To this end, we asked companies the following 
question: 
Has there been much pressure by African managers to increase 
their salaries to the levels received by expatriates? Has 
in fact the presence of expatriates led to some upward m o v e -

ment in local salaries? 
A representative sample of their replies is given below: 
"The Company's salaries policy does not lend itself to 
escalating internal demands". (K) 



141. 

"Yes, but African managers generally recognise that 
e x p a t r i a t e s must be paid more than them. Expatriates 
are urged to keep a low profile and not to indulge in 
c o n s p i c u o u s consumption." ( J ) 

"Yes, there is some tension - focused mainly on fringe 
benefits". ( D ) 

"Local managers are unlikely to find out what expatriates 
are being paid. Anvway, we are unlikely to hear about it 
in the UK." (F) 
"Expatriate and local manpower markets are totally separate 
but there is some awareness by more experienced local 
managers which leads to some tension." (M) 
"We are not aware of it. Local managers generally under-
stand and accept the reasons why expatriate managers receive 
higher salaries. There have been no major rumblings." (0) 
"African managers understand the reasons for differences 
in nominal salaries but there is real pressure in the area 
of fringe benefits." (A) 
"Local nationals do not appear to feel part of the cosmo-
politan expatriate community." (U) 
"There is tension without any doubt, especially in the area 
of perks.11 (B) 

About half of the companies recognised that tension exists while 
this was denied by the others. Where it was admitted, it is 
clear that the main bone of contention is not so much the existence 
of unequal nominal salaries but rather fringe benefits and in 
particular the provision of free housing. Having examined the 
evidence available to us, it is apparent that there has been a 
growing convergence of expatriate and local nominal salaries during 
"he last ten years and this assertion is indirectly supported by 
-he importance now attached by national managers to the issue of 
gaining parity with expatriates in the provision of fringe benefits. 
"s ̂ as already been discussed, the value of these frequently 
-xceed a manager's salary and, if granted, they can provide the means 
-"̂ tantially increasing an individual's standard of living. 
In 

=pite of the insistence of the companies interviewed that 
.•striate fringe benefits are not considered as being appropriate 
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for local managers, a number of companies have yielded on this 
issue and it will, therefore, become increasingly difficult f0> 
other companies to hold out in the future. 

Although it can be shown that the nominal salaries of expatriat 
and local managers have converged to some extent during the 
process of Africanisation, it is difficult in explaining this, 
to specify the relative importance of a number of key factors, 
Within a neo-classical theoretical framework we would need 
first of all to be able to quantify the impact of supply and der. 
factors in explaining the changes in salary levels both in each 
African country and in the UK. In a multiple regression analysi ' 
these could be proxied by say the level of unemployment in 
each particular occupation. Other factors such as the impact 
of incomes policies, increases in the cost of living, the 

3 
organising power of managers and the private sector's "ability 
to pay" (proxied by profits since this is the main source of 
income for managers) would also have to be included. Given 
that the companies interviewed emphatically deny that they 
consciously attempt to increase HCN salaries up to expatriate 
levels, the actual presence of this factor can only be indirectly! 
Inferred by including all other explanatory variables in the 
regression analysis and then assessing the significance of the 
unexplained residual which remains. It is only at this stage 
that it would be possible to draw even tentative conclusions 
concerning the importance of any MNC policy on HCN salaries 
vis a vis their outgoing expatriate counterparts. 
At the beginning of the Africanisation programme in the private 
sector, national markets did not yet exist for African managers. 
How then were their salaries to be determined? It seems likely 

that many companies had little alternative but to set local 

managerial salaries by using the expatriate salary structure as 

there main point of reference. No doubt the public sector was 

also an important yardstick but for many of the positions being 

Africanised there were not easily identifiable similar o c c u p a t : 

within the public sector. During the colonial period, the rel 

ship between expatriate and African civil servants was i n s t i t u 

alised as a fixed four fifths or in some areas, two thirds ru~ 
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but no such policy seems to have been adopted by MNCs during 
their process of Africanisation. However, if enough data could 
be collected, it is possible that regression analysis, using 
lagged time variables, would reveal a significant relationship 
between expatriate and African salaries through time. 

Only one of our respondents openly doubted the existence of 
separate, autonomous local managerial manpower markets: 
"There is really no local pay structure for top Africans 

E m p l o y e r s are forced to look at what high salary 
expatriates are earning when establishing local salaries... 
The pay structure of the indigenous professional classes 
is artificial since they are being paid in relation to an 
alien expatriate pay structure." (H) 

This statement is indirectly supported by the fact that head 
offices in London exercise increasing control over the 
determination of salaries for higher positions in the managerial 
hierarchy. 

Finally, company C also agreed that in practice, it is very 
difficult to separate expatriate and national managerial manpower 
markets and that in their experience the presence of expatriates 
has had an unambiguous inflationary effect on local salary levels. 







I 
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Footnotes . 

M a r x i s t theorists argue that there are large gaps in the 
salary structure characteristic of modern capitalist production 
w h i c h correspond to the boundaries of the three main classes 
i n v o l v e d in the production process - the workers, technicians and 
other white collar workers and managers. From Figure 1, it 
w o u l d appear that this is not the case in the UK at the moment. 

Or the companies are concealing the truth! 

For example, UAC managers in West Africa have established 
a quasi-trade union which, according to Unilever has materially 
i n f l u e n c e d the salary determination process. 
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CHAPTER 6: THE INTERNALISATION OF MNC MANAGERIAL PERSONNEL • 
A US CASE-STUDY. 

This chapter analyses the results of structured interviews 
with human resource managers from 23 US MNCs about their policy 
on managerial nationality mix. As with our chapter on British 
MNCs, we take the responses to the interview questions in the 
order that they were posed. In so doing we hope to appraise 
as accurately and systematically as possible the key features 
and determinants of the managerial nationality mix of the 
companies interviewed, and then to compare our results -with those 
of the various studies reviewed in chapter 3. 

The interviews were carried out in New York in July 1979. 
Gaining access to the relevant managers was both difficult and 
time consuming. Over 70% of the companies contacted refused to 
be interviewed. While the cooperation received from those 
companies who did agree to be interviewed was.generally quite 
good, it was usually not feasible to gather much of the quantitat: 
data we had originally hoped to obtain. This was partly due to 
a straightforward time constraint: many of our respondents only 
granted a three-quarter to one hour interview. Furthermore, 
they were often reluctant to 'talk figures' or stated that the 
data we required was either unobtainable or did not exist in 
the form we required. In spite of all these problems, it was 
nevertheless possible for us to gain what we believe to be an 
accurate picture of major trends although our conclusions are 
tentative and must be strictly qualified, given the insufficiency 
of quantitative data and the resulting reliance that had to be 
placed on a critical appraisal of verbal statements. 

A Multinational Managerial Cadre. 
Are you aiming to develop a highly mobile multinational 
managerial cadre? If so what kind of positions are you attempt---
to multinationalise? 

While none of the companies stated that they had multinational-5 
any jobs as a matter of policy there was a considerable range 
responses to the existence and/or desirability of a multina-
al managerial cadre. Only three Companies (0, and V, X) 
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gave unequivocally positive reponses:-

"Yes, we have a small cadre of expatriate employees who 
are being trained for top level positions and are exoected 
to be highly mobile. About 50% of this group are TCNs.. 
We are trying to avoid one-off overseas assignments" 

Corporation O 
This relatively high commitment to multinationalisation is the 
consequence of a number of related policy changes during the 
late 1960s and early 1970s. Although regional headquarters 
started to exercise greater control over managerial hiring 
practices, manpower planning on a worldwide scale did not 
exist in any meaningful sense. This began to change as the 
head office in New York started to take a much greater interest 
in collecting information on all senior managers at country 
and regional levels. This necessitated the introduction of 
a universal job evaluation system in order to provide the 
necessary yardstick for comparisons between managerial perfor-
mance in different countries. 

Corporation U, a large banking corporation stated: 
,fJSo of our .50 key officers worldwide are true 
internationalists whereas in the past our expatriates 
had been one-off and then returned to their own home 
country. 

"Because of the worldwide market for top managerial executive 
a certain number of mobile cadre have been developed 
for top positions" 

Corporation X 
Although the Vice President of Corporation L, interestingly another 
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A Food 
B f c cd 
C Petroleum 
D Advertising 
E Chemicals, Metals 
F Consumer Durable Goods 
G Metal Goods 
H Transport 
I Advertising 
J Textiles 
K Metal Products 
L Banking 
M Retail and Wholesale 
N Petroleum 
O Pharmaceuticals 
P Foods, Chemicals 
Q Electronics 
R Banking 
S Food 
T Electronics, Broadcasting 
U Banking 



bank, stated that they were not attempting to create a 
multinational managerial cadre as such, it would appear that 
the corporation is moving in that direction: 

"We experienced extremely rapid growth in our inter-
national operations up until 1975r Since the avail-
ability of local managers was not considered to be all 
that great, U.S. expatriates and TCNs were sent abroad. 
Thec^namism of the situation led to high mobility as 
these people were moved around as gaps emerged. However 
high mobility disturbs continuity so assignments are now 
for a minimum of three years <M\d both expatriates and TCMs 
are expected to do more than one assignment". 

It is clear that even with the above three companies the prim-

ary purpose of a multinational managerial cadre is to develop 

a pool of expertise which can be deployed to locations where 

specific managerial skills are considered deficient. This 

cadre is, therefore, still performing much the same functions 

as more convential groups of expatriates with the exception 

that it is now more multinational in composition and the 

assignments are generally of considerably shorter duration 

than previously when international assignees tended to pursue 

their careers in just one or perhaps two overseas locations. 

This is best exemplified by the response of Corporation U : 

"When openings exist within one country which cannot be 
filled from our resources there, we will assign the best 
available candidate from another country. This in itself 
tends to develop a multinational managerial cadre although w 
do not attempt to multinationalize any specific posts". 

The following statements are representative responses made by 
companies who have not developed a multinational managerial cadre 

"We are a decentralized corporation made up of many divis-
ions, each responsible for their own operations. This 
hinders mobility because with diverse products and 
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technologies, different talents are required... Con-
sequently international transfers take place within 
divisions... We don't have mobile career expatriates -
generally they go for one^off, three year assignments". 

Corporation T 

"The corporation is decentralized by philosophy and 
therefore each area division is largely responsible for 
meeting its own personnel requirements. This is possible 
in this industry since the technology used is not parti-
cularly sophisticated which generally means that suit-
able local people can be found, thus reducing the need 
for expatriates.... Also marketing which is a crucial 
aspect of our operations is fairly unique in each country 
and can only be properly handled by local nationals who 
know and understand the culture and society in general". 

Corporation A 

"We are not attempting to develop such a cadre since aur 
overseas operations are not that extensive... this concept 
of an elite international managerial cadre is not common 
although it has some place in highly technical industries 
but certainly not in companies like ours". 

Corporation K 

"No we don't have such a group but companies employing 
high technology are developing them, for example, IBM 
and Xerox as are phamaceutical and cosmetic companies 
where it is done to limit corporate secrets". 

Corporation P 
"No such group can be identified ...young American 
graduates are told quite clearly not to expect foreign 
career opportunities as an integral part of their career 
development... This has been policy since at least the mid 
1960s". 

Corporation N 

In spite of this absence of explicit policy commitment to 
developing a mobile, multinational managerial cadre there^re 
some indications of changes in this direction. As already 
mentioned, the most advanced stage of a geocentric strategy 
would necessarily entail the multinationalization of senior 
managerial positions within an increasingly unified corpora-* 
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organization structure worldwide. As can be seen from Table 
7 very few foreigners are to be found in senior managerial 
positions among our survey companies nor has there been any 
marked upward trend in recent years. The exceptions are 
the three banks (L,R,U) and the pharmaceutical MNC (0) who were 
also most explicit in their approval of the multinational cadre 
concept. Although banks did not become heavily involved in 
international operations until the late 1960s and early 1970s 
the growth in their overseas financial transactions since then 
has been extremely rapid. Their relatively higher multinat-
ionality is in part due to their inexperience in overseas locations 
compared with the European banking sector which has prompted 
them to hire more foreign personnel for senior, strategic managerial 
positirts in head offices. In general, however, since the domestic 
and internationalcperations of the great majority of MNCs inter-
viewed remain highly segmented, there remains little possibil-
ity for foreign managers to reach the apex of the corporate 
hierarchy. Perhaps more attention should be devoted to anal-
ysing the trends in the composition of managers within the inter-
national division since it is here that changes towards increased 
multinationalisation. are first likely to occur. In the 
absence of detailed data on this issue the impression 

gained was that more foreign managers are being sent to head 
office mainly, it is true, for short term training assignments 
to learn specific managerial and technical skills and,at a 
more general level, to gain a greater familiarity with the way 
the company operates. 
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TABLE 2: Foreri gn personnel p.mpl oved in senior managerial positions 
at head o ffice 

COMPANY 
CODE 

A 
B 

D 
E 

F 
G 
H 
I 
J 
K 
L 
M 
N 
0 
P 
Q 
R 
S 
I 
T 
U 

SENIOR FOREIGN MANAGERS 
12 
30% 

5 (approx) 

50 
I S 

"Very few" 
1 
0 

"Very few" 
2 

0 
60 

0 
0 

20 

0 
0 

10-15 
5 
0 
50 

TOTAL 

100 

200 

1250 
5500-6000 
(US Total) 

NA 
25 
NA 
NA 
15 
NA 
400 
NA 
NA 

120 

NA 
NA 

1000 

60 

25 
200 

TREND 

None 
Increase 

10%) 

Increase 

Increase SI 
Increase Si; 

None 
None 
None 
None 
None 
None 
None 
None 
None 
Increase 
None 
None 
Increase 
None 
None 
Increase 

\ 
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T h e m o s t i m p o r t a n t t r e n d a t t h e m o m e n t i s t h e g r o w i n g m u l t i n a t i o n -

a l i s a t i o n o f t h e e x p a t r i a t e ( i n t e r n a t i o n a l a s s i g n e e ) m a n a g e r i a l 

c a d r e o f M N C s . T h i s i s c l e a r l y a p p a r e n t i n t h e r e s p o n s e s " t o o u r 

q u e s t i o n s c o n c e r n i n g a t t i t u d e s t o w a r d s t h e e m p l o y m e n t o f t h i r d 

country n a t i o n a l m a n a g e r s . A l l e x c e p t o n e o r t w o r e s p o n d e n t s s t a t e d 

t h a t t h e i r c o m p a n y a d o p t s a p o s i t i v e s t a n c e t o w a r d s t h e e m p l o y m e n t 

o f T C N m a n a g e r s . T h e f o l l o w i n g e x t r a c t s a r e a r e p r e s e n t a t i v e 

s a m p l e o f t h e i r r e p l i e s t o t h i s q u e s t i o n : 

" W e h a v e a n a c t i v e X C N p r o g r a m a n d c o n s i d e r i t s g r o w t h f a v o u r a b l y 

I n g e n e r a l t e r m s , o u r p o l i c y i s o n e o f e m p l o y i n g a l l n a t i o n a l i t i e s 

p r o v i d e d t h e n e e d a n d a v a i l a b i l i t y c o i n c i d e . O n c e a n e m p l o y e e ; 

i n d i v i d u a l p e r f o r m a n c e p r i m a r i l y d i c t a t e s m a n a g e r i a l p o s i t i o n 

s t a f f i n g . . . T h e t r e n d o f i n c r e a s i n g T C N a n d n a t i o n a l m a n a g e r s 

i s d u e t o t h e t i m i n g o f t h e d e v e l o p m e n t o f o u r i n t e r n a t i o n a l 

o p e r a t i o n s . A s t h e o p e r a t i o n s h a v e d e v e l o p e d s o h a v e t h e 

d e v e l o p m e n t o f n a t i o n a l s a n d T C N s w i t h i n o u r o r g a n i z a t i o n . 

C o r p o r a t i o n C 

" T h e r e h a s b e e n a s i g n i f i c a n t i n c r e a s e i n t h e n u m b e r s o f T C N f e 

e m p l o y e d d u r i n g t h e l a s t t e n y e a r s . T h e r e a s o n s f o r t h i s a r e 

v a r i e d a n d c l o s e l y i n t e r r e l a t e d . I n p a r t i t s t e m s f r o m 

c o r p o r a t e r e o r g a n i s a t i o n . P r e v i o u s l y t h e r e w a s a c e n t r a l 

i n t e r n a t i o n a l p e r s o n n e l d e p a r t m e n t h e r e i n N e w Y o r k b u t t h i s 

f o r s o m e y e a r s n o w , h a s b e e n l a r g e l y d i s b a n d e d a n d i t s f u n c t i o n 

t a k e n o v e r b y e a c h o f t h e f o u r w o r l d w i d e a r e a c o m p a n i e s w h i c h 

a r e v e r y a u t o n o m o u s . . . . 

C o r p o r a t i o n E 

" P o s i t i v e w h e r e a p p r o p r i a t e . . . t h a t i s w h e n a l o c a l p e r s o n i s 

u n a v a i l a b l e a n d t h e T C N w o u l d b e t h e b e s t p e r s o n f o r t h e j o b . 

T h i s p o l i c y h a s b e e n c o n s i s t e n t l y p u r s u e d s i n c e w e s t a r t e d 

o u r i n t e r n a t i o n a l o p e r a t i o n s o n a s i g n i f i c a n t s c a l e s o m e t h i r t y 

y e a r s a g o " . 

C o r p o r a t i o n H 

" W e a r e g e t t i n g m o r e a n d m o r e i n t o T C N s s i n c e w e n o w r e a l i z e 

t h a t E u r o p e a n b u s i n e s s s c h o o l s a r e p u t t i n g o u t g o o d y o u n g m a n -

a g e r s a n d a l s o T C N s a r e o f t e n c h e a p e r t h a n U . S . e x p a t r i a t e s . 

T h e m a r k e d t r e n d i s t o b r i n g b a c k A m e r i c a n s a n d r e p l a c e t h e m 

w i t h T C N s a n d i n t h e l o n g e r t e r m n a t i o n a l s . " 

C o r p o r a t i o n P 
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" W e e m p l o y T C N s i n a c c o r d a n c e w i t h o u r p o l i c y t o c r e a t e a 

t r u l y i n t e r n a t i o n a l m a n a g e m e n t g r o u p a t t h e m o s t s e n i o r 

l e v e l s w h e r e t h e p r i m e c o n s i d e r a t i o n i s t h e r i g h t m a n f o r t h e 

job." 
Corporation 0 

" W e a r e e m p l o y i n g m o r e TCNs n o w t h a n b e f o r e . . . W e l o o k f o r p e o p l e 

r e g a r d l e s s o f n a t i o n a l i t y w i t h t h e s p e c i a l i z e d s k i l l s n e e d e d 

i n t h e aerospace i n d u s t r y . 

We are indifferent - the best person gets the job.... We have to 
get the best people wherever they come from. This has been 
policy for at least fifteen years." 

Corporation U 

" . . . v e r y f a v o u r a b l y a t s e n i o r l e v e l s s i n c e m e r i t i s t h e k e y 

d e t e r m i n a n t r e g a r d l e s s o f n a t i o n a l i t y . H o w e v e r s i n c e w e a r e 

t r y i n g t o d e v e l o p a n i n t e r n a t i o n a l c a d r e w e w o u l d l i k e t o g e t 

a w a y f r o m t h e T C N d e s i g n a t i o n " . 

The quantitative data collected on the.employment of TCNs from the 
vUT 

companies interviewed (see Tables II/) clearly reveals the increasing 

use of TCNs as compared with U.S. expatriates, to the extent that 

they now constitute between 30-60% of international assignees in 

the majority of companies. Where fewer than 20% are employed, these 

are generally confined to companies which have only recently 

begun overseas operations or where their subsidiaries are confined 

to just a few countries. 

To w h a t e x t e n t c a n t h e i n c r e a s i n g e m p l o y m e n t o f TCNs b e e q u a t e d with 

a conscious p o l i c y t o m u l t i n a t i o n a l i s a i n t e r n a t i o n a l a s s i g n m e n t s ? 

I s t h i s p h e n o m e n o n t h e r e s u l t o f a g r o w i n g r e a l i s a t i o n o f t h e need 

t o utilise optimally s c a r c e m a n a g e r i a l s k i l l s s c a t t e r e d t h r o u g h o u t 

t h e c o p o r a t i o n s w o r l d w i d e a c t i v i t i e s ? O r i s i t a n e s s e n t i a l l y p r 2 9 " 

m a t i c s t r a t e g y a d o p t e d b y M N C s t o r e p l a c e p o l i t i c a l l y s e n s i t i v e and 

c o s t l y A m e r i c a n e x p a t r i a t e s w i t h o u t a n y c o r r e s p o n d i n g c h a n g e s i n 

mix7 
t h e i r o v e r a l l p h i l o s o p h y r e g a r d i n g l o c a l i s a t i o n a n d n a t i o n a l i t y nu 



1 =57. 
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It is undeniably true that U.S. corporations are becoming incr-

easingly aware of a growing pool of managerial talenl; especially 

in Europe and, to a lesser extent, South America, which can 

be tapped by them. In addition, there is occurring a conver-

gence or trans-nationalis ation of managerial techniques employed 

by large corporate entities and this is reflected in the proli-

feration of new business schools closely modelled on their 

American predecessors. The growing similarity of management 

graduates has forced many U.S.MNCs to question their excessive 

reliance on U.S. expatriates. Given that this reassessment 

has been motivated by a growing sense of the 'costs' incurred 

resulting from the failure to deploy foreign managers as TCNs, 

it can be viewed as being a genuine move towards the develop-

ment of a multinational managerial cadre. However, as we have 

already pointed out TCNs are generally perceived as being ade-

quate substitutes or replacements for American managers in 

subsidiaries where there is a deficiency of local managers 

with the required skills. Hence at this stage, the advent of the 

TCN does not appear to signify any marked change in the role of 

the international assignee within the overall corporate per-

sonnel strategy worldwide. In fact, a number of companies 

explicitly stated that they viewed TCNs as a transitory 

group which, while largely replacing U.S. expatriates mana-

gers, would themselves be eventually phased out with the increa-

sing localisation of managerial positions in the subsidiaries. 
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T h e p r e s e n t n a t i o n a l i t y c o m p o s i t i o n a n d g e o g r a p h i c a l l o c a t i o n o f 

T C N s e m p l o y e d b y o u r A m e r i c a n T N C s i s i n d i c a t i v e o f t h e a s y e t 

r a t h e r l i m i t e d c o n c e p t i o n o f their future role. In m o s t c o m p a n i e s 

w h e r e s i z e a b l e n u m b e r s o f T C N s a r e e m p l o y e d a t l e a s t 7 5 % a r e 

E u r o p e a n s , a n d w i t h i n t h i s g r o u p t h e r e i s a d i s p r o p o r t i o n a t e number 

o f B r i t i s h m a n a g e r s , o f t e n a s h i g h a s 7 5 % o f t h e E u r o p e a n c o n t i n g e n t 

T h e p r e s e n c e o f s o m a n y E u r o p e a n m a n a g e r s i s n o t s u r p r i s i n g i n v iew 

o f t h e i r s i m i l a r i t y t o U . S . c o u n t e r p a r t s a n d t h e l o n g s t a n d i n g i n -

v o l v e m e n t o f A m e r i c a n c o r p o r a t e c a p i t a l i n E u r o p e . H o w e v e r t h e s e 

f a c t o r s c a n n o t a c c o u n t f o r t h e m a r k e d p r e f e r e n c e f o r B r i t i s h 

m a n a g e r s a s T C N s . T h i s c l e a r l y r e l a t e s t o t h e r e l a t i v e c h e a p n e s s 

o f B r i t i s h m a n a g e r s w h o s e s a l a r i e s a r e u s u a l l y w e l l b e l o w ( o f t e n less 

than a h a l f ) t h o s e p a i d t o A m e r i c a n a n d E u r o p e a n m a n a g e r s o f e q u i -

v a l e n t r a n k . W e w i l l c o n s i d e r t h e i m p o r t a n c e o f t h i s c o s t f a c t o r 

w h e n w e d i s c u s s t h e m o t i v a t i o n f o r l o c a l i z a t i o n i n t h e n e x t s e c t i o n . 

E u r o p e a n T C N s a r e e m p l o y e d p r e d o m i n a n t l y w i t h i n E u r o p e i t s e l f . With 

a f e w c o m p a n i e s t h e s e i n t r a - E u r o p e m o v e s a r e n o w t a k i n g p l a c e o n a 

l a r g e s c a l e e s p e c i a l l y w h e r e t h e c o m p a i y h a s a w e l l d e v e l o p e d r e g o n a l 

o f f i c e ; 

' W i t h i n e a c h a r e a , p a r t i c u l a r l y i n E u r o p e , t h e r e i s c o n s i d e r a b l e 

m o v e m e n t o f m a n a g e r s . I n E u r o p e t h i s h a s r e s u l t e d i n t h e d e v -

e l o p m e n t o f a n e w c o m p e n s a t i o n p a c k a g e " 

C o r p o r a t i o n E 

I 
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However , a significant number of TCNs a r e also used as e x p a t r i a t e 

m a n a g e r s in Third World locations in particular British and French 

m a n a g e r s i n their ex-colonies. 
"There are some TCNs in Europe and managers employed at our two 
large European plants are a source of high level manpower for 
our operations in developing countries". 

Corporation G 

The most common TCN is the British manager who is often working in 

ex-British colonies where he is more psychologically and culturally 

at ease than Americans. 
"We believe in a policy of the best man for the job, this has 
been the case since at least the 1950s when, for example, we 
had a lot of British and French managers in Africa-. However, 
this has changed as locals have become educated..." 

Corporation N 

"Many of our Afiicanand Middle East operations are headed up by 
Jbre.ign managers many of whom are British and French working 
in thier own ex-colonies". 

Corporation F 

Although transfers of this kind are in a technical sense intercon-

tinental, they cannot be considered geocentric in motivation. 

Intercontinental moves by non-European TCNs are still more the 
exception than the rule. However within regional groupings moves 

between countries are becoming increasingly common especially where 

subsidiary operations and language and cultures are the same or similar. 
This is particularly the case in South America where there now 

exists a relatively well developed managerial workforce experienced 

in the philosophies and practices of American corporations. The 

widespread use of Argentinian managers in other Latin American 

countries was frequently mentioned. One respondent referred to 

them as the "Argentinian Mafia". 
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"We are more sanguine about TCNs compared to expatriates.. . , 
Within Latin America there has been quite a lot of movement at 
very senior managerial levels but this has not occurred in 
Europe which is our other major area of operation" 

Corporation A 

Statements of this kind suggest that with some corporations regi0. 

centric managerial movement is motivated primarily by the availab-

ility of the requisite skills so that it is likely that subsidiaries 

will be increasingly characterized by polycentric nationality com-

positions . 

Expatriates and the trend towards'locatisation 

Respondents were asked: 

Do you attempt to ensure that American managers continue to occupy 
the top positions in all (of some of) your overseas subsidiaries? 

Over 80% of the Corporations interviewed stated that this was not 

the case. We present below a representative sample of their response 

"...Wherever suitable local nationals are available they will 
be hired right up to the most senior levels... We are trying 
to limit expatriates... Where necessary many of their functions 
are undertaken by making short trips overseas in addition to 
group meetins of the International Division here in New York 
We don't want U.S. nationals overseas." 

Corporation A 

"In most instances Americans are used to fill all top positions 
in overseas subsidiaries - initially. Part of their function 
is to develop company expertise among nationals. TCNs and 
nationals currently hold some of the top positions in our over-
seas subsidiaries". 

Corporation C. 

"We prefer to use local nationals. This preference arises out 
of the nature of our business, namely effective communication 
with the public...The world is divided up into areas, each en-
joying a high degree of autonomy just so long as they c o n t i n u e 

to deliver satisfactory profits...In general, talented and 
creative local nationals have been found". 

C o r p o r a t i o n D 
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"No, not in principle but for many developing countries we have 
no option but to use U.S. international assignees or TCNs - for 
the time being at least.... Our host country national policy is 
at least ten years old." 

Corporation E 

"There is no position exclusively for U.S. managers... our policy 
is to encourage local managers and pull out expatriates from 
developing countries. This has been the case in South America 
but it will be some tine before this can happen in the Mid East 
and Africa...In South America there were many managers from 
overseas ten years ago. There ha% however, been a rapid change 
since then - partly as a result of changes in the company's 
general philosophy but also because of the realities of the 
political situation. Moreover where foreign corporations are 
obliged to be minority equity partners as in Mexico there is 
a strong feeling by locals that they want to manage their own 
capital themselves". 

Corporation F. 

"No, there is no plan that stipulates that we must use U.S. ex-
patriates to fill these positions. However, given the sophisti-
cated nature of our technology, it takes some time to train 
locals so we often have to rely on our own technicians and en-
gineers to start up operations in new plants overseas...". 

Corporation I 

"We have no written guidelines but wherever possible we use 
local nationals...Textile technology is not highly specialized 
and complicated and it is, therefore, relatively easy for nationals 
to pick it up...In addition it is increasingly difficult to 
employ expatriate managers in most overseas locations...Mexico 
is a good example but fortunately there is plentiful local mana-
gerial manpower". 

Corporation J. 

"Our objective is to fill openings in subsidiaries with local 
people...It is partly a question of corporate citizenship since 
you can maintain better public relations if you use local nationals. 
We make no specific attempts to ensure that there are at least one 
or two U.S. expatriates..." 

Corporation K 

"Up until 1972 U.S. expatriates dominated managerial positions 
abroad. Since then however we have adopted a conscious policy 
to employ as many local managers as possible - for both economic 
and political reasons". 
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'We are committed to total localisation of our affiliates 
and we are now training local managers. At the moment most 
of our U.S. expatriates are located at regional headquarters n 

• • • , ( 

'We tend to use expatriates and TCNs for two reasons: (l ) cer_ 
tain expertise is not available and (2) as "fireman", either 
temporarily or permanently... Three broad phases can be iden-
tified: (1 ) historically local management expertise wasn't 
there andUS expatriates were dominant (2) the increasing 
use of TCNs from developed countries (3) using local national 
managers. Even though there are local nationals in all-
probability most of them have been educated overseas.. .Although 
we are beginning to enter "this final phase? its full realisation I 
is a long way off. Ideally, we would like to fully localise 
up to plant level but forgroup directors and above we will keep 
U.S. expatriates or TCNs. . . . In many cases an accounting officer 
from the U.S. is posted to overseas affiliate because with diff-
erent: accounting systems in use we need someone with U.S. accou-
nting experience" 

Corporation P 
'We are hiring more local people and we have no obiections to 
non-U.S. citizens occupying top positions. However, we would Stil; 
want one or two U.S. expatriates in each subsidiary ....Itis 
increasingly difficult to recruit U.S. managers to work over-
seas and so we are forced to deal more and more with 
expatriates". 

Corporation Q 
'No but there is not the educated commodity in many underdeveloped 
countries and frequently they don't want to work for foreign 
companies" 

Corporation R 
'We employ local managers in senior positions in our affiliates 
around the world but we would still like to see a mix with U.S. 
managers.. It is difficult to find qualified people because they 
usually come from the middle class which in many less developed 
countries is very small". 
No, we try to keep the number of expatriates to a minimum.... 
If local managers are qualified then there is no objection to 
them heading up overseas affiliates". 

Corporation T 
'The managing directors and chief financial officer of our five 
largest overseas operations generally have been and c o n t i n u e to 
be U.S. citizens but there are exceptions. In developing 
countries these positions are almost all filled by U.S. nations 
and TCNs. In other countries they are frequently f i l l e d by 
nationals of the country". 

C o r p o r a t i o n 



"Not necessarily, the majority are U.S. citizens but the trend is 
towards non-U.S. managers which is a-derivative from our recent 
reorganisations We now focus on world corporate banking 
dealing with large corporate clients and gsverments whereas prev-
iously our activities had been oriented towards retailing banking. 
This has led to corresponding changes in our personnel policies. 
....Our policy is not to put a local in the top position in an 
affiliate just because they are a local although we do try to 
have locals in key positions". 

Corporation V 

"...most of our managers overseas are U.S. citizens". 
Corporation W 

On the basis of these statements made by our respondents, what con-
clusions, if any, can be drawn regarding the localization issue and 
expatriate policies? First it is necessary to sound the now 
standard note of caution about the dangers of placing undue emphasis 
upon quantitative information of this kind. Analysis of the multi-
nationality issue has been plagued by undue reliance on usually isolated 
statements made by individual managers. It is for this reason that 
often highly divergent conclusions have been reached on the policies of 
corporations towards the localization of personnel in subsidiaries 
and why we have therefore, in an effort to avoid this felt the need 
to present the verbatim statements of respondents on this issue. 
In conjunction with the limited quantitative data "collected, these 
statements do at least provide some indication of dominant trends 
and the factors responsible for these. 

Managers are first and foremost agents of production, collectively 
responsible for performing the functions of capital and, as such, 
it can be argued that their actual nationality is of secondary 
importance. But this is not to imply that the nationality com-
position of managers within worldwide corporate entities which 
still continue to maintain close, hierarchical connections with 
their respective home countries can be dismissed as being of 
Peripheral importance. In fact, it is clear that nationality 
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composition and more specifically localization have become maj0* 
issues for U.S. corporations since the 1960s. In part, this i 
reflected in a more systematic and, in the majority of cases, a 
more stringent attitude towards the use of international assign-
both U.S. expatriates and TCNs. Until recently, the size and 
remuneration of this elite workforce was largely determined on 
ad hoc basis with virtually no overall, centralized control, ihi; 
casualness is now rapidly disappearing with the development of 
the human resource function within international divisions/compani 

Reasons for changes in trend. 

Respondents were requested to attempt to identify the specific 
pact of the following factors; government indigenization policies 
the availability of managers with the requisite qualifications and 
experience and the relative costs of expatriates vis a vis local 
managers. It is apparent from their responses that, while they 
accept that all of these factors are important, it is extremely 
difficult to establish their order of importance, the interrel-
ationships between them (if any) and the overall pattern of causal: 
It is clear though that MNCs are having to adapt to increasingly 
severe political and economic constraints on the use of e x p a t r i a t e 

personnel in their overseas operations. At a political level, 
can no longer pay lip service to the goal of localization in the 
face of diminishing expatriate quotas and other work permit restr-
tions. Not surprisingly, many MNCs explain their c o n v e r s i o n 

to localization as being only one aspect of a f u n d a m e n t a l 

policy reorientation towards the deployment o f high level 
manpower worldwide which has been motivated as much, if "ot 

more by its growing maturity as a TNC rather than defensiv 
reactions to externally imposed constraints. Rather than 
attempt artificially to separate out and attribute levels 



causality to these 'internal' and external motivations it is more 
meaningful to consider the historical experience of TNCs in differ-
ent areas of the world over time in order to ascertain whether any 
longer term patterns and trends can be discerned. On the basis 
of this analysis it is then possible to consider how TNCs are 
responding to specific situations and sets of problems around the 
world in more recent times. Clearly long and short term factors 
are closely interrelated but by making a theoretical distinction 
between the two, this allows the policies and actual operations of 
MNCs to be viewed within the proper historical perspective. 

On the basis of the qualitative and the more limited quantitative 
evidence gathered from respondents, we conclude that the policy of 
MNCs towards localisation and the deployment of international ass-
ignees is increasingly conditioned by the availability of local high 
level managerial manpower possessing the requisite general skills 
and corporate specific experience and socialization rather than by any 
overriding concern with maintaining adequate control over the activ-
ities of subsidiaries. Past experience in Europe and more recently 
in South America indicates that local managerial availability has 

nearly always been the key factor. It is true that U.S. expatriates 
were extensively deployed as agents of control during the 1950s 
and 1960s but they are now being phased out as a result of growing 
reliance on other mechanisms of control which are equally, if not 
more effective, both economically and politically. 

It can be seen from Table that the total number of expatriates 
and TCNs employed worldwide by many of the TNCs in our sample has 
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actually increased rather than decreased. This is because the$e 
c orporations have rapidly expanded the scope of their worldwide 
operations during the 1970s and therefore have required a growini 
number of skilled expatriates to start up new operations overseas 
However, in the case of those companies with established networks 
of subsidiaries overseas (marked with-) the expatriate total has 
fallen although not as dramatically as the policy statements of 
respondents would suggest. The growing pre-eminence of the mana-
gerial availability factor as opposed, to direct U.S. expatriated: 
trol is also indicated by the increasing reliance on TCNs coupled 
with a widely expressed commitment to and evidence of complete 
localisation in well established subsidiaries. In discussing local 
ization, the typical response was to consider the history of the 
corporations operations area by area, usually at the continental 
level. It was widely accepted that while most subsidiaries in 
Europe and Latin America could be totally localised, this was not 
likely to be possible for some time in Africa, the Middle East 
and Asia without incurring serious "costs". So, while most Corpor-
ations are genuinely committed to at least a polycentric manpower 
strategy, they will attempt to ensure that, if possible, keyrmana" 
gerial decision-making in many subsidiaries remains effectively 
controlled by foreign nationals. For example, Table ly s h o w s the 
nationalities of the Chief Executive in some of the s u b s i d i a r i e s c 

one of the largest TNCs in our sample. Similarly C o r p o r a t i o n F, 
which is one of the few TNCs. with extensive operation in Africa 
in our sample, , still has 75% of its senior 

manageria positions occupied by Americans and TCNs in these se-
ries . 

. VI p 

While the general trend is clearly towards localisation, the 
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a number of factors which cause significant variations in the 
nature of this process. The first of these is the nature of the 
technology employed. Given the vital importance attached by cor-
porations in retaining their proprietary rights over the technology 
embodied in the production process and the corresponding technological 
dependence of many underdeveloped countries, how if at all will local-
isation affect this? In the past it has been argued that one of 
the major reasons for the presence of source country nationals in 
subsidiaries^in particular in the engineering function, is to ensure 
that local nationals are prevented from acquiring sufficient knowledge 
of the technology employed to be able to set up in competition with 
the foreign corporation. This appears to be an unduly nai\;e conception 
of the factors inhibiting the effective transfer and development 
of technology in the periphery. First the threat 
of loss of monopoly control over technology exists in all countries 
and physical and jiridicalbarriers preventing duplication have to 
enforced regardless of location. An American engineer working in 
New York is as much of a threat as his Brazilian or Nigerian counter-
part employed in subsidiaries overseas. Secondly, the increasing 
sophistication of technology based upon research and development 
facilities concentrated in a limited number of locations usually 
within the developed metropoles severely restricts the 

of 
ability of either a group of private individuals or ythe state itself 
within most Third World countries from replicating the technology 
employed. In many instances the capital- goodsindustry is virtually 
non-existent or is not sufficiently developed to be able to independ-ently 
to produce the technology required^Consequently the present inter-
national division of labour is unlikely to be seriously threatened 
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Table 5 '* Nationality of chief executives in sample of subsidiaries 
of company E» 

Regional Director Middle East American 
Algeria - Swiss 
Dubia - Lebanese 
Egypt - Indian 
Gabon - French 
.Greece - Iranian 
Canada - American 
Iran - South African 
Pakistan - American 
Phillipines - British 
Sweden - American 
Hong Kong, Area Chairperson American 
Singapore - American 
India -

Indonesia -
Korea 

"only one international 
assignee". 

American 
American 
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by the exposure of local managers and engineers to MNC technology. 
The relatively few corporations where there is genuine concern that 
their technology could be appropriated by local nationals this threat 
can usually be forestalled. First not only are the majority of 
plants turnkey projects assembled by f oreign technicians and eng-
ineers , but major repairs and other technical faults are also frequ-
ently dealt with by flying in outside help. Alternatively, the 
presence of only one expatriate engineer is usually sufficient to 
protect the technology employed. In addition, his exclusive know-
ledge can be used to control the entire operations of the plant 
as a whole. Secondly, even with the complete localisation of 
managerial personnel, the division of labour within the production 
process results in a fragmentation of the knowledge embodied in 
the technology employed. By strictly demarcating the training of 
employees and imposing controls of the flow of information within 
the plant it is, therefore, possible to minimize the likelihood 

of any serious erosion ofMNC control over the utilisation of • 
technology. 

Interestingly, the MNCs which appear to be most favourably predis-
posed to geocentric managerial strategies are with the exception 
of international financial corporations primarly located in research 
intensive industrial sectors, employing the most advanced technolo-
gies, refer in particular to MNCs producing electronics and^to. 
a lesser extent, pharmaceutic al products. Clearly the concentration 
of the most talented personnel in a small number of locations devoted 
to research aid development activities, regardless of their nation-
ality, is not perceived as constituting a serious threat to the tech-
nological superiority of the MNC. On the contrary, it is considered 
to be the most rational deployment of skilled manpower. It could 
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even be argued that by attracting the most creative people from all 
countries around the world, this strategy actually frustrates the 
reduction of technological dependence by Third World countries. 

Another important factor is the degree of centralization within the 
MNC. Our interviews indicate that the replacement of expatriates 
by local managers has not usually been associated with any signif-
icant de centralization of decision making powers within the cor-
p orate hierarchy. In fact, the converse generally appears to 
have been the rule, although again there are likely to be important 
differences between MNCs depending on the nature of the product 
produced and the organization of production worldwide. All MNCs 
are able to utilize telecommunications technology that allows as 
much detailed information on subsidiary Derformanrp +<->. ha. 
transmitted to head office as is available to local managements 
themselves. Furthermore modern aerospace technology coupled with 
extensive airline services which connect all the major cities in 
the world considerable reduce the importance of the distance factor 
should it be necessary to send in outside help to deal with specific 
problems in subsidiaries as they arise. Whether localisation has 
actually promped a redevelopment of certain managerial functions 
away from subsidiaries is more difficult to ascertain and would requi 
considerably more detailed research. But the impression o b t a i n e d 

was that where local managerial was available, it was not consxdered 

necessary to alter the nature of the relationship between head off-ce 

and the subsidiary. 
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One of the most important components of the expatriate remuneration 
factor. 

package is the tax equalization / Since the late 1930's American 
companies employing American citizens in overseas subsidiaries must 
unlike their European competitors, pay both local and U.S. income 
tax for non-exempt employees,This double taxation burden was fre-
quently mentione d. and̂  in particular, the recent changes in U.S. 
tax law which have substantialfy increased the income tax burden when 
employing U. S. expatriates. Furthermore the decline in the value 
of the dollar since the 1971 devaluation coupled with frequent flue-
uations in foreign exchange rates has further increased the expatriate 
remuneration bill as corporations have attempted to maintain the 
purchasing power of their expatriate employees worldwide and has mate 
the basis of administration increasingly complex and time-consum-
ing. Corporation P, for example, stated that taking all the above 
mentioned factors into account, expatriate allowances had risen by 
approximately 25% during the last two years. 

Although expatriate costs are escalating, this is unlikely to 
have much impact on Corporations when comparable local managerial 
or technical expertise is unavailable. In these situations expat-
riates are considered to be indispensable and there is little hesi-
tation in Lncurrû g the necessary expenditure on them. But where 
there is little to separate the American and foreign manager, the 
cost factor is likely to become of considerable importance; 

"Then years ago education and background factors were very different for virtually all foreigners so the cost factor for U.S. expatriates was minimized to a large extent... Now tr.e situation has changed considerably with the result that the cos-
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factor has become a serious consideration" 
Corporation P. 

While expatriate cost per se is unlikely to be very important 
in the localisation process in Third World states, it may well 
be in countries where managerial salaries are relatively low and 
where there exists a relative. abundance of acceptable managerial 
personnel, T h e emergence of a sizeable group of British managers 
employed as TCNs is also likely to have been motivated by their 
relatively low salaries, and greater willingness and adaptability 
to work overseas. In other European countries, the salaries 
are, in gross terms at least, comparable to or higher than those 
paid to U.S. managers and, given that the income differential has 
decreased significantly during the 1970s, this has reduced any 
incentive U.S. MNCs might havehad for localising managerial per-
sonnel on the basis of cost considerations alone. In fact, it 
is possible that U.S. expatriates may even be becoming relatively 
cheaper in some European countries. 
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C H A P T E R 7: M N C M A N A G E R I A L R E M U N E R A T I O N P O L I C I E S : A U.S. 
C A S E S T U D Y . " 

Introduction. 

In attempting to understand the salary determination process 
within the public sector in Africa and elsewhere we have 
focused our research upon the extent to which local high 
level manpower markets are integrated into an international 
market for "skills. A key 'aspect of this integration has 
been to establish the particular impact of foreign multi-
national corporations within domestic labour markets. More 
specifically, we have been concerned to test a number of 
interrelated hypothesises which, col lectively; would provide 
some assessment and explanation of any upward pull on private 
and public salaries in the seven African countries under 
study which can be both directly and indirectly attributable 
to the presence of international corporate capital. 

The task of the U.K. team as originally formulated in our 
research proposal was to identify emergent trends in the 
development of an international market for managerial 
skills and to consider the implications this is likely to 

have for international and domestic managerial r e m u n e r a t i o n . 

Given the paucityof secondary data on this subject, it 
was necessary to undertake extensive interviews w i t h MNC 
compensation and human resource managers. 
The following discussions will consider the main c o n c l u s i o n s 

concerning the nature of the relationship between t he mana-

gerial multinationality of the U.S. MNCs i n t e r v i e w e d 
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and the salary determination process worldwide. We shall 
proceed as follows. The first section will consider 
the present international market forcorporate managerial 
skills which is composed of the U.S. and TCN*personnel de-
ployed worldwide by MNCs. We shall identify the different 
remuneration methodologies for each of these two groups 
of managers and then attempt to establish the extent to 
which a unified international salary structure is emerging 
among expatriates. The second section will review the mainly 
qualititative evidence gathered on how the MNCs interviewed 
determine salaries for local managers employed in their 
subsidiaries abroad and, in particular, whether there are 
any aspects of these methodologies which might encourage 
a growing convergence of international and domestic salary 
structures in the future. 

American expatriate and TCN remuneration. 

In this section the data collected on U.S. and TCN salary 
methodologies will be reviewed and any significant trends 
identified- In particular, we are concerned to establish 
the extent to which the increasing multinationality of MNC 
international managerial cadres as evidenced, in aggregate 
terms at least, by the growing proportion of TCNs, is 
generating any of the salary tensions which we suggested 
might foster the emergence of a unified salary structure 
for international assignees. Not only is this process 
of convergence interesting in its own right but, perhaps 
"lore importantly, it can be seen as a crucial stage in the 
development of an international salary structure which will 
embrace not just international but, increasingly, senior 
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managerial personnel within all subsideries and affiliates 
worldwide. 

The i nternational m anagerial cadre 

The phenonemon of the international managerial cadre has 
already been discussed in chapter 6, where it was 
concluded that while few, MNCs. explicitly espouse a policy 
of multinationalisation of international assignee's as an 
objective in its own right, there is nonetheless a growing-
realisation of the need to pay increasing attention to the 
rational deployment of managerial personnel overseas. 
Whereas previously the expatriate would have been expected 
to take a career overseas in no more than one or two sub-
sidiaries, the present day realities of enforced localis-
ation, escalating manpower costs and modern transport and tele-
communications technologies in conjunction with a growing 

\ 

maturity and sophistication oP MNCs in their policies towards 
overseas operations is encouraging the development of a 
relatively small group of international managers to under-
take mainly short-term assignmnets overseas. While these 

cadres are being largely created in response to the in-
creasing difficulties of assigning managerial personnel 
overseas, the concept is also a consequence of the growing 
awareness of MNCs that their undertakings and employees 
should be treated as an integrated whole and, as such,is 
symptomatic of the emergence of an international market 
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for managerial skills. The adoption of universal job ev-
aluation methodologies by many of the TNCs in our sample 
can also be viewed as being indicative of the more positive 
response of corporate capital to global manpower development, 
job evaluation techniques allow the performance of key 
managerial personnel around the world to be monitored and 
facilitate international mobility. More fundamentally, 
they can be seen as an indispensable precondition for the emer-
gence of an international salary structure since, by allowing 
managers to compare their relative net worth on the basis of 
allegedly objective internal valuations,they will encourage 
demands for equal remuneration (in real terms) for equal or 
equivalent work. As yet most of these job evaluation systems are 
corporation - specific but it is clear that strong pressures -ology 
exist for the emergence of a single global job evaluation method/ 
the international managerial cadre becomes increasingly multi-
national in composition and the pool of local managerial talent 
in subsidiaries continues to expand. 

U.S. expatriate remuneration. 

In determining the expatriate remuneration package for U.S. 
personnel, all but one of the 23 U.S. MNCs interviewed employ 
the balance sheet approach with U . S . domestic salaries as 
the basis of the build up. The methodology underlying the 
balance sheet approach has already been discussed in some 
detail in chapter 5, so it is not necessary to 
describe it again here. 
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The now almost universal adoption of the balance sheet 
methodology is of considerable significance since it re-
presents an attempt by MNCsto formalise the procedures 
adopted by them in establishing expatriate remuneration 
packages.and so can! be regarded as a positive factor 
in the emergence of a international market for skills. 
Up until at least the early 1970s, the majority of MNCs had 
dealt with each expatriate (or groups of expatriates) on an 
ad hoc basis. As one manager put it 

"it was largely a question of each assignee making his 
own deal with the corporation". Corporation P. 

The rapid adoption of the balance-sheet methodology since 
then is an indication of the important changes in the policies 
of the MNCs towards expatriates which have already been discussed, 

MNCs try to ensure that expatriate managers remain tied to 
the domestic salary structure and this,therefore ,frustrates 
to some extent the emergence of an international salary 
structure. Our respondents continually stressed the need 
to relate U.S. expatriate remuneration to the hypothetical 
U.S. equivalent salary (what is known as "keeping him whole") 
since (i) this ensures equity between the U.S. e x p a t r i a t e 

and his counterpart in the U.S. and (ii) serves to r e m i n d 

the expatriate that he is first and foremost A m e r i c a n 

"who happens to be working overseas on a temporary basis". 
Hence to pay him considerably more than his local salary 
is seen as merely exacerbating the already difficult task 
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of repatriation at the end of the assignment and is an 
>the 

unnecessary cost. However among'few MNCs with more mobile, 
multinational expatriate cadres, there is a greater will-
ingness to accept the possibility of abandoning the U.S. 
salary structure should this becone seriously uncompetitive 
by international standards. 
However most U.S. MNCs in the sample continue to adhere 
to a strictly ethnocentric formula for U.S. expatriate 
remuneration. This is reflected in their general lack of 
concern to ensure equity between U.S. expatriates and their 
local counterparts in overseas subsidaries (See below), and 
also by the fact that, unlike British companies, they make 
little attempt to survey the expatriate remuneration pack-
ages paid by MNCs of different nationalorigins. 

A counter-tendency to these ethnocentric salary practices 
is the increasing simplicity of the expatriate remuneration 
package. It is argued that since increasing numbers of MNCs 
now consider international assignments as an integral part 
of the career of their senior managers, they do not believe 
that special financial inducements to work overseas are 
either desirable or, more importantly, necessary in an 
increasingly transnational world. In the past the most 
important component of the package has been the foreign 
service premiums and hardship allowances which have been 
regarded as indispensable in luring American managers 
away from the comfort and security of the home country. 
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Those currently offered by some of the MNCs in our sample ar-
presented in Table 1 . From this it can be seen that 
while a number of MNCs have partially phased out these in-
ducements, they still remain as sizeable expenditures for 
the majority of MNCs. This reflects the still low level 
of acceptance of international assignments by the majority 
of managers who often regard them as frustrating rather than 
advancing their careers within the corporation. This att-
itude is symptomatic of the lack of integration of domestic 
and international operations in many MNCs, coupled with the 
greater possibilities for managerial advancement either in 
domestic operations or international head offices given the 
present high concentration of decision making power within MNCs, 

To summarize, the growing popularity of the balance sheet 
approach is an important indication of the increasing atten-
tion devoted by MNCs to international assignments and remun-
eration. This in turn has spawned a number of specialist con-
sultancies who now gather detailed data on cost of living 
indexes for each major city in the world and generally offer 
advice to TNCs on how to formulate their expatriate remun-
eration methodologies. While it is true that much of t h i s 

research is a pseudo-scientific rationalisation for t h e s t i l l 

very large increases in the standard of living enjoyed hy 
expatriates when overseas it does nonetheless r e p r e s e n t a 

more systematic approach to establishing a n i n t e r n a t i o n a l 

salary structure. 
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Third Country National r.emuneration 

Writing in 1972, Crystal stated that J 
"Company practices regarding the compensation of TCNs 
are so erratic as to almost beggar description. Not 
knowing quite what to do, many companies have evidently 
decided to do a little of everything".3 

The results of our survey indicate, however, that this situation, 
changed quite considerably since then as the proportion 

of TCNs within international management cadres has continued toi 
crease* Since theTCN phenomenon provides an important 
testing ground for our hypotheses concerning the relationship 
between the degree of multinationality and the emergence of 
global salary structures, we shall consider in some detail 
thegjecific responses of the MNCs in our sample on this issue. 

We should expect to find that those MNCs which have 
the most multinational expatriate cadres are increasingly being 
forced to abandon salary methodologies which differentiate be-
tween the U.S. and non-U.S. TCN expatriates. 

We present below a representative sample of the statements made 
by our respondents regarding TCN remuneration. From these it 
can, be observed that salary distinctions between the TCN and 

U.S. expatriate are indeed being progressively e l i m i n a t e d . 

This process of convergence represents probably the most signu-
cant development in the emergence of an international market in 
skills to date: 

"TCNs from low salary economies are treated if they are 
U.S. expatriates. TCNs from high salary economies are 
becoming an increasing problem. In Europe we have 
tried to solve this by introducing a new salary s c h e m e 
based on host country salary schedules (Corporation 



'TCNs are usually put on the local payroll with some kind 
of percentage allowance and sometimes protected then 
forgotten about. We do have a few TCNs who are on home 
countiy salary schedules. Even this system is likely 
to cause tensions but, if applied consistently and is widely 
understood this should considerably reduce the problem... 
The alternative was to divide the world up into four areas 
and pay everyone the same within each area. However „ 
this would be very expensive and because our assignments 
are generally short-term this would have aggravated the 
repatriation of expatriates (Corporation G) 
"We use the home base salary...but if by the time you've 
made him up the TCN is still a long way behind the local 
then we will find some way to increase his package 

(Corporation I) 
"....home base although TCNs with lower salaries are 
generally given higher premiums. For all expatriates 
we try to ensure that there is an equalization of that 
part of their incomes to be spent abroad (Corporation N) 
"TCNs receive a U.S. base salary and are then built up. 
Most of them come from the UK and Australia so we haven't 
really had to contend vith the problem of T.CNs from 
countries with relatively high managerial salaries. ... 
Since our TCNs are internationally mobile they tend 
to lose a strong sense of being a certain nationality". 

(Corporation O) 
"All expatriates are on a U.S. base...This is working out 
fine since for most TCNs the U.S. base is higher than 
their home salary. We have no Swiss or German TCN 
managers so the problem of the high salary TCN has not 
yet arisen... Even if it had, it must be remembered that 
German and Scandinavian tax rates are relatively very 
high so that their net salaries are often actually well 
below their U.S. counterparts even though their nominal 
base is much higher. 
We don't want any second class citizens... if TCN home 
salary is lower than in the overseas location then it 
will be increased to that level.... When the converse 
holds, the TCN will continue to receive his home base 
salary but his perks etc will be assessed on the basis 
of the lower, foreign salary (Company R) 

Table 2 shows the pattern of TCN remuneration for most of the 
corporations in our sample. While there is still a consid-
erable variety in the methodologies adopted, there is a 
marked trend towards the adoption of the U.S. salary base 





187 . 

for all international assignees. At present this is compli-» 
cated somewhat by the fact that corporations using this system 
still differentiate between TCNs from low and high salary 
economies. However the point to stress is that this movement 
away from home and local country salary structures is an 
important step in the development of a unified salary structure 
among international assignees. Moreover, as international 
managerial cadres become increasingly multinational and as 
U.S. salaries continue to decline in the international salaries 
league there will be even greater pressures on MNCs to adopt 
even higher base salary schedules for its expatriate workforce. 
The present aversion of many MNCs to employing T'CNS from high 
wage economies is an indication of the tensions which arise 
between expatriates who receive markedly different remuneration 
packages. 

The expatriate manpower markets themselves are increasingly 
international in character as MNCs compete for the "high fliers" 
regardless of their national origins. A British Institutec£ 
Management survey of expatriate managers employed by British 
Companies stated that "there is an international market for 
skilled and experienced expatriate managers and a c ompany 
cannot afford to appear to pay its expatriate staff less than 
other international companies'.'̂  The competiveness of this mar-
ket coupled with the now widespread adoption of home country 
balance sheet salary methodologies for international assignees 
is likely to result in a strong salary leadership effect by 
MNCs from the higher wage economies. 
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Local Managerial remuneration in overseas subsidiaries. 

A recent report by the ILO on wages and working conditions 
in MNCs concluded that 

"in general it seems that TNCs more frequently pay 
above going rates in LDCs than they do in developed 
countries. This is most evident in the white collar 
occupational categories"? 

Unfortunately, however, the report does not offer any explana-
tion for this interesting phenomenon. This failure can in 
part be attributed to the acute lack of quantitative data on 
private sector wages and salaries paid in LDCs and especially 
in Africa. While a few.studies have undertaken econometric 
computations which have shown that there is a definite "foreign' 

the 
ness" factor in^wage determination process for unskilled 
labour, we are a^are of only one study which has:focused 
on managerial and professional salaries in the private sector. 
We refer to the study by Vaitsos who found that local firms 
in Peru only paid on average 3 9 % of the levels of r e m u n e r a t i o n 

paid by foreign owned enterprises to highest paid personnel. 
However 

"the conclusions reached on salary and wage differentials 
change drastically if one accounts for the scale of 
operations of a firm. Size (which is associated with 
capital intensity) and not "foreignne ss"becomes the most^ 
relevant explanatory variable for differences in remmuner-
ations. In fact, majority or wholly owned n a t i o n a l 
firms often pay higher wages than f o r e i g n - c o n t r o l l e d 
enterprises among firms of equivalent size in the Peru -
manufacturing sector"-. 5 
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The U.K. team in o u r i n t e r v i e w s w i t h MNCs h a v e a t t e m p t e d t o 

establish the main f e a t u r e s o f t h e l o c a l s a l a r y m e t h o d o l o g i e s 

employed by them. I t w a s n o t o u r i n t e n t i o n t o c o l l e c t 

detailed d a t a on l o c a l s a l a r i e s p a i d t o m a n a g e r s i n A f r i c a 

and e l s ewhe re i n t h e T h i r d W o r l d s i n c e t h i s w a s t o be u n d e r -

taken by each of t h e c o u n t r y ' s t e a m s . Our m a i n o b j e c t i v e 

was t o a s s e s s on t h e b a s i s of q u a l i t a t i v e e v i d e n c e t h e e x t e n t 

to which l o c a l m a n a g e r s i n s u b s i d i a r i e s i n LDCs a r e b e c o m i n g 

i n t e g r a t e d i n t o an i n t e r n a t i o n a l m a r k e t f o r m a n a g e r i a l s k i l l s 

by f i r s t s e e k i n g t o a n a l y z e t h e i m p a c t o f MNCs on l o c a l h i g h 

l eve l manpower m a r k e t s . Do MNCs pay m o r e t o l o c a l m a n a g e r s ? 

And i f so , i s t h i s m a i n l y a r i s k p remium n e e d e d t o a t t r a c t 

l oca l n a t i o n a l s t o work f o r f o r e i g n c o r p o r a t i o n s r a t h e r t h a n 

remain w i t h i n t h e r e l a t i v e s e c u r i t y o f t h e p u b l i c o r l o c a l 

p r i v a t e s e c t o r ? Or c a n i t b e r e g a r d e d a s a d i s t i n c t m u l t i -

n a t i o n a l i t y f a c t o r a s we o r i g i n a l l y h y p o t h e r i s e d ? Or , c a n i t 

be seen a s a d i r e c t f i n a n c i a l i n d u c e m e n t t o g u a r a n t e e t h e l o y a l t y 

of l o c a l p e r s o n n e l i n t h e f a c e o f c o n f l i c t i n g demands f r o m t h e 

c o r p o r a t i o n and t h e s t a t e ? 

All of t h e U.S . TNCs i n t e r v i e w e d s t a t e d e m p h a t i c a l l y t h a t 

loca l m a n a g e r i a l s a l a r i e s w e r e s e t a c c o r d i n g t o t h e p r e v a i l i n g 

loca l market c o n d i t i o n s . The a c t u a l s a l a r y d e t e r m i n a t i o n 

Procedures a d o p t e d a r e s i m i l a r t o t h o s e e m p l o y e d by B r i t i s h 

f i rms . Job e v a l u a t i o n t e c h n i q u e s a r e b e c o m i n g i n c r e a s i n g l y 

widespread in LDCs a l t h o u g h t h e y a r e s t i l l r u d i m e n t a r y 
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I t w o u l d a p p e a r t h a t U . S . MNCs do n o t c o n s c i o u s l y a t t e m p t to 

p a y t h e i r l o c a l m a n a g e r s s i g n i f i c a n t l y more t h e n " t h e going 

r a t e " ( a l t h o u g h i t was f r e q u e n t l y s t a t e d t h a t t h e co rpora t ion 

a l w a y s e n s u r e s t h a t i t p a y s a b o v e m e d i a n or u p p e r q u a r t i l e 

s a l a r i e s . ) I n c o u n t r i e s w h e r e t h e r e e x i s t s a r e l a t i v e l y size-

a b l e l o c a l c o r p o r a t e s e c t o r t h i s p r e f e r e n c e on t h e p a r t of 

many MNCs t o p a y a b o v e t h e m e d i a n c a n b e s e e n a s l i k e l y to exercisi 
, betas 

a d i s t i n c t u p w a r d p u l l o n s a l a r i e s . However s a l a r y different ials^ 

e q u i v a l e n t o c c u p a t i o n s a r e u n l i k e l y t o be v e r y l a r g e given 

t h e i n t e n s e i n t e r - c o m p a n y c o m p e t i t i o n w h i c h g e n e r a l l y ex i s t s 

f o r s c a r c e l o c a l m a n a g e r i a l t a l e n t . C o n s e q u e n t l y t h e foreign-

n e s s f a c t o r may p l a y an i m p o r t a n t r o l e i n t h e s a l a r y determin-

a t i o n p r o c e s s b u t may w e l l b e o b s c u r r e d by t h e e q u a l i s a t i o n 

of s a l a r i e s p a i d by a l l f i r m s a s a r e s u l t o f s t r o n g competitive 

p r e s s u r e s . T h i s p r o b l e m i s compounded i n A f r i c a c o u n t r i e s 

w h e r e t h e r e i s o f t e n no s i z e a b l e g r o u p o f l o c a l l y - o w n e d private 

s e c t o r e n t e r p r i s e s e m p l o y i n g l a r g e n u m b e r s o f s a l a r i e d personnel 

w i t h w h i c h s a l a r y c o m p a r i s o n s c a n be m a d e . I n o t h e r words, 

b e c a u s e MNCs are o b l i g e d t o l o o k p r i m a r i l y a t w h a t e a c h other 

i s p a y i n g i t s m a n a g e r i a l p e r s o n n e l , i t i s e x t r e m e l y difficult 

t o e s t a b l i s h t h e p r e c i s e i m p o r t a n c e of a s e p a r a t e fore ignness 

f a c t o r i n t h e s a l a r y d e t e r m i n a t i o n p r o c e s s . 

On ly 3 of t h e MNCs a c k n o w l e d g e d t h a t t h e p r e s s u r e of relatively 

v e r y w e l l p a i d e x p a t r i a t e p e r s o n n e l m i g h t r e s u l t i n upward 

p r e s s u r e on l o c a l s a l a r i e s v i a some k i n d of demonstration 

e f f e c t a n d / o r t h e p e r s i s t e n c e of e x p a t r i a t e s a l a r y s t r u c t u r e s 

o n c e a p o s i t i o n h a d become l o c a l i z e d . I n t h e o r y it may be 

p o s s i b l e t o d e t e c t w h e t h e r e x p a t r i a t e s a r e a s o u r c e of 

u p w a r d p r e s s u r e by u n d e r t a k i n g d e t a i l e d e c o n o m e t r i c analys 

b u t i n p r a c t i c e , i n s u f f i c i e n c y o f d a t a u s u a l l y 
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precludes t h i s . T y p i c a l r e s p o n s e s o f M N C s ; on t h i s i s s u e w e r e 

as f o l l o w s : 

"No s u b s t a n t i a l p r e s s u r e h a s b e e n e x e r t e d i n t h i s d i r e c t i o n 
our g o a l h a s b e e n t o i n c r e a s e A f r i c a n m a n a g e r s s a l a r i e s 
t o l e v e l s c o m p a r a b l e w i t h A f r i c a n s a l a r i e s o u t s i d e t h e 
c o m p a n y . . . T h i s a r r a n g e m e n t s e e m s t o be w o r k i n g o u t w e l l " 

C o r p o r a t i o n C 

"local companies would object if we paid local managers 
American level salaries 
There h a s b e e n l i t t l e p r e s s u r e by l o c a l n a t i o n a l s - we 
t r y t o e n s u r e t h a t e x p a t r i a t e s d o n ' t s t a n d o u t a n d t h a t 
f r i n g e b e n e f i t s a r e t i e d t o t h e l o c a l s t r u c t u r e " 

C o r p o r a t i o n O 

"We have h a d some p r e s s u r e f r o m l o c a l m a n a g e r s b u t n o t a s 
much a s you m i g h t a n t i c i p a t e . . . o u r p o l i c y i s c l e a r l y 
s t a t e d a n d we t r y t o e n s u r e s t r i c t c o n f i d e n t i a l i t y on 
s a l a r y i s s u e s " 

C o r p o r a t i o n S 

" l o c a l s o b j e c t i n g t o US/TCN e x p a t r i a t e r e m u n e r a t i o n p a c k a g e 
i s a p r o b l e m . It i s o f t e n p e r c e i v e d a s a t hem and u s s i t u a -
t i o n by l o c a l m a n a g e r s b u t on t h e w h o l e . I w o u l d s a y t h a t 
t h e r e h a s b e e n no a p p r e c i a b l e d e m o n s t r a t i o n - e f f e c t " 

C o r p o r a t i o n L 

While t h e l o c a l i s a t i o n of p u b l i c - s e c t o r e m p l o y m e n t p o s i t i o n s 

did l ead t o s t r o n g d e m a n d s t h a t t h e n e w l y i n s t a l l e d l o c a l 

personnel s h o u l d r e c e i v e t h e same s a l a r i e s a s t h e i r e x p a t r i a t e 

p r e d e c e s s o r s , t e n s i o n s b e t w e e n l o c a l a^'d e x p a t r i a t e m a n a g e r s 

in the p r i v a t e s e c t o r a r e u n l i k e l y t o b e a s s e r i o u s when t h e r e 

only one o r two p e r m a n e n t e x p a t r i a t e m a n a g e r s p e r s u b s i d i a r y a s 

i n c r e a s i n g l y t h e c a s e . F u r t h e r m o r e , t h e demand f o r t o p l o c a l 

managers i s i t s e l f p r o b a b l y a m o r e s i g n i f i c a n t f a c t o r i n 

i n c r e a s i n g s a l a r y l e v e l s e s p e c i a l l y w h e r e l o c a l i s a t i o n i s 

proceeding r a p i d l y . 



192 . 

an 
F i n a l l y , i n ^ i n c r e a s i n g number o f LDCs t h e income d i f f e r e n -

t i a l b e t w e e n e x p a t r i a t e s and l o c a l m a n a g e r s i s f r e q u e n t l y 

n o t v e r y l a r g e and i n some c o u n t r i e s s u c h a s B r a z i l and 

V e n e z u e l a l o c a l s a l a r i e s c a n e v e n be h i g h e r t h a n those paid 

t o e x p a t r i a t e s ! 

MNCs a r e i n c r e a s i n g l y a w a r e of t h e s i g n i f i c a n t r e d u c t i o n in 

i n t e r - c o u n t r y s a l a r y d i f f e r e n t i a l s w h i c h h a s occured during 

t h e l a s t t w e n t y y e a r s , i n p a r t i c u l a r b e t w e e n U.S . s a l a r i e s and 

t h o s e now p r e v a i l i n g i n E u r o p e and S o u t h A m e r i c a . Howaver, 
a r e 

b e c a u s e t h e f a c t o r s w h i c h / R e s p o n s i b l e f o r t h i s p r o c e s s of 

c o n v e r g e n c e h a v e y e t t o be i d e n t i f i e d a n d a n a l y s e d in any 

s y s t e m a t i c m a n n e r , i t i s v i r t u a l l y i m p o s s i b l e t o a s s e s s the 

i m p o r t a n c e of t h e m u l t i n a t i o n a l i t y f a c t o r a s t h i s was orig-

i n a l l y f o r m u l a t e d i n o u r r e s e a r c h p r o p o s a l . More s p e c i f i c -

a l l y , we h a v e s u g g e s t e d t h a t g e o c e n t r i c p e r s o n n e l p o l i c i e s 

a r e i m p o r t a n t i n p r o m o t i n g t h e i n t e g r a t i o n of l o c a l and inter-

n a t i o n a l m a r k e t s f o r m a n a g e r i a l s k i l l s and t h a t a concrete 

i n d i c a t i o n of w h e t h e r o r n o t t h i s i s o c c u r r i n g would be the 

g r a d u a l e l i m i n a t i o n of i ncome d i f f e r e n t i a l s be tween expatriate 

and l o c a l m a n a g e r s . W h i l e i t is . t r u e t h a t t h i s has happ-

e n e d in t h e m a j o r i t y of c o u n t r i e s ^ b o t h d e v e l o p e d and underdev-

l o p e d , t h i s c a n n o t be a t t r i b u t e d t o any c o n s c i o u s e f f o r t on 

t h e p a r t of TNCs t o e n c o u r a g e t h e e m e r g e n c e o f a s i n g l e , global 

s a l a r y s t r u c t u r e f o r s e n i o r m a n a g e r i a l p e r s o n n e l regardless 

of n a t i o n a l i t y c o n s i d e r a t i o n s . Not o n l y do MNCs claim that 

h o s t c o u n t r y s a l a r i e s a r e s e t s o l e l y on t h e b a s i s of condition-
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p r e v a i l i n g in l o c a l manpower m a r k e t s b u t o v e r 80% of o u r 

r e sponden t s s t a t e d q u i t e c a t e g o r i c a l l y t h a t t h e y c o u l d s e e 

no reason for^ nor was t h e r e any l i k e l i h o o d of ? an i n t e r n a t -

ional s a l a r y s c a l e i n t h e f o r s e e a b l e f u t u r e . 

Van i n t e r n a t i o n a l s a l a r y s c a l e f o r a l l o u r mana ge r s i s 
j u s t no t g o a b l e - i t w o u l d j u s t be t b o c o m p l i c a t e d " 

C o r p o r a t i o n R 

" t h e r e i s no q u e s t i o n of u s i n t r o d u c i n g s u c h a s c a l e 
. . . t h e r e i s t o o much d i s p e r s i o n b e t w e e n l o c a l s a l a r i e s " . . . 

C o r p o r a t i o n O 

" t h e r e i s no p o s s i b i l i t y of any u n i v e r s a l s a l a r y s c a l e . . . 
we w i l l a lways m a i n t a i n a c l e a r d i v i s i o n b e t w e e n i n t e r -
n a t i o n a l and l o c a l r e m u n e r a t i o n . . . . " 

C o r p o r a t i o n F 

However^ a smal l m i n o r i t y of MNCs who a r e p u r s u i n g more f o r w a r d 

looking p e r s o n n e l p o l i c i e s d i d n o t t o t a l l y d i s c o u n t t h e p o s s i -

b i l i t y of t he emergence of a g l o b a l s a l a r y s t r u c t u r e : 

"As banking becomes i n c r e a s i n g l y t r a n s n a t i o n a l i z e d t h e r e 
w i l l be s t r o n g p r e s s u r e s t o i n t r o d u c e an a g g r e g a t e 
i n t e r n a t i o n a l s a l a r y s t r u c t u r e . T h i s w i l l p r o b a b l y 
be a compos i t e of h i g h s a l a r y s t r u c t u r e s s u c h a s German, 
Swiss and Amer ican a l t h o u g h some b o n u s e l e m e n t w i l l s t i l l 
have to be b u i l t i n f o r t h o s e who t a k e a d r o p i n s a l a r y . 
Such a system i s a l r e a d y i n e x i s t e n c e b u t i s c o n f i n e d t o 
t he r e a l l y key p e r f o r m e r s i n t h e C o r p o r a t i o n - p r o b a b l y 
no more than 1 0 - 1 5 p e o p l e . Bu t by t h e 1 9 9 0 s I e n v i s a g e 
t h a t t h e m a j o r i t y of t h e s e n i o r o f f i c e r s w o u l d r e c e i v e 
such a s a l a r y . . . " 

( C o r p o r a t i o n U) 

The i n c r e a s i n g movement w i t h i n E u r o p e of m a n a g e r s e m p l o y e d by 

Corpora t ion E a g g r a v a t e d t h e p r o b l e m s a s s o c i a t e d w i t h t h e home 

country b a l a n c e s h e e t m e t h o d o l o g y t o s u c h an e x t e n t t h a t a 

new system was i n t r o d u c e d i n 1977 w h e r e b y e x p a t r i a t e s a r e 
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now f i t t e d i n t o t h e h o s t c o u n t r y s a l a r y s t r u c t u r e . Some 

a d d i t i o n a l a l l o w a n c e s a r e g i v e n t o c o m p e n s a t e t he expa t r i a t e 

f o r c h a n g e i n e n v i r o n m e n t e t c . , and t o a l l o w f o r moves from 

h i g h t o l ow s a l a r y e c o n o m i e s . 

A n o t h e r r e c e n t d e v e l o p m e n t w h i c h i s l i k e l y t o encourage the 

c o n v e r g e n c e of n a t i o n a l s a l a r y s t r u c t u r e s i s t h e inc reas ing 

c o n t r o l e x e r c i s e d by h e a d o f f i c e s o v e r t h e r emune ra t i on of key 

m a n a g e r s w o r l d w i d e . A p p r o x i m a t e l y 50% of our respondents 

s t a t e d t h a t t h e y p l a y e d an a c t i v e r o l e i n v e t t i n g s a l a r y 

s t r u c t u r e s 

" F i n a l a p p r o v a l of n a t i o n a l s a l a r y s t r u c t u r e s and cost of 
l i v i n g i n c r e a s e s , b o n u s e s e t c . , i a made in t he U.S. 

r e c o m m e n d a t i o n s . T h i s c o n t r o l i s u t i l i z e d t o ensure 
p r o p e r s a l a r y s u r v e y m a i n t e n a n c e w o r l d w i d e " . 

C o r p o r a t i o n C 

"we h a v e c o m p l e t e c o n t r o l o v e r l o c a l s a l a r i e s . . .Records 
of a l l t o p p e o p l e a r e k e p t i n New Y o r k . . . " 

C o r p o r a t i o n I 

" t o p p o s i t i o n s a r e r e v i e w e d a n n a a l l y . . .we a r e in t e re s t ed 
i n w h a t o u r C h i l e a n and German G e n e r a l Managers are being 
p a i d - n o t b e c a u s e we w a n t t o p a y them t h e same in real 
t e r m s b u t f o r c o s t c o n s i d e r a t i o n s o n l y . . . " 

C o r p o r a t i o n 0 

"all a p p o i n t m e n t s w i t h s a l a r i e s a b o v e # 5 0 , 0 0 0 have to be 
r e f e r r e d t o New York f o r a p p r o v a l . . . " 

C o r p o r a t i o n S 

"we h a v e a P e r s o n n e l c o m m i t t e e w h i c h l o o k s a t head officers 
and a l l o t h e r s e a r n i n g more t h a n # 1 0 0 , 0 0 0 . . . " 

C o r p o r a t i o n D. 
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CHAPTER 8: MANAGERIAL NATIONALITY MIX AND REMUNERATION 
POLICIES IN NIGERIA: A VIEW FROM LONDON. 

The purpose of this short chapter is to synthesise and 
comment upon the information and views obtained from interviews 
conducted in April 1978 with seven London-based personnel 
consultants who have all been involved in the recruitment of 
and the setting of salaries and fringe benefits for managers 
in the Middle East and, to a slightly lesser extent, Nigeria. 
This concentration is perhaps not surprising and yet it is 
nevertheless striking. Only one consultant had worked for 
clients in another African country and that was Kenya. In 
effect, therefore, this paper is really about Nigeria, inter-
spersed with a few comments on the Middle East manpower 
situation. 

N a t i o n a l i t y mix of MNC m a n a g e r s . 

On the basis of the replies given by the consultants, it would 
appear that virtually all British MNCs are committed to a poly-
centric managerial nationality mix. In other words, their basic 
intention is to indigenise completely the managements of their 
subsidiaries not only in Nigeria but in all African countries 
where they have operations. The most important factor behind 
this strategy is the increasingly stringent restrictions on 
the use of expatriates . The Africanisation of the private 
sector did not become a really important issue until after the 
mid-1960s, by which time most of the public sector was staffed 
by Nigerians. The Expatriate Quota System was inaugurated 
in 1967 in order to phase out the employment of foreigners 
who, it has been established, occupied 80-85% of senior and 
507o of middle management positions and who, not surprisingly, 
were heavily concentrated in the largest MNCs. Furthermore, 
the majority of the senior African managers were not in "key"' 
decision-making positions and accusations of "window-dressing" 
were prevalent. 

The consultants stated that the pace of indigenisation had accel-
erated in the last five years and that African managers were becoming 
increasingly determined to take over from departing expatriates. 
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Nevertheless, the total number of expatriates was estimated 
to be approximately 20,000 in 1975 (compared with an estimated 
total of senior level personnel in the modern sector of 
91,500). Since then it is likely that there has been a 
marked reduction in the incidence of expatriates in large and 
medium foreign and local enterprises, but, with the implementati-
of a multitude of new investment projects the absolute number 
may well have increased. The UAC expatriate quota for all its 
many Nigerian operations was. reported to be only between 50-60 

now whereas it had been "hundreds" in the late sixties. 
Likewise, Barclays quota is now only 30. UAC has had 
an African chairman since 1975 and some of the bigger firms 
have been totally indigenised. However, there was a unanimous 
feeling that the present rate of Nigerianisation was excessive 
s i n c e t h e r e was an a c u t e s h o r t a g e of s u f f i c i e n t l y we l l qualified 
( i n p a r t i c u l a r , i n t e r m s of e x p e r i e n c e ) N i g e r i a n managers to take 
o v e r . I n t e r e s t i n g l y , one c o n s u l t a n t w i t h c o n s i d e r a b l e experience 
working a s a p e r s o n n e l m a n a g e r f o r s e v e r a l l a r g e B r i t i s h companies 
a r g u e d t h a t t h e p r e s e n t s t r i n g e n t r e s t r i c t i o n s i n N ige r i a would 
b e r e l a x e d a s i s c u r r e n t l y h a p p e n i n g i n Kenya and t o a lesser 
e x t e n t T a n z a n i a . He a l s o t h o u g h t t h a t a new t y p e of expa t r ia te 
m a n a g e r was e m e r g i n g who, a s a " t e c h n i c a l a d v i s e r " , would continue 
t o v i s i t s u b s i d i a r i e s f o r one o r two m o n t h s o n l y i n order to make 
s u r e t h a t e v e r y t h i n g was r u n n i n g s m o o t h l y . 

From t h e s e i n t e r v i e w s , i t wou ld seem t h a t f o r t h e s h o r t term at 
l e a s t , i t i s h i g h l y u n l i k e l y t h a t A f r i c a n s u b s i d i a r i e s and their 
m a n a g e r i a l p e r s o n n e l wou ld b e i n c l u d e d i n any g e o c e n t r i c staffing 
and c o m p e n s a t i o n s t r a t e g y . Even i n E u r o p e a n d Nor th America, the 
i n c i d e n c e of any m a r k e d t e n d e n c i e s t o w a r d s t h e emergence of a trul 
m u l t i n a t i o n a l management c a d r e who wou ld b e r e m u n e r a t e d on the 
b a s i s of wha t t h e j o b i s w o r t h r e g a r d l e s s o f n a t i o n a l i t y i s , accor 

„ (1973:40) 
m g t o F r a n k o , " s t i l l e x c e e d i n g l y r a r e " . Two of the c o n s u l t a n t s 

d i d f e e l t h a t a m u l t i n a t i o n a l c a d r e was d e v e l o p i n g but tha t i t «as 

l i k e l y t o r e m a i n c o n f i n e d t o t h e v e r y t o p p o s i t i o n s on ly . On the 
q u e s t i o n o f A f r i c a n m a n a g e r s a s TCNs, t h i s was though t to be an 
e x t r e m e l y u n l i k e l y d e v e l o p m e n t f o r some t i m e t o come mainly be' 
t h e demand f o r m a n a g e r s of t h i s c a l i b r e w i l l b e so l a r g e in 
own c o u n t r i e s . T h e r e a r e a s m a l l number o f A f r i c a n TCNs, mai-
w o r k i n g i n o t h e r A f r i c a n c o u n t r i e s a l t h o u g h a f e w a re s e n t 

r e l a t i v e l y s h o r t s t a y s t o HQ a s p a r t of t h e i r o v e r a l l t ra in : 



197 . 

jo summarize, the e f f e c t s o f g o v e r n m e n t l o c a l i s a t i o n m e a s u r e s h a v e 
Keen l a r g e l y i g n o r e d by t h e l i t e r a t u r e on MNC m a n a g e r i a l p o l i c i e s . 
In the c o n t e x t of E u r o p e and t h e A m e r i c a s t h i s i s u n d e r s t a n d a b l e 
because government p o i c i e s do n o t on t h e w h o l e p r e s e n t any s e r i o u s 
problems conce rn ing t h e employmen t o f m a n a g e r s of d i f f e r e n t n a t i o n -
a l i t i e s . However, g i v e n t h e c o n s t r a i n t s i n mos t of T r o p i c a l A f r i c a 
at the p r e s e n t t i m e , i t i s u n l i k e l y t h a t an MNC c o u l d s u c c e e d i n 
adopting a " g e o c e n t r i c " , t r u l y m u l t i n a t i o n a l s t a f f i n g p o l i c y w h i c h 
would i n c l u d e A f r i c a n s u b s i d i a r i e s a n d A f r i c a n m a n a g e r s . A n o t h e r 
important c o m p l i c a t i n g f a c t o r n o t d e a l t w i t h by t h e l i t e r a t u r e i s 
the f a c t t h a t MNCs a r e f r e q u e n t l y n o t a l l o w e d t o o p e r a t e i n A f r i c a 
in the. pure form a s s u m e d by many w r i t e r s . More s p e c i f i c a l l y , 
MNCs a re i n c r e a s i n g l y h a v i n g t o e n t e r i n t o j o i n t v e n t u r e s w i t h 
government c o n t r o l l e d c o r p o r a t i o n s and c o m p a n i e s o r a l t e r n a t i v e l y 
r e l i nqu i sh ing t h e i r c o n t r o l o v e r l a r g e p o r t i o n s o f t h e t o t a l 
equity ( o f t e n more- t h a n 50%) a s i s t h e c a s e f o r e x a m p l e w i t h t h e 
i n d u s t r i e s in s c h e d u l e s 2 and 3 o f t h e r e v i s e d 1972 N i . g e r i a n E n t e r -
pr ises Promotion D e c r e e . Not o n l y , t h e r e f o r e , a r e MNCs l i k e l y t o 
be c o n s t r a i n e d by g e n e r a l l e g i s l a t i o n a n d a d m i n i s t r a t i v e d e c r e e s 
concerning the employment o f PCNs and TCNs b u t a l s o more d i r e c t l y 
via l o c a l c o n t r o l which i s l i k e l y t o b e more p a r o c h i a l a n d h e n c e 
less g loba l i n i t s o u t l o o k t o w a r d s o v e r a l l p o l i c y f o r m u l a t i o n a n d 
in p a r t i c u l a r t h e m a n a g e r i a l n a t i o n a l i t y m i x . I t may w e l l b e t h a t 
MNCs j u s t do not c o n s i d e r A f r i c a n MNCs a s b e l o n g i n g t o an i n t e g r a t e d 
worldwide o r g a n i z a t i o n . 

When asked whether or not, in the absence of localisation measures, 
British companies would still indigenise to the extent that they 
are now being forced to, most of the consultants felt that they 
would, partly because a polycentric managerial policy defused 
nationalist feelings and once African managers had developed 
their skills and self-confidence, this was likely to lead to better 
industrial relations and a better performance overall (as Franko 
points out, "a local boss seems to symbolise a certain independence, 
however vestigial"). Another important consideration is the 
rapidly escalating costs incurred in posting a British expatriate 
overseas which has encouraged the substitution of local for 
foreign managers. 
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C o m p e n s a t i o n p o l i c i e s o f B r i t i s h MNCs 

F i r s t l y , i t i s n e c e s s a r y t o g e t some i d e a of t he magnitude of-,, 
t o t a l c o s t s o f e m p l o y i n g a n e x p a t r i a t e m a n a g e r . B r i t i s h company 
employ t h e b a l a n c e s h e e t a p p r o a c h w h i c h t r i e s t o e n s u r e t h a t the 
B r i t i s h m a n a g e r w o r k i n g o v e r s e a s r e c e i v e s a s a l a r y t h a t allows 
h im t o m a i n t a i n " a t l e a s t " t h e same s t a n d a r d of l i v i n g he enjoys 
i n t h e UK, on t o p o f w h i c h i s a d d e d a p u r e inducement element and 
v a r i o u s r e l o c a t i o n e x p e n s e s . The c a l c u l a t i o n s a r e complex since 
e s t a b l i s h i n g e q u i v a l e n t s a l a r i e s i n v o l v e s c o s t of l i v i n g indexes, 
e x c h a n g e r a t e c o n s i d e r a t i o n s , t a x l a w s e t c . , t h e d e t a i l s of which 
n e e d n o t - b o t h e r u s h e r e . In t h e J a n u a r y 1978 e d i t i o n cf the fet A f r i -

"Bch-iical R e v i e w , t h e f o l l o w i n g t a b l e was p r e s e n t e d as be ing rep-
r e s e n t a t i v e o f t h e c o s t s i n v o l v e d i n e m p l o y i n g a B r i t i s h Contracts 
Manage r i n Lagos who w o u l d e a r n £ 9 0 0 0 p e r annum in t h e UK and who 
h a s a w i f e and two c h i l d r e n , o n e o f whom would be educated in the 
UK. ~~ 

Table 1; Costs of employing a British manager in Lagos, 1978. 

£ 
Pre Depar tu re : (Briefing, Medical , T a x adv ice , Language 

Training) 600 
Dis turbance: (Rent /Sale of H o m e and C a r . Storage of Possessions, 

Possess ion , Clothing) 1,600 
Relocation: (Transpor t of Fami ly /Posses s ions . Air/ 

Sur face , Insu rance ) 3,190 
Installation: (Hote l s , Settling-in Al lowance , Induction) 2,465 
Remunerat ion: (Net O v e r s e a s Pay , Tax/Socia l Security, 

Pension) 23,840 
Accommoda t ion : (Renta l , Furnishing, Ma in t enance , 

Insurance) 18.750 
Educat ion: (UKyLagos , Trave l Cos t s on Visits to Lagos) 2.730 
Leave: (Travel C o s t s , a s at Reloca t ion . 

Leave RelieO 2,510 
C a n (Purchase , all running cos ts , dr iver) 4.400 
Other : (Medica re , Clubs . Admin f rom U K ) 1.060 

— TOTAL • £61.145 



A n o t h e r example from one of t h e c o n s u l t a n t s was t h a t a man 
e a r n i n g £7000 i n t h e UK w o u l d h a v e t o b e o f f e r e d a n o m i n a l 
sa lary of £15000 i n N i g e r i a p l u s a l l t h e c o s t of l i v i n g , r e -
l o c a t i o n , h o u s i n g , c a r and o t h e r a l l o w a n c e s , w h i c h a r e " t y p i c a l -
ly around f o u r t imes t h e o v e r s e a s r e m u n e r a t i o n " . The r e c e n t 
business j o u r n a l l i t e r a t u r e h a s s u g g e s t e d t h a t MNCs, i n p a r t i c u l a r 
US-based ones , a r e t r y i n g t o s i m p l i f y o v e r s e a s r e m u n e r a t i o n 
packages f o r f o r e i g n m a n a g e r s . H o w e v e r , t h e f a c t r e m a i n s t h a t 
most of t he l a r g e i t e m s o f e x p e n d i t u r e s u c h a s a c c o m m o d a t i o n 
s t i l l have t o be p a i d a n d i t i s l i k e l y t h e r e f o r e t h a t i t w i l l b e 
d i f f i c u l t t o reduce o v e r a l l c o s t s s u b s t a n t i a l l y . The g e o c e n t r i c , 
m u l t i n a t i o n a l i s a t i o n h y p o t h e s i s i m p l i e s t h a t m a n a g e r s w i l l b e 
paid on t he b a s i s on m e r i t and wha t t h e j o b i s w o r t h w h i c h s u g g e s t s 

that f o r example t he v e r y l a r g e r e a l - i n c o m e d i f f e r e n t i a l w h i c h 
a n d 

now e x i s t s between most e x p a t r i a t e /• l o c a l m a n a g e r s p e r f o r m i n g 
la rge ly s i m i l a r t a s k s w o u l d g r a d u a l l y b e e l i m i n a t e d . C o n s e q u e n t l y , 
MNCs would p robab ly end up p a y i n g v e r y much l a r g e r s a l a r y b i l l s 
than would be t he c a s e i f t h e y p u r s u e d a p o l y c e n t r i c s t a f f i n g 
policy and a l lowed s a l a r i e s t o b e d e t e r m i n e d on t h e b a s i s o f l o c a l 
supply and demand c o n d i t i o n s . Most of t h e c o n s u l t a n t s , h o w e v e r , 
f e l t t h a t B r i t i s h MNCs w e r e f a i r l y c o s t c o n s c i o u s and h a v e t h e r e -
fore opted f o r t he p o l y c e n t r i c - l o c a l m a r k e t s t r a t e g y s i n c e t h i s 
is c l e a r l y c o n s i s t e n t w i t h p r o f i t - m a x i m i s a t i o n . F o o t e p r e s e n t s 
data which show t h a t i n c r e m e n t s t o e x p a t r i a t e s a l a r i e s c a n a c c o u n t 
for as much as 20% of some US MNCs o v e r s e a s p r o f i t s , and y e t i t 
should be no t ed t h a t s h e f o u n d t h a t many MNCs d i d n o t a p p e a r t o b e 
p a r t i c u l a r l y w o r r i e d , i f e v e n a w a r e , o f t h i s s i t u a t i o n . H o w e v e r , 
one c o n s u l t a n t a rgued t h a t t h e m a r k e d p r e f e r e n c e f o r B r i t a i n ' s 

"cheap l a b o u r " a s r e c r u i t s f o r m a n a g e r i a l a p p o i n t m e n t s i n t h e 
Middle East s u g g e s t s t h a t MNCs employ B r i t i s h m a n a g e r s a s TCNs 
p r e c i s e l y because t h e y a r e r e l a t i v e l y c h e a p c o m p a r e d t o t h e s a l -
a r ies which would h a v e t o b e p a i d t o E u r o p e a n o r A m e r i c a n m a n a g e r s 
w i th s i m i l a r q u a l i f i c a t i o n s and e x p e r i e n c e . 

The gene ra l f e e l i n g was t h a t f o r e i g n and l o c a l c o m p a n i e s b o t h s e t 
their manager ia l s a l a r i e s on t h e b a s i s of t h e p r e v a i l i n g l o c a l 
Market c o n d i t i o n s . The f a c t t h a t mos t h e a d o f f i c e s do n o t p l a y an 
important p a r t in d e c i s i o n s a b o u t m a n a g e r i a l s a l a r i e s i n t h e i r 
African s u b s i d i a r i e s w o u l d a l s o seem t o s u g g e s t t h a t s a l a r i e s a r e 
-argely based on l o c a l m a r k e t c o n d i t i o n s . The c o n s u l t a n t s w e r e 
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r o u g h l y e q u a l l y d i v i d e d on t h e q u e s t i o n of how sys t ema t i c the 
p r o c e s s of s a l a r y d e t e r m i n a t i o n a c t u a l l y i s . Some of them fe l t 
t h a t i n t h e i r o p i n i o n t h e s e t t i n g of s a l a r i e s was very ad hoc 
w h i l e t h e o t h e r s a r g u e d that i t was in "the c o m p a n i e s ' i n t e r e s t s "not 
t o r o c k t h e s a l a r i e s b o a t " and f o r t h i s r e a s o n t h e r e had become 
e s t a b l i s h e d an i n f o r m a l s a l a r y c l u b i n wha t appears to be an ex-
t r e m e l y c l o s e - k n i t and c o h e s i v e b u s i n e s s community. Apparently, 
c o m p a n i e s r e a d i l y e x c h a n g e i n f o r m a t i o n wiih o t h e r companies who are 
w a n t i n g t o f i n d o u t what s a l a r y and f r i n g e b e n e f i t s they should 
p r o v i d e f o r a p a r t i c u l a r t y p e of manage r t h e y a re r e c r u i t i n g . 

Up u n t i l t h e m i d - 1 9 6 0 s t h e g r e a t m a j o r i t y of Niger ian sk i l l ed man-
power had b e e n a b s o r b e d by t h e p u b l i c s e c t o r . For example, 

Stremlan s t a t e s t h a t " u n t i l r e c e n t l y t h e r e have been few 
u n i v e r s i t y g r a d u a t e s i n t h e p r i v a t e s e c t o r " ' . However, t h i s situatior. 
b e g a n t o c h a n g e w i t h t h e b i g i n c r e a s e i n MNC p e n e t r a t i o n into the 
N i g e r i a n economy i n t h e p e r i o d 1 9 6 3 - 1 9 6 7 and a l s o with the intro-
d u c t i o n o f e x p a t r i a t e q u o t a s i n 1 9 6 7 . " B u s i n e s s f o u n d - t h a t i t want-

> 

ed t h e g r a d u a t e s and t h e g r a d u a t e s f o u n d t h a t they wanted business". 
The d o m i n a n t p o s i t i o n of t h e p u b l i c s e c t o r as the 
m a j o r e m p l o y e r of t o p - l e v e l manpower i s i n d i c a t e d by a questionnaire 
s u r v e y c o n d u c t e d by t h e N i g e r i a n I n s t i t u t e of Management of 167 
e c o n o m i c s and b u s i n e s s a d m i n i s t r a t i o n g r a d u a t e s from the university 
of Lagos b e t w e e n 1 9 5 9 - 1 9 6 9 . I t was f o u n d t h a t only 33% held jobs 
i n t h e p r i v a t e company s e c t o r and of t h e s e f o u r t imes as many were 
employed by MNCs t h a n N i g e r i a n c o m p a n i e s . 

The r e l a t i o n s h i p b e t w e e n t h e p u b l i c and p r i v a t e s e c t o r s has been 
t r a n s f o r m e d i n many ways s i n c e t h e e a r l y 1 9 7 0 s . Whilst the public 
s e c t o r s t i l l c o n t i n u e s t o b e t h e m a j o r employer of s k i l l e d and 
u n s k i l l e d l a b o u r and a s s u c h p l a y s a c r u c i a l r o l e i n the p e r s o n a l 

i ncome d e t e r m i n a t i o n p r o c e s s e s i t i s now q u i t e c l e a r tha t the 
p r i v a t e s e c t o r i s t h e p a c e s e t t e r a s f a r a s s a l a r i e s are c o n c e r n e d . ( 

A 1 1 t h e c o n s u l t a n t s a g r e e d t h a t p u b l i c s e c t o r s a l a r i e s were increa-
i n g l y l a g g i n g b e h i n d t h o s e p a i d t o m a n a g e r s i n the booming priVa"e 

s e c t o r and t h a t t h i s i s i n e v i t a b l y r e s u l t i n g i n a severe and con-
t i n u o u s d r a i n of s k i l l e d manpower f r o m t h e p u b l i c s e c t o r . "he 

- no for 
t e n t of t h i s i n t e r - s e c t o r a l s a l a r y d i f f e r e n t i a l i s consider: 

e x a m p l e , P r o f e s s o r Nwanko i n an a r t i c l e i n t h e Daily Times 



9, 1978) argued t h a t " a n e n g i n e e r on GL 10 i n g o v e r n m e n t c a n b e 
handling b u s i n e s s or c o n t r a c t s w o r t h m i l l i o n s of n a i r a b u t i f 
he p i cks up c o u r a g e , h e can w i t h a m e r e l e t t e r h e a d , s e t up a 
consul tancy and e a r n t h r o u g h c o m m i s s i o n e t c n e a r l y t w i c e o r t h r i c e 
his annual government s a l a r y i n o n e g o v e r n m e n t c o n t r a c t " . The 
Udoji Commission a t t e m p t e d t o e q u a l i z e s a l a r i e s o f e q u i v a l e n t 
pos i t i ons i n t he p u b l i c s e c t o r b u t " r e f u s i n g t o b e b e a t e n a t t h e 
game, t he p r i v a t e s e c t o r i n s t i t u t e d b e t t e r a n d more a t t r a c t i v e 
remuneration and c o n d i t i o n s o f s e r v i c e " In o t h e r w o r d s , a s f a r 
as the p u b l i c s e c t o r i s c o n c e r n e d , i t d o e s n o t a p p e a r t h a t t h e 
wages p o l i c y has beeh e f f e c t i v e i n a t t r a c t i n g , r e t a i n i n g a n d 
mot ivat ing employees U d o j i d i d a r g u e t h a t s t a t e - o w n e d commer-
c i a l and i n d u s t r i a l c o m p a n i e s " a r e p a r t of t h e p u b l i c s e r v i c e s 
only in t h a t they a r e owned c o m p l e t e l y o r p a r t l y by g o v e r n m e n t . 
They should not f u n c t i o n o r b e s t a f f e d a s i f t h e y a r e p a r t of t h e 
c i v i l s e r v i c e nor s h o u l d t h e y b e p a i d a s i f t h e y w e r e c i v i l 
servants . . . For t h i s c a t e g o r y of t h e p u b l i c s e c t o r we r e l y 
on the market p l a c e a s t h e p r o p e r m a c h i n e r y f o r s e t t i n g c o m p e n s a t i o n 
Since t h e n , however , t h e g o v e r n m e n t h a s i m p l e m e n t e d a s a l a r i e s 
f r e e z e . As i s o f t e n t h e c a s e w i t h i n c o m e s p o l i c i e s , t h i s h a s m a i n l y 
e f f e c t e d managers a n d o t h e r p r o f e s s i o n a l s i n t h e p u b l i c s e c t o r . 
Whilst Udoji wanted t o r e d u c e t h e s i z e o f i n c o m e d i f f e r e n t i a l s w i t h -
in the p u b l i c s e c t o r , t h e s u r p l u s of u n s k i l l e d l a b o u r c o u p l e d w i t h 
the acu te excess demand f o r s k i l l e d manpower i s t e n d i n g t o f o r c e 
them a p a r t . Acco rd ing t o s e v e r a l o f t h e c o n s u l t a n t s t h e N i g e r i a n 
government 's incomes p o l i c y h a s n o t h a d much i m p a c t on p r i v a t e 
sector s a l a r i e s which t h e y f e e l a r e f a i r l y s e n s i t i v e and r e s p o n d 
to supply and demand p r e s s u r e s . The p o l i c y o n l y e f f e c t s t h e s a l a r i e s 
of managers who a r e a l r e a d y e m p l o y e d and t h i s d o e s n o t p r e v e n t com-
panies from i n c r e a s i n g t h e s a l a r i e s f o r new management a p p o i n t m e n t s . 
This i n e v i t a b l y l e d t o some t e n s i o n b e t w e e n "new" a n d " e s t a b l i s h e d " 
managers and has a l s o e n c o u r a g e d m a n a g e r s t o c h a n g e t h e i r j o b s . 
Turnover, t h e r e f o r e , h a s b e e n q u i t e h i g h , e s p e c i a l l y a m o n g s t t e c h -
n ica l p e r s o n n e l who a r e e s p e c i a l l y i n demand . For e x a m p l e , one 
consul tan t s a i d t h a t t h e a n n u a l t u r n o v e r of t e c h n i c i a n s h a d b e e n 
as high as 40% in o n e company h e h a d r e c e n t l y u n d e r t a k e n some work 
f o r . 

°ne of t h e c o n s u l t a n t s a r g u e d t h a t n o m i n a l s a l a r i e s h a d b e e n s u r -

p r i s i n g l y s l u g g i s h r e c e n t l y w h i c h c o u l d p r o b a b l y b e a t t r i b u t e d t o 
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t h e g o v e r n m e n t ' s i n c o m e s p o l i c y . However , he d id s t a t e t ha t f r i n , 
b e n e f i t s h a v e p r o b a b l y i n c r e a s e d i n o r d e r t o compensate f o r this 

W i t h i n t h e p r i v a t e s e c t o r , most of t h e c o n s u l t a n t s s t a t e d that Mi 
t e n d t o p a y t h e i r m a n a g e r s more t h a n l o c a l companies although thi 
we re g e n e r a l l y v a g u e a b o u t how l a r g e t h i s d i f f e r e n t i a l i s . One 
t h o u g h t "no more t h a n 20%" w h i l e a n o t h e r t h o u g h t t h a t the differ 
e n c e i s a r o u n d 10-15% . 

O b v i o u s l y a l o t of work n e e d s t o be d o n e on the p r e c i s e nature of 
t h e m a r k e t s f o r s k i l l e d manpower . Given t h e p o s i t i o n of the public 
s e c t o r a n d t h e f a c t t h a t t h e p r i v a t e s e c t o r i s a l s o dominated by 
a r e l a t i v e l y f e w , v e r y l a r g e f o r e i g n c o m p a n i e s who a r e s t i l l the 
m a j o r e m p l o y e r s of l o c a l m a n a g e r s t h i s m a r k e t i s u n l i k e l y to be 
v e r y p e r f e c t i n t h e n e o - c l a s s i c a l s e n s e . In o the r words, monopson-
i s t i c t e n d e n c i e s a r e l i k e l y t o b e s t r o n g a l t h o u g h of course the 
i n c r e a s e i n demand f o r m a n a g e r s e t c h a s p r o b a b l y r e s u l t e d in more 
c o m p e t i t i o n . T h i s d o e s n o t mean of c o u r s e t h a t t he previously 
m e n t i o n e d i n f o r m a l c a r t e l t e n d e n c i e s 

h a v e b e e n e l i m i n a t e d . T h e r e i s one f u r t h e r f a c t o r which needs 
t o b e m e n t i o n e d . A number of t h e c o n s u l t a n t s remarked tha t junior 
and m i d d l e A f r i c a n m a n a g e r s who t h e y c l a i m have been part icular ly 
h a r d h i t by r a p i d i n f l a t i o n i n r e c e n t y e a r s a re beginning to 
o r g a n i s e t h e m s e l v e s i n o r d e r t o e s t a b l i s h a b e t t e r bargain ing pos-
i t i o n . I t w i l l be i n t e r e s t i n g t o s e e wha t impac t ( i f any) this will 
h a v e on t h e l e v e l of t h e i r r e w a r d s i n t h e f u t u r e . 

F i n a l l y , t h e c o n s u l t a n t s ' v i e w s were s o u g h t on the presence of 
h i g h l y - p a i d e x p a t r i a t e s on d o m e s t i c s a l a r y l e v e l s v i a some kind of 
d e m o n s t r a t i o n e f f e c t . Most of them s t a t e d t h a t t h i s had not really 
b e e n a p r o b l e m and t h a t , on t h e w h o l e , t h e d i f f e r e n t i a l had not 

na r rowed i n r e c e n t y e a r s . T h i s was due i n p a r t t o the f a c t that an 
o f t e n s u b s t a n t i a l p o r t i o n of an e x p a t r i a t e ' s s a l a r y i s in the f° r-
of an o f f s h o r e paymen t and t h a t i n c r e a s i n g l y both e x p a t r i a t e s 

l o c a l m a n a g e r s r e c e i v e t h e same n o m i n a l s a l a r y but do not on t.e 
TTnr 1 nstac 

^whole e n j o y a n y t h i n g l i k e t h e same k i n d of f r i n g e benefits r01 
/ e x p a t r i a t e w i l l usuallybe p r o v i d e d w i t h a f u l l y f u r n i s h e d house - -b" ci"-

h i s N i g e r i a n c o u n t e r p a r t w i l l o n l y r e c e i v e a h o u s i n g a l l o w a n c e 

i s s u b s t a r t i a l l y l e s s i n r e a l t e r m s . One c o n s u l t a n t a r g u e d 

B r i t i s h m a n a g e r i a l s a l a r i e s had b e e n l i t t l e a f f e c t e d e i t h e r 
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n u c h h i g h e r s a l a r i e s p a i d i n E u r o p e and t h e US o r t h e p r e s e n c e 

0f a s i z e a b l e number ( h e t h o u g h t a r o u n d 6 0 , 0 0 0 ) o f f o r e i g n m a n a g e r s 
working i n t h e UK. Why t h e n , h e a r g u e d , s h o u l d B r i t i s h e x p a t r i a t e s 
have much impact on t h e s a l a r i e s o f N i g e r i a n m a n a g e r s ? I t s h o u l d b e 
pointed o u t , however , t h a t h e i g n o r e d t h e r e l a t i v e s i z e s o f t h e 
B r i t i s h - f o r e i g n and B r i t i s h - N i g e r i a n s a l a r y d i f f e r e n t i a l s . 

It i s o f t e n d i f f i c u l t t o d e t e r m i n e t o w h a t e x t e n t a n y r e d u c t i o n 
w h i c h might be o b s e r v e d i n t h e e x p a t r i a t e - H C N s a l a r y d i f f e r e n t i a l 
i s due t o a d e m o n s t r a t i o n e f f e c t p e r s e o r t h e n e t e f f e c t o f l o c a l 
manpower marke t s i n t h e UK and N i g e r i a . I t i s u n q u e s t i o n a b l y t r u e 
that the r a p i d i n d i g e n i s a t i o n o f c e r t a i n o c c u p a t i o n s i n N i g e r i a 
has r e s u l t e d i n upward p r e s s u r e s on s a l a r y l e v e l s ( a c c o u n t a n t s a r e 
probably t h e b e s t e x a m p l e o f t h i s ) b u t t h i s i s m o r e t h e r e s u l t o f 
acute s h o r t a g e s of l o c a l p e r s o n n e l r a t h e r t h a n any c o n s c i o u s d e -
cis ion on t h e p a r t of a f o r e i g n company t o i m p l e m e n t a c e r t a i n 
remuneration p o l i c y . 

In te res t ing ly , two c o n s u l t a n t s d i d s t a t e t h a t t h e N i g e r i a n m a n a g e r s 
who a re now r e p l a c i n g e x p a t r i a t e s a t t h e v e r y t o p o f t h e m a n a g e r i a l 
h ierarchy ( i . e . g e n e r a l m a n a g e r a n d d i v i s i o n a l h e a d s ) a r e r e c e i v i n g 
not only t he same n o m i n a l s a l a r i e s b u t a l s o t h e g e n e r o u s f r i n g e 
b e n e f i t s as w e l l ( e g . l a r g e h o u s e , c a r a n d c h a u f f e u r , o n e o r two 
domestic w o r k e r s , h e a l t h i n s u r a n c e , c l u b s u b s c r i p t i o n e t c ) . J u s t 
how impor t an t a t r e n d t h i s w i l l b e i s d i f f i c u l t t o s a y . I t h a s b e e n 
suggested t h a t a r e d u c t i o n i n t h e e x p a t r i a t e - H C N d i f f e r e n t i a l i s 
i n d i c a t i v e of a g e o c e n t r i c s t a f f i n g p o l i c y by MNCs a l t h o u g h t h e r e 
may wel l be o t h e r , l e s s w e l l - f o r m u l a t e d a n d p r a g m a t i c r e a s o n s f o r 
th is r e d u c t i o n . 



C o n c l u s i o n 

The f o r e g o i n g d i s c u s s i o n h a s i n e v i t a b l y been somewhat qualitative 
and i m p r e s s i o n i s t i c b u t n e v e r t h e l e s s i t does give us some idea of 
t h e p r e s e n t t r e n d s i n n a t i o n a l i t y mix and remunera t ion pol ic ies 
i n N i g e r i a . P e r h a p s t h e mos t s t r i k i n g f e a t u r e of the Nigerian sit-
u a t i o n i s t h e r a p i d l y e x p a n d i n g and i n c r e a s i n g l y s o p h i s t i c a t e d 
" m o d e r n " s e c t o r and t h e n e e d t h e r e f o r e t o r e c r u i t and 
t r a i n p e r s o n n e l who a r e c a p a b l e o f u n d e r t a k i n g the most advanced 
m a n a g e r i a l and t e c h n i c a l t a s k s . A l t h o u g h t h e r e does not seem to 
b e any c o n s c i o u s a t t e m p t s t o c r e a t e a g e o c e n t r i c management cadre 
by MNCs i n N i g e r i a , n e v e r t h e l e s s N i g e r i a n e x e c u t i v e s do l i ve and 
work i n c o r p o r a t e and u r b a n e n v i r o n m e n t s which a r e increas ingly 
s i m i l a r t o t h e o n e s t h a t e x i s t i n t h e mos t advanced c a p i t a l i s t 
c o u n t r i e s w h i l e a t t h e same t i m e t h e g r e a t mass of the Nigerian 
p o p u l a t i o n r e m a i n l a r g e l y u n a f f e c t e d by t h e b e n e f i t s of what is 
s t i l l a r e l a t i v e l y t i n y modern s e c t o r . I n f a c t , i t could be argued 
t h a t t h e i r s i t u a t i o n h a s d e t e r i o r a t e d g i v e n the p r e s e n t stagnation 
i n f o o d p r o d u c t i o n and p r i m a r y p r o d u c t e x p o r t s , r a p i d i n f l a t i o n , 
g r o w i n g u n e m p l o y m e n t a n d , a s t h e c o n s u l t a n t s never f a i l e d to point 
o u t , "an i n t o l e r a b l e u r b a n e n v i r o n m e n t ' . ' 
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6. Furthermore, the emigration of British managers has been 
relatively insignificant, despite the fact that they are 
potentially a highly mobile group. 
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CHAPTER 9: A NOTE ON A SURVEY OF MANUFACTURING ENTERPRISES 
IN GHANA. 

This chapter reports briefly on an analysis of the 1976/77 annual 
questionnaire returns of over 400 manufacturing enterprises 
to the Ministry of Industries in Ghana. 

Three definitions of foreign-owned enterprise have been 
employed for the purposes of this analysis; those enterprises 
having more than 407o of their total equity owned by foreign 
corporate interests; those with more than 20 per cent so owned; 
and also those with more than 407o foreign private equity since 
this comprises a distinct and sizeable group of predominantly 
Lebanese, Syrian and Indian family firms. In Tables 1 and 2 
the median salaries paid to both general and technical managerial 
and supervisory personnel according to different levels of firms 
size (proxied by the current value of actual output) and type 
of ownership as delineated above. It can be observed that the 
salary levels of the 40?o + and 207» + foreign corporate equity 
enterprises are virtually identical at each output level for 
all four types of manpower. Compared to these "foreign" firms, 
the salaries paid by locally-owned enterprises are considerably 
lower irrespective of firms size, thus indicating that, unlike 
the Peruvian situation reported by Vaitsos (see Chapter 7), there 
is an important "foreignness" remuneration factor which must 
be taken into account, (although it should be noted that the 
output-specific median salary differentials between locally -
and foreign-owned enterprises of equal output size are less than 
the overall median salary differentials). In addition, there 
are a number of other interesting features which must be mentioned. 
First, foreign corporate enterprises pay their technical managers 
and supervisors considerably higher salaries than their general 
managerial and supervisory employees whereas the converse is 
the case for locally-owned firms. 

Secondly, there is considerably less variation in salaries 
according to firm size among foreign corporate enterprises which 
suggests that MNCs are very much more conscious of what each 
other is paying (regardless of their size) and try as much as 
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possible to keep in step with each other. Finally, foreign 
private companies generally pay their managerial employees 
only slightly more than their counterparts in locally-owned 
companies whereas for supervisory personnel their remuneration 
levels are, if anything, slightly lower. 



SECTION III; THE INTERNATIONAL MARKET FOR 

PROFESSIONAL SKILLS. 
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CHAPTER 10: INTERNATIONAL MIGRATION OF PROFESSIONALS. 

The l i m i t e d p u r p o s e o f t h i s c h a p t e r i s t o t r y t o d e s c r i b e 

t r e n d s and p a t t e r n s i n t h e i n t e r n a t i o n a l m i g r a t i o n o f 

p r o f e s s i o n a l s a s t h e y a f f e c t A f r i c a i n g e n e r a l and t h e 

c o u n t r i e s c o v e r e d by o u r p r o j e c t i n p a r t i c u l a r . Q u e s t i o n s 

of i n t e r n a t i o n a l m o b i l i t y and n e g o t i a b i l i t y o f q u a l i f i c a t i o n s 

and of t h e i n t e r a c t i o n b e t w e e n i n t e r n a t i o n a l and n a t i o n a l 

l abour m a r k e t s a r e r e s e r v e d f o r o t h e r c h a p t e r s i n t h i s r e p o r t . 

Here we a r e c o n c e r n e d o n l y w i t h a c t u a l m o v e m e n t s o f p r o f e s s i o n -

a l s . 

Migra t ion of A f r i c a n p r o f e s s i o n a l s ; g e n e r a l 

The f i r s t t h i n g t o e m p h a s i s e a p a r t f r o m t h e e x t r e m e l y p o o r 
1 

q u a l i t y of d a t a i n t h i s f i e l d i s t h a t A f r i c a h a s a l w a y s 

been a r e l a t i v e l y m i n o r s o u r c e o f m i g r a n t p r o f e s s i o n a l s t o 

the main r e c e i v i n g c o u n t r i e s i n N o r t h A m e r i c a a n d E u r o p e . 

According t o UNCTAD c a l c u l a t i o n s (UNCTAD, 1 9 7 5 ) o n l y 31 p e r 

cent of such i m m i g r a n t s i n t o t h e U n i t e d S t a t e s , C a n a d a a n d t h e 

United Kingdom i n 1 9 6 1 - 7 2 came f r o m d e v e l o p i n g c o u n t r i e s ; 

over h a l f o f t h o s e f r o m d e v e l o p i n g c o u n t r i e s came f r o m A s i a 

and on ly 7 p e r c e n t f r o m A f r i c a . T a b l e 1 g i v e s a r o u g h 

i n d i c a t i o n o f t h e p a t t e r n o f m i g r a t i o n f r o m A f r i c a t o t h e s e 

t h r e e c o u n t r i e s i n t h e ' s i x t i e s and e a r l y ' s e v e n t i e s . 
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Table I : M i g r a t i o n o f p r o f e s s i o n a l , t e c h n i c a l and r . e l a t e d 
w o r k e r s from A f r i c a t o t h e U n i t e d S t a t e s , C a n a d a and t h e 
United Kingdom. 1 9 6 2 - ~ 2 . 

US 
1 9 6 2 - 7 2 a 

C a n a d a 
1 9 6 3 - 7 2 

UK 
1 9 6 4 - 7 2 T o t a l 

S c i e n t i s t s and e n g i n e e r s 2334 523 1035 3 8 9 2 

P h y s i c i a n s and S u r g e o n s 912 3 0 2 b 3 8 4 5 5059 

Teachers n . a . 501 5296 5797 

To ta l • 3 2 4 6 1326 10176 14748 

a exc lud ing 1970 b i n c l u d e s d e n t i s t s , g r a d u a t e n u r s e s , 
m e d i c a l and d e n t a l t e c h n i c i a n s 

c d o c t o r s , d e n t i s t s and n u r s e s 

Source : ILO ( 1 9 7 6 ) 

These e s t i m a t e s a r e e x t r e m e l y d u b i o u s b u t t h e p i c t u r e t h a t 

they g ive of t h e UK a s a d o m i n a n t d e s t i n a t i o n f o r A f r i c a n 

p r o f e s s i o n a l s i s p r o b a b l y a c c u r a t e . M o r e o v e r , t h e y a l s o 

sugges t t h a t , w h i l e o t h e r p a r t s o f t h e w o r l d w e r e more 

impor t an t as s o u r c e s o f m i g r a n t p r o f e s s i o n a l s , t h e number o f 

m i g r a n t s may h a v e b e e n l a r g e e n o u g h a t t h i s s t a g e t o h a v e 

made a q u i t e s i g n i f i c a n t d i f f e r e n c e t o t h e r a t e o f g r o w t h o f 

the smal l s t o c k o f p r o f e s s i o n a l s i n A f r i c a . T h i s p o i n t i s 

r e i n f o r c e d by t h e f a c t s t h a t t h e l o s s was u n e v e n l y d i s t r i b u t e d 

between c o u n t r i e s and t h a t a g g r e g a t e d s t a t i s t i c s o f t e n 

i n a d e q u a t e l y r e p r e s e n t t h e i m p a c t o f t h e l o s s o f i n d i v i d u a l s 

in key p o s i t i o n s . 
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T h e s e f i g u r e s c o v e r t h e p e r i o d i n w h i c h ' b r a i n d r a i n ' was 

a t i t s h e i g h t a n d , i n d e e d , t e n d i n g t o r i s e from year to 

y e a r . S i n c e 1 9 7 3 , h o w e v e r , s e v e r a l i m p o r t a n t changes have 

o c c u r r e d w h i c h m i g h t b e e x p e c t e d t o h a v e a f f e c t e d t he trend 

and p a t t e r n o f m i g r a t i o n . F i r s t , t h e i n t e r n a t i o n a l capital is t 

economy h a s s u f f e r e d a r e c e s s i o n w h i c h h a s reduced the rate 

o f e x p a n s i o n i n i t s demand n o t o n l y f o r r e s o u r c e - b a s e d 

p r o f e s s i o n a l s s u c h a s e n g i n e e r s b u t a l s o f o r school and 

u n i v e r s i t y t e a c h e r s , p h y s i c i a n s and s u r g e o n s . Secondly, 

t h e m e d i c a l p r o f e s s i o n i n t h e m a i n r e c e i v i n g c o u n t r i e s has 

r e v e r s e d i t s t r a d i t i o n a l p o l i c y o f r e s t r i c t i n g i t s own size 

and i s s u p p o r t i n g p r o g r a m m e s o f h u g e i n c r e a s e s i n output 

f r o m m e d i c a l s c h o o l s . T h i r d l y , t h e o i l - p r o d u c i n g countr ies 

h a v e e m e r g e d a s new a r e a s o f s u b s t a n t i a l excess demand for 

p r o f e s s i o n a l s . 

I n o r d e r t o e x a m i n e t h e i m p a c t o f t h e s e new developments on 

S o u t h - N o r t h m i g r a t i o n and t o l o o k i n more d e t a i l a t the 

e x p e r i e n c e o f t h e c o u n t r i e s c o v e r e d b y ou r p r o j e c t we wil l 

d i s c u s s s e p a r a t e l y t h e c a s e s o f t h e U.K. and t h e U.S . , the 

ma in d e s t i n a t i o n s f o r A f r i c a n p r o f e s s i o n a l s . 

M i g r a t i o n o f A f r i c a n p r o f e s s i o n a l s t o t h e U.K. 

The f i r s t p o i n t t o b e e m p h a s i s e d a b o u t t h e U.K. i s i t s 

p e c u l i a r i n t e r m e d i a t e r o l e . T a b l e 2 g i v e s some r o u g h 

i n d i c a t o r s o f t h e f l o w s o f v a r i o u s c a t e g o r i e s o f m a n p o w e r 

i n t o and o u t o f t h e c o u n t r y b e t w e e n 1964 and 1972. 
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Table 2: Emigration of g.ualified British personnel and 
immigration of LDC professional manpower into the UK, 
1964-72, 

Net emigration 
of UK nationals 

Gross immigration 
of LDC nationals 

Doctors 4, 700 14,600 

Nurses 22,700 14,200 

Teachers and lecturers 22,100 22,600 
Engineers and scientists 34,700 

) 8,400 
Draughtsmen 9,100 

Sources: Royal Commission on the Distribution of Income 
and Wealth (1976); Balacs and Gordon (1975). 

Although these two columns are not comparable and the 
immigration figures, as in Table 1, exclude the large 
number of students (particularly nurses*) who stay on after 
they have completed their training, the picture is one of 
compensatory flows of professionals partly or wholly filling 
the gap left by the emigration of British professionals to 
Canada, Australia, New Zealand and the United States and by 
the inadequate output of British training schools. This means 
that immigration restrictions in the traditional destinations 
of British professionals would tend to be quickly reflected 
in measures to restrict the inflow of LDC professionals into 
the UK. 
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Unpublished data obtained from the Department of Health and Securit 

on the flows into and out of the UK of docotrs from four of the 
project countries illustrates the dangers of working only with 

gross migration figures. These data are summarised in Table 4. 
r 

Table 4: Flows of doctors from Nigeria, Ghana, Kenya and Tanzania 
into and out of the UK. 1970-74 

St ock i n 1970 1971 1972 1973 1974 Net UK Sep 1970 In Out In Out In Out In Out In Out Chano: 
-98 Nigeria 251 23 44 22 44 24 34 12 43 14 28 
Chano: 
-98 

Ghana 90 8 13 7 8 5 8 6 12 6 8 -17 
Kenya 210 31 15 25 24 34 17 40 25 47 21 +75 
Egypt 235 4 13 5 21 2 2 1 7 5 8 -34 

Total 786 66 85 59 97 65 61 59 87 72 65 -74 
Source: DHSS, London. 
As caun be seen the total number of such doctors leaving the UK 
consistently exceeded the number entering over this period, with 
the result that the stock of such doctors in the UK fell by about 
9 per cent. Only in the case of Kenyan doctors did the inflow 
exceed the outflow and one might plausibly hypothesise special 
circumstances in this case; it would not be surprising to find, 
for instance, that many of the doctors entering the UK from Kenya 
were of Asian origin, perhaps disturbed by events in neighbouring 
Uganda. Of course not all of those who left the UK will necess-
arily have returned home, but the figures at least suggest a lower 
rate of net than of gross emigration from Nigeria, Ghana and Egypt-

For more recent years the only figures available relevant to immig-
. 2 ration of professionals into the UK are those on work p e r m i t s . 
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On the face of it the figures in Tables 5 and 6 suggest a sharp 
fall both in the total number of work permits issued and in the 
number issued to immigrants from Commonwealth East and West Africa, 
which would bear out our expectation of a change in trend since 1973. 
However, the figures cover a motley collection of occupations, 
including many that would probably be classifiable as skilled, 
semi-skilled and unskilled. It is probably more relevant to our 
purposes to look at the trend in the number of permits issued to 
professional and scientific workers, including nurses, as in Table 
7. 
Table 7: New work permits issued to immigrant professional and 
samtific workers from Commonwealth East and West Africa, 1973-77 

1973 1974 1975 1977 
East Africa 101 164 126 44 

West Africa 152 212 311 175 

Total 253 376 437 219 
This suggests a slightly different trend. The number of permits 
issued in 1977 is certainly lower than four years earlier but the 
downturn did not come until after 1975. It appears that the in-
flow of African professionals may have responded with a greater 
lag to the onset of economic recession than did that of less quali-
fied workers. 

Migration of African professionals to the U.S. 
To judge from incomplete estimates presented in Table 1 well over 
three thousand African doctors, scientists and engineers entered 
the US as immigrants in 1962-72. Table 8 gives details of the 
countries of origin of immigrant professionals over a shorter 
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period, 1962-69. The difference between the totals in the two 
tables reflects the strong upward trend in such immigration in 
the 'sixties and early 'seventies . 

Table 8: Immigration of African doctors, scientists and engineers 
into the US, 1962-69. ' 

Poet ors Natural Social Engineers Total 
Scientists Scientists 

Ghana • 17 10 2 28 57 
Kenya 10 8 2 28 48 
Morocco 14 4 2 18 38 
Nigeria 15 20 6. 64 105 
Egypt 247 240 46 570 1103 
Other Africa 94 47 10 151 302 

Total 397 329 68 859 1653 

Source: Bhagwati and Dellalfar (1973). 

The data on immigration into the US presented in this and other 
tables may understate the number of African professionals entering 
the American job market, since a large proportion of entrants 

5 
have 'non-immigrant ' short-term visas but later take up e m p l o y m e n t . 

However, whatever the definition, the dominance of Egyptian i m m i g r a n t : 

representing more than two thirds of the total in Table 8, w o u l d 

remain. 
Analysis of the US Department of Immigration annual t a b u l a t i o n s 

of gross immigration flows enables us to bring the p i c t u r e r a t h e r 
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more up to date. As Table 9 shows, both total and African 
professional, technical and kindred (PTK) immigration, has 
fallen away from the peak of the early 70s although the fall is 
less drastic than in the case of the UK and there is no sign of 
the complete collapse that might have been expected. 

Table 9: Total and African PTK Lmmiqration into the US, 1966-76 
1966 1970 1973 1976 

Total 30039 46151 41147 41068 
African 441 2854 1539 1414 

African as % of total 1.5 6.1 3.7 3.4 
African (excluding Egyptian) as % of 
total 1.1 2.0 2.6 2.4 

Source: US Dept. of Immigration 

Africa's importance as a source of professionals for the US seems 
to have reached its peak in 1970. Since then it has fallen away 
both relatively and absolutely, particularly if Egyptian immigrants 
are excluded. 
Table 10 gives more detail of the experience of the seven countries 
covered by our project. 
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As well as underlining the dominance of Egypt, this shows the 
growing relative importance of Nigeria as a source and the relative 
unimportance of Morocco and, particularly, the Sudan in this respect. 
Interestingly PTK migration to the US from the six countries other 
than Egypt in our project seems to have held up more strongly than 
has total or total African PTK migration. 

Tables 11 to 15 present immigration data for five professions into 

the US for each of our project countries over the period 1966-76. 
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6 
From these it seems that doctors were disproportionately represented 

among Kenyan and Tanzanian PXK immigrants, scientists among Egypt-

ians and teachers among Ghanaians and Nigerians. Egyptian immigr-

ation seems to have exploded somewhat freakishly around 1970, since 

when it has fallen away steadily. The biggest fall in PTK immigr-

ation from our seven project countries was in the case of natural 

scientists etc (down by 88 per cent between 1970 and 1976 and by 

36 per cent between 1973 and 1976 ). 
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Migration of professionals to^oil-producing countries. 

A new feature of the international labour market that has already 

been noted is the emergence since 1973 of oil-producing countries 

as areas of substantial excess demand for labour of all levels 

of skill. 

For example, Birks and Sinclair (1978, 1979) have estimated that 

non-nationals accounted for about half of the total employment of 

3.3 million in Saudi Arabia, Libya, Kuwait, Bahrain, United Arab 

Emirates and Qatar in 1975 and that about three quarters of these 

non-nationals were of Arab origin. Table 16 summarises their 

f indings. 

TABLE 16: Employment by nationality and" country of employment in 
capital-rich Arab states, 1975 ' 

Nat ionals ' Non-nationals employment 
employment Iranian 

Total Arab Asian European Turkish 
African 

Saudi Arabia 1,026.5 733.4 669.9 38 .0 15 .0 20.5 
Libya 449.2 332.4 310.4 5 .5 7 .0 9.5 
Kuwait 91.8 208 .0 143.3 33, ,6 2, .0 29.1 
Bahrain 45.8 30.0 6.2 16, ,6 4, .4 2.8 

United Arab Emirates 45.0 251.5 62.0 163, ,5 5, ,0 21.0 

Qatar 12.5 53.8 15.0 34. ,0 0, ,8 4.0 

Total 1,670.8 1,649.1 1,236.8 291. 2 34. 2 86.9 

Source: Birks and Sinclair (1979) 

The largest single category of migrant workers i n t h e Midd le East 

is unskilled, but migration by professionals is also important. 
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For instance, Birks and Sinclair estimate that, of 160,000 foreign 
7 

workers in Kuwait from the ten main LDC source countries in 1975, 

about 7 per cent were in professional, 14.3 per cent in semi-prof-

essional and 44.3 per cent in skilled and semi-skilled occupational 

categories. 

Of the countries covered by our project only Egypt and the Sudan 

are substantially affected by migration to capital-rich Arab states. 

There are a few Moroccan migrant workers in the region (mainly in 

Libya), but the total from Morocco and Algeria together in 1975 

was only estimated at 2,547, less than 0.2 per cent of the total 

number of Arab migrant workers. 

Egypt has been an exporter of labour for many years but the scale 

of migration to Arab countries has increased considerably since 

1973. Birks and Sinclair (perhaps conservatively) estimate the 8 
number of Egyptians abroad in other Arab states in the mid-

seventies at between 520,930 and 632,430, of whom between 368,658 

and 430,158 are thought to be economically active. Libya is by 

far the most important destination followed by Saudi Arabia and 

Kuwait. Table 17 gives the details of their estimates. 





•i 
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Again, 10.5 per cent of the 37,464 Egyptians employed in Kuwait 

in 1975 were in professional occupational categories (a proportio-

only exceeded by the Palestinians), and 43 per cent of the 288 

Egyptians working in Jordan in the same year were in such catego-

ries. 27 per cent of Egyptian doctors are estimated to be abroa-' 

and 10% of teachers (Halliday 1976 page 16), with Saudi Arabia and 

Kuwait the most important destination (Middle East Economic Digest 

supplements on Saudi Arabia, December 1976, and Kuwait, August 197?) 

Birks and Sinclair, estimate the number of Egyptian teachers in 

the capital-rich Arab states at over 27,000, distributed as shown 

in Table 19. 

Tab!oi 19« Nuabera of fa-yptlan teachers abroad by country 

Country Year Male Female Total 

Qatar 1975/76 276 277 555 
Bahrain 1975/76 594 505 699 
Sultar.ate of Onan 1975 927 575 1,502 
United Arab Eairatns 1974/75 757 775 1,530 
Kuvait 1975 2,867 5,086 5,953 
Saudi Arabia 1975 n.a. n.a. 15,000 
Tho Libyan Arab Jainahiriya n.a. n.a. 2,000 

Total 27,057 

S o u r c e : B i r k s a n d S i n c l a i r (1979) 
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Unlike Egypt, Sudan has no tradition of exporting labour. Even 

as late as 1968/9, as few as 934 people were recorded as leaving 

the country for employment abroad in a twelve-month period, of whom 

only 18 were professional/administrative, 3 teachers and 31 nurses. 

Since the? however, and particularly since 1973, there has been a 

dramatic increase in emigration. As Table 20 shows, in 1975-76 

the number granted permission to travel to Arab countries, the 

number of work permits endorsed to enable international travel and 

the number of educational documents endorsed for this purpose were 

higher than four years' earlier by 5,018, 2,308 and 1,746 per cent 

respectively. 

Table 20 Indicator of the rising numbers of Sudanese emigrants in the 197cs 

Period 

No. granted 
permission to 
travel to 
Arab countries 

No. work peraita 
endorsed to en-
able inter-
national travel Year 

No. educational 
docunents etc. 
endors ed 

1971-72 

1972-73 

1973-74 

1974-75 

1975-76 
July-Dec. 76 

66 

54 
364 
651 

2,764 
813 

395 
518 

1,921 
3,966 

12,475 
1,464 

1972 
1973 
1974 
1975 

545 
1,160 

2,268 
10,053 

Source! Department of Labour Statistics 
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Birks and Sinclair estimate the number of economically active 
Sudanese in capital-rich Arab countries in the mid-seventies at 
between 43,520 and 54,520, with Saudi Arabia overwhelmingly the 
most important destination, followed by Libya. The details of 
their estimate are shown in Table 21. 

Table 21 The distribution of Sudanese abroad by country of resi-
dence, I'/J?-]] 

Country Year Total Economically 
active 

Saudi Arabia 1975 35,000-45,000 30,000-40,000 

Libyan Arab 
Jamahlriya 1976 10,000 8,000- 9,000 

United Arc> 
Bairatea 1975 3,0G0 2,000 

Kuwait 1975 2,000 1,600 
Qatar 1976 600 480 
Jordan 300 240 
Lebanon 300 240 
BahraJ n 200 160 
Oman 1977 500 400 
Other 500 

52,400-62,400 

400 

43,520-54,520 

S o u r c e : B i r k s a n d S i n c l a i r ( 1 9 7 9 ) 

In addition there is a Sudanese community in Egypt of rather longer 
standing, officially estimated at around 40,000. Thus between 0.4 
and 1 per cent of the total population and between 6 and 7 per cent 
of the modern sector labour force are estimated to be living abroad. 



High level occupational categories are well represented in the 
migration. Over 20 per cent of university lectured are estimated 
to be abroad, rising to 50 per cent in the case of some technical 
subjects. 536 teacher (2 per cent of total stock) are on official 
secondment to other Arab countries and many more are teaching 
abroad by private arrangement. 200 Sudanese doctors are thought 
to be practising in the Gulf states and 35 per cent of the graduates 
of the School of Hygiene since 1972 have left to work in other Arab 
countries, as have 25 per cent of the 160 qualified gjvernment statis-
ticians. Kidd and Thurston (1977) estimate the number of Sudanese 

professionals working in Saudi-Arabia, Libya, Kuwait and the United 
Arab Emirates in 1976 at between 4,111 and 7,328, equivalent to 
about 17 per cent of the total number of Sudanese workers in these 
countries. 
Finally, one of the countries covered by our project, Nigeria, is 
an oil-producer and, like other oil-producers, has been attracting 
professionals from other countries, particularly Ghana, also covered 
by our project. In the case of some categories this is on quite a 
large scale. For example some 13 per cent of the 163 full members 
of the Ghana Institute of Architects have addresses abroad, mainly 
in Nigeria, and 50 per cent of the annual output of architects from 
Kumasi University of Science and Technology are estimated to have 
migrated to Nigeria in recent years. In the cases of accountants, 
planners, surveyors, doctors, engineers and pharmacists, the propor-
tions of professional association members living abroad are 4,9, , , 
and per cent respectively. 
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Footnotes. 

Among other weaknesses, definitions and categories of 
immigrants are not standardised; gross rather than net 
flows are usually measured; country of origin usually means 
country of last permanent residence rather than nationality; 
and visa categories not covered by such data may include 
some migrant professionals. 

The possibility of extracting and analysing OPCS figures for more 
recent years, unsatisfactory in many ways but comparable with those 
in Tables 1-3, is being explored. 

There are no separate figures for Sudanese and no separate figures 
for Egyptians prior to 1974 nor for Moroccans prior to 1976. 

• More detailed figures on the number of new permits issued to 
Egyptiare are also available, but only for 1977. Only 12 Egyptian 
professionals obtained permits (of whom 3 teachers, 2 health 
professionals and 7 scientists), as well as 236 entertainers/ 
sportsmen, 21 cook/housekeepers, 4 hairdressers and 51 others. 

According to WHO data 67 per cent of African doctors entering 
the US in 1967 were on 'non-immigrant' visas. By 1973 the prop-
ortion had fallen to 39 per cent. 

i.e. the proportion represented by the nationality in question 
was higher for this profession than for the five professions 
as a whole. 

Palestine, Egypt, Jordan, Lebanon, India, Syria, Iraq, Pakistan, 
Yemen, Iran. 

The total number of Egyptians living abroad was estimated at 
1.4 million in 1976, equivalent to 3.4 per cent of the population. 
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CHAPTER 1 1 : INTERNATIONAL NEGOTIABILITY OF PROFESSIONAL 
QUALIFICATIONS. 

Actual movement of professionals is only one aspect of 

integration into the international market. In order to 

move, certainly, a professional must be mobile, that is in 

possession of internationally negotiable qualifications. 

But mobility, while a necessary condition for movement, is 

not a sufficient condition. It is possible for a professional 

to derive benefits from integration into the international 

market without leaving home - hence the phenomenon of a high 

demand from professionals for internationally negotiable 

qualifications in countries with relatively low rates of 

brain drain. 

This demand may take either of two forms - the continued 

use of metropolitan qualifications or the insistence that 

local qualifications should meet international standards. 

The latter is an increasingly important aspiration. As 

Johnson and Caygill (1972, p. 254) have observed in relation 

to the Commonwealth, "while the nationalist viewpoints of 

various Commonwealth professional bodies lead them to reject 

a continued acceptance of British stamdards as such, they 

still find it important that their own qualifications be 

internationally recognised". Most such bodies are well 

aware of the advantage, to which Gardiner (1973) has drawn 

attention, of "establishing relations and equivalents with 
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world-wide recognised professional associations" and realise 

that, as he emphasises, "in practice ... a localisation 

policy does not necessarily mean a radical break with 

established links with counterpart institutes overseas nor 

a complete abandonment of existing curricula, syllabuses 

and instructional material". Our Ghanaian case-study 

certainly reinforces' this point. Another example is 

provided by the 1976 survey by the Nigerian Manpower Board 

of the registered Nigerian professional bodies for chartered 

accountants, quantity surveyors, architects, estate surveyors 

and valuers, builders, engineers, pharmacists, veterinarians, 

midwives and doctors. It found that, among the character-

istics common to all these organisations were: high 

registration demands, close typing of membership to paper 

qualifications, foreign connections ("nearly all of them 

spring from foreign organisations") and a "general desire 

to maintain international standards and protect the status 

quo ". 

The role of international and Commonwealth professional 
associations 

The main pressure for international negotiability comes, then, 

from the professionals themselves but they have been encouraged 

in this aim by international and, particularly, Commonwealth 

professional associations. Indeed, Sir James Currie, in 

his introduction to the first edition of Professional Organisations 
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in the Commonwealth (Currie, 1970), proclaimed that "it 

would be ideal if standards of education and qualification 

could be the same throughout the Commonwealth for all 

professions and if such qualifications could be reciprocally 

recognised . . . The Commonwealth-wide associations now being 

formed in many fields," he went on," have much good work to 

do in 'the endeavour to promote as far as possible standards 

of education generally acceptable in most Commonwealth 

countries". Such endeavour has been especially strong in 

the cases of the architectural and medical professions. 

The International Union of Architects, which includes the 

local associations from all of our project countries, is 

a rather loosely-knit body with vaguely defined aims. These 

do not include international standardisation of qualifications, 

since the Union feels that "each country should maintain its 

own characteristics". ^ The furthest it goes in this direction 

is to aim to "promote and encourage the development of the 

formation of the architect, in all forms, and to facilitate 

the international exchange of architects" (UIA, Practical 

Information, January 1976). 
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The Commonwealth Association of Architects, described by 

Johnson and Caygill (1972, p. 261) as a "model for other 

Commonwealth professional associations to follow or depart 

from", goes further than this. It aims explicitly at 

promoting "the free movement of architects between countries 

by the accrediting of qualifications and the encouragement 

of systems of inter-recognition of qualifications" (CAA 

Articles of Association, 2.12). It has established a 

Commonwealth Board of Architectural Education, which 

inspects schools to certify whether they are up to a 

sufficient standard to be granted "recognition". However, 

recognition does not necessarily imply standardisation, 

since it leaves room for variations in cultural and 
2 

technological needs in different countries . Moreover, in 

practice the visiting board system does not appear to be 

working particularly well, partly because of its cost. 

In the case of the medical profession also the Commonwealth 

association has been more active than the international 

association on the issue of reciprocity. The stated 

objects of the Commonwealth Medical Association are limited: 

"to promote . . . the interests of the medical and allied 

sciences; to maintain the honour and traditions of the 
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profession; to effect the closest possible links between 
its members; and to disseminate news and information of 
interest" (Tett and Chadwick, 1976, p. 522). However, it 
has shown signs of wanting to follow in the footsteps of 
the CAA. At its meeting in 1968, for instance, a resolution 
was passed ur ging "all Member Associations to approach the 
appropriate authorities in their countries with a request 
that they use every endeavour towards the attainment of ... 
common standards of higher postgraduate diplomata" (Johnson 
and Caygill, 1972, p. 259). 

Other professions vary in the extent to which their inter-
national and Commonwealth associations press for inter-
recognition . 

The Commonwealth Pharmaceutical Association founded in 1969, 

has as one of its aims "to foster high standards of 

pharmaceutical education at all levels and high standards 

of practice in all branches of the profession" (Tett and 

Chadwick, 1976, p. 527). In 1972 it set up a working party 

on pharmacy education in the Commonwealth whose terms of 

reference included: "to consider the content and standard 

that will be appropriate for a degree in pharmacy that could 

be recommended as an eventual minimum pharmacy qualification 

in all member countries of the CPA". The standards used 

by the working party in deciding on this eventual minimum 

were "those which apply in British s c h o o l s pharmacy" 
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(Commonwealth P h a r m a c e u t i c a l A s s o c i a t i o n , p . 4 ) . I n t e r -

r e c o g n i t i o n was e n d o r s e d a s a l o n g - t e r m o b j e c t i v e : " i t 

i s n o t ou r p r i m a r y c o n c e r n t o f a c i l i t a t e t h e r e c o g n i t i o n 

of pharmacy q u a l i f i c a t i o n s t h r o u g h o u t t h e C o m m o n w e a l t h , 

a l t h o u g h t h i s m u s t b e a s e c o n d a r y l o n g - t e r m c o n s e q u e n c e 

of ou r r e c o m m e n d a t i o n s . We d o n o t b e l i e v e t h a t t h e r e c i p r o c a l 

r e c o g n i t i o n of p h a r m a c y q u a l i f i c a t i o n s t h r o u g h o u t t h e 

Commonwealth c a n b e a c h i e v e d i n t h e f o r e s e e a b l e f u t u r e , 

b u t we l o o k f o r w a r d t o t h e d a y w h e n t h i s w i l l b e p o s s i b l e " 

( i b i d . , p . 1 ) . More r e c e n t l y , h o w e v e r , t h e CPA s e e m s t o 

have r e t r e a t e d f r o m t h i s p o s i t i o n . A c c o r d i n g t o i t s • 
3 

a s s i s t a n t s e c r e t a r y " t h e A s s o c i a t i o n h a s n o d e c l a r e d p o l i c y 

on t h e q u e s t i o n o f u n i v e r s a l r e c o g n i t i o n o f p h a r m a c y q u a l i f i c a t -

i o n s w i t h i n t h e C o m m o n w e a l t h . O u r r e s e r v a t i o n s a r e l a r g e l y 

due t o a f e a r t h a t i f t h e r e w e r e s u c h o v e r a l l m u t u a l 

r e c o g n i t i o n t h e r e w o u l d b e a t e n d e n c y f o r p h a r m a c i s t s t o 

move f rom t h e l e s s d e v e l o p e d t o t h e m o r e d e v e l o p e d c o u n t r i e s 

of t h e Commonwea l th . " 

P e r h a p s s u r p r i s i n g l y , t h e r e i s n o C o m m o n w e a l t h a s s o c i a t i o n 

f o r d e n t i s t s , b u t t h e r e i s a n i n t e r n a t i o n a l a s s o c i a t i o n , 

t h e F e d e r a t i o n D e n t a i r e I n t e r n a t i o n a l e . T h e f e d e r a t i o n 

i s c e r t a i n l y a w a r e o f t h e i n t e r - r e c o g n i t i o n i s s u e a n d h a s 

s e t up a " w o r k i n g g r o u p on s t a n d a r d s o f p o s t g r a d u a t e e d u c a t i o n 
4 

and p o r t a b i l i t y o f l i c e n c e " b u t i t s r e c o m m e n d a t i o n s a r e a s 

y e t u n p r e d i c t a b l e . 
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The International Council of Nurses regards international 
standardisation of nursing qualifications as impracticable 
but has its own programme, Nursing Abroad, to enable nurses 
to work outside their own countries. This is mainly a 
reaction against what it regards as the deplorable "tendency 

of certain governments and employment agencies to use 

undesirable methods of recruiting large numbers of nurses 
5 from one country to another". 

The International Confederation of Midwives goes no further 

in its constitutional objectives than "advancing the train-

ing and professional status of midwives" although the view 
6 

of the its executive secretary is that "an international 
standard of midwifery training and practice has not yet 
been achieved" may be taken to imply that such an objective 
is, at least, not considered to be undesirable. 

The Commonwealth Nurses' Federation on the other hand, has 

thought through its position on reciprocity with greater 
realism than most associations and has explicitly abandoned 

7 
it as an aim. As it points out nurses in less developed 

countries require more experience in primary health care 

for rural populations than do those in more developed 

countries and their nurses and midwives have to perform 

duties which are normally performed by doctors in more 

developed countries; formal worldwide reciprocity would 

therefore make little sense. The CNF's objective i s 
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" e q u i v a l e n c e of q u a l i f i c a t i o n s a n d a common e x a m i n a t i o n 

p r o c e d u r e f o r a r e g i o n o r g r o u p o f C o m m o n w e a l t h c o u n t r i e s 

t o f a c i l i t a t e a s s e s s m e n t f o r r e g i s t r a t i o n i n a n o t h e r c o u n t r y 

i n t h e r e g i o n " . E x a m p l e s o f s u c h r e g i o n s a r e t h e A t l a n t i c 

( C a r i b b e a n ) ; West A f r i c a ; E a s t , C e n t r a l a n d S o u t h e r n 

A f r i c a ; Sou th A s i a ; a n d A u s t r a l a s i a , F a r E a s t a n d P a c i f i c . 

The emphas i s i n t h e s e r e g i o n a l a r r a n g e m e n t s i s " o n t h e 

p r e p a r a t i o n of t h e n u r s e / m i d w i f e t o m e e t t h e s p e c i f i c n e e d s 

of t h e i r r e s p e c t i v e c o u n t r i e s a n d t h e s h a r i n g o f e x p e r t i s e 

and p o s t - b a s i c e d u c a t i o n f a c i l i t i e s f o r a g i v e n a r e a o r 

r e g i o n " . 

The o b j e c t s of t h e C o m m o n w e a l t h A s s o c i a t i o n o f P l a n n e r s 

i n c l u d e t h a t o f e n c o u r a g i n g " t h e d e v e l o p m e n t o f a d e q u a t e 

e d u c a t i o n a l f a c i l i t i e s a n d r e s e a r c h a n d t h e e s t a b l i s h m e n t 

of a p p r o p r i a t e s t a n d a r d s w i t h t h e a i m o f p r o m o t i n g f r e e 

movement of p l a n n e r s , c o o r d i n a t i n g r i g h t s o f p r o f e s s i o n a l 

p r a c t i c e and f a c i l i t a t i n g r e c i p r o c i t y o f q u a l i f i c a t i o n s " . 

However, t h e s e c r e t a r y o f t h e a s s o c i a t i o n p u t s i t s l i g h t l y 

l e s s f o r c i b l y : t h e a s s o c i a t i o n " w o u l d s u p p o r t a s much 

s t a n d a r d i s a t i o n a s p o s s i b l e i n t h e c o r e e l e m e n t s o f 

e d u c a t i o n , b u t , on g r o u n d s o f e v e r y d a y r e a l i s m , a c c e p t s t h a t 

p l a n n i n g h a s t o b e r e l a t e d t o c o n d i t i o n s i n t h e c o u n t r y 

where t h e p l a n n e r s w i l l h a v e t o d o t h e i r j o b s a n d t h a t 

t h e r e q u i r e m e n t s w i l l n o t b e i d e n t i c a l " . More p r e c i s e l y , 

a C o n f e r e n c e on E d u c a t i o n f o r P l a n n i n g , c o n v e n e d b y t h e 

A s s o c i a t i o n i n L i v e r p o o l i n 1 9 7 7 , c o n c l u d e d t h a t , " a l t h o u g h 

agreement may b e r e a c h e d on m a i n s u b j e c t a r e a s , t h e i r 
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detailed contents and practical application will, a l m o s t 

certainly, vary, affecting the reciprocity of planning 

qualifications and education. This problem might be met 

by divorcing any planning practice examination from the 

academic course, and by normally making it relevant to 

one country only. Students would not be examined in planning 

practice until after the completion of a specified period 

and range of experience. They may need to take other 

examinations, unless exempted, before qualifying for 

membership of institutes elsewhere". The conference then 

went on to outline the main areas to be covered by core 

planning courses which could be common to all countries. 

The International Federation of Surveyors is involved in 

"struggles ... to get international standardisation" of 

surveying methods but has found it easier to achieve in 

some fields (e.g. engineering surveying, hydrographical 

surveying) than in others (e.g. where legal aspects are 
8 

involved) . Only Nigeria of our project countries is a 

member of the Federation. 

More important as far as our project countries is concerned 

is the Commonwealth Association of Surveying and L a n d 
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Economy established in 1969. (CASLE) , CASLE's aims include 

the fostering of "appropriate standards for surveyors and 

surveying technicians and to ensure that adequate facilities 

are provided for those purposes" (Tett and Chadwick, 1976, p. 

526). In practice the basic standard adopted by CASLE 

for professional qualifications in land economy and land 

and quantity surveying is "the standard that it would be 

reasonable to expect for a pass degree in a developed 

country" (Commonwealth Foundation, 1974, pp. 35, 52 and 89). 

CASLE is also very keen to emphasise the distinction between 

the professional surveyor (whose "work is predominantly 

intellectual and varied") and the surveying technician 

("subordinate to a profession al survey"). 

The Commonwealth Library Association (COMLA) is much 

exercised on the issue of reciprocity having appointed a 

working party on the topic and convened a seminar to discuss 

its findings in November 1975. One of COMLA's aims, in its 

constitution, is "to promote the status and education of 

librarians and the reciprocal recognition of qualifications 

in librarianship". The 1975 seminar endorsed this aim and 

urged COMLA "to pursue its interest in reciprocity, as a high 

priority". According to the working party report there 

appear to be few legal barriers to international mobility 

in the profession but local (particularly metropolitan) 
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associations are suspected of obstructing employment of 
9 

outsiders . A 'post-colonial' preference on the part of 

bureaucracies for longstandingly 'acceptable' qualifications 

(usually British) is also suspected. 

The Commonwealth Council for Educational Administration 

(CCEA) is another association that is "working towards 

reciprocity of recognition within the Commonwealth". As a 

step in this direction it has published the Commonwealth 

Directory of Qualifications and Courses in Educational 

Administration, including so far information on relevant 

university courses in Kenya, Nigeria and Tanzania but not yet 

Ghana, among our project countries. However while "reciprocity 

is substantially a fact within the old Commonwealth", the 

CCEA recognises that "in relation to the African universities 

and others within the new Commonwealth there is still a good 

deal of variation in that courses in educational administration 

are frequently taught at the undergraduate rather than the 

graduate level and there is typically a great shortage of 
10 

qualified indigenous teachers". However, it is o p t i m i s t i c 

about the future in this respect. 
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The International Federation of Consulting Engineers is, in 
11 

the words of its managing director , "a professional association 

and not a learned society and therefore does not generally 

occupy itself with such matters as "reciprocity". What it 

does "promote is standardisation of contract conditions under 

which the professional services of consulting engineers may 

be procured". Only two of our project countries, Kenya and 

Nigeria, have associations of consulting engineers affiliated 

to the Federation. 

The Commonwealth Engineers1 Council, on the other hand, 

formally constituted as a Commonwealth professional association 

only in 1974, seems to be rushing to catch up with the pace-

setters in inter-recognition. "The most vital of immediate 

issues", according to its entry in Professional Organizations 

in the Commonwealth (Tett and Chadwick, 1976, p. 532), "is 

that of parity of standards of engineering education and 

training. Norms for recognition of engineering degrees and 

diplomas should be set down. Reciprocity and recognition 

of qualifications should be a goal". As a first step along 

this road, regional groupings are to be formed, on the 

argument that "if local problems can first be solved, harmonizat-

ion of the total body may be expected to follow". It is 
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proposed that an identity card be issued to those on a 

register of Commonwealth engineers; "in the long term the 

system could well develop to provide for reciprocal 

recognition when qualification systems have finally been 

rationalised". 

Our review of the role of international and Commonwealth 

professional associations suggests that most international 

associations take a cautious approach towards the question 

of interrecognition and many are not in a position to act 

as effective pressure groups. For example, the International1-

Federation of Surveyors, which does take the question serious5̂ ' 

our project. Commonwealth associations, however, are another 

matter. Of the eight such associations discussed above all 

except one (the nurses) count interrecognition among their 

aims, and, as our Ghana case-study will show, many play an 

active role in trying to achieve it. Whether they are 

completely successful is another question, on which the 

next two sections will throw some light. 

Students in the U.K. and the U.S.A. 

One indicator of the first form of integration into the 

international market (the use of metropolitan q u a l i f i c a t i o n s ) 

is the extent to which a country sends students abroad. 

Table' 1 summariss the position with respect t o s t u d e n t s 
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from our project countries in the U.K. The statistics are 

not very reliable and coverage of non-university students 

is particularly patchy. Nevertheless the impression given 

by Table 1, that the number of overseas students in the UK, 

after seeming to be on a plateau in the second half of the 

sixties, has been increasing fast in the seventies, is 

probably correct. Our project countries have shared to 

varying degrees in this growth; it has been spectacular in 

the case of Nigeria, less so in the cases of Kenya, Egypt, 

Morocco and the Sudan, and the number of students from Ghana 

and Tanzania ha s tended to fall. 

Tables 2 summarise the position with respect to students 

in the U.S.A. also shows an increase in the total 

number but at a slower rate than in the U.K. Again Nigeria 

shows the fastest growth rate, but in this case the figures 

for Ghana are on a rising trend, showing that there has been 

a switch in the destination of Ghanaian students from the 

UK to the US. 

We can gauge very roughly the importance of study in the 

UK and the US for each of our project countries by adding 

together the totals in Tables 1 and 2 and comparing them 

with each country's population. This is done in T^ble 3 • 





253. 

Table 3 ; Students in the U.S. and the U.K. in relation 
to Population. 

197 . 
Population 
Estimate 
(000) 

Ghana 

Kenya 

Nigeria 

Tanzania 

Egypt 
Morocco 

Sudan 

1 0 , 4 8 0 

1 4 , 3 4 0 

6 6 , 6 3 0 

1 6 , 0 9 0 

3 8 , 7 4 0 

1 8 , 2 4 0 

1 6 , 5 4 0 

Number of 
students in 
the U.K. and 
the U.S. in 

Number of 
students 
in U.K. 
and U.S. 

per 
100,000 

population 

2827 

3065 

2 0 5 2 1 

1100 

2540 

234 

1247 

_27 

21 
31 

7 

7 

1 

8 

S o u r c e : a s f o r T a b l e s 1 a n d 2 , a n d UN D e m o g r a p h i c Y e a r b o o k 

The table suggests that the countries fall fairly neatly into 

three groups, as far as this indicator of integration into 

the international market is concerned. 

(1) Morocco is clearly not in the US/UK orbit; 

comparable figures on Moroccan students in 

France would be of interest. 

(2) Tanzania is in a middle group with Egypt and 

the Sudan rather than with the other three 

Commonwealth countries; indeed the Sudan now 

sends more students to the U.K. (and more per 100 ,000 

population) than does Tanzania. 
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. ( 3 ) N i g e r i a s e n d s by f a r t h e g r e a t e s t n u m b e r o f 

s t u d e n t s t o t h e U . K . a n d t h e U . S . , b u t t h e o t h e r 

two c o u n t r i e s i n t h e t o p g r o u p , Kenya a n d p a r t i c u l a r l y 

G h a n a , a r e o n l y s l i g h t l y l e s s o r i e n t e d t o w a r d s o v e r -

s e a s s t u d y , when r e l a t i v e s i z e o f p o p u l a t i o n i s t a k e n 

i n t o a c c o u n t . 

Survey of professional associations and regulatory bodies 
in the U.K. 

In a further attempt to assess the extent to which the 

countries in our project are integrated into that part of the 

international market in professional skills which centres on 

Britain, we carried out during 1978 a survey of the main 

professional associations and regulatory bodies in Britain.' 

I n T a b l e 4 we t r y t o s u m m a r i s e t h e r e s u l t s o f t h e s u r v e y 

i n a way w h i c h m a k e s t h e m a m e n a b l e t o a n a l y s i s . 

For each of 70 professional associations or regulatory bodies 

the table shows the extent to which, in the case of each of 

our project countries, (1) the British qualification is used 

by that country's nationals, and (s) that country's qualificat-

ion is negotiable in the U.K. The results are extremely 

difficult to interpret in detail but they seem to support some 

broad conclusions: 
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Morocco is obviously completely outside the orbit of the UK -

centred professional qualifications system. A similar survey 

of the French system would have been useful in this respect 

but our resources did not allow it. The use of British 

qualifications is still more important quantitatively as a 

means of integration into the international market than is 

the development of internationally negotiable local 

qualifications. The popularity of British qualifications in 

financial and commercial professions, such as accountancy 

and insurance, is particularly striking. Nigeria, of our 

project countries, makes most use of British qualifications, 

followed fairly closely by Ghana and Kenya, with Tanzania a 

little way behind. The range of British qualifications in 

use in Egypt and the Sudan is rather narrower, but the 

number is perhaps higher than might have been expected, 

particularly in the medical profession. 

Very few local qualifications are recognised as fully 

equivalent to their British counterparts. (There are very 

few capital Bs in Table 4 ). However, the number of local 

qualifications which are conditionally acceptable in the U.K. 

is high enough for integration into the UK - centred 

qualifications system to be a practical possibility for 

many professionals from our project countries. This is 
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particularly the case in such key professions as medicine, 

dentistry, pharmacy, architecture and engineering. And, 

of course, many of the local qualifications which have not 

actually achieved international negotiability have modelled 

themselves on their British counterparts and are aspiring 

towards negotiability. 

Nigeria, again, has the widest range of negotiable or quasi-

negotiable qualifications, with Kenya and Ghana again together 

in a second group. However, the number of negotiable Tanzanian 

qualifications is small enough to put it in the same cateogory 

as Egypt and the Sudan rather than with the other Commonwealth 

countries. In this respect the position is interestingly 

similar to that emerging from our analysis of the number of 

foreign students in the U.K. and the U.S.A. 



226. 

Footnotes. 

1. L e t t e r from t h e s e c r e t a r y - g e n e r a l , 2 O c t o b e r 1 9 7 8 

2. L e t t e r from t h e s e c r e t a r y , 25 S e p t e m b e r , 1 9 7 8 

3 . P r i v a t e c o r r e s p o n d e n c e , 9 O c t o b e r 1 9 7 8 

4 . Letter from t h e e x e c u t i v e d i r e c t o r , 9 F e b r u a r y 1 9 7 9 

5. Letter from i n f o r m a t i o n o f f i c e r , 22 S e p t e m b e r 1 9 7 8 

6 . L e t t e r , 18 S e p t e m b e r 1 9 7 8 

7 . L e t t e r f rom e x e c u t i v e s e c r e t a r y , 29 S e p t e m b e r 1 9 7 8 

8 . L e t t e r f rom F e d e r a t i o n s p o k e s m a n , 20 F e b r u a r y 1 9 7 9 

9. Letter from s e c r e t a r y , 19 J a n u a r y 1 9 7 9 

10. Letter f rom e x e c u t i v e d i r e c t o r , 26 S e p t e m b e r 1 9 7 8 

11. L e t t e r d a t e d 3 O c t o b e r 1 9 7 8 







261. 

T h i s i s t h e f a l l a c y i n t h e v i e w s o f t h o s e ( J o h n s o n , 1 9 6 8 ; ' 

B a l d w i n , 1 9 7 0 ) who t a l k a b o u t ' o v e r f l o w * r a t h e r t h a n ' d r a i n ' 

o f p r o f e s s i o n a l s f r o m l e s s d e v e l o p e d c o u n t r i e s , i m p l y i n g t h a t 

t h e r e i s no p r o b l e m b e c a u s e t h e r e i s a s u r p l u s o f s u c h man-

p o w e r i n LDCs. The t y i n g o f l o c a l p r o f e s s i o n a l s i n t o t h e 

i n t e r n a t i o n a l m a r k e t , ( t h r o u g h t h e i r a c q u i s i i t i o n o f i n t e r -

n a t i o n a l l y n e g o t i a b l e q u a l i f i c a t i o n s ) , a n d t h e c o n s e q u e n t l y 

h i g h e r e x p e c t e d p r i v a t e r a t e o f r e t u r n o n t h e t r a i n i n g o p e n 

t o t h e m , b u i l d s i n a t e n d e n c y t o o v e r p r o d u c t i o n o f s u c h s k i l l s . 

To l o o k c o m p l a c e n t l y o n l y a t c u r v e s S^ a n d D i n f i g u r e 2 , 

w i t h o u t r e c o g n i s i n g t h a t t h e s h i f t f r o m S 2 t o Sg i s a c o n -

s e q u e n c e o f i n t e g r a t i o n i n t o t h e i n t e r n a t i o n a l m a r k e t , i s 

m y o p i c i n t h e e x t r e m e . 

I t m i g h t b e s u g g e s t e d t e n t a t i v e l y t h a t f e w o f t h e c o u n t r i e s 

i n o u r p r o j e c t a r e i n s i t u a t i o n s t h a t c o u l d b e i l l u s t r a t e d 

by f i g u r e S 1 a n d 2 . A t a n y r a t e i t a p p e a r s t h a t S o u t h - N o r t h 

m i g r a t i o n f r o m t h e s e c o u n t r i e s may n o t b e l a r g e e n o u g h t o 

e x e r t much u p w a r d p r e s s u r e on p r o f e s s i o n a l e a r n i n g s i n t h e 

way d e s c r i b e d i n f i g u r e 1 . I n N i g e r i a demand a n d s u p p l y 

i n t h e c a s e o f many p r o f e s s i o n s may s t a n d i n a r e l a t i o n t o 

e a c h o t h e r s i m i l a r t o t h a t shown i n f i g u r e 1 , b u t a s a c o n -

s e q u e n c e o f o u t w a r d s h i f t s i n t h e demand c u r v e r a t h e r t h a n 

o f l a r g e - s c a l e e m i g r a t i o n . H o w e v e r , t h e s e f i g u r e s may be 

r e l e v a n t t o a n a n a l y s i s o f t h e c o n s e q u e n c e s o f m i g r a t i o n of 

p r o f e s s i o n a l s f r o m some o f t h e p r o j e c t c o u n t r i e s t o o i l - p r o d -

u c i n g c o u n t r i e s . E g y p t , w h i c h u s e d p e r h a p s t o b e i n t h e 
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'chronic-tendency-to-oversupply position described by figure 

Z, may. according to Birks and Sinclair (op.cit.), in the case 

of some categories be approaching the position described by 

figure 1, as may the Sudan. The same may be true for the 

migration of some categories of Ghanaian professionals to 

Nigeria. However, this is on the assumption that such mig-

ration is long-term and/or on an increasing net scale, which 

will be discussed further below. 

The form of interaction emphasised by our research proposal 

is somewhat different from either of those discussed so far. 

The implicit suggestion is that in an administered local 

market, in which a large proportion of professionals is 

employed by the state, professionals with internationally 

negotiable qualifications use their international mobility 
3 

in negotiations with their employers overremuneration- . 

This might be characterised as an attempt to exact the pay-

ment of part or all of the scarcity rent that would result 

from actual emigration in return for refraining from emigr-

ating and from inflicting the 'shortage' consequences of 

emigration on society. It might in the longer run be exp-
tUe/ 

ected to induce an increase in supply of/Category in question 

unless the professional association is able to limit the num-

bers undergoing training. This hypothesis is difficult to 

test but it may be possible to find examples in some of the 

project countries of attempts by professional associations 4 

to use arguments of this kind and to gauge the extent to 

which their success or otherwise was independent of the local 

supply-and-demand situation. 





inbuilt tendency to higher relative price. Once this price 

is accepted, intake into these professions ensures that the 

costs of acquiring the requisite skills cannot be accommodated 

if this relative price falls. Thinking of this class of 

manpower in general and not in relation to specific skills, 

we can say that the prices for the products of these services 

are matched through time to the cost of reproduction of the 

manpower producing them. Human capital theory is, as it 
ii 

were, turned the other way round. The beauty of this use 
\ 

of the international model,.from the point of view of the 

profession concerned, is that, since it raises the supply 

price rather than gives rise to 'scarcity rent', it provides 

a level of remuneration that does not require artificial 

protection, as long as demand does not contract. 

Of course all four of the influences arising from integration 

into the international market discussed so far may be 

present in the case of any particular profession 

in any particular country. The outcome may reflect the 

balance between each of the influences. In practice it will 

be difficult to disentangle one from another, but it seems 

to be important to keep them separate in analysis. 

In the discussion of the interaction between the international 

and local markets so far no distinction has been made between 

South-North migration and migration to oil-producing countries. 

However, there are at least two ways in which the current mig-

ration of professionals to the oil-producing countries may 
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differ from the Couth-North migration of the sixties and 

early seventies (to which our research proposal mainly refers). 

1. It may not be permanent or semi-permanent but short-

term, with migrants acting as 'target workers' and returning 

home after they have achieved their target income. 

2. Net migration from poorer countries to oil producers 

may not be rising or even positive; that is, outward flows 

of new migrants may be balanced by inward flows of those re-

turning after a short stay. 

The question is important because 'target-worker migration . 

would nave less impact ou vats iirtciua'i xcwaiCt oUuo'i,uxco ^i 

brain-losing countries than does more permanent migration. 

'Target-worker' migrant professionals would see the oil-

producing countries as a source of occasional subsidy to their 

low domestic rewards rather than as a permanent alternative 

or as a means of justifying increases in their domestic 

salaries 

Very few data are available on the duration of migration 

to oil producing countries. Rules and regulations in the 

receiving countries are certainly intended to enforce short 

durations (Choucri, 197 ) but migrants, particularly those 

from other Arab countries (such as Egypt and. the Sudan), may 

find ways of circumventing such regula tions. In any case 

the question of duration may for the moment be secondary to 

that of scale. Available data suggest that net migration 

from Egypt and the Sudan has certainly been increasing over 

recent years to an extent that the analysis of Figure 1 may 
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Whether this trend will continue is another question, 

the case of Egypt the effect of political tensions in 

Middle East is another unknown factor. 
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F o o t n o t e s . 

1 . I f t h e l o c a l m a r k e t i n p r o f e s s i o n a l s k i l l s i s an admin-
i s t e r e d o n e ( s a y w i t h a l a r g e p r o p o r t i o n of p r o f e s s i o n a l s 
e m p l o y e d b y t h e s t a t e ) a d j u s t m e n t i n a v e r a g e e a r n i n g s w i l l 
n o t n e c e s s a r i l y b e s m o o t h a n d a u t o m a t i c . The i n i t i a l 
c o n s e q u e n c e , a s h o r t a g e o f u p t o XZ, may i n t h i s c a s e 
p e r s i s t f o r s o m e t t i m e . 

2 . I f d o w n w a r d a d j u s t m e n t i n a v e r a g e e a r n i n g s i s ' s t i c k y ' 
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3 . I f t h e y a r e s u c c e s s f u l , l e s s m o b i l e c a t e g o r i e s , and 
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t o j u s t i f y e n j o y i n g s i m i l a r t r e a t m e n t . 

4 . Some a r e q u o t e d i n G o d f r e y ( 1 9 7 5 ) p . 1 1 . 

5 . The a n a l o g y i n t h i s c a s e w o u l d be w i t h ' g a s t a r b e i t e r ' 
m i g r a t i o n o f u n s k i l l e d w o r k e r s f rom t h e European 
p e r i p h e r y t o W e s t G e r m a n y , F r a n c e e t c . , r a t h e r t h a n 
w i t h S o u t h - N o r t h p r o f e s s i o n a l m i g r a t i o n . A n o t h e r 
a n a l o g y i s w i t h e a r l i e r a n a l y s e s of t h e m i g r a n t l a b o u r 
s y s t e m i n A f r i c a . I n 1 9 5 5 , f o r example , t h e E a s t 
A f r i c a n R o y a l C o m m i s s i o n s u g g e s t e d t h a t " i n t h e e x i s t i n g 
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CHAPTER 1 3 : PROFESSIONS, STATE, EDUCATION SYSTEM AND 
REMUNERATION: A GHANAIAN CASE STUDY. 

T h i s c h a p t e r c o n s i s t s o f a c a s e - s t u d y o f t h e i n t e r a c t i o n 

b e t w e e n t h e p r o f e s s i o n s , t h e s t a t e a n d t h e e d u c a t i o n s y s t e m 

i n G h a n a . I t i s b a s e d o n i n t e r v i e w s w i t h p r o f e s s i o n a l s a n d 

o f f i c e r s o f t h e m a i n p r o f e s s i o n a l a s s o c i a t i o n s c a r r i e d o u t 

i n G h a n a i n J a n u a r y - A p r i l 1 9 7 9 . We w i l l c o n s i d e r f i v e m a i n 

a s p e c t s o f t h i s p r o c e s s o f i n t e r a c t i o n , w i t h p a r t i c u l a r 

e m p h a s i s o n h i g h e r e d u c a t i o n : ( i ) t h e i m p l e m e n t a t i o n o f 

a ' c o l o n i a l ' e d u c a t i o n a l s y s t e m a n d i t s c o n t i n u e d s u r v i v a l 

a f t e r i n d e p e n d e n c e ; ( i i ) t h e i n t e r v e n t i o n o f p r o f e s s i o n a l 

a s s o c i a t i o n s i n t h e e d u c a t i o n p r o c e s s ; ( i i i ) t h e i n f l u e n c e 

o f r e l a t i o n s h i p s w i t h i n t e r n a t i o n a l a n d m e t r o p o l i t a n 

p r o f e s s i o n a l a s s o c i a t i o n s i n " t r a n s n a t i o n a l i s i n g " t r a i n i n g 

s t a n d a r d s ; a n d ( i v ) a s h o r t n o t e o n q u a l i f i c a t i o n 

e s c a l a t i o n i n t h e l i g h t o f t h e p r e c e d i n g a n a l y s i s . . ( v ) F i n a l l y , 

t h e i m p l i c a t i o n s o f t h i s p r o c e s s f o r t h e r e m u n e r a t i o n o f 

p r o f e s s i o n a l s a r e d i s c u s s e d . 

H i g h e r e d u c a t i o n i n G h a n a : t h e c o l o n i a l ' l e g a c y ' . 

Up t o t h e s e c o n d w o r l d w a r , e d u c a t i o n i n G h a n a h a d not 
f o r m e d a p a r t o f a n y c o h e r e n t g o v e r n m e n t p o l i c y . E d u c a t i o n 

o r d i n a n c e s w e r e e n a c t e d a t v a r i o u s t i m e s , p a r t i c u l a r l y d u r i n g 

t h e e a r l y y e a r s o f c o l o n i a l r u l e , b u t t h e a c t u a l d e v e l o p m e n t 

o f t h e e d u c a t i o n s y s t e m r e m a i n e d l a r g e l y t h e r e s p o n s i b i l i t y of 

t h e m i s s i o n s . L e g i s l a t i o n w a s , t h e r e f o r e , l a r g e l y i n -

e f f e c t i v e i n p r o v i d i n g a n y o v e r a l l c o n t r o l a n d predetermined 
p o l i c y d i r e c t i o n . T h i s l a i s s e z - f a i r e a t t i t u d e w a s transformed 
i n t o a n a m b i t i o u s l o n g - t e r m d e v e l o p m e n t o r i e n t a t i o n a s a result 
o f t h e c h a n g e s i n B r i t i s h a t t i t u d e s t o w a r d s i t s c o l o n i e s 

d u r i n g t h e 1 9 4 0 s , p r e c i p i t a t e d p r i m a r i l y b y a g r o w i n g realisation 
o f t h e i m m i n e n c e o f f o r m a l d e - c o l o n i z a t i o n . I n 1 9 4 5 a Commission 
o n H i g h e r E d u c a t i o n i n the c o l o n i e s w a s e s t a b l i s h e d w i t h t h e 

f o l l o w i n g t e r m s o f r e f e r e n c e : 
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"to consider the principles which should guide 
the promotion of higher education, learning and 
research and the development of universities in 
the colonies: and to explore means whereby 
universities and other appropriate bodies in the 
UK may be able to cooperate with institutions of 
higher education in the colonies in order to give 
effect to these principles"^' 

The need for a well-designed education strategy became the 

sine qua non for the British colonial administrations. A local 

elite had now to be "prepared" to take over the class positions 

of the colonizers which necessitated the establishment of 

appropriate educational institutions to produce manpower of 

both- the quality and quantity required if localization was to be 

s u c c e s s f u l . T h e r e p o r t o f t h e Inter-University Council for 

Higher Education Overseas 1945-54 conveys the historical 

significance of this task: 

"these students trained in their own countries 
are among the most precious natural resources 
of the territory. They include the future 
Prime Minister, bishops, doctors, civil servants, 
historians, veterinary scientists, headmasters, 
engineers, journalists, lawyers, agriculturists, 
diplomats, judges and scientists of their 
societies. On them, largely depend whether or 
not the independent states emerging from the 
dependent, territories will be efficient and 
stable"."* 

In terms of both the structure and actual content of higher 

education, the key priority was to produce "professional" 

African manpower to fill the top positions within the public 

sector in Ghana. Hence, during this formative period, little 

emphasis was given in practice to the training of middle level, 

technical manpower despite the recommendation of the Elliot 

Commission on Higher Education in West Africa which reported 
3 . . . in 1945. Once this elitist, professionally-oriented university 

education system had been established, it proved virtually 

impossible to rectify this imbalance. This was further rein-

forced by African perceptions of European society which derived 

from a highly selective and unrepresentative group composed 
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m a i n l y o f p r o f e s s i o n a l a n d s e n i o r m a n a g e r i a l p e r s o n n e l . Not 
s u r p r i s i n g l y , t h e r e f o r e , A f r i c a n s ' o c c u p a t i o n a l a s p i r a t i o n s 

w e r e g e a r e d f i r s t a n d f o r e m o s t t o b e c o m i n g p r o f e s s i o n a l s whi le 

t e c h n i c i a n l e v e l p o s i t i o n s w e r e c o n s i d e r e d t o be of r e l a t i v e l y 

much l o w e r s t a t u s t h a n i n t h e m e t r o p o l i t a n c o u n t r i e s . A 
c o m p a r i s o n o f t h e o u t p u t o f g r a d u a t e - p r o f e s s i o n a l and d ip lomat ic -

t e c h n i c a l m a n p o w e r f r o m t h e e d u c a t i o n a l sys tem would show the 

i n c r e a s i n g t o p - h e a v i n e s s o f t h e s k i l l s h i e r a r c h y . 

The colonial commitment to the rapid development of university 
education was associated with a rigid adherence to a policy 
of maintaining educational standards identical to those 
prevailing in British universities. At this early stage, these 
"standards" were not conceived of in terms of broad levels of 

intellectual achievement but rather were assessed on the 

baas of the extent to which the actual subject-matter of courses 

taught to undergraduate students in the UK was imitated in the 

Gold Coast: 

"There can be no compromise on this issue 
of standards. In all spheres in which we 
have advised or could have influence we 
urged that the maintenance of high academic 
standards must be paramount We have no 
dpubt that this policy has justified itself. 
The colonial university institutions are fully 
accepted within the university world.... The 
Gold Coast is known for its college as well 
as its cocoa". 

The maintenance of standards at University College of the 

Gold Coast, which was opened in 1947 was ensured during the 1950s 

by its full integration into the external degree system of 

London University. The Royal Commission On Higher Education 

in the colonies considered that: 

"this system offers the opportunity to persons 
who are not students of that (London) University 
to follow the same curricula and to be examined 
by the same standards as the internal students 
of the University itself". ? 

The University College of the Gold Coast also entered into 
what became known as a 'special relationship' arrangement with 
London Uni vprni tu wĥ -i-aHir i i .,-i=tarre 
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to facilitate the transition from college to full university 

status. This took numerous forms, most notably the secondment 

of expatriate academics to the Gold Coast for short assignments 

and the vetting of new courses or epartments and any sub-

sequent changes that were considered desirable. 

The British concern with academic standards was reflected in 

their attitudes towards establishing reciprocity agreements 

between the UK and the Gold Coast professional qualifications. 

As with the university institution, the colonial conception of 

the professional was, in virtually all aspects, identical to 

that which prevailed in the UK. Hence, from the very outset, 

it was explicitly stated that professions in Ghana were to be 

organized and should enjoy the same privileges as their 

counterparts in the UK. There was, therefore, a near perfect 

correspondence between the characteristics of the products 

of the education process and the manpower requirements of the 

colonial state apparatus. 

Where professional standards in Ghana were lower than in the 

U.K., the universities were often urged to up-grade them. 

For example, for the colonial medical professions it was 

stated that: 
"....steps should be taken at the earliest 
possible date so as to improve the quality 
of the teaching provided in medical schools 
which have not yet reached recognition by 
the General Medical Council that such 
recognition will be accorded". ° 

The achievement of reciprocity was made conditional upon 

Ghanaian students undertaking identical training courses, 

even though it was realized by the colonial authorities and 

their advisers that these were inappropriate: 
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"Clearly, if a doctor trained in a colony 
automatically has the right to practice in 
the United Kingdom, it must fit him for that, 
even if that means reducing the emphasis on 
topical and other local conditions which 
would otherwise be desirable. The (Inter-
University) Council have welcomed the develop-
ments in, for example, veterinary training 
which have disassociated it from this issue 
of United Kingdom registrability"J 

Writing in 1964, Foster was able to state in his authoratitive 
study on, Education and Social Change in Ghana that: 

"education policy since 1951 has not shown 
any radical change of approach from that of 
the earlier period, but has been rather a 
reinforcement-of earlier objectives" .8 

Emphasis was placed primarily on the expansion of primary 
and senior primary schools (middle schools) with a relatively 
limited growth in secondary schools. There was•no radical 
restructuring of curricula since there was still a basic 
reluctance to accept any innovations -which might be at the 
expense of standards. Although the Government was under 
great pressure to extend education to a much wider proportion 
of the populat 

ion, by confining this expansion primarily 
to the basic provision of education they forestalled any 
serious pressures which might have forced them to restructure 
the intended colonial higher education sector. For instance, 
the Commission on University Education of 1960 was composed 9 

predominantly of distinguished overseas academics. It basically 

reaffirmed the need to maintain the present system of higher 

education and emphasised, yet again, the importance of 

maintaining high academic standards. In addition, however, it 

argued that universities should have the greatest possible 

autonomy in determining their organization, teaching and r e -

search which, although this has frequently been violated 

has, nevertheless, had important implications for the d e v e l o p -

ment of professions in Ghana, in so far as the university 



f a c u l t i e s h a v e u s u a l l y a d o p t e d t h e s a m e b a s i c c o n c e p t i o n s 

c o n c e r n i n g t h e r o l e o f t h e p r o f e s s i o n a l s a s t h e p r o f e s s i o n a l 

a s s o c i a t i o n s t h e m s e l v e s . 

W h i l e t h e r e h a v e b e e n some m i n o r r e f o r m s s i n c e t h e e a r l y 1 9 6 0 s 

t h e i n t e r n a l s t r u c t u r e o f t h e h i g h e r e d u c a t i o n s e c t o r a n d i t s 

r e l a t i o n s h i p t o t h e e d u c a t i o n a l s y s t e m a s a w h o l e h a s r e c e i v e d 

f u n d a m e n t a l l y u n a l t e r e d . T h e r e l a t i o n s h i p w i t h UK u n i v e r s i t i e 

h a s b e e n m o d i f i e d a s G h a n a i a n c o l l e g e s h a v e a t t a i n e d f u l l 

u n i v e r s i t y s t a t u s , w i t h p o w e r s t o g r a n t t h e i r own d e g r e e s . 

H o w e v e r , u n i v e r s i t i e s ' c o u r s e s a r e s t i l l m o d e l l e d o n t h o s e 

i n t h e UK a n d a r e , t h e r e f o r e , p e r i o d i c a l l y c h a n g e d i n o r d e r 

t h a t t h e y c o n f o r m t o r e c e n t d e v e l o p m e n t s i n c o u r s e s t r u c t u r e 

a n d c o n t e n t i n t h e s e m e t r o p o l i t a n u n i v e r s i t i e s . F u r t h e r m o r e , 
» 

e x t e r n a l e x a m i n e r s r e g u l a r l y v i s i t G h a n a i a n u n i v e r s i t i e s t o 

v e t c o u r s e c o n t e n t , t e a c h i n g a n d e x a m i n a t i o n s a n d , i n s o 

d o i n g , r e a s s u r e t h e u n i v e r s i t y a u t h o r i t i e s t h a t t h e y c o n t i n u e 

t o e n j o y w i d e s p r e a d i n t e r n a t i o n a l r e c o g n i t i o n a s a t e a c h i n g 

i n s t i t u t i o n . 

T h e p r o f e s s i o n s a n d t h e e d u c a t i o n p r o c e s s s i n c e i n d e p e n d e n c e . 

P r o f e s s i o n a l a s s o c i a t i o n s i n G h a n a h a v e p l a y e d a d e c i s i v e rol<= 

i n f a c i l i t a t i n g t h e c o n s o l i d a t i o n o f t h e i n h e r i t e d c o l o n i a l 

u n i v e r s i t y s y s t e m a n d i t s s p e c i f i c r e l a t i o n s h i p t o t h e 

p r o f e s s i o n s . T h e o v e r r i d i n g i m p o r t a n c e o f t h e e d u c a t i o n a l 

p r o c e s s t o t h e s e p r o f e s s i o n a l a s s o c i a t i o n s i s i n d i c a t e d by 

t h e f a c t t h a t t h e y h a v e b e e n p r i n c i p a l l y c o n c e r n e d w i t h 

e n s u r i n g a d e q u a t e c o n t r o l e i t h e r d i r e c t l y o r i n d i r e c t l y o v e r 

t h e t r a i n i n g o f p r o f e s s i o n a l s a s o p p o s e d t o u n d e r t a k i n g m o r e 

c o n v e n t i o n a l ' t r a d e u n i o n ' b a r g a i n i n g a c t i v i t i e s . T h e f i r s t 

p r i o r i t y h a s b e e n , t h e r e f o r e , t o m a i n t a i n t h e e x c l u s i v e n e s s 



of the professional product which in itself has provided the 
absolute precondition in countering any pressures which might 
lead to a devaluation of professional positions. On the whole, 
these pressures have not been unduly threatening for a number 
of reasons. First. given the class structure in Ghana, 
there has been a shortage of professional manpower to fill 
the number of positions required. Professional unemployment 
has not, therefore, been a problem. This 'scarcity value1 

of professionals has enhanced their bargaining power when they 
have flexed their muscles and this has been particularly 
true of those professions which are most acutely under-staffed 
within the public sector. At a more ideological level, these 
shortages coupled with the 'community service' aspect of the 
professional ideology have further enhanced the 'modernizer' 
status of the Ghanaian professional who is typically port-
rayed as being at the forefront of the nation's development . 
efforts. Secondly, the state has devolved significant powers 
onto the professional associations;throughout the 1960s 

legislation was enacted to protect professional titles by 
laying down minimum educational requirements and establishing 
a registration procedure which, in most cases, has become 
the direct responsibility of the Association. The culmination 
of this legal protection of professional positions was the 
Professional Bodies Registration Decree NRCD 143 of 1972, 
which consolidated and strengthened previous legislation and, 
as the case studies show, provided a considerable fillip 
to many of the weaker professional associations. The main 
requirement for registration continues to be the possession 
of a degree or its equivalent and since this is not directly 
under the supervision of the professional association much 
of their energy has been spent in ensuring that they maintain 



I n a d d i t i o n , t o a d e g r e e , m o s t p r o f e s s i o n s 

s t i p u l a t e t h a t t h e g r a d u a t e m u s t s a t i s f a c t o r i l y p r a c t i s e a s 

a p r o b a t i o n e r f o r u s u a l l y 1 - 3 y e a r s a n d , i n some c a s e s , p a s s a 

f i n a l s e t o f e x a m i n a t i o n s , b o t h o r a l a n d w r i t t e n . T h e s e p o s t -

g r a d u a t e r e q u i r e m e n t s h a v e b e c o m e i n c r e a s i n g l y f o r m a l i z e d a n d 

h e n c e more s t r i n g e n t a s t h e n u m b e r s o f e l i g i b l e g r a d u a t e s h a v e 

s i g n i f i c a n t l y i n c r e a s e d a n d a s t h e p r o f e s s i o n a l a s s o c i a t i o n s 

have been g i v e n i n c r e a s e d p o w e r t o c o n t r o l e n t r y i n t o t h e i r 

p r o f e s s i o n s . T h i r d l y , t h e s e a s s o c i a t i o n s h a v e b e e n m o d e l l e d 

on t h e i r U .K . c o u n t e r p a r t s , w h i c h h a v e m a n a g e d t o a c h i e v e much 

g r e a t e r d e g r e e o f c o n t r o l a n d s u p e r v i s i o n o f t h e e d u c a t i o n 

p r o c e s s t h a n a s s o c i a t i o n s i n E u r o p e a n d N o r t h A m e r i c a . T h i s 

power of t h e B r i t i s h a s s o c i a t i o n s h a s p r o v i d e d a n i m p o r t a n t 

i d e o l o g i c a l b o o s t t o t h e e f f o r t s of; t h e new p r o f e s s i o n s i n 

Ghana and o n e w h i c h t h e y h a v e b e e n k e e n t o c a p i t a l i s e u p o n a s 

much a s p o s s i b l e . F o u r t h l y , u n i v e r s i t y t e a c h e r s h a v e , 

i n t h e m a i n , s h a r e d t h e s a m e v a l u e s a n d a t t i t u d e s a s t h e i r 

p r o f e s s i o n a l c o l l e a g u e s o u t s i d e t h e s e i n s t i t u t i o n s . I n a s e n s e , 

t h i s common u n d e r s t a n d i n g o f e a c h o t h e r h a s d e v e l o p e d i n t o a 

p o w e r f u l s y m b i o t i c r e l a t i o n s h i p . On t h e o n e h a n d , u n i v e r s i t y 

f a c u l t i e s n e e d t o s e e k t h e a p p r o v a l o f t h e a s s o c i a t i o n s i n 

e n s u r i n g t h e s u c c e s s f u l g r a d u a t i o n o f t h e i r p r o d u c t s , b e c a u s e a 

n o n - r e c o g n i z e d d e g r e e i s r e l a t i v e l y w o r t h l e s s i f t h e m a r k e t f o r 

t h e s e s k i l l s i s m o n o p o l i s e d by t h e p r o f e s s i o n . On t h e o t h e r 

h a n d , t h e a s s o c i a t i o n s a r e a n x i o u s t h a t t h e t e a c h i n g f a c u l t y 

c o n t i n u e s t o c o n f o r m t o t h e c o n t e n t a n d s t r u c t u r e o f c o u r s e s 

which t h e y c o n s i d e r e s s e n t i a l f o r t h e c o n t i n u e d r e p r o d u c t i o n o f 

t h e p r o f e s s i o n . F i n a l l y , t h e a t t e m p t s of" p r o f e s s i o n a l a s s o c i a t i o n s 

t o m a i n t a i n i n t e r n a t i o n a l s t a n d a r d s a n d h e n c e p r o t e c t t h e p o s i t i o n 

of t h e p r o f e s s i o n a l i n G h a n a h a v e b e e n a c t i v e l y s u p p o r t e d by 

t h e p r o p a g a t o r s o f t h e s e p r o f e s s i o n a l s t a n d a r d s , n a m e l y t h e 
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i n t e r n a t i o n a l a n d C o m m o n w e a l t h p r o f e s s i o n a l a s s o c i a t i o n s . 

T h e o l d e r , t r a d i t i o n a l p r o f e s s i o n s , s u c h a s law and m e d i c i n e , 
h a v e n o t f a c e d a n y r e a l t h r e a t s t o t h e i r m o n o p o l i s a t i o n of 
e d u c a t i o n a n d m a r k e t s f o r t h e i r s k i l l s a n d , b e c a u s e t h e i r 
s t r e n g t h s a s p r o f e s s i o n s h a v e n e v e r b e e n p u t t o t h e t e s t i n 
t h i s w a y , t h e r e i s a t e n d e n c y t o u n d e r e s t i m a t e t h e i r o v e r a l l 
s i g n i f i c a n c e , ( b o t h p o l i t i c a l a n d i d e o l o g i c a l ) i n p r e s e r v i n g 
t h e s o c i a l d i v i s i o n o f l a b o u r . F o r o u r p u r p o s e s , however , 
t h e m o s t i n t e r e s t i n g p r o f e s s i o n s a r e p r e c i s e l y t h o s e which a r e 
r e l a t i v e l y new i n Ghana a n d h a v e , t h e r e f o r e , had t o a d o p t a 
m o r e c o n s c i o u s a s s e r t i v e s t r a t e g y i n t h e f a c e of u s u a l l y 
r e a l b u t s o m e t i m e s i m a g i n e d t h r e a t s f r o m t h e s t a t e , e i t h e r 
d i r e c t l y f r o m t h e M i n i s t r y o r i n d i r e c t l y v i a p o l i c y 

i n i t i a t i v e s r o u t e d t h r o u g h t h e u n i v e r s i t y . We r e f e r i n 
p a r t i c u l a r , t o t h e a c c o u n t a n c y , p l a n n i n g , s u r v e y i n g and 
p h a r m a c y p r o f e s s i o n s , a l l o f whom h a v e h a d , a t t i m e s , t o f o r e s t a l l 
a t t e m p t s t o r e d e f i n e t h e i r r o l e s a s p r o f e s s i o n a l s i n Ghanaian 
s o c i e t y . T h i s r e d e f i n i t i o n h a s u s u a l l y t a k e n t h e form of 
t r y i n g t o e l i m i n a t e t o some e x t e n t t h e h i g h l y a r t i f i c i a l 
d i s t i n c t i o n b e t w e e n p r o f e s s i o n a l a n d t e c h n i c i a n c o u r s e s , t h e 
r e c r u i t s t o b o t h t h e s e t y p e s o f c o u r s e s b e i n g composed of 'A' 

l e v e l s t u d e n t s who a r e v i r t u a l l y i n d i s t i n g u i s h a b l e i n te rms of 
g r a d e s a t t a i n e d . T h e g r o w i n g n u m b e r o f h i g h c a l i b r e r e c r u i t s 

i n t o t h e d i p l o m a c o u r s e s h i g h l i g h t e d t h e r e s t r i c t i v e n e s s and 
i n e f f i c i e n c y o f t h e p r o f e s s i o n a l - t e c h n i c i a n d i v i s i o n i n a 
s i t u a t i o n w h e r e t h e r e h a s b e e n a c u t e s h o r t a g e s of h i g h - l e v e l 
m a n p o w e r . The r e s p o n s e o f t h e p r o f e s s i o n a l a s s o c i a t i o n s has 
b e e n t o c a m p a i g n f o r a c l e a r d e m a r c a t i o n i n t h e s e c o u r s e s , n o t so 
much by e s c a l a t i n g t h e i r own e n t r a n c e q u a l i f i c a t i o n s which a r e 
a l r e a d y v e r y h i g h , b u t by d e v a l u i n g t h e s t a t u s of t h e diploma 
c o u r s e s b y , f o r e x a m p l e , r e l o c a t i n g t h e m away f rom t h e 
u n i v e r s i t y a n d r e d u c i n g t h e i r d u r a t i o n a n d e n t r a n c e qualifications. 
The g e n e r a l s u c c e s s o f t h e p r o f e s s i o n a l a s s o c i a t i o n s ' campaign 
i s i n d i c a t i v e o f t h e h i g h l e v e l o f t h e i r c o n t r o l o v e r the education 
p r o c e s s . ^ 
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The Transnational isation of Professional Skills. 

With the possible exceptions of lawyers and planners, all of 

the professional associations covered in our research attach 

considerable importance to nurturing their relationships with 

international, Commonwealth and British professional association 

They regularly attend conferences and seminars convened to 

discuss key aspects of professional development and 

officials from these overseas organizations also visit 

Ghana. What purpose then do these external links serve? We 

hypothesised in our original research proposal that: 
"if the local education and training system is such 
such that those who emerge from its apex have 
acquired, to a varying degree, internationally 
negotiable qualifications, even though few 
categories make use of their international 
mobility, all benefit financially from having 
acquired it. The suggestion is that the 
international mobility of the few 
supports the level of rewards of 
all who can claim comparability 
on the grounds of similar initial 
qualifications and periods of . 
training". 

The evidence from Ghana indicates that the 'mobility of the 

few' is not in itself an important explanatory factor in 

explaining the failure of professional-unskilled income 

differentials to decline in response to domestic reductions 

in professional scarcity values as we hypothesised, nor can 

it adequately account for the convergence of professional 

salaries. Out-migration of professionals has not until 

very recently reached significant proportions. The relation-

ship between internationally negotiable qualifications and 

domestic professional salaries seems to be very much more 

direct, operating primarily at the ideological level. 

When discussing 'internationally negotiable qualifications' 

it is important to distinguish clearly between reciprocity 

and accreditation agreements between professional associations 
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R e c i p r o c i t y was c o n s i d e r e d t o b e an i m p o r t a n t o b j e c t i v e i n 
Ghana d u r i n g t h e e a r l y y e a r s o f i n d e p e n d e n c e b u t a c c r e d i t a t i o n 
a g r e e m e n t s a r e now a l m o s t u n i v e r s a l . A c t u a l a n d d e s i r e d 
r e c i p r o c i t y i s , t h e r e f o r e , on t h e d e c l i n e a s i t i s e l s e w h e r e 
i n t h e C o m m o n w e a l t h : 

"stich substance of reciprocity as exists 
in the Commonwealth is largely a legacy 
of an imperial past when British quali-
fications were adopted as standards in 
colonial Registration Acts, or in the 
constitutions of professional societies 
for lack of national definitions. Some-
times it survived because local professionals 
have passed British examinations in Britairx 
or externally at home. Not much 
of this is left and it could not 
survive national growth and in-
dependence". * 

A c c r e d i t a t i o n h a s b e e n s o u g h t , n o t s o much a s a m e a n s t o 

i n c r e a s e t h e i n t e r n a t i o n a l m o b i l i t y o f p r o f e s s i o n a l s , b u t 

i n o r d e r t o e n h a n c e d i r e c t l y t h e s t a t u s o f t h e p r o f e s s i o n a s 

a w h o l e w i t h i n G h a n a . U n t i l t h e c u r r e n t c r i s i s i n Ghana and 

t h e o i l - b o o m i n N i g e r i a , t h e o u t f l o w o f d o m e s t i c a l l y t r a i n e d -

p r o f e s s i o n a l s h a s n o t c o n s t i t u t e d a s e r i o u s p r o b l e m . I t i s 

t r u e t h a t many s t u d e n t s who s t u d i e d o v e r s e a s f r e q u e n t l y 

s p e n t r e l a t i v e l y l o n g p e r i o d s away f r o m G h a n a , p a r t l y t o o b t a i n 

a d d i t i o n a l q u a l i f i c a t i o n s , b u t a l s o t o a c q u i r e c o n s u m e r 

d u r a b l e s b e f o r e e v e n t u a l l y r e t u r n i n g t o G h a n a . I t i s t h i s 

p h e n o m e n o n t h a t t h e Ghana G o v e r n m e n t w a s u n t i l r e c e n t l y m o s t 

c o n c e r n e d a b o u t a n d r e c o m m e n d a t i o n s w e r e o c c a s i o n a l l y made t o 

i n c r e a s e d o m e s t i c s a l a r i e s i n o r d e r t o a t t r a c t b a c k t h e s e o v e r -

d u e r e t u r n e e s : 

•Personal letter from Secretary of Commonwealth Legal A s s o c i a t i o n . 



a l m o s t e x c l u s i v e l y o n m a k i n g c o m p a r i s o n s b e t w e e n t h e q u a l i t y 

o f p r o f e s s i o n a l e d u c a t i o n a n d h e n c e t h e l e v e l of s t a n d a r d s 

b e t w e e n G h a n a a n d t h e r e s t o f t h e W o r l d . I t i s t r u e , n o n e t h e l e 

t h a t t h i s b a s i c a l l y i d e o l o g i c a l r a t i o n a l i z a t i o n h a s i m p o r t a n t 

e c o n o m i c i m p l i c a t i o n s i n t h e s e n s e t h a t a n a d h e r e n c e t o r i s i n g 

i n t e r n a t i o n a l p r o f e s s i o n a l s t a n d a r d s a n d h e n c e q u a l i f i c a t i o n s , 

s e r v e s t o s t r e n g t h e n t h e a r e a s o f p r o f e s s i o n a l monopoly w i t h i n 

t h e s o c i a l d i v i s i o n o f l a b o u r , b y p r e s e r v i n g t h e c o n t e n t and 

s t r u c t u r e o f e d u c a t i o n , w h i l e , a t t h e s a m e t i m e , h e l p i n g to 

d a m p e n t h e s u p p l y o f e l i g i b l e r e c r u i t s a t t h e p o s t - s e c o n d a r y 

s c h o o l l e v e l . 

T h e l a r g e e x t e n t t o w h i c h p r o f e s s i o n a l e d u c a t i o n i n ' Ghana 

i s g e a r e d t o B r i t i s h p r o f e s s i o n a l q u a l i f i c a t i o n s i s t h e 

d i r e c t c o n s e q u e n c e o f t h e i n h e r i t e d c o l o n i a l u n i v e r s i t y 

e d u c a t i o n a l s y s t e m a n d t h e d e v e l o p m e n t o f t h e p r o f e s s i o n s 

t h e m s e l v e s . T h e c a s e s t u d i e s r e v e a l a m a r k e d c o n t i n u i t y 

b e t w e e n t h e o p e r a t i o n s o f t h e l o c a l b r a n c h e s of B r i t i s h 

p r o f e s s i o n a l a s s o c i a t i o n s w h i c h w e r e e s t a b l i s h e d d u r i n g t h e 

c o l o n i a l p e r i o d a n d t h e ' a u t o n o m o u s ' G h a n a i a n - b a s e d a s s o c i a t i o n s 

w h i c h r e p l a c e d t h e m . I n i t i a l l y , m e m b e r s of t h e s e few 

a s s o c i a t i o n s w e r e n e a r l y a l l B r i t i s h t r a i n e d a n d , n o t 

s u r p r i s i n g l y t h e r e f o r e , t h e y c o n t i n u e d t o l o o k t o t h e 

B r i t i s h q u a l i f y i n g a s s o c i a t i o n s a s t h e i r m o d e l . T h i s 

c o m m i t m e n t i n c r e a s e d a s t h e n u m b e r o f e l i g i b l e , d o m e s t i c a l l y 

t r a i n e d s t u d e n t s g r e w r a p i d l y f r o m t h e m i d - 1 9 6 0 s o n w a r d s , s ince 

t h e y w e r e c o n c e r n e d t h a t b o t h e x t e r n a l a n d i n t e r n a l q u a l i i i c a t i Q 

w e r e as s i m i l a r a s p o s s i b l e s o a s n o t t o c r e a t e any d i v i s i o n s 

w i t h i n t h e new p r o f e s s i o n . I n a d d i t i o n , t h e o l d e r members 
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of t h e p r o f e s s i o n who h a d o f t e n s p e n t many y e a r s a c q u i r i n g 

t h e i r B r i t i s h p r o f e s s i o n a l q u a l i f i c a t i o n s r e s e n t e d t h e s p e e d 

a t which t h e u n i v e r s i t i e s w e r e p r o d u c i n g p r o f e s s i o n a l g r a d u a t e s 

who had o n l y t h r e e o r f o u r y e a r s t r a i n i n g . 

The reliance on British professional associations has been 

particularly apparent in the case of the newer professions 

which have been forced to identify themselves as much as 

possible with the professions in those countries where they 

have been firmly established. Again, this has had important 

implications for the development of the educational system, 

in particular, its appropriateness in efficiently fulfilling 

the manpower needs of Ghana. 

Professional qualification escalation in Ghana. 

Recent research into the educational process in peripheral 

social formations has focused on the phenomenon of qualification 

escalation or, more precisely, rising minimum education 

qualification levels. The studies which have been 

undertaken, most notably the Education Project at IDS have 

attempted to chart the increase in certification required by 

broad categories of manpower through time. The process of 

escalation has been conceived of^being fuelled by the 

contribution and interaction of separate 'supply' and 'demand' 

factors. Dore argues that: 
"the contributions from the demand side 
are likely to be greater when there is 
a high level of competition either be-
tween professional groups for status (the 
situation in Britain where professional 
group autonomy is greater than iri any industrial 
country) or between private employing 
organizations for both status and efficiency... 
Generally speaking, however, supply factors 
have been dominant both historically and in 1 o 
d e v e l o p i n g c o u n t r i e s t o d a y " . J-~' 
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Although this theoretical framework has certain important 

limitations, it does nonetheless provide a useful starting 

point for considering the process of professional qualification 

escalation in Ghana. 

The continuing control by each profession over the education 

process depends upon the maintenance of sufficiently high 
14 

barriers to entry. Should a situation arise where a p r o f e s s i o n 

feels threatened, it can respond by escalating the entrance 

qualifications and/or by altering the course content of the 

professional qualification itself. There are two types of 

threat which are likely to provoke this response. On the 

'supply' side, there can be an unduly large increase in the 

number of eligible recruits compared to the number of employ-

ment positions in existence for the profession as a whole, 

while on the demand side, escalation can be motivated by the 

fear o f the profession that it is suffering a relative decline 

in status and remuneration vis a vis all, or perhaps only 

some, of the other main professions. It is our contention t h a t 

'demand' factors have been equally, if not more, important 

as 'supply' factors in Ghana and probably in Africa as a 

whole. Part of the failure to recognise the significance 

of competition between professional groups can be attributed 

to the emphasis attached to the delineation and subsequent 

description of qualification escalation for h i g h l y a g g r e g a t e d i 

categories of labour such as unskilled, skilled, clerical, 

managerial, etc. What is of more interest is the p a t t e r n of 

qualification escalation both within and between t h e s e d e l i n e a t e d t 

groups because this is likely to be connected, to a c o n s i d e r a b l e 

extent, with the need to preserve the barriers be tween classes 

and class fractions. 
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I t i s t r u e t h a t t h e r e h a s b e e n a g r o w t h i n t h e s i z e o f a l l 

p r o f e s s i o n s i n G h a n a s i n c e I n d e p e n d e n c e . D u r i n g t h e e a r l y 

y e a r s much o f t h i s i n c r e a s e w a s d u e t o t h e o v e r s e a s 

s c h o l a r s h i p p r o g r a m m e , w h i c h i n t h e o r y w a s a h i g h l y c o n t r o l l a b l e 

s o u r c e of s u p p l y s i n c e s t u d e n t s c o u l d b e s e n t a b r o a d t o be 

t r a i n e d a s and when t h e y w e r e r e q u i r e d . T h i s s i t u a t i o n 

c h a n g e d , h o w e v e r , w i t h t h e o p e n i n g o f t h e t h r e e u n i v e r s i t i e s 

a t Legon, Kumasi a n d C a p e C o a s t , w h i c h , s i n c e t h e e n d o f 

1960s have b e e n t h e m a i n s o u r c e s o f h i g h l e v e l G h a n a i a n man-

power , each p r o d u c i n g a r o u g h l y c o n s t a n t n u m b e r o f g r a d u a t e s 

each y e a r . T h i s i n c r e a s e d s u p p l y h a s o c c u r r e d p a r t l y a s a 

r e s p o n s e t o p o l i t i c a l d e m a n d s f o . r m o r e u n i v e r s i t y e d u c a t i o n 

b u t , on t h e w h o l e , i t h a s b e e n p l a n n e d i n a c c o r d a n c e w i t h 

t h e r i s i n g m a n p o w e r n e e d s o f t h e p o s t r - i - n d e p e n d e n c e e c o n o m y 

and d e v e l o p m e n t p r o g r a m m e s , c o u p l e d w i t h t h e r e p l a c e m e n t 

of e x p a t r i a t e p e r s o n n e l b y G h a n a i a n s . H e n c e , p r o f e s s i o n a l 

unemployment i n G h a n a h a s n o t y e t e m e r g e d a s a s e r i o u s 

p r o b l e m ( u n l i k e i n A s i a ) a n d t h i s h a s l a r g e l y e l i m i n a t e d 

t h e n e c e s s i t y f o r ' s u p p l y 1 - i n d u c e d p r o f e s s i o n a l q u a l i f i c a t i o n 

e s c a l a t i o n . W h e r e t h i s t h r e a t h a s a r i s e n i t h a s b e e n 

e f f e c t i v e l y c u r b e d . T h e p r o b l e m h a s n o t b e e n o n e o f o v e r -

s u p p l y so much o f g r a d u a t e s a s o f s u c c e s s f u l s e c o n d a r y s c h o o l 

l e a v e r s who h a v e f a r e x c e e d e d t h e n u m b e r o f u n i v e r s i t y p l a c e s 

a v a i l a b l e . 

P r o e s s i o n a l q u a l i f i c a t i o n e s c a l a t i o n n e e d n o t o c c u r i n a s i t u a t i o n 

of o v e r - s u p p l y o f e l i g i b l e c a n d i d a t e s a s l o n g a s t h e 



professions can convince the state that the education 
system at the highest levels should remain unaltered with 
approximately the same number of students being trained. 
In Ghana, however, 'A' Level students who have failed to be 
accepted for degree courses have spilled over into the 
diploma courses. The high quality of these diploma students 
coupled with a continuing shortage of manpower possessing 
'professional1 skills encouraged the educational authorities 
to upgrade the diploma courses which in the case of pharmacy 
actually culminated in the proposal to abolish the professional 
degree course altogether. The professional associations 
successfully managed to thwart these moves partly by 
escalating the stringency of existing qualifications and 
other entrance requirements into the profession (e.g. introduct 

of a four year degree course for many professions at 
U.S.T. Kumasi) but also by attempting to de-escalate diploma 
certification by, for example, reducing the duration and/or 
entrance qualifications required for these courses and bŷ  
actually physically relocating them away from the university 
in lower status polytechnics/technical colleges. This has 
occurred in spite of the increasing number of eligible 'A' 
level students wishing to undertake further training who have, 
therefore, been exerting upward rather than downward pressure 
on qualification requirements. 

On the whole, however, professional qualification escalation ha 

not been particularly pronounced since independence. This 

is partly because most professional qualifications have, from 

the very outset, been university-based, requiring at least a 

degree and, in some cases, a post-graduate diploma as well-

Th ere has, therefore, been a real limit on the scope for 
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f u r t h e r f o r m a l i z e d e s c a l a t i o n i n t h e s e n s e o f i n t r o d u c i n g 

new t i e r s o f e n t r a n c e r e q u i r e m e n t s ( e s p e c i a l l y a t t h e p o s t -

A L e v e l s t a g e w h i c h i s w h e r e t h e m a i n b o t t l e n e c k o c c u r s a t t h e 

m o m e n t ) s i n c e t h i s w o u l d r e q u i r e a m a j o r r e o r g a n i z a t i o n o f 

t h e e d u c a t i o n s y s t e m . I n p r a c t i c e , w h a t h a s h a p p e n e d i s 

t h a t ' A ' l e v e l g r a d e s o f u n i v e r s i t y e n t r a n t s h a v e r i s e n o f 

t h e i r own a c c o r d a s m o r e a n d m o r e e l i g i b l e s t u d e n t s c o m p e t e 

f o r a r e l a t i v e l y f i x e d n u m b e r o f p l a c e s . T h u s , b y e n s u r i n g t h a t 

p r o f e s s i o n a l d e g r e e c o u r s e s h a v e n o t b e e n " d e v a l u e d " i n a n y 

s i g n i f i c a n t w a y , t h e p r o f e s s i o n a l a s s o c i a t i o n s i n G h a n a h a v e 

s u c c e e d e d i n m a i n t a i n i n g t h e s u p p l y o f r e c r u i t s i n t o t h e i r 

p r o f e s s i o n s w i t h i n a c c e p t a b l e l i m i t s ( f o r t h e t i m e b e i n g a t 

l e a s t ) . C o n s e q u e n t l y , t h e y h a v e n o t n e e d e d f o r m a l l y t o 

e s c a l a t e e n t r a n c e q u a l i f i c a t i o n s e i t h e r a t t h e u n i v e r s i t y 

o r f u l l p r o f e s s i o n a l l e v e l s . 

C o m p e t i t i o n b e t w e e n p r o f e s s i o n s ( t h e ' d e m a n d ' f a c t o r ) h a s 

b e e n o f c o n s i d e r a b l e i m p o r t a n c e i n m a i n t a i n i n g u p w a r d p r e s s u r e 
« 

on t h e l e v e l o f p r o f e s s i o n a l q u a l i f i c a t i o n s . As L a r s o n ( : 1 6 5 ) 

p o i n t s o u t : 
" a l t h o u g h p r o f e s s i o n a l i z a t i o n may b e s e e n 

a s a p o w e r s t r u g g l e on a s o c i e t a l l e v e l , 
i t i s a s t r u g g l e w a g e d w i t h i n a c l a s s , 
a g a i n s t r i v a l o c c u p a t i o n s r a t h e r t h a n 
a c r o s s c l a s s l i n e s " . 

T h i s ' c o m p e t i t i o n ' o r ' s t r u g g l e ' c e n t r e s o n t h e e f f e c t s o f 

e a c h p r o f e s s i o n t o e n s u r e t h a t t h e i r q u a l i f i c a t i o n s c o n t i n u e 

t o b e r e g a r d e d b y t h e m a j o r e m p l o y e r s i n s o c i e t y a s b e i n g o f 

a t l e a s t t h e s a m e i n t r i n s i c w o r t h i n t e r m s o f t h e i r s k i l l 

c o n t e n t a s o t h e r p r o f e s s i o n s . T h e s e v a l u a t i o n s a r e n o t 

p r i m a r i l y d e t e r m i n e d on t h e b a s i s o f s u p p l y a n d d e m a n d i n t h e 

m a r k e t p l a c e b u t by d i r e c t r e f e r e n c e t o t h e d u r a t i o n a n d 

p e r c e i v e d r i g o u r o f t h e t r a i n i n g p r o c e s s ( w h i c h , f r o m a 
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M a r x i s t p e r s p e c t i v e , i s n o t s u r p r i s i n g s i n c e t h e c o s t 

o f e d u c a t i o n a n d t r a i n i n g a r e n e c e s s a r y components i n the 

r e p r o d u c t i o n o f t h e d i f f e r e n t t y p e s o f l a b o u r p r o c e s s . ) With 

a f e w p r o f e s s i o n s t h i s h a s b e e n p a r t i c u l a r l y d i f f i c u l t t o 

a t t a i n , n o t s o m u c h b e c a u s e o f o v e r - s u p p l y , b u t r a t h e r because 

t h e a u t h o r i t i e s h a v e a r g u e d t h a t t h e i r s k i l l s c a n n o t be 

c o n s i d e r e d a s b e i n g o f e q u i v a l e n t w o r t h t o . t h o s e a c q u i r e d by 

o t h e r p r o f e s s i o n s . 

To conceive of this competition in terms of a 'demand1 factor 

is in many ways unsatisfactory since it detracts attention 

from analysing the historical specificity of a distinct 

professionalization process, the features of which we have 

been concerned to consider in some detail. This in turn, 

also requires an understanding of the class position of 

professionals because this 'competition' occurs not only 

within the professional stratum itself, but between it and 

other classes and class fractions. Consequently, the major 

failing of the present qualification escalation theories 

is that they do not attempt to situate this phenomenon 

historically by analysing the relationships which exist 

between classes and the educational process within each 

social formation as a whole. 

Finally, it is important to stress the adherence by Ghanaian 

professional associations to international-transnational 

professional qualifications, since these provide the frame 

of reference within which professional competition and the 

resulting intensification of qualification escalation o c c u r s . 



T h i s e m p h a s i s e s t h e l i m i t a t i o n s o f a n a l y s i n g q u a l i f i c a t i o n 

e s c a l a t i o n o n l y i n r e l a t i o n t o d o m e s t i c s u p p l y a n d d e m a n d 

f a c t o r s . A g a i n , t h i s a s p e c t h a s n o t b e e n a d e q u a t e l y c o n s i d e r e d 

b y p r e v i o u s q u a l i f i c a t i o n e s c a l a t i o n s t u d i e s . 

T h e r e l a t i v e r e m u n e r a t i o n o f p r o f e s s i o n a l s s i n c e i n d e p e n d e n c e . 

I t may a t f i r s t s i g h t a p p e a r s t r a n g e t h a t s o much o f t h e 

/ d i s c u s s i o n s o f a r h a s f o c u s e d u p o n a n a l y s i n g t h e r e l a t i o n -

s h i p b e t w e e n t h e p r o f e s s i o n s a n d t h e e d u c a t i o n a l p r o c e s s . T h e 

m a i n p u r p o s e o f o u r r e s e a r c h , a f t e r a l l , h a s b e e n t o i n v e s t i g a t e 

t h e d e t e r m i n a n t s o f p u b l i c s e c t o r s a l a r y p o l i c y w h i c h may a p p e a r 

t o b e q u i t e u n r e l a t e d t o e d u c a t i o n a l i s s u e s . H o w e v e r , t h i s 

t a s k c a n n o t b e a d e q u a t e l y t a c k l e d u n t i l we h a v e 

b e g u n t o u n d e r s t a n d t h e n a t u r e o f t h e r e l a t i o n s h i p b e t w e e n 

t h e e d u c a t i o n a l p r o c e s s a n d t h e v a l u a t i o n o f l a b o u r p o w e r . 

T h e t h r u s t o f o u r a r g u m e n t h a s b e e n t h a t d u r i n g t h e p h a s e o f 

m o n o p o l y c a p i t a l i s m , t h e r e p r o d u c t i o n o f c l a s s e s , . 

i s c r u c i a l l y d e p e n d e n t u p o n t h e a b i l i t y 

o f t h e e d u c a t i o n a l s e c t o r t o c r e a t e a n d l e g i t i m i z e t h e s e 

c l a s s p o s i t i o n s . E d u c a t i o n i s p e r c e i v e d a s a n a b i l i t y -

f i l t e r i n g d e v i c e a n d s o t h e l e n g t h o f t r a i n i n g p r o v i d e s 

t h e j u s t i f i c a t i o n f o r t h e c o n t i n u e d e x i s t e n c e o f m a r k e d l y 

d i f f e r e n t l e v e l s o f r e m u n e r a t i o n w h i c h a r e g e n e r a t e d b y t h e 

c l a s s s t r u c t u r e o f s o c i e t y . T h i s i s r e f l e c t e d i n t h e e m p h a s i s 

g i v e n b y p r o f e s s i o n a l a s s o c i a t i o n s t h e m s e l v e s t o t h e n e e d 

t o e q u a l i z e t h e i n t e l l e c t u a l c o n t e n t a n d t h e d u r a t i o n o f 

t r a i n i n g c o u r s e s s i n c e t h e s e a r e g e n e r a l l y a c c e p t e d t o b e 

t h e m o s t i m p o r t a n t p r o x i e s i n d e t e r m i n i n g t h e b r o a d l e v e l 

o f r e m u n e r a t i o n . T h i s h a s b e e n p a r t i c u l a r l y t r u e f o r t h e 
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Salary Review Commissions and Committees in Ghana: 
"We would identify the higher income group 
as embodying those who have attained or 
acquired a high level of academic/technical/ 
professional training and those in the lower 
income brackets as having had much lower 
training or none at all. ...Salaries and pay-
rates are always related to the level of 
training and skills acquired for each part-
icular job" . 

"It is relevant for us to take account 
of differentials within a career 
structure and of relativities between 
different occupational groups recruited 
at comparable academic levels". 

(my underlining) 
Having considered this relationship in some detail, we shall 
now focus upon the remuneration of professionals in relation 
to the other main agents in the productive process, namely 
technicians and workers. The actual collection of data on 
salaries and fringe benefits, etc. was the least rewarding 
part of our research, since the officers of the eight pro-
fessional associations who we interviewed were, on the whole 
surprisingly ignorant about the incomes earned by their 
members, and there was little secondary material we could 
draw upon. 

There are a number of reasons why we were generally unable 
to collect the data we required. First professional 
associations share with their membership highly defensive 
attitudes towards questions concerning remuneration, 
especially within the private sector. Such information is 
very sensitive, given the strained political relations 
between the professions and the government, and if d i s c l o s e d 

it would also exacerbate the tensions which exist between the 



various strata within each professional hierarchy. Secondly, 
professional associations have not until very recently per-

the . . 
formed/more traditional 'trade-union® functions in relation 

to salaries and fringe benefits and they have not, therefore, 

considered it necessary to undertake private-sector salary 

surveys and other information-gathering activities. In the 

past, the a associations have mainly confined themselves to 

preparing memoranda to s alary review commissions and 

Committees and, even here, an analysis of the complete lists 

of memoranda submitted to the Waugh, Mills-Odoi and Issifu-

Ali re-evaluation exercises indicates that the a ssociations 

have become progressively less vociferous as their positions 

within the civil service salary structure have been con-

solidated. Nonetheless, these memoranda provide an important 

source of information on the nature of professional ideology 

and the professionalisation process in Ghana and, no doubt, 

elsewhere in Anglophile Africa. 

Since the Ghanaian team have already collected much of the 

data on professional and managerial salaries available from 

official agencies, in particular the Prices and Incomes 

Board, we have relied primarily on the mainly qualitative r e ~ 

sponses to our professional association questionnaire, in 

addition to whatever other secondary data were unearthed 

in the course of the field research. Furthermore, we shall 

focus upon the relative remuneration of professionals within 

the public sector since reliable data is readily available 

and also because this is where the majority of professionals, 

taken as a whole, are still employed. We should point out 
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however, that we were surprised at the large and growing 

number of professionals within the private sectoy whether 

working independently or employed as consultants by firms 

or partnerships, as is evidenced by the employment break-

downs presented in most of the case-studies . 

On the basis of nominal salary levels alone, the income 

differentials between each of the main categories of manpower 

within the civil service presented in Table I have sub-

stantially declined since independence. Cowen, having 

observed a similar tendency with nominal income differentials 

within the Kenyan civil service since 1945 argues that this 

signifies a significant "devaluation" in the positions of 

professional and white collar workers within the Kenyan 

social formation. It is our contention, however, that 

this reduction in nominal salary differentials cannot be 

adopted as an accurate indicator of the relative income 

position of professionals or any other group. Firstly, 

these differentials are, in themselves, poor indicators of 

changes in the real incomes of different groups. To argue 

for example, that an increase of 100% of a subordinate wage 

from say £50 to £100 p. a. while the professional salary 

increases 50% from £1000 to £1,500 actually represents a 

"devaluation" in the labour power of the professional (since 

the relative differential has declined from 20:1 to 15:1) 

is somewhat meaningless, given that the absolute difference 

in their salaries has increased by £450 which is a ten f o l d 

larger increase in his standard of living than the u n s k i l l e d 

worker. Expressed in this way, it is perhaps somewhat 

surprising that the relative differentials have r e m a i n e d a s 
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l a r g e a s t h e y h a v e . S e c o n d l y , n o m i n a l s a l a r i e s d o n o t 

t a k e i n t o a c c o u n t f r i n g e b e n e f i t s w h i c h f o r m o r e s e n i o r 

members of t h e S t a t e b u r e a u c r a c y i n G h a n a a r e a v e r y 

s i z e a b l e p r o p o r t i o n o f t h e t o t a l r e m u n e r a t i o n p a c k a g e . 

T h i s i s b o r n e o u t b y t h e d a t a o n f r i n g e b e n e f i t s 

o b t a i n e d d u r i n g o u r f i e l d r e s e a r c h , w h i c h , w h i l e n o t b e i n g 

p a r t i c u l a r l y c o m p r e h e n s i v e , d o , we f e e l , p r o v i d e a r e a s o n a b l y 

r e p r e s e n t a t i v e p i c t u r e . T h e i m p o r t a n c e o f f r i n g e b e n e f i t s 

can a l s o be g a u g e d b y t h e a m o u n t o f t i m e d e v o t e d t o c o n s i d e r i n g 

them by s a l a r y c o m m i s s i o n s a n d c o m m i t t e e s . F o r e x a m p l e , t h e 

Waugh r e p o r t o f 1 9 5 7 s t a t e d t h a t : 

"At t h e r o o t o f m o s t o f t h e c i v i l 
s e r v a n t s 1 t r o u b l e s a n d c l o s e l y 
c o n n e c t e d w i t h t h e t o p i c s o f 
t r a n s f e r s , t r a n s p o r t a n d c a n t e e n s 
d i s c u s s e d a b o v e , i s / t h e q u e s t i o n 
o f a c c o m m o d a t i o n " . 

In t h e i n t e r v i e w s w i t h t h e p r o f e s s i o n a l a s s o c i a t i o n s , t h e 

i s s u e of f r i n g e b e n e f i t s e m e r g e d a s t h e m a i n b o n e o f 

c o n t e n t i o n , n o t o n l y w i t h i n t h e C i v i l S e r v i c e , b u t a l s o 

be tween e q u i v a l e n t p o s i t i o n s i n t h e m a j o r e m p l o y m e n t 

s e c t o r s i n t h e e c o n o m y . So i m p o r t a n t h a v e f r i n g e b e n e f i t s 

been i n m a i n t a i n i n g t h e s t a n d a r d o f l i v i n g o f p r o f e s s i o n a l s 

i n Ghana t h a t i t i s l i k e l y t h a t t h e i r i n c l u s i o n i n t h e 

r e m u n e r a t i o n p a c k a g e w o u l d a t l e a s t d o u b l e t h e n o m i n a l i n c o m e 

d i f f e r e n t i a l s p r e s e n t e d i n T a b l e I . T h e o v e r a l l t r e n d i n t h e 

r e a l v a l u e o f f r i n g e b e n e f i t s i s d i f f i c u l t t o a s c e r t a i n b u t , 

w i t h t h e g r o w i n g i m p o r t a n c e o f p u b l i c c o r p o r a t i o n s w i t h i n t h e 

p u b l i c s e c t o r i t i s n o t u n r e a s o n a b l e t o a s s u m e t h a t t h e s e 

have i m p r o v e d s i g n i f i c a n t l y t h r o u g h t i m e . 
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T h i s e m e r g e n c e o f r e l a t i v e l y a u t o n o m o u s p u b l i c c o r p o r a t i o n s 

d u r i n g t h e 1 9 6 0 s i s t h e t h i r d r e a s o n why c i v i l s e r v i c e nominal 

s a l a r i e s a r e u n l i k e l y t o g i v e a r e p r e s e n t a t i v e p i c t u r e of the 

p u b l i c s e c t o r a s a w h o l e . P u b l i c c o r p o r a t i o n s grew from 

a c c o u n t i n g f o r l e s s t h a n 4% o f t o t e I r e c o r d e d wage and s a l a r y 

e m p l o y m e n t t o m o r e t h a n 36% i n 1 9 6 8 w h i l e t h e c i v i l 

s e r v i c e i t s e l f h a d d e c l i n e d f r o m 387c t o 25% d u r i n g t h e same 

p e r i o d . I n o t h e r w o r d s , t h e p u b l i c c o r p o r a t i o n s e c t o r had become 

one a n d a h a l f t i m e s t h e s i z e o f t h e c i v i l s e r v i c e by t h e end 

of t h e 1 9 6 0 s . T h e i m p o r t a n c e o f t h i s d e v e l o p m e n t i n r e l a t i o n to 

s a l a r y d e t e r m i n a t i o n c e n t r e s o n t h e r e l a t i v e l y autonomous 

p o s i t i o n o f t h e b o a r d s o f p u b l i c c o r p o r a t i o n s t o d e t e r m i n e t h e 

s a l a r i e s a n d f r i n g e b e n e f i t s o f p r o f e s s i o n a l and m a n a g e r i a l 

e m p l o y e e s . T h i s h a d l e d t o t h e c r e a t i o n of a s i z e a b l e 

r e a l i n c o m e d i f f e r e n t i a l b e t w e e n t h i s g r o u p of s t a t e personnel-

and t h e i r c o u n t e r p a r t s w i t h i n t h e c i v i l s e r v i c e . T h i s i s 

r e f l e c t e d b o t h i n t e r m s o f n o m i n a l s a l a r i e s and , t o an 

I i n c r e a s i n g e x t e n t , f r i n g e b e n e f i t s . 

In many r e s p e c t s t h e c i v i l s e r v i c e p u b l i c c o r p o r a t i o n r e a l 

i n c o m e d i f f e r e n t i a l h a s b e e n c o n s i d e r e d t o be of g r e a t e r 

i m p o r t a n c e by t h e p o s t - N r u m a h s a l a r y c o m m i s s i o n / c o m m i t t e e s 

t h a n t h e c i v i l s e r v i c e - p r i v a t e s e c t o r d i f f e r e n t i a l . Hence, 

d i s g r u n t l e d c i v i l s e r v a n t s h a v e mainly compared t h e i r 

p o s i t i o n w i t h t h a t o f t h e i r c o u n t e r p a r t s i n o t h e r branches 

of t h e s t a t e a p p a r a t u s r a t h e r t h a n t h e p r i v a t e s e c t o r and 

i t i s b e c a u s e t h e s e c o m p a r i s o n s h a v e b e e n made within the 

p u b l i c s e c t o r t h a t t h e l a r g e d i f f e r e n t i a l s have been so 

p o l i t i c a l l y e x p l o s i v e . 
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The Mills-Odoi solution to this problem was to recommend 

that all public employing agencies should pay comparable 

rates of pay for comparable positions. Hence, it was argued 

that the new wage and salary rates should not be applied 

to the staffs of public corporations, except in cases where 

they were paying civil service rates. However, the commission 
i 

was not prepared to curtain completely the autonomy of the 

public corporations: 
"If applied too rigidly, the principle 
(of parity) would severely circumscribe 
the necessary discretion of management in 
its personnel policies and this would be 
greatly to the detriment of those enter-
prises which are in competition with 
similar organizations in the private • 
sector".17 

Consequently, they recommendadthat at "higher managerial levels" 

"...there should be a greater measure of 
discretion to the governing boards to 
determine salaries and bonuses according 
to their assessment of the performance 
of individuals and the profitability of 
the enterprise". 18 

The J.H. Mensah r e v i e w c . o m m i t t e e w h i c h r e p o r t e d i n 1 9 6 9 

a d o p t e d a more l a i s s e z - f a i r e a p p r o a c h t o t h e p r o b l e m , a r g u i n g 

t h a t wage and s a l a r i e s s h o u l d b e s t r i c t l y r e l a t e d t o p r o -

d u c t i v i t y and g o v e r n m e n t c o n t r o l s s h o u l d , t h e r e f o r e , b e m i n i -

m i s e d . In d i s c u s s i n g t h e p r o l i f e r a t i o n o f p u b l i c c o r p o r a t i o n s 

and t h e l a r g e s a l a r y i n c r e a s e s a w a r d e d t o t h e i r h e a d s a n d 

s e n i o r m a n a g e m e n t , t h e c o m m i t t e e c o m m e n t e d t h a t : 

" . . . s o m e o f t h e s t a t e m e n t s we h a v e h e a r d 
w o u l d i m p l y t h a t t h e o n l y r e a s o n f o r 
c r e a t i n g t h e s e c o r p o r a t i o n s w a s s o t h a t 
s e n i o r o f f i c i a l s i n t h e s e d e p a r t m e n t s c o u l d 
g e t h i g h e r s a l a r i e s " . 19 
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N o n e t h e l e s s , i t w a s a r g u e d t h a t : 

" t o p u t a t i g h t l i d on c o r p o r a t i o n s a l a r i e s 
h a s t h e e f f e c t o f h o l d i n g down t h e l e v e l of 
m a n a g e m e n t p e r f o r m a n c e i n t h e s e government 
e n t e r p r i s e s a s c o m p a r e d t o p r i v a t e e n t e r -
p r i s e s b y w i t h o l d i n g m o n e t a r y i n c e n t i v e s f o r 
h i g h e r m a n a g e r i a l a c h i e v e m e n t " 20 

T h e C o m m i t t e e r e c o m m e n d e d , t h e r e f o r e , t h a t : "bora f i d e b u s i n e s s 

c o r p o r a t i o n s w h i c h h a p p e n t o b e owned by. g o v e r n m e n t " 

s h o u l d b e t r e a t e d s e p a r a t e l y f r o m t h e C i v i l S e r v i c e p r o p e r 

f o r t h e p u r p o s e o f d e t e r m i n i n g w a g e s a n d s a l a r i e s . In o t h e r 

w o r d s , i t p o s i t i v e l y a c c e p t e d t h e n e e d f o r a s i z e a b l e p u b l i c 

c o r p o r a t i o n C i v i l S e r v i c e d i f f e r e n t i a l i n t h e hope t h a t t h i s 

w o u l d e n c o u r a g e c i v i l s e r v a n t s t o move i n t o ' t h e p r o d u c t i v e 

s e c t o r ' . 

By 1 9 7 4 when t h e n e x t s a l a r y r e v i e w w a s u n d e r t a k e n i t i s 

c l e a r t h a t f a r t o o much p r o f e s s i o n a l manpower was l e a v i n g 

t h e c . i v i l s e r v i c e t o w o r k f o r t h e p u b l i c c o r p o r a t i o n s . 

C o n s e q u e n t l y t h e I s s i f u - A l i c o m m i t t e e r e v e r s e d t h e p o l i c y 

o r i e n t a t i o n o f i t s p r e d e c e s s o r b y a t t e m p t i n g t o r e d u c e s i g n i f i -

c a n t l y t h e r e a l i n c o m e d i f f e r e n t i a l b e t w e e n t h e s e two s u b -

s e c t o r s : 
" I n o r d e r n o t t o d i s t u r b t h e h o r i z o n t a l 

r e l a t i v i t y o f s a l a r y s c a l e s w i t h i n t h e 
C i v i l S e r v i c e a n d P u b l i c B o a r d s and 
C o r p o r a t i o n s , we r e c o m m e n d t h a t t h e 
G o v e r n m e n t s h o u l d amend t h e v a r i o u s 
i n s t r u m e n t s o f i n c o r p o r a t i o n o f t h e 
B o a r d s a n d C o r p o r a t i o n s w h i c h g i v e 
t h e m a " b l a n k c h e q u e " t o s e t t h e i r own 
s c a l e s a n d e s t a b l i s h t h e i r c o n d i t i o n s 
of s e r v i c e f o r t h e i r n o n - u n i o n i z e d s t a f f " . 

T h e c o m m i t t e e s u g g e s t e d t h a t p u b l i c c o r p o r a t i o n s s h o u l d be 

d i v i d e d i n t o f o u r t e e n f u n c t i o n a l g r o u p s b u t each of t h e s e 

w o u l d s t i l l b e a l l o w e d t o d e t e r m i n e t h e w a g e s and salaries 

o f t h e i r e m p l o y e e s on t h e b a s i s o f a s e t of v e r y wide and 

o p e r a t i o n a l l y m e a n i n g l e s s c r i t e r i a . H e n c e , i n s p i t e of 

s u p e r v i s o r y a n d r e g u l a t o r y r o l e s g i v e n t o t h e newly 



295. 

established Public Services Commission and Prices and 

Incomes Board, public corporations are still relatively 

free of central government control over the remuneration 

of their employees. This is reflected not so much in 

differences in nominal salaries (which are now usually 

no more than 15-30%) but in differences in fringe benefits 

which in real terms increase the differential for pro-

fessional manpower to over 100%. The limited impact of 

the Issifu-Ali proposals can be gauged from the following 

statement made by the Manpower Division of the Ministry of 

Economic Planning just over a year later in September, 1975: 

"There has been a large turnover of 
graduates from the government sector 
to Boards and public corporations and 
the private sectors. This is because 
of the large disparities in scales of 
pay, service conditions and fringe benefits 
in the government, public corporate and 
private sectors. At present there is a 
minimum difference of ^600.00 per annum 
between the salary of a graduate working 
in the Civil Service and his counterpart 
working in a Board or Corporation. The 
private sector pay even higher salaries". • 

The failure to eliminate the real income differential 

between the civil service and public corporations suggest that 

it is misleading to conclude that salary differentials within 

the public sector have narrowed since independence. In fact, 

we would argue that this period has been characterised more by 

a basic refusal of the state fundamentally to restructure 

salary scales within the state apparatus. We need to consider 

the reasons for this in some detail since these are of obvious 

rel evance to our understanding of the relative income position 

of professional manpower within the public sector and elsewhere. 
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W h i l e e a c h s a l a r y c o m m i s s i o n / c o m m i t t e e h a s made a number 

o f c h a n g e s t o t h e p u b l i c s e c t o r s a l a r y s t r u c t u r e , t h e s e 

h a v e n o t r e s u l t e d i n a n y b a s i c a l t e r a t i o n i n t h e p a t t e r n of 

i n c o m e d i s t r i b u t i o n a s b e t w e e n t h e d i f f e r e n t c l a s s e s . Whi le 

t h e r e h a s b e e n a r i t u a l i s t i c a d h e r e n c e t o t h e r h e t o r i c of 

e n s u r i n g t h a t t h e s a l a r i e s o f p u b l i c s e r v a n t s a r e " c o n s o n a n t 

w i t h t h e e c o n o m i c c i r c u m s t a n c e s o f t h e m a j o r i t y of t h e 

p o p u l a t i o n " i n r e a l i t y t h e r e p o r t s h a v e b e e n f a r more 

c o n c e r n e d w i t h e x a m i n i n g a n d m a k i n g r e c o m m e n d a t i o n s a b o u t 

h o r i z o n t a l ' r a t h e r t h a n v e r t i c a l i n c o m e d i f f e r e n t i a l s . In 

o t h e r w o r d s , r a t h e r t h a n s e r i o u s l y a t t e m p t i n g t o c h a n g e t h e 

r e l a t i v e i n c o m e p o s i t i o n s o f e m p l o y e e s i n t h e p u b l i c s e r v i c e , 

t h e s t a t e h a s b e e n p r i m a r i l y m o t i v a t e d t o e s t a b l i s h 

c o m p a r a b i l i t y b e t w e e n e q u i v a l e n t p o s i t i o n s i n v a r i o u s p a r t s of 

t h e s t a t e a p p a r a t u s p r e c i s e l y i n o r d e r t o m i n i m i z e p r e s s u r e s 

w h i c h m i g h t u p s e t t h e p r e s e n t s a l a r y s t r u c t u r e . T h i s i s 

i n d i c a t i v e o f t h e s t r o n g c o n s e r v a t i s m w h i c h h a s c h a r a c t e r i s e d 

t h e s e i n v e s t i g a t i o n s . 

C h a p t e r 1 o n t h e l e g a c y o f c o l o n i a l c i v i l s e r v i c e s a l a r y 

s t r u c t u r e s h a s a l r e a d y d i s c u s s e d i n s o m e d e t a i l t h e i d e o -

l o g i c a l r a t i o n a l i s a t i o n e m p l o y e d b y t h e B r i t i s h t o e n s u r e 

t h a t t h e r e w a s n o b a s i c c h a n g e i n t h e s e s a l a r y s t r u c t u r e s 

a f t e r i n d e p e n d e n c e . 

T h e s t a t e h a s b e e n c o n c e r n e d t o m a i n t a i n t h e p r e s e n t s t r u c t u r e » 

o f r e m u n e r a t i o n a t t h e l e a s t p o s s i b l e c o s t and i t s d e l i b -

e r a t i o n s o n t h i s i s s u e h a v e , t h e r e f o r e , a l w a y s b e e n m o t i v a t e d 

m o r e t o d e f e n s i v e p o l i t i c a l e x p e d i e n c y t h a n c o n s c i o u s a t t e m p t s I 

c o m p r e h e n s i v e l y t o r e s t r u c t u r e p u b l i c s e c t o r r e m u n e r a t i o n . 

# 
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T h i s p r a g m a t i s m i s r e f l e c t e d i n t h e e c l e c t i c u s e o f 

n e o - c l a s s i c a l e c o n o m i c t h e o r y t o j u s t i f y o r r e f u t e v a r i o u s 

a r g u m e n t s . In s h o r t , n o s a l a r y r e v i e w e x e r c i s e h a s b e e n 

b a s e d on an o p e r a t i o n a l a n d s y s t e m a t i c t h e o r e t i c a l f r a m e w o r k . 

What h a s u s u a l l y h a p p e n e d i n p r a c t i c e i s s i m p l y t h e i t e m i s a t i o n 

of v a r i o u s f a c t o r s w h i c h " h a v e b e e n t a k e n i n t o c o n s i d e r a t i o n " . 

J u s t how t h i s h a s b e e n d o n e a n d w h a t t h e r e l a t i o n s h i p ( i f 

any) t h e s e f a c t o r s h a v e w i t h e a c h o t h e r i s n e v e r s t a t e d s i n c e 

t h e y a r e i n s e r t e d m e r e l y t o a c t a s p s e u d o - s c i e n t i f i c 

j u s t i f i c a t i o n s f o r w h a t i s i n r e a l i t y a r e a f f i r m a t i o n o f t h e 

p r e v a i l i n g s t r u c t u r e . T a k e t h e I s s i f u - A l i R e v i e w C o m m i t t e e , 

f o r example , w h i c h s t a t e d t h a t : 

" I n d e t e r m i n i n g w a g e s a n d s a l a r i e s , s e v e r a l 
f a c t o r s a r e t a k e n i n t o c o n s i d e r a t i o n . 
N o t a b l e a m o n g s t t h e s e a r e ( 1 ) s u p p l y a n d 
demand f o r l a b o u r ; ( i i ) c o m p a r a b l e p a y m e n t 
r a t e s w i t h t h e e c o n o m y ; ( i i i ) c o s t o f l i v i n g 
l e v e l ; ( i v ) t h e a b i l i t y t o p a y ; ( v ) r a t e o f 
t e c h n i c a l c h a n g e , ( v i ) l a b o u r l e g i s l a t i o n a n d 
b a r g a i n i n g p r o c e d u r e s ; ( v i i ) e n v i r o n m e n t a l 
c o n d i t i o n s . . . . I n a d d i t i o n t o t h e s e , s o c i a l 
and p o l i t i c a l c o n s i d e r a t i o n s a r e v e r y „ 
i m p o r t a n t e l e m e n t s i n w a g e d e t e r m i n a t i o n " . 

The r e d u c t i o n i n n o m i n a l i n c o m e d i f f e r e n t i a l s w i t h i n t h e 

p u b l i c s e c t o r c a n n o t b e s e e n a s a c o n s c i o u s a t t e m p t t o 

e q u a l i z e i n c o m e s . I t h a s r a t h e r b e e n t h e 

u n i n t e n t i o n a l c o n s e q u e n c e o f t h e p o l i t i c a l a n d e c o n o m i c 

n e c e s s i t y t o m a i n t a i n t h e b a r e s u b s i s t e n c e s t a n d a r d o f 

l i v i n g of ' s u b o r d i n a t e ' w o r k e r s i n t h e f a c e o f i n c r e a s e s 

i n t h e c o s t of l i v i n g . T h r o u g h o u t t h e p o s t - i n d e p e n d e n c e 

p e r i o d , t h e most s t r i k i n g f e a t u r e o f t h e s a l a r y r e v i e w s 

has been a c o n t i n u i n g r e f u s a l t o u n d e r m i n e t h e p o s i t i o n 

of t h e s e n i o r , m a i n l y p r o f e s s i o n a l c i v i l s e r v a n t s . T h e 

Waugh R e p o r t of 1 9 5 7 e v e n r e f u s e d t o a c c e p t t h a t t h i s w a s 

a s e r i o u s p r o b l e m i n t h e f i r s t p l a c e : 
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" . . . i t f u r t h e r p o i n t e d o u t t h a t t h e r e w a s i n 
f a c t no e c o n o m i c c l a s s i n t h e G o l d C o a s t 
m a r k e d l y more p r i v i l e g e d t h a n t h e g e n e r a l i t y 
o f t h e p o p u l a t i o n ; t h a t i t w a s 
u n d e s i r a b l e t o c r e a t e o n e c o m p o s e d o f 
h i g h e r c i v i l s e r v a n t s ; a n d t h a t f o r t h i s 
r e a s o n , i f f o r no o t h e r , r e s t r a i n t was 
i n d i c a t e d when c o n s i d e r i n g t h e s a l a r i e s 
t o b e a t t a c h e d t o t h e h i g h e r p o s t s " . 24 

And y e t t h i s c o m m i t m e n t t o e q u a l i t y w a s i n p r a c t i c e , 

r u t h l e s s l y s u b o r d i n a t e d t o t h e n e e d t o c r e a t e a s a l a r y 

s t r u c t u r e w h i c h w o u l d e n s u r e t h e ' e f f i c i e n t ® f u n c t i o n i n g 

o f t h e p u b l i c s e r v i c e , i . e . t h e m a i n t e n a n c e o f c l a s s 

d i v i s i o n s . The r e p o r t w e n t s o f a r a s t o a s s e r t t h a t : 

" i t w o u l d i n d e e d b e p o s s i b l e t o d e v i s e a 
a s a l a r y s t r u c t u r e f o r a n a l l - A f r i c a n 
s e r v i c e i n w h i c h t h e . s a l a r i e s f o r t h e 
s e n i o r p o s t s w e r e c o n s i d e r a b l y r e d u c e d . . .. 
We d o n ' t b e l i e v e t h a t s u c h a s t r u c t u r e 
w o u l d b e v e r y l o n g - l i v e d . S u c h a s t r u c t u r e 
w o u l d b e s u b j e c t t o i n t e r n a l p r e s s u r e s on 
t h e p a r t o f d i s s a t i s f i e d c i v i l s e r v a n t s and 
JLC wuuxa De suDject t o e x t e r n a l p r e s s u r e s 
t h r o u g h t h e c o m p e t i n g a t t r a c t i o n s o f a l t e r -
n a t i v e c a r e e r s . The C o m m i s s i o n b e l i e v e s t h a t 
i t w i l l n o t b e v e r y many y e a r s b e f o r e a 
f l o u r i s h i n g m i d d l e c l a s s o f p r o f e s s i o n a l a n d 

- b u s i n e s s men h a v e g rown u p o u t s i d e t h e 
G o v e r n m e n t s e r v i c e . On t h e o t h e r h a n d , i t 
i s v e r y d i f f i c u l t t o e x p e c t a n y o n e , A f r i c a n 
o r n o n - A f r i c a n t o d i s c h a r g e t h e r e s p o n s i b i l i t i e s 
o f , s a y , t h e D i r e c t o r o f P u b l i c W o r k s , f o r l e s s 
t h a n t h e s a l a r y w h i c h t h e p r e s e n t h o l d e r o f t h a t 
p o s t e n j o y s . I n d e e d , i n o u r o p i n i o n , i t w o u l d 
b e a p p r o p r i a t e t o o f f e r m o r e " . 25 

The M i l l s - O d o i S a l a r y R e v i e w C o m m i s s i o n w a s a l s o q u i t e e x p l i c i t 

i n r e j e c t i n g a n y move t o r a d i c a l l y a l t e r r e a l i n c o m e d i f f e r e n t i a l 

I t a r g u e d t h a t m a r k e d l y d i f f e r e n t c r i t e r i a w e r e a p p l i c a b l e 

i n d e t e r m i n i n g r e m u n e r a t i o n a t t h e t o p a n d b o t t o m o f t h e 

c i v i l s e r v i c e h i e r a r c h y a n d l i t t l e c o u l d b e a c h i e v e d t o 

b r i d g e t h i s g a p u n t i l i n d u s t r y b e c o m e s m o r e t e c h n o l o g i c a l l y 

s o p h i s t i c a t e d , t h u s i n c r e a s i n g t h e a v e r a g e p r o d u c t i v i t y o f 

t h e a v e r a g e w o r k e r . I t s t a t e d q u i t e u n e q u i v o c a l l y t h a t : 
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"...with the present structure of the labour 
force with its broad base of manual un-
skilled labour, there is little scope for 
decreasing the differentials in income 
levels. 26 

"We have not felt that it is a major 
part of our responsibility to examine 
the current validity of existing 
differentials, except where there are 
clearly established anomalies or where 
there are powerful indications- that 
known Government objectives are being 
frustrated"27 

"In our view, it does not make sense to 
try to determine what the correct salary 
differentials should be between the 
Engineer-in-chief and the illi-terate road 
labourer" 28 

The commission concentrated upon the need to equalize salary 
levels as much as possible within broad groups of personnel 

such as professional, technical and ordinary workers, since 

they were acutely aware of the fact that the existence of 

horizontal relativities, i.e. income differentials between 

different groups of personnel who consider themselves of 
equal worth provide the basis for uncontrollable wage 

and salary spirals. This concern was reaffirmed by the 
J.H. Mensah Committee: 

"Changes in relativities could easily 
lead to a general escalation in public 
service wages and salaries unless 
government can show that the changes 
in relativity accepted by it <=i-re based 
on some objective criteria".29 

Consequently, the committee refused to make any significant 

changes for fear that this would seriously jeopardise the 
overall stability of the public sector salary structure. 
In this situation, it rigidly adhered to the status quo, 
rejecting out of hand any demands for changes in differentials 
based on the scarcity values argument which had been 
frequently used by other review bodies to justify such 

changes. 



300. 

F i n a l l y , t h e I s s i f u - A l i r e v i e w c o m m i t t e e i n 1 9 7 4 r e c o m m e n d e d 

t h e c o n t i n u a t i o n o f t h e e x i s t i n g s a l a r y s t r u c t u r e a l t h o u g h 

i t was n o t s o e x p l i c i t i n i t s r e f u s a l t o c o n t e m p l a t e a n y 

f a r - r e a c h i n g r e f o r m s a s t h e e a r l i e r r e v i e w s h a d b e e n . 

An i m p o r t a n t d e v e l o p m e n t i n t h e a p p r o a c h o f s a l a r y r e v i e w s 

s i n c e 1967 h a s b e e n a g r o w i n g r e l i a n c e on j o b e v a l u a t i o n 

m e t h o d o l o g i e s . T h e s e h a v e b e e n i n c r e a s i n g l y e m p l o y e d , f i r s t 

t o j u s t i f y t h e e x i s t e n c e o f t h e s t i l l v e r y l a r g e i n c o m e 

d i f f e r e n t i a l s by e m p l o y i n g m e r i t o c r a t i c c r i t e r i a s u c h a s 

" k n o w - h o w " , r e s p o n s i b i l i t y a n d e x p e r i e n c e t o g r a d e p o s i t i o n s 

w i t h i n t h e p u b l i c s e r v i c e a n d , s e c o n d l y , a s a b a s i s f o r 

e s t a b l i s h i n g e q u i v a l e n c e b e t w e e n e m p l o y e e s . The n e e d t o i n t r o d u c 

m o r e s o p h i s t i c a t e d i n t e r n a l v a l u a t i o n s o f j o b s became i n c r e a s i n g l 

a p p a r e n t a s t h e p u b l i c s e c t o r , a n d i n p a r t i c u l a r , p u b l i c c o r p o r a -

t i o n s , n o t o n l y e x p a n d e d r a p i d l y i n s i z e , b u t a l s o b e c a m e 

i n c r e a s i n g l y d i v e r s e a n d d i f f e r e n t i a t e d w i t h i n t h e e m p l o y m e n t 

h i e r a r c h y . More s p e c i f i c a l l y , i t was d u r i n g t h e 1 9 5 0 s t h a t t h e 

m a r k e d p o l a r i t y o f t h e c o l o n i a l p u b l i c s e r v i c e e m p l o y m e n t 

s t r u c t u r e b e t w e e n e x p a t r i a t e p r o f e s s i o n a l s a n d a d m i n i s t r a t o r s 

on t h e o n e h a n d and m a i n l y u n s k i l l e d A f r i c a n s on t h e o t h e r was 

r a d i c a l l y t r a n s f o r m e d , t h e m o s t n o t a b l e c h a n g e , o t h e r t h a n 

A f r i c a n i s a t i o n , b e i n g t h e e m e r g e n c e o f t h e t e c h n i c i a n - e x e c u t i v e 

s u b - c a t e g o r i e s . 

I n 1967 t h e M i l l s - O d o i c o m m i s s i o n r e p l a c e d t h e r a t h e r c r u d e 

a n d i n f l e x i b l e c o l o n i a l j o b c l a s s i f i c a t i o n schema w i t h o n e 

w h i c h c o n s i s t s o f a 100 g r a d e s , e a c h o f w h i c h h a s i t s own 

s a l a r y r a n g e ( some o f t h e s e a r e shown i n f i g u r e 1 ) . 
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The s t e a d y , g r a d u a l p r o g r e s s i o n i n s a l a r i e s a s s o c i a t e d w i t h 

r i s i n g j o b g r a d e s , g i v e s t h e i m p r e s s i o n t h a t t h e s a l a r y 

s t r u c t u r e i s s m o o t h a n d c o n t i n u o u s a n d i s n o t , t h e r e f o r e , 

c h a r a c t e r i s e d by a n y o f t h e d i s t i n c t b r e a k s w h i c h M a r x i s t s 

a r g u e r e f l e c t c l a s s o r s u b - c l a s s b o u n d a r i e s . H o w e v e r , a n 

a n a l y s i s of t h e e s t a b l i s h m e n t l i s t s r e v e a l s t h a t t h e g r e a t 

m a j o r i t y of p u b l i c s e r v i c e p o s i t i o n s a r e l o c a t e d w i t h i n 

r e l a t i v e l y t i g h t g r o u p s o r c l u s t e r s o f j o b g r a d e s a n d 

a s s o c i a t e d s a l a r y r a n g e s . T h i s i s shown i n f i g u r e 1 

f o r t h e p r o f e s s i o n a l / t e c h n i c a l / a r t i s a n u n s k i l l e d p o s i t i o n s w h e r e 

i t can be o b s e r v e d t h a t t h i s c l u s t e r i n g o f p o s i t i o n s d o e s 

c r e a t e d i s t i n c t d i s c o n t i n u i t i e s i n t h e s a l a r y s t r u c t u r e . 
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