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/ REPO RT ON

KSHOFM A N P O W E R  PLANN IN G  WOR

APRI L 13 -  15, 1931

Gaborone

Botswana

i

Botswana
Lesotho
Swaziland



THE LIBRARY, INSTITUTE OF 
DEVELOPMENT STUDIES

P L E A S E  RETURN NOT L A T E R  THAN

M A N P O W E R  PLANN IN G  WORKSHOP

A P R IL  13 -  15, 1931

Gaborone

Botswana



CONTENTS

PAGE

INTRODUCTION 1

SECTION O NE: M in i s t e r 's  Opening Address 3

SECTIO N TWO: Papers: P resen ta t ion  and D is cu ss io n s  7

SECTION T H R E E : C onc lus ions  and R ecom m enda t ions  18

SECTION FOUR: Annexes:

1. Agenda 22

, 2. L is t  of P a r t ic ip a n ts  23

3. L is t  of Resource Personnel 25

4. Papers 26



INTRODUCTION

A workshop on Manpower P lann ing  was he ld  at the in s t i tu te  for D e ve lo pm e n t 

M anagem ent,  Gaborone, Bo tsw ana on the 13 -  15th A p r i l ,  1951. The 

workshop, co -sponsored  by I DM and tne E co n o m ic  C o m m is s io n  for A f r ic a  

(E C A ),  was attended by S e n5or G overnm ent o f f i c ia ls  from  B o tsw ana,

Lesotho and S w a z i la n d .  The p a r t ic ip a n ts  in c luded  experts  on M anpower 

P lann ing  f rom  ECA and BESO who prov ided key ideas and expe rt ise  

during the d is c u s s io n -

The workshop was designed to p rov ide  p a r t ic ip a n ts  w i th  the oppo rtun ity  

to exchange experiences  and to a s s is t  BLS coun tr ie s  to  deve lop  c a p a b i l i t ie s  

for manpower p lann ing  and re la ted  a c t iv i t i e s .  The workshop there fo re  

covered m any issues  on manpower p lann ing  and re la ted  areas in c lu d in g  

papers presented by B o tsw ana, Lesotho and S w a z i la n d .  A key note 

paper was presented by M r .  S .  Jones from  ECA headquarters in A d d is  

Ababa.

The m a in  areas covered by the w orkshop in c lu d e d :

The need to recogn ise  the d i f fe rence  between s k i l le d  and educated 

m anpower and the im p l ic a t io n s  th is  has for a c o u n t r y ’ s educa tiona l s y s te m .

The em oha s is  tha t educa tiona l s y s te m s  shou ld  be o r ien ta ted  towards 

occupa tiona l sk i Ms a q u is i t io n  even if  th is  m eant re s t r ic t in g  freedom  of 

cho ice  to careers  by schoo l leave rs .

The requ irem en t tha t ,  i f  the s i tu a t io n  was go ing to im p ro v e ,  there 

be to ta l c o m m itm e n t  to m anpower p lann ing  th roughout the econom y and tha t 

the d i f fe re n t  sec to rs  m u s t respond to ac tua l t ra in in g  needs.



-  2 -

This report p rov ides a record of d is c u s s io n s  of the workshop and the 

recom m enda t ions  adopted thereof, the opening address by the Hon. P . 

M m u s i ,  M in is te r  of F inance and D e ve lo pm e n t P la n n in g ,  papers presented 

by var ious experts  in c lud ing  papers from  BLS co u n tr ie s .



O PENING  A D D R E S S  BY HON. PETER M M U S I M IN IS T E R  OF FINANCE AND

D E V E LO P M E N T  P LA N N IN G  

Ladies and G en t lem en !

I have great p leasure  in address ing you in what I b e l ie v e  to be one of the 

m os t im po r tan t  workshops ever he ld  by the in s t i tu te  of D eve lopm en t 

M anagem ent -  manpower p lann ing . I am  to ld  tha t p a r t ic ip a n ts  here inc lude 

senior o f f i c ia ls  of the M in is t r ie s  and D e pa rtm en ts  of E d u c a t io n ,  Finance 

and D eve lopm en t P lann ing ,  Labour and Personne l as w e l l  as the E m p lo y e rs '  

Federations in Bo tsw ana , Lesotho and S w a z i la n d .  I am  a lso  in fo rm ed 

that th is  workshop has been organ ised in c o -o p e ra t io n  w i th  the E co nom ic  

C o m m is s io n  for A fr ica , w h ich  is  represented here today . To a l l  of you, I 

extend a warm  and hearty w e lco m e  to Gaborone.

%

I say th is  is  a very im po rtan t  workshop because the su b je c t  of m anpower 

p lann ing  has not been g iven the a t te n t io n  i t  t ru ly  deserves in the fo rm u la t io n  

of our econom ic  and soc ia l deve lopm en t p lans even a fte r m any years of 

independence.

Research on the su b je c t  of m anpower p lann ing  and deve lopm en t in m any 

Third World coun tr ie s  has g en e ra l ly  shown naked s ig ns  of past co lo n ia l  

n eg lec t .  In A f r ic a  in the ea r ly  days of independence, there were t y p ic a l ly  

between one and ten graduates out of 100 000 of the pop u la t io n .  In Asia 

and Latin Am erica  the correspond ing  ra t io  was between 30 and 150 g radua tes . 

This na tu ra l ly  led to a h igh ,  and o f ten , q u e s t ionab le  dependence on 

expa tr ia te  pe rsonne l.  In 1S68, for e x a m p le ,  84% of a l l  B r i t is h  Teaching 

A s s is ta n t  personnel w o rk ing  overseas were in A fr ica .
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On the demand side the deve lopm ents in educa tion  i t s e l f  absorbed 

s ig n i f ic a n t  numbers of s k i l le d  manpower to becom e students  and teachers. 

Thus, where they ex is ted , the manpower p lans of A fr ic a n  coun tr ies  were 

often conce ived  in the context of severe and w idespread shortages. \Afe 

m us t,  therefo re , see the phenomenal rates of growth of education and 

tra in ing  program m es of our coun tr ies  as a re f le c t io n ,  more than anyth ing  

e lse , of the low base upon wh ich we have had to b u i ld .

Here in Bo tsw ana, the f i r s t  serious a t te m p t to ta c k le  the p rob lem  of manpower 

p lanning or ra ther, lack of i t ,  was made in 1972 when the Government 

engaged a consu ltan t to carry out a manpower su rvey . The c o n s u l ta n t ’ s 

work had two m a in  o b je c t ive s :

F irs t ly ,  to provide a s ta t is t ic a l  reference docum ent on the em p lo ym e n t and 

manpower s i tu a t io n  in 1972;

and secondly  to provide in fo rm ation  wh ich  cou ld  be a guide for the p lann ing

of education and tra in ing  in Bo tswana. U n fo r tuna te ly ,  as often happens

w ith  many data of th is  k ind , some of the fo recas ts  have fa l le n  far out of l ine

w ith  actual deve lopm ents  in th is  area. Som e of the f igu res  have had to be 
*

rev ised as early  as 1975 for use in the preparation of our 1976/81 Nationa l 

D eve lopm ent P lan .

Ladies and G en t lem en , manpower p lann ing , and indeed p lanning in genera l,  

has been hav ing  som ewhat of a bad press recen t ly  throughout the w o rld ;  

not on ly  in the Third V\br!d. \Ate c ons tan t ly  hear of the resu lts  of p lann ing -  

w ith  the wrong num bers of s tudents  being tra ined for wrong p ro fess ions or 

e m p lo y m e n t.  We hear o f,  and indeed experience ou rse lves , too few 

m ain tenance  te c h n ic ia n s ,  or in som e co u n tr ie s ,  too m any graduates. In 

som e ins tances we hear of unbalanced production  of goods com pared w ith  

m arke t dem and.

No one today accep ts  that we should go back to the chao tic  p rac t ice  of 

" la is s e z  fa ire "  w ith  i ts  accom pany ing  unem p loym en t and lack of prospects
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for the em p lo yee ; brave a ttem pts  have been made to p lan e c o n o m ie s ,  both 

in Vtestern and Eastern  coun tr ies , and today they are a l l  tak ing  a long hard look 

at the re s u lts .

Nowhere more than in countr ies in A f r ic a ,  such as ours , have the resu lts  

of th is  re th ink ing  begun to have the ir  e f fe c t .  Vte now know and accep t that we have 

got to take steps to p lan our resources, our human resources in p a r t ic u la r ,  

a long p rac t ica l and workable l in e s .

M anpower p lann ing not only a f fe c ts  e m p lo ym e n t in every sector -  gove rnm en t,  

pa ras ta ta ls  and the p r iva te  sector ~ but i t  has been shown to a f fe c t  every 

level of em p loyee , from  m anagem ent down to m anual w o rke rs .  The re s u lts  

of manpower p lann ing , or the lack of i t ,  are e ither to the ben e f i t  or 

d isadvan tage  of every worker, or p rospec tive  e m p lo y e e .

We therefore have a re s p o n s ib i l i ty  to see tha t the s y s te m s  and procedures 

that we produce, as a c t iv e  p a r t ic ip a n ts  in the p lann ing  fu n c t io n ,  succeed 

in ensuring that the r igh t people are a v a i la b le  w i th  the r igh t  s k i l l s  at the 

r igh t t im e ,  and a lso  that th is  p lann ing  is f le x ib le  enough to com pensa te  

for the vagaries  of the econom ic  w o r ld  we l iv e  in today .

No two coun tr ies  have ex a c t ly  the sam e econom ic  c o n d it io n s ,  and indeed 

p lann ing  can be carr ied  to ex t re m e s ,  w i th  consequent lack  of e f f ic ie n c y  and 

waste  of p rec ious resources . In no f ie ld  of p lann ing  is  the resource more 

v a luab le  than in the f ie ld  of m anpow er. It there fo re  behoves us to co n s ta n t ly  

rev iew  our p lans and create m o n ito r in g  and contro l s y s te m s  tha t enab le  us to 

change course in the l igh t  of changing c irc u m s ta n c e s .  I t  is  be ing sa id  tha t the 

days of ten year fo recas ts  are dead. Wnile that m ay be so, there s t i l l  re m a in s  

the n e ce s s ity  for a n a ly s is ,  both of e x is t in g  s k i l l s  and s k i l l s  needed, aga ins t 

the background of a deve lop ing  and there fo re  eve r-ch a n g in g  e c o n o m y .
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Here in Bo tswana, Government has recen tly  decided to resusc ita te  the 

t r ip a r t i te  Nationa l E m p loym e n t Manpower and Incom es C o unc i l ,  f i r s t  

es tab lished  in 1972, w ith  a f u l l - t im e  secre ta r ia t  w i th in  my M in is t r y .  \Afe 

be l ie ve  that the C o unc i l ,  as cu rren tly  cons t i tu ted  by represen ta t ives of 

Government, the E m o lo y e r 's  Federation, the Botswana Federation of Trade 

U n ions , the Bo tswana C iv i l  S e rv ice  A sso c ia t io n  and represen ta t ives  of the 

rural secto r, w i l l  f u l f i l l  an essen tia l c o -o rd in a t in g  funct ion  in th is  area.

Its te rm s of re ference range from  rev iew ing  educationa l and manpower 

deve lopm ent p lans, both w ith in  governm ent and in the pr iva te  sec to r,  to 

a c tu a l ly  adv is ing  government on the po l ic y  to be adopted in approaching th is  

i ssue.

This workshop, held in the forum  of the In s t i tu te  of D eve lopm ent Management, 

shou ld be an exce l le n t  opportun ity  for exchange of v ie w s , and hope fu lly  

agreement on the course that manpower p lann ing and its  equa lly  im portan t 

tw in ,  manpower deve lopm ent should take in the fu tu re .

%

I t  is not for the I DM to say how you should each tack le  th is  prob lem  of 

manpower p lann ing . It is for th is  workshop to com e up w ith  an answer, us ing 

the c on tr ibu t ion  of IDM personnel, who w i l l  a lso  them se lves  bene fit  from  

the feedback they w i l l  rece ive  from  its  de l ibe ra t ions  over the next three days.

No doubt IDM w i l l ,  before long, be t ra in in g  your personnel in the var ious 

s k i l l s  that are required for the c o m p le x  func t ion  of manpower p lann ing . I 

hope that you w i l l  a l l  f ind  your attendance at th is  workshop h igh ly  reward ing, 

and that what you learn w i l l  be put to f ru i t fu l  use in your various tasks .

Ladies and G en t lem en , I now have p leasure in dec lar ing th is  workshop on 

manpower p lann ing  open.

Thank you i



SECTION TWO 

P A P E R S  AND D IS C U S S IO N S  THEREOF

K E Y N O TE : WHAT IS MANPOW ER P LA N N IN G : WHY BOTHER?

S . JONES (E G A )

M r .  S .  Jones presented h is  keyno te  paper on "W ia t  is  M anpower P lann ing :  

Why bother?" (annexed) in w h ich  he em Dhasised the in te r - re la t io n s h ip  

between econom ic  p lann ing and m anpower p lann ing .

D is c u s s io n s  focused a tte n t ion  on the w ider im p l ic a t io n s  of m anpower p lann ing 

and in pa r t icu la r  whether manpower p lann ing shou ld  be based on s p e c i f ic  

manpower needs of a coun try ,  thereby re s t r ic t in g  in d iv id u a l freedom  of cho ice  

o f career. Wnile i t  was gen e ra l ly  agreed that freedom  of cho ice  was an id ea l,  

manpower p lann ing m us t be re la ted  to the actua l m anpower needs of the 

coun try  and, to som e ex ten t,  regu la te  c h o ic e .  I t  m ay be necessary  to take 

s p e c i f ic  ac t ion  in d ire c t in g  people towards p a r t icu la r  areas of t ra in in g  

to m eet manpower needs.

The ques tion  of in ce n t ive s  to encourage persons to enter p a r t ic u la r  

p ro fess ions  was d iscussed  at length , p a r t ic u la r ly  the use of n o n - f in a n c ia l  

in c e n t iv e s .  It was g en e ra l ly  accep ted that in ce n t ive s  shou ld  and cou ld  

be used to ensure that supp ly  was in accordance w i th  dem and but there was 

an accom pany ing  danger tha t th is  cou ld  e a s i ly  d is to r t ,  in t im e s  of great 

shortage, wage and incom e  d is t r ib u t io n s .

It was noted that m anpower p lann ing  had very w ide  im p l ic a t io n s  in such 

areas as hous ing , f a m i ly  p lann ing ,  hea lth ,  n u t r i t io n ,  and, in p a r t ic u la r ,  

d is t r ib u t io n  of s e rv ic e s  be tween rural and urban a reas .



M ANPO W ER PLANN IN G : WHO SHOULD DO IT?

P . OLSEN (TSA BAD I R I CO N S U LTAN C Y)

M r .  P . O lsen presented a paper on the in s t i tu t io n a l  m ach ine ry  for manpower 

p lann ing in wh ich  he pointed out the need for the consumer of manpower 

(e m p lo ye rs )  to be invo ived  in the p lann ing process, (annexed)

The workshop agreed that the consum ers  m us t be invo lved  in p lann ing , but 

i t  was po in ted out tha t,  at the level of the consum er, p a r t ic u la r ly  in the 

p r iva te  sec to r,  there was a lack of expe rt ise  to de te rm ine  manpower needs 

and that a centra l p lann ing au tho r ity  may in the short te rm  have to take 

on these func t ions  w h ich  properly belong at a lower le v e l.  The need 

for the p r iva te  sector to embark on manpower p lans was em phas ised , even 

i f  th is  m eant the im p o s it io n  of sanc tions  through w i th -h o ld in g  of work 

pe rm its  aga ins t com pan ies  who did not m ake  an e ffo rt  to plan for 

local is a t io n .

The m a in  po in t of the d iscuss io n  was upon whether p lann ing should be 

c e n tra l ise d  in a centra l p lanning departm ent or m in is t r y ,  or whether i t  shou ld 

be dece n tra l ised  to l ine  m in is t r ie s .  The general consensus was tha t,  w h i le  

the d e c e n tra l is a t io n  was an idea l,  manpower res tra in ts  and the need to 

in teg ra te  manpower p lanning in to  econom ic  p lanning meant that a centra l 

p lann ing  u n i t  was a n e c e s s ity .  There was, however, d isagreem ent as to 

whether such a u n i t  shou ld  be an in tegra l part of centra l econom ic  p lann ing 

or whether ce n tra l is e d  manpower p lann ing should c o n s t itu te  a separate u n i t .

Regard less of the loca tion  of such a u n i t ,  i t  was noted and s tressed  that 

D epartm ents  of Labour,, Educa t ion , S ta t is t ic s ,  Personnel and E co nom ic  

P lann ing  had v i ta l  inputs in to  the manpower p lanning process. It was noted 

that the D ire c to ra te  of Personnel c o -o rd in a te d  and id e n t if ie d  manpower 

needs in p u b lic  se rv ic e ,  and it  was suggested that an o rgan isa t ion  of 

em p loye rs  was needed to f u l f i l l  the c o -o rd in a t in g  func t ion  for the p r iva te

and perhaps even the parasta ta l sec to r .  The workshop took note of the
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broad range of techn ica l expe rt ise  required for m anpower p lann ing  (as 

id e n t i f ie d  in the paper) and the absence of such e x p e r t is e  in gene ra l.

P R O B LE M S  IN M ANPOW ER P LA N N IN G :

M r .  O lsen presented a ta lk  regard ing the p rob lem  areas in m anpower 

p lann ing  data c o l le c t io n ,  c o l la t io n  and a n a ly s is .  He o u t l in e d  in d iv id u a l 

p rob lem s as fo l lo w s :

O rgan isa tions  do not know the ir  needs.

O rgan isa tions have l i t t le  data on current s ta f f .

I f  they e x is t  at a l l ,  e m p lo ym e n t records are vague.

There are l i t t le  data on the s k i l l  m ix  of cu rren t s ta f f .

Data on the in fo rm a l sector is se ldom  a v a i la b le .

S ta t is t ic s  tend to be "one o f f "  i te m s .

M ean ings  of occupa tiona l t i t le s  vary between o rg a n is a t io n s .

There are d isc repanc ies  between the s ta ted  q u a l i f ic a t io n s  for a 
*

po s i t io n  and the actual q u a l i f ic a t io n s  of in c u m b e n ts .

People  in p rac t ice  do not a lw ays  ac t ra t io n a l ly  or f ro m  econ om ic  

m o t iv a t io n ,  thus d is rup t the p lan .

There is not a lw ays  a d i re c t  re la t io n  between e co n o m ic  g row th  and 

manpower grow th .

There are d i f f ic u l t ie s  in m easur ing  econ om ic  grow th  and in de te rm in in g  

real growth and actua l g row th .

There is often a s u b s ta n t ia l  t im e  lag between p ro je c t io n s ,  t ra in in g  

p rog ram m es, and com pe tence  on the jo b .

The assum pt io n  of a s ta t ic  techno logy  is  not a lw ays  v a l id .

The assum ption  of cons tan t p ro d u c t iv i ty  is not a lw a ys  v a l id .

W h ile  no ting  the p rob lem s  o u t l in e d  in the p re se n ta t io n ,  p a r t ic ip a n ts  were 

gen e ra l ly  in agreem ent tha t  the m a jo r  p rob lem  in m anpower p la n n in g  fe l l  not 

in the areas of data c o l le c t io n ,  p ro je c t io n  and a n a ly s is ,  but ra ther in p lan



i m p le m e n ta t io n .

The workshop fe l t  tha t,  however inadequate past p lans had been from  a m e th ­

odo log ica l and s ta t is t ic a l  s tandpo in t ,  they had id e n t i f ie d  m a jo r areas of 

manpower shortages, and, in p a r t ic u la r , shortages of techn ica l m anpower. 

P o l ic ie s  had not been derived and earned  through to overcom e such shortages. 

Educa tiona l sy s te m s  and in s t i tu t io n s  continued to be h e a v i ly  b iassed  towards 

academ ic  educa tion .

This was seen as an a t t i tu d in a l p rob lem  where young people , w i th  the 

support of the ir  paren ts , continued to have nega tive  a t t i tu d e s  towards b lue 

c o l la r  jo b s .  It a lso  represents a fa i lu re  of the reward sys tem  to induce 

people to take up em p lo ym e n t in the techn ica l and voca t iona l f ie ld s .  As a 

re s u lt  of these a t t i tu d e s ,  and consequen tly  the p o l i t ic a l  pressure brought 

to bear on d e c is io n -m a k e rs  towards academ ic  educa tion , there,was l i t t l e  

c o m m itm e n t ,  e ither among p o l i t ic ia n s  or sen ior governm ent o f f i c ia ls ,  to 

m anpower p lans and the need for rad ica l changes in the educationa l s y s te m .

The s i tu a t io n  was exacerbated by the fac t that many manpower p lans had been 

drawn up by ou ts ide  c o n s u l ta tn ts , and there was l i t t le  local p a r t ic ip a t io n  

and hence c o m m itm e n t  to seeing that the p lans were im p le m e n te d .

The workshop noted, there fo re , tha t a p re - re q u is i te  to success fu l manpower 

p lann ing  was local in vo lv e m e n t  and c o m m itm e n t  to the p lan. The p lanners 

th e m se lve s  m u s t be deep ly  in vo lve d  in im p le m e n ta t io n .  It was a lso  noted 

tha t de sp ite  the d im in is h in g  o pp o r tun it ie s  for e m p lo ym e n t in w h ite  co l la r  

jo bs ,  the rewards in th is  sector were s t i l l  so a t t ra c t iv e  as to encourage 

people to take the r is k  of long periods of unem p loym en t rather than seek 

a l te rn a t iv e  e m p lo y m e n t  in the b lue  c o l la r  sec to r .
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M ANPO W ER PLAN N IN G : A C A SE STUDY FROM ULGS 

DR. L. P IC AR D

D r. L. P ica rd  in troduced the study he was doing for the B o ts w a n a 'U n if ie d  

Local Government S e rv ice  (ULG S) on manpower needs to the end of the 

decade, and em phas ised  tha t,  incorporated in th is  ex e rc is e ,  was a t ra in in g  

needs survey so that at the end of the s tudy ,  not on ly  wou ld  UGLS know how 

many people were required in each cadre, but a lso  the ir  t ra in in g  needs wou ld  

be known so that a tra in ing  and deve lopm en t p rogram m e cou ld  be drawn up.

C erta in  assum o t io ns  on growth m us t be m ade, bu t,  i f  these were based on past 

experiences and actua l planned expans ion , then i t  was more l ik e ly  that the 

p ro je c t ions  were going to be accura te , a lthough p o s s ib ly  on 'the  co n se rva t ive  

s id e .

The d iscu ss io n  noted that the adequacy of t ra in in g  in s t i tu t io n s  was in e v i ta b ly  

invo lved  in any p lann ing exe rc ise  and d e c is io n s  had to be taken as to  

whether e x is t in g  in s t i tu t io n s  had s u f f ic ie n t  c a p a c i ty ,  whether they shou ld  be 

expanded, or whether new in s t i tu t io n s  were requ ired .

It becam e the general consensus that e x is t in g  in s t i tu t io n s  shou ld  be used 

and expanded rather than e s ta b l is h in g  new ones, though in te rm s  of c o s t -  

bene fi t  th is  op t ion  needed to be exp lo red .

COUNTRY P A P E R S : (A N N E X E D )

BO TSW ANA

The Botswana paper, presented by M r.  P . M s tse tse ,  noted th a t ,  w h i le  a 

com prehens ive  manpower p lan  had been drawn up in 1S72 for B o tsw ana , very



-  12  -

l i t t l e  has been achieved in im p le m e n t in g  its  conc lus ions  and dev is ingI
manpower ta rge ts . I t  had been recen t ly  dec ided, therefore , that there was a 

need for ongoing manpower p lann ing  and a number of in s t i tu t io n s  had been 

es tab l ished  or rev ived to g ive m ajor em phas is  on manpower p lann ing .

The d iscuss io n  that fo l low ed noted that the arrangements being made have 

m a in ly  invo lved centra l government w ith  ongoing manpower p lann ing  for 

pub lic  s e rv ice ,  but very l i t t le  for the p r iva te  and parastata l sec to rs .  The 

ques tion  was asked, therefore, as to how the p r iva te  and parasta ta l sector 

manpower needs were going to be assessed in te rm s of the c o u n try 's  overa l l 

manpower needs. It was a lso  noted that the in s t i tu t io n s  that had been 

created m ay not be adequately s ta ffed  or g iven s u f f ic ie n t  au tho r i ty  to 

ensure that p lans were im p lem en ted .

Som e p a r t ic ip an ts  fe l t  that there was a need -for centra l government to become 

deeply  invo lved  in manpower p lann ing  for the p r iva te  sec to r,  w h i le  others 

argued that +he p r iva te  sector m us t take on more of th is  re s p o n s ib i l i ty  

for th e m s e lv e s ,  as w e ll  as a greater re s p o n s ib i l i ty  for tra in ing  m anpower.

S W A Z IL A N D :

M r .  M .  Nsibandze presented the S w az iland  paper in w h ich  he noted that 

re s p o n s ib i l i t y  for manpower p lann ing  in h is  country was not c le a r ly  de f ined, 

and that on ly  recen t ly  were a t te m o ts  being made to c o -o rd in a te  p lann ing 

a c t iv i t ie s  to com e up w ith  in teg ra ted , ongoing process.

It was em phas ised  tha t there was an urgent need to m atch  educa tion  and 

t ra in in g  w ith  ac tua l manpower needs and deve lop human resources 

deve lopm en t p rogram m es for the t ra d it io n a l sector to s low  down the f lo w  

of manpower from  the t ra d it io n a l to modern sec to rs .  Labour m arke t in fo rm a tion  

was noted to be one of the ways in w h ich  young people cou ld  be d irec ted  

in to  occupa tions  and t ra in in g  w h ich  were more in l ine  w ith  the c o u n t r y 's  needs,
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so that people are aware of the o p p o r tu n it ie s .  M uch more needed to be done 

to educate people on manpower needs as part of manpower p lann ing .

LESOTHO:

The Lesotho paper, presented by D r.  K . A pp iah , noted tnat d ive rse  in s t i tu t io n s  

w i th in  Lesotho held part ia l r e s p o n s ib i l i t ie s  for manpower p lann ing and there 

was a debate going on as to what were the ideal arrangem ents. There are 

p rob lem s concern ing a lack of tra ined  s ta f f  in manpower p lann ing ,  and the 

current exerc ise ,-  in wh ich  an a t te m p t is  be ing made to deve lop  a c o u n try -w id e  

manpower p lan, ind ica tes  an apparent lack  of c o m m itm e n t ,  for one reason 

or another, by the pub lic  sec to r .

In the d is c u s s io n  that fo l lo w e d ,  it  was noted tha t,  w h i le  manpower p lans 

d id  express manpower needs in te rm s  of the fo rm a l educa tiona l s y s te m ,  the 

need for techn ica l and voca t iona l t ra in in g  was ignored . It was em phas ised  

that technicfal and voca tiona l t ra in in g  d id  need an acad em ic  base f ro m  w h ich  

to s ta r t  and th is  m us t be incorporated in the p lan .

P a r t ic ip a n ts  noted that p rob lem  of c o m m itm e n t  on the part o f governm ent 

m in is t r ie s  was a com m on  one, as was in te r - m in is te r ia l  d is c u s s io n  on 

p o r t fo l io  re s p o n s ib i l i t y  for p lann ing . This often h indered p rogress, as d id  

the lack of s ta f f ,  in te rm s  of s ta f f  and t ra in in g  for manpower p la n n in g .
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IM P LEM EN TIN G  MANPONAER PLANS 

B . STED M AN  (B E S O )

M r .  S tedm an presented a paper in wh ich  he suggested that the greates t 

s in g le  obs tac le  to im p le m e n t in g  manpower plans is the absence of any 

re la ted  manpower deve lopm ent p rog ram m e, and that the resu lts  of a manpower 

p lan shou ld  be an appropriate manpower tra in ing  exe rc ise .

In a d d it io n ,  the lack of e f fe c t iv e  job descr ip t ions  and s k i l l s  ana lyses 

are con tr ibu to ry  facto rs  to unsound manpower p lans.

in d is c u s s io n ,  the workshop noted that whoever is respons ib le  for manpower 

p lans should be next to the p o l ic y  m akers in order for manpower p lans to 

be im p le m e n te d .  It was em phas ised  that for tra in ing  to be e f fe c t iv e ,  i t  m us t 

have a ' f i r m  base and should be pe rvas ive  and con tinuous .

Counterpart . tra in ing was d iscussed  and v iewed as posing a p rob lem  when not 

fu l ly  c o n tro l le d .  Counterparting shou ld  be backed by in s t i tu t io n a l is e d  

app ra isa ls  of counterparts and contro l on the issue and renewal of work 

p e rm its .  I t  was noted that i t  is the duty of head of departm ents  to ensure 

the tra in in g  and job perfo rm ance  appra isa l of coun te rpa rts . It was a lso  noted 

that counterpart tra in ing  snou ld  deve lop  s k i l l s  to do the job and not m e re ly  

to  rep lace  the man.

The workshop agreed tha t ,  i f  p o s s ib le ,  there should be more than one coun te r­

part so as to a l lo w  a cho ice  of the bes t .  (This was d i f f i c u l t  in BLS 

coun tr ie s  where labour supp ly  is s h o r t . )

The workshop spent som e t im e  d is c u s s in g  the ques tion  of bond ing , and w h i le  

p a r t ic ip a n ts  were gene ra l ly  not in favour of bonding as a s y s te m  of co n tro l,  

i t  was recogn ised tha t ,  in t im e s  of grave shortages of ce r ta in  k inds  of s k i l le d
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m anpower, bonding was very necessary to contro l the d is t r ib u t io n  of 

scarce  m anpower. The sys tem  has advantages as m uch as d isa d va n ta g e s .

The ques tion  ’’Does a bonded person work hard i f  he is not happy w i th  the 

job  and wants to be e lsewhere?" was d iscussed  w ith o u t re s o lu t io n ,  as was the 

ques tion  of handling the s i tu a t io n  whereby a woman under bend gets  m a rr ie d .

Bonding ru les in the three coun tr ies  were o u t l in e d :

L e s o th o :-  -  Bonding was rep laced by a s ys te m  of loans w i th  graded

repaym ent.

-  The person pays 50% of the loan when he w orks  for 

governm ent.

-  He pays 65% when he works for a paras ta ta l o rg a n is a t io n .

-  He pays 100% when he works for the p r iva te  sec to r or

ou ts ide  coun try  or res ign s .

-  When course is  12 m onths dura t ion  or le ss ,  one is  bonded for
i

3 years .

- When i t  is over 12 m on ths ,  i t  is as per the loan paym ent 

s y s te m .

- Wnen on s tudy leave one gets fu l l  sa la ry  for s ix  m onths  after 

wh ich  one gets 50% i f  m arr ied  or 40% i f  u n m a rr ie d .

B o ts w a n a : -  -  Wnile som e of the above ru les app ly  here as w e l l ,  the

fo l lo w in g  are d if fe re n c e s :

-  If a ttend ing  in -s e rv ic e  t ra in in g ,  one rece ive s  100% of sa la ry  

for the f i r s t  year and 50% the rea fte r .

-  When one attends non-approved courses he m u s t  take  unpaid 

leave.
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S w a z i la n d : -  -  When one goes 12 m onths  or le ss ,  h e /sh e  gets fu l l

sa la ry .

-  Over 12 m on ths , no sa la ry  is pa id  but the f a m i ly  gets 

al lowance.

The workshop questioned the extent of gove rn m e n ts ' support to p r iva te  sector 

tra in ing  c o m m itm e n t .  If the p r iva te  sector does not t ra in ,  it was suggested 

that s ta tu to ry  Appren ticesh ip  le g is la t io n  be es ta b l ish e d  to p rom ote  tra in in g  

th ro u g h : -

- 'T ra in in g  levy

- Control work p e rm its ,  e tc .

- E s ta b l ish m e n t of na t iona l s tandards .

The le g is la t io n  w i l l  a lso  nelp ge tt ing  the r igh t  person on the r ig h t  cou rse .
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ORGANISING A M A N P O W E R  PLANNING  UNIT 

B . S T E D M A N  (3 E S O )

M r .  S tedm an presented a d is c u s s io n  paper e n t i t le d  "O rgan is ing  a M anpower 

P lann ing  U n i t "  (annexed).  In genera l,  M r .  S tedm an ca l led  tor an in te r ­

d is c ip l in a ry  approach to Manpower P la n n in g .  There is a need for b r ing ing  

together m an a g e r ia l,  so c io lo g ica l and econ om ic  research in deve lop ing  the 

manpower p lan . Thus, the un it  respon s ib le  for deve lop ing  and im p le m e n t in g  

the plan m u s t  have access to these s k i l l s .

The ro le  of the planner is to a s s is t  the p o l ic y  maker by p rov id ing  re levan t and 

t im e ly  in fo rm a t io n .  It is the re s p o n s ib i l i t y  of the p lann ing  u n i t  to deve lop  

the m ach ine ry  for e f fe c t iv e  p lann ing .

The focus ip deve lop ing  a manpower p lann ing  un it  shou ld  be on o b ta in in g  the 

necessary m ix  of s k i l le d  pe rsonne l.  These shou ld inc lude  s ta t is t i c ia n s ,  

dem ographers, s o c io lo g is ts  and personnel s p e c ia l is t s .  There is  a lso  a need fo 

people tra ined  in the area of Laoour E c o n o m ic s .

Only after de te rm in in g  the required s k i l l  m ix  shou id  one cons ider the s ize  

of the requ ired un it  wh ich  is s im p ly  a fu n c t io n  of the ex ten t of the task  to 

be pe rfo rm ed .

C ons ide rab le  d is c u s s io n  ensued concern ing  the appropria te  s k i l l  m ix  in a 

manpower p lann ing  un it  as w e ll  as the o rgan isa t ion a l p o s i t io n  of such a u n i t .  

Som e fe l t  tha t,  in the pas t,  there has tended to be an ove rem pha s is  on the 

need for e co n o m is ts  and a consequent lack  of e m pha s is  on the s o c io lo g ic a l  

and personnel m anagem ent s k i l l  a reas . C aution  was expressed , how ever, 

aga ins t too w ide  a sw ing  to the other e x t re m e .



SECTION THREE 

CONCLUSIONS AND R E C O M M E N D A TIO N S

At the end of the workshop, attendees agreed on the fo l lo w in g  co n c lus ions  

and recom m en da t ion s :

1. R E S P O N S IB IL IT Y  FOR M AN P O W E R  PLANN IN G

P a rt ic ip a n ts  fe l t  tha t,  in the past,  manpower p lans tended to suffe r from  

a lack of a m u l t i - d is c ip l in a r y  approach. It was agreed that m an a g e r ia l,  

s o c io lo g ic a l and econom ic  an a ly s is  m u s t be brought tc  bean on the p rob lem  

of manpower p lann ing .

It  was fe l t  tha t,  a lthough the ga ther ing of data cou ld  now be d e ce n tra l ise d ,  

a lack of expe rt ise  in manpower p lann ing  techn iques m eant tha t,  for the 

forseeab le  fu tu re , a cen tra l ised  p lann ing  un it  a ttached to the c o u n t r y 's  econom ic  

p lann ing u p it  was requ ired . It was s tressed  that input to the p lann ing  

process m ust be obta ined from  at least the m in is t r ie s  or departm ents  of 

E d uca t ion , Labour, S ta t is t ic s ,  and P e rsonne l.  C au tion  was expressed 

aga ins t the centra l p lann ing  un it  opera ting in a vacuum  and it  was noted tha t 

great e f fo r t  m us t be made to inc lude the users - the em p lo ye rs  -  in the 

p lann ing  p rocess .

Noted w i th  regret was the fac t tha t rep resen ta t ives  of the p r iva te  sector d id  

not a ttend the workshop . In the ir  absence, the w orkshop conc luded  that the 

p r iva te  sector m ust m ake a greater e f fo r t  to in fo rm  the centra l p lanners 

of the governm ent of the needs of the p r iva te  sector for m anpow er. It was 

a lso  fe l t  that the p r iva te  sector m us t m ake  a m uch greater e f fo r t  towards the 

t ra in in g  of local s ta f f .  It was cons ide red  tha t,  f a i l in g  such increased  e f fo r t ,  

the governm ent shou ld  resort to the in trodu c tion  of s terner le g is la t io n  to 

ensure that p r iva te  sec to r t ra in in g  and lo c a l is a t io n  took p lace .
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O ve ra l l ,  the workshop fe l t  that there shou ld  be a cen tra l ise d  manpower 

p lann ing c o -o rd in a t io n a l un it  (p robably  a ttached to the Central P lann ing  

and D eve lopm ent M in is t r y )  w i th  as many s p e c i f ic  func t ions  as poss ib le  

d e -c e n tra l is e d  and w i th  input f rom  as w ide  a group as p o s s ib le .

2 . EDUCATION AND TRAIN ING

The workshop s tressed that the need to recogn ise  the d if fe rence  between 

s k i l le d  and educated manpower and the im p l ic a t io n s  th is  nas for a coun try 's  

educationa l sys te m  is essen tia l i f  m anpower p lann ing  is to succeed.

It was noted, w ith  concern , tha t ,  desp ite  a cons ide rab le  h is to ry  of manpower 

p lann ing in A f r ic a ,  educationa l sy s te m s  are s t i l l  skewed towards academ ic  

educa tion . There is  a con t inu ing  shortage of s k i l le d  techn ica l personnel 

at a l l le v e ls .  C oncu rren tly ,  there is a g row ing  su rp lus  of h ig h ly  educated 

people who lack the occupa tiona l s k i l l s  requ ired by expanding e c o n o m ie s .

W h ile  workshop, pa r t ic ip a n ts  were not gene ra l ly  in favour of bonding s y s te m s  - 

and even less in favour of a d is c ip l in e d  sy s te m  of channe ling  s tudents  in to  

p re -de te rm ined  areas of s tudy -  i t  was accep ted tha t ,  in t im e s  of grave 

shortages of ce r ta in  k inds of s k i l le d  m anpower, bonding and an e lem e n t 

of d is c ip l in e d  s e le c t io n  is necessary . Id e a l ly ,  th is  would  be supp lem en ted  

and e ve n tu a l ly  rep laced by an inducem ent s ys te m  w h ich  w cu ld  channel s tudents  

in to v ia b le  and needed s k i l l  a reas.

There is a need to educate the popu la t ion  regard ing e m p lo y m e n t  o pp o rtun it ie s  

and to em pha s ise  the im portance  and c o n tr ib u t io n  to the coun try  of the b lue 

col lar w o rke rs .

This a lso  m eans tha t job  d e s c r ip t io n s  and s p e c i f ic a t io n s  m us t em pha s ise  

know ledge and s k i l l  requ ire m en ts  rather than s im p ly  academ ic  educa tiona l 

le v e ls .
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3. C O M M ITM EN T TO M ANPOW ER PLANNING '

The workshop concluded tha t,  i f  the s itu a t io n  was going to im o rove , there m us t be 

a tota l c o m m itm e n t  to manpower p lanning throughout the econom y. A l l  

sec tors  m us t de te rm ine  and respond to actual t ra in ing  needs.

D e te rm in a t io n  of tra in ing  needs m us t be based on a thorough assessm en t 

of the s k i l l s  required by a ll sectors  of the economy in the l ig h t  of current 

and pro jec ted  a c t iv i t ie s .  It m us t show i ts e l f  in the deve lopm ent and support - 

of appropria te  tra in ing  in s t i tu t io n s .

Tra in ing  for the sake of tra in ing  m ust be avo ided. Tra in ing p lans for 

in d iv id u a ls  m ust be based on the requ irem ents  for present and po ten t ia l 

jobs in the l igh t of the in d iv id u a l 's  performance appra isa l reports .

The p r iva te  sector m ust be encouraged -  and if  necessary fo rced -  to im prove
*

the ir  tra in ing  e f fo r ts .  A t the same t im e ,  governm ents m ust cons ider the 
%

needs of the p r iva te  sector for s k i l le d  manpower and not - by means of a 

s tr ingen t bonding sys tem  - a l lo c a te  the en tire  manpower supp ly  to i t s e l f .

4. M AC R O  AND M IC RO  PLANNING

It was noted tha t,  a lthough the workshop concentra ted on m acro  m anpower 

p lann ing  at the na tiona l le v e l,  m ic ro  p lann ing by each part of each sector 

of the econom y was equ a lly  im p o r ta n t .  Such m ic ro - le v e l  p lann ing  is no t,  

in m os t cases , be ing done. This resu lts  in an inadequate data base for m acro  

p lann ing  and causes " c r is is  m anagem ent"  as w e ll as a fa i lu re  to lo c a l is e  at 

the in d iv id u a l o rgan isa t iona l le v e l.  There m us t,  then, be con t inua l c o ­

o rd in a t ion  and exchange of data between m acro  and m ic ro - le v e l p lanne rs .

5. PLAN EV ALU ATIO N  AND IM PLEM EN TATIO N

The workshop noted a tendency to deve lop  p lans and then forget th e m . Once 

deve loped , plans m ust be c o n s ta n t ly  m on ito red  and, i f  necessary , updated



-  21  -

in the l igh t  of current in fo rm a tion .

The inadequacy of many p lans, it  was fe l t ,  der ived p a r t ly  f ro m  poor 

m ethodo logy and inadequate s ta t is t ic a l  bas is  but even m ore f ro m  the fac t 

that pert inent p o l ic ie s  had not been derived and ca rr ied  through to overcom e 

id e n t i f ie d  shortages and im ba lance s .  There seem s to be l i t t le  c o m m itm e n t  

e ithe r among p o l i t ic ia n s  or senior governm ent o f f i c ia ls  to the im p lem en ta t ion  

of manpower p lans wh ich  require rad ica l changes in the educa tiona l s y s te m .

This s i tu a t io n  is exacerbated by the fac t  tha t m any m anpower p lans  are drawn up by 

ou ts ide  c o n su lta n ts .  S ince  there is l i t t le  local input tc  and p a r t ic ip a t io n  

in the p lann ing process, there is l i t t l e  c o m m itm e n t  to  its  im p le m e n ta t io n .

Local in vo lve m en t in the p lann ing process and c o m m itm e n t  to  i ts  im p le m e n t ­

a t ion  is  e s s e n t ia l .  P lanners m u s t be deeply  in vo lve d  i n ‘ im p le m e n ta t io n .

(A lthough  not d iscussed  at the w orkshop, the expe rience  of Z im b a b w e ,  

w h ich  shunned ou ts ide  consu ltan ts  and ca rr ied  out i ts  own t ra in in g  needs 

survey across a l l  sec to rs ,  is in d ic a t iv e  of the c o m m itm e n t  p o s s ib le  when 

one is invo lved  in the p lann ing p ro c e s s . )

6. STRUCTURE FOR M A N P O W E R  PLANN IN G

It was fe l t  that the s k i l l s  requ ired in s ta f f in g  manpower p lann ing  u n its  

inc luded  Labour E c o n o m ic s ,  S o c io lo g ic a l ,  Personnel M anagem en t,

Dem ograph ic  and S ta t is t ic a l .

Input f rom  various dece n tra l ise d  u n its  throughout a l l  sec to rs  shou ld  be c o ­

ord inated by a centra l m anpower p lann ing  u n i t  loca ted  in the Centra l 

P lann ing  and D eve lo pm e n t M in is t r y .  Th is  u n i t  w ou ld  a lso  be resp o n s ib le  

for m o n ito r in g  and updating  the p lan as requ ired  and for ensuring  i ts  

i m p le m e n ta t i  on.



SECTION FOUR

ANN EX 1: AG ENDA

Opening Address:

K eyno te : What is Manpower

P lann ing  and Why Bother? 

D is c u s s io n  of Keynote 

M anpower P lann ing : Who should do

it?

D is c u s s io n  of Paper

P rob lem s in Manpower P lann ing :

3LS  Experience :

A Case S tudy : Manpower P lann ing  in

Local Government

Im p le m e n t in g  a Manpower P lan :

D is c u s s io n  of Paper

O rgan is ing  a Manpower P lann ing

U n i t :

C los ing  S u m m a ry :

Hon. Peter M m u s i 

Sam  Jones

P. Olsen 

P . Oisen

Papers: Bo tsw ana

Lesotho 

Sw az i land

Dr. L. P icard 

B . S tedm an

B . Stedm an 

Dr. F. S ch inde le r
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AN N EX 2 : LI ST OF PARTI Cl PANTS

M r .  M .  J. Nsibandze P erm anent S ecre ta ry  
M in is t r y  of Educa tion  
P .  0 .  Box 39 
M B A B A N E  -  S w az iland

M r .  M . N. D la m in i Perm anent Secre tary  
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"WHAT IS M ANPO W ER PLAN N IN G : WHY BO TH E R ?" BY S . JONES

E co nom ic  deve lopm en t may be defined as a process by w h ich  the resources 

of a country  are deve loped and u t i l is e d  on a p lanned or organ ised bas is  to 

bring about a sus ta ined  increase in per cap ita  p roduc tion  of goods and 

se rv ic e s .  This is  ach ieved through the fo l lo w in g  a c t io n s :

1. b r ing ing  about im provem ents  in e x is t in g  techno logy  to fa c i l i t a te  the 

id e n t i f ic a t io n  and a c c e s s ib i l i t y  to natura l resources and the ir 

ex tra c t io n  and /o r  deve lopm ent for easy u t i l i s a t io n  in the deve lopm ent 

e f fo r t .

2 .  inc reas ing  sav ings and cap ita l fo rm a t io n .

3. im p rov ing  the labour force through educa tion  and t ra in in g ,  better 

hea lth ,  hous ing , good n u t r i t io n  in ce n t ive s  e tc .

%

4. the c rea t ion  and m a in tenance  of a c l im a te  and in s t i tu t io n s  -  s o c ia l ,  

c u l tu ra l ,  p o l i t ic a l  and legal -  w h ich  prom ote  the deve lopm en t of a 

sense of re s p o n s ib i l i t y  and p a t r io t is m  and s e l f  re l ia n c e  necessary  

for the a t ta in m e n t  of the fac to rs  and co n d it io n s  on w h ich  the w hee ls  

of deve lopm en t tu rn .

The a im  of deve lopm en t is to bring about a better l iv in g  standard for the 

popu la t ion . D eve lopm en t p lann ing  has com e to be recogn ised  as a necessary 

a c t iv i t y  to be undertaken by governm ents  p a r t ic u la r ly  of the deve lop ing  

coun tr ie s  for the a t ta in m e n t  of soc ia l and e con om ic  deve lopm en t and the 

we ll being of the ir  peop les . It is qu ite  lo g ica l to expec t that coun tr ie s  w h ich  

em bark  se r io u s ly  on ca re fu l and ra t iona l p lann ing  are m ore l ik e ly  to ach ieve  

the ir  o b je c t iv e s  than those who do not p lan at a l l .  E xperience  has shown tha t 

a bas ic  co n d it io n  for e f fe c t iv e  econ om ic  d e ve lop m en t e f fo r t  is a w e ll  educa ted , 

tra ined  labour force w h ic h  is  c o nd it ion ed  by the r ig h t  m o t iv a t io n s  to  acq u ie sce
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in the o b je c t iv e s  of the deve lopm en t e f fo rt  and wh ich  as a resu lt  organ ises 

i t s e l f  for the execu tion of the tasks of deve lopm ent w i th in  a s o c ia l ,  p o l i t i c a l ,  

c u l tu ra l and legal fram e that does not in h ib i t  but p rom otes c o m m itm e n t  to 

the tasks and goals of the deve lopm ent e f fo r t .

Though cap ita l can purchase natural and phys ica l resources -  equ ipm en t and 

raw m a te r ia l inputs required for the deve lopm ent e f fo r t ,  cap ita l fo rm a t io n ,  

equ ipm en t and raw m a te r ia ls  are them se lves  the product of human e f fo r t  - 

m anpow er. Thus to increase c a p i ta l ,  ph ys ica l ,  and natural resources , the 

hum an resources of a na tion  m us t f i r s t  be developed - educated and tra ined 

and ' r e f in e d '  through exposure to work -  so that they can bring about the 

im p rovem en ts  in the factor m ix ,  both q u a n t i ta t iv e ly  and q u a l i ta t iv e ly ,  upon wn ich  

deve lopm en t depends. It is thus obvious that on ly  a m odern ised t rans fo rm ed , 

educated and tra ined labour force w ith  the requ is ite  s k i l l s  in the r ig h t  numbers 

can man the in dus tr ie s ,  modern or im proved fa rm ing  p ra c t ice s ,  o f f ic e s ,  

educa tion  and tra in ing  in s t i tu t io n s  to produce the goods and se rv ices  that 

so c ie ty  needs to im prove  its  I iv ing  s tandards. There can therefore be no progress 

towards in d u s t r ia l is a t io n  and im proved ag r icu ltu ra l p rac t ices  and the 

a ttendant deve lopm ent of essen tia l se rv ices  w ithou t the deve lopm ent of the 

re levan t sk i I is in the ir r igh t  num bers and q u a l i ty  and at the r igh t t im e .

P lann ing  for s k i l l s  m us t be an in tegra l part of overa ll econom ic  deve lopm en t.

It m u s t be undertaken in advance of the demand for the ir  se rv ic e s .

It is necessary to ensure that s u f f ic ie n t  a t ten tion  is g iven  to the production 

of h ig h - le v e l  m anpower. These inc lude s c ie n t is ts ,  a d m in is t ra to rs  and 

m anagers , p lanners , leading th in k e rs ,  innovators and those who adapt and 

those who adapt and app ly  modern techn iques and techno logy . The ro le of 

these in the s o c io -e c o n o m ic  deve lopm en t process is  ind isp ensab le .  These 

are the types of manpower who occupy the top segm ents  of the educationa l 

and occupa tiona l p y ra m id .  They prov ide the underly ing  ph ilosophy of 

deve lopm en t p lans , prepare the plans them se lves  and d ire c t  and ensure the ir 

success fu l im p le m e n ta t io n .  The exten t of a c o u n t ry 's  progress in te rm s of
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eco n o m ic ,  so c ia l and techno log ica l advancem ent depends on the q u a n t i ty ,  

q u a l i ty  and experience of th is  type of m anpower. No country  can deve lop  

s o c ia l ly  and e c o n o m ic a l ly  and ensure the ra t iona l and e f fe c t iv e  use of i ts  

resources i f  i t  cannot develop i ts  h igh - leve l m anpower s ince  the e f fe c t iv e  and 

op t im u m  use of a l l  resources depends on the q u a l i ty  and qua n ti ty  of the s k i l l  

m ix  of a n a t io n ’ s h ig h - le v e l manpower.

Various d e f in i t io n s  have been g iven to the te rm  hum an resources or m anpo w er. 

Some have defined the term  human resources to  refer to man as an agent 

of p roduc tion , of m anpower, of labour as a fac to r  in p roduc tion . To others 

the te rm  human resources means man in h is - ro le s  as a whole  hum an be ing .

It is man in h is  ro le ,  not on ly as a p roduc tive  agent, but as a c i t iz e n ,  a 

husband, a fa the r,  a member of the c o m m u n ity ,  as a th in k in g ,  r e e l in g , - 

es the t ic  human be ing . Accord ing  to P ro fesso rs  H arb ison  and M y e rs :

"H um an resource deve lopm ent is the process of in c reas ing  the know ledge, 

s k i l l s  and c a p a c it ie s  of a l l people in a s o c ie ty " .  There does not appear 

to  be a s in g je  d e f in i t io n  of human resources . S o m e t im e s  the te rm  has been 

made synonom ous w ith  manpower. For our purpose we can say that human 

resources and manpower refer to man or the human be ing . "M anpow er 

p lann ing is concerned w ith  the ra tiona l a n a ly s is  and o rgan isa t ion  of a l l  

e lem en ts  having a bearing on the t ra n s fo rm a t io n  of the present and 

future pattern of human resources . It se ts  goa ls  for such t ra n s fo rm a tio n  and 

s p e c i f ie s  the m eans to a t ta in  these g o a ls . "  M anpower p lann ing  a lso  

invo lves  the d e te rm in a t io n  of those p o l ic ie s  and p rogram m es that w i l l  lead 

to the o p t im u m  u t i l is a t io n  of the to ta l manpower p o te n t ia l .  In th is  conn ec t ion ,  

i t  is not concerned on ly  w ith  the p rob lem s of deve lop ing  the in dus tr ia l sector 

of the econom y but a lso  w ith  the p rob lem s of a l l  other sectors  in c lud ing  

a g r ic u ltu re .  It concerns both the urban and rura l p o p u la t io n s .  M anpower 

p lann ing  in vo lve s  look ing  in to  the fu tu re  and dec id ing  on the b as is  of 

in fo rm a tio n ,  past trends e tc .  on ac t ion s  needed to be taken over a per iod  of 

t im e  to ach ieve  ce r ta in  s p e c i f ie d  g o a ls .  M anpower p lann ing  a lso  in v o lv e s  

in f luenc ing  the in s t i tu t io n s  w h ich  prepare peop le  and the re fo re  concerns
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a l l  aspects  of an in d iv id u a l 's  l i fe  wh ich  in f luence  h is  perform ance as a m ember

of the e c o n o m ic a l ly  a c t iv e  labour fo rce . There are four m a jo r e lem en ts  in the

manpower p lann ing p rocess . These are:

1. Manpower R e q u ire m e n ts : D e f in i t io n  or d e te rm ina t io n  of current and future 

manpower requ irem en ts  in q u a n t i ta t iv e  and q u a l i ta t iv e  te rm s . A p ro jec t ion  

over a period of t im e  s u f f ic ie n t  to p e rm it  in s t i tu t io n a l  ac t ion  on the 

q u a l i ta t iv e  and q u a n t i ta t iv e  c h a ra c te r is t ic s  of the human resource 

re q u ire m e n ts .

2. Manpower S u pp ly :  A sse ssm en t of the present supp ly  and capa c ity

of the supp ly  s ys te m  to meet the current and fu ture requ irem en ts . If the 

sys te m  is  cons idered inaaequate appropria te  changes m ust be in troduced. 

Im prov ing  the supp ly  of manpower w i l l  invo lve  a number of m easures.

3. In s t i tu t io n a l P lann ing :  P lann ing  of the in s t i tu t io n s  that produce and 

supp ly  m anpower. This should be based on the assessed needs, qu a n t i ta t ive  

and q u a l i ta t iv e .

4. Manpower P lann ing : Fo rm u la t ion  of manpower p o l ic ie s .  This rnvo lves

a d e f in i t io n  of a w ho le  range of needs and measures for in s t i tu t io n a l 

change-or m o d if ic a t io n  or im provem ent and other ac t ions  a im ed at 

producing a sys tem  of human resource deve lopm en t, a l lo c a t io n  and 

u t i l is a t io n  that m eet p ro jec ted  needs and enhance the achievem ent of 

deve lopm en t g c a is .

There are four m a jo r areas of concern in manpower p lann ing :

1. S k i l l s  for deve lopm en t

2 . P opu la t ion  and e m p lo ym e n t le ve ls

3. Human cap ita l and the e f fe c ts  of education and tra in ing
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4. Manpower d is t r ib u t io n  and u t i l i s a t io n .

M uch  a t ten t ion  in manpower p lann ing  is devoted to  the deve lopm en t e f fo r t .  

Manpower p lanners are a lso  concerned about the popu la t ion  growth prob lem  

which is an in tegra l aspect of manpower and e m p lo y m e n t  s i tu a t io n .  Another 

im po rtan t e lem e n t in manpower p lann ing  is  human ca p ita l and the adequacy 

and e f f ic ie n c y  of the education and tra in in g  s y s te m s .  The deve lopm en t - 

education  and tra in in g  -  of human resources is c ru c ia l  tc  tne ove ra l l 

deve lopm en t e f fo r t .  The v iew  is  s tron g ly  held that human resources are 

more c r i t ic a l  than natural resources in the deve lopm en t p rocess . Human 

resources deve lopm en t inc ludes m any fac to rs  such as hea lth ,  n u t r i t io n ,  

hous ing , fa m i ly  p lann ing in a d d it io n  to fo rm a l e du ca t ion .  The deve lopm en t 

of human resources m ust take in to  account the to ta l env iro nm en t and the 

im pac t of these fa c to rs ,  -o r  the e f fe c t i  ve deve lopm en t of manpower , 

educa tion  and tra in in g  m ust be a con t inuous  process so as to ensure the 

advance of techn ica l know ledge. M anpower d is t r ib u t io n  and u t i l i s a t io n  

are perhaps 'the  m o s t im po rtan t areas of manpower p la n n in g .  Th is  aspect 

has, however, not rece ived adequate a t te n t io n  in m any deve lop ing  

c o u n tr ie s ..  It is essen tia ! tc  p lan the d is t r ib u t io n  and u t i l i s a t io n  of a 

c o u n t ry ’ s manpower w i th in  the con tex t of i ts  needs. M anpower d is t r ib u t io n  

and u t i l is a t io n  is an in tr ic a te  p rocess . It is a f fec ted  by var ious  fac to rs  

s ig n i f ic a n t  among w h ich  are geographic lo ca tion  of e m p lo y m e n t  o p p o r tu n it ie s ,  

a t t ra c t io n  of urban i i fe  w h ich  o ften  dep rives  rural areas of the ir  manpower 

su pp lies  and cu ltu ra l patterns tha t accord higher p res t ige  to occupa tions  tha t 

do not have m uch im m e d ia te  re levance  to the deve lopm en t p rocess .

It is  obv ious that the m a in  o b je c t iv e  of manpower p lann ing  is to p rov ide  

adequate e m p lo ym e n t and eco n o m ic  o pp o rtun it ie s  to a lm o s t  a l l  m em bers  

of the labour fo rce . It is a ls o  to  ensure that the process of in d u s t r ia l is a t io n  

and a g r icu ltu ra l m o d e rn isa t io n  -  in sho r t ,  econ om ic  d eve lop m en t -  con t in ues  

by m ak ing  a v a i la b le  the needed s k i l l s ,  avo id ing  the wastage of hum an



-  32 -

resources and thus a ch iev ing  the fu l l  deve lop m en t and u t i l is a t io n  of the 

to ta l human e f fo r t .  M anpower p lann ing  is the m o s t  d yna m ic  aspect of 

the en t ire  p lann ing  process s in ce  i t  a f fe c ts  a l l p lann ing  sec to rs .  I t  inc ludes 

among others a p o l ic y  that deve lops  the r igh t  a t t i tu d e s  and m o t iv a t io n s  

that he lp  to p rom ote  the deve lopm en t process.

S ince  econom ic  deve lopm en t is the goal of manpower p lann ing , co -o rd in a t io n  

between manpower p lann ing  and econom ic  deve lopm en t p lann ing  is a 

necessary  c o n d it io n  for a m ean ing fu l and success fu l manpower p lann ing 

e f fo r t .  Manpower p lann ing  in vo lve s  look ing in to  the fu tu re  and dec id ing  

on ac t ion s  tha t leap to the ach ievem en t of s p e c i f ic  goa ls  that may be 

re la ted  to or dependent on other ac t ion s  and g o a ls .  Manpower p lann ing thus 

becom es necessary on ly  in the con tex t of overa l l p lann ing . Other p lans, 

ac t ion s  and m easures are being made and carr ied  out in re la t io n  to the 

sam e sub jec t  or w i th  the a im  of ach iev ing  the sam e o b je c t iv e  ( v iz .  soc ia l 

and econom ic  deve lopm ent and the u l t im a te  w e lfa re  of the en t ire  s o c ie ty . )  

Manpower p lann ing cuts  across or form s part of a l l soc ia l and econom ic  

a c t iv i t ie s  in 'a l l  sec to rs .  It is thus a m u lt i fu n c t io n a l  and m u l t r - in s t i tu t io n a l  

a c t iv i t y .  Harm ony among p lans , ac t ions  and measures is therefore  abso lu te ly  

necessary in any k ind of p lann ing , hence the need to in teg ra te  manpower 

p lann ing  and overa ll econom ic  deve lopm en t p lann ing . The manpower 

planner m u s t therefore not forget that manpower p lanning is an in tegra l 

part of a l l  aspects  of the na tiona l deve lopm en t p lanning e f fo r t .  M a c ro -  

e con om ic  o r ien ted  planners m u s t a lso  know that they cannot ignore manpower 

c r i te r ia  and p lann ing in deve lop ing  the m acro -o r ien ted  aspects  of national 

p la n s .  The manpower planner m u s t p a r t ic ip a te  in the de te rm ina t io n  

of the o b je c t iv e s  and s tra teg ies  requ ired to f u l f i l l  the p lan . He should be 

in vo lve d  in the de te rm in a t io n  of the resource s tock of the country  and the ways 

and m eans of m o d ify in g  the resources to enable the ach ievem en t of the goa ls .  

The p lan i t s e l f  m us t be broken down in to  the various econom ic  sectors  

so as to fa c i l i t a te  the proper a l lo c a t io n  of resources, both human and 

na tu ra l,  to ach ieve  the targets  of the plan on the basis of the adopted 

s t ra te g y .  A manpower p lann ing  e f fo r t  that is  not in tegra ted in to  the overa ll



d e c is io n -m a k in g  process of the p lan, s tra tegy and fo rm u la t io n  can hard ly  be 

e f fe c t iv e  or c o m p le te .

S ince  planning is  e s s e n t ia l ly  the ra t io n a l is a t io n  of p o l i t ic a l  p r io r i t ie s  and 

de c is io ns  i t  is necessary for i ts  e f fe c t ive n e ss  and re levance  to ensure 

that there is  a m ean ing fu l d ia logue between p o l i t ic a l  d e c is io n  m akers  and 

planners on the one hand and between planners and those invo lved  or 

concerned w ith  the a c t iv i t ie s ,  p ro jec ts  or p rogram m es to be ca rr ied  out 

during the preparation and im p le m e n ta t io n  of the p lan .  Manpower p lann ing 

can be sh o r t - te rm  or lo n g - te rm  depending on the type of s k i l l  deve lopm ent 

envisaged'.: i t  is s h o r t - te rm  i f  the a im  is to im c rove  the level of u n s k i l le d  

labour and lo n g - te rm  i f  i t  is for h ig h - le v e l  s k i l l s .

Inva r iab ly  manpower p lans have been lo n g - te rm  e m p h a s is in g  fo rm a l 

education  and occupationa l d e ta i ls .  Manpower p lann ing  does not on ly  

em phas ise  fo rm a l educa tion  s y s te m s .  It a lso  takes in to  accoun t a l l  other 

fo rm s of tra in ing  in the in fo rm a l sec to r .  The fo rm a l educa tion  s y s te m  is 

em phas ised  because of the h ig h - le v e l  s k i l l  re q u ire m e n ts .  M anpower p lann ing 

shou ld consider u rban isa t ion , m ig ra t io n ,  f l e x ib i l i t y  of w o rke rs , labour 

m o b i l i t y ,  hea itn  requ irem en ts  and the ro le  and deve lopm en t of a who le  range 

of in s t i tu t io n s  invo lved  in the deve lopm en t and u t i l i s a t io n  of hum an 

resources . The t im e  requ ired tc  in f luence  the supp ly  of labour is another 

im portan t aspect of the scope of manpower p lann ing . The t im in g  factor 

shou ld be seen as a fu n c t io n  of the manpower s i tu a t io n  and other c ircu m s ta n ce s  

in the coun try , the qua n t i ty  of manpower requ ired , the nature and q u a l i ty  

of education  and t ra in in g  s y s te m s  and fa c i l i t ie s  a v a i la b le  and requ ired . S h o r t ­

te rm  p lanning is on ly  p o ss ib le  where a country  has a good educa tiona l 

and tra in in g  base. The t im e  fram e for any p lan , the re fo re , depends on the 

c ircu m s ta n ce s  p reva i l ing  in the coun try  concerned.
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E f fe c t iv e  and re a l is t ic  manpower p lann ing  is  on ly  p o s s ib le  when it  is under­

taken w i th in  a s truc tu ra l f ram ew ork  w h ich  l in k s  it  w i th  or in teg ra tes  i t
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in to  the ove ra l l econom ic  deve lopm en t p lann ing  fram ew ork .  For manpower 

p lann ing  to be e f fe c t iv e  i t  m ust be an organ ised e f fo r t .  It is ,  as stated 

above, a m u lt i fu n c t io n a l  and m u l t i - in s t i t u t io n a l  a c t iv i t y .  It therefore 

in vo lve s  cons tan t d ia logue , in fo r rn a t io n -s ta t is t ic s  on the issues m entioned 

above, p o l ic y  im p l ic a t io n s  and d i re c t io n s ,  s ta ted  goa ls  and targets wh ich  

m us t be con t in uous . It requ ires an e f f ic ie n t  and v ia b le  m ach inery  

co m o e te n t ly  manned and d irec ted  to undertake manpower p lann ing .

A loca tion  w h ich  enables e f fe c t iv e  opera tion , ensures cons tan t or d a y - to -d a y  

c o n su lta t io n  w ith  other sec t ions  of the overa l l p lann ing  m ach inery  is requ ired.

It m u s t have the necessary au tho r i ty ,  legal or a d m in is t ra t iv e ,  and the 

r igh t  s ta tus to co -o rd in a te ,  d irec t and m on ito r  the a c t iv i t ie s  of the var ious 

in s t i tu t io n s ,  organs and agencies invo lved  in human resources deve lopm en t.

The e f fe c t iveness  of manpower p lann ing is ennanced w ith in  the con tex t 

of a v ia b le ,  w e ll s tructured and manned overa l l p lanning m ach inery  

w i th  strong governm enta l c o m m itm e n t  and patronage.

On the bas is  of present know ledge and experience there are a number of loca tions 

for the manpower p lanning e f fo r t .  Experience  shows that th is  la rge ly  depends 

on the nature of the government concerned. Som e have es tab l ished  a whole 

m in is t r y  for manpower p lann ing . Som e have located the manpower p lann ing 

e ffo rt  in the centra l m ach inery  for econom ic  p lanning and in tegra ted it  in to 

i t .  Some have it  in the labour m in is t r y ,  w h i le  some have i t  in the 

D irec to ra te  of Personnel or E s ta b l is h m e n ts .  The essen tia l cons ide ra t ion  

in th is  connection  is that the manpower m ach inery  should be able to operate 

e f fe c t iv e ly .  It shou ld be able to p lay a c e n tra l ,  c o -o rd in a t in g  and d irec t in g  

ro le  in the human resources p lann ing , deve lopm ent and u t i l is a t io n  e f fo r t .

It shou ld  be able to w ie ld  the necessary in f luence  required to undertake these 

func t ions  s u c c e s s fu l ly .  Above a l l ,  i t  shou ld  be able to pa r t ic ip a te  in the 

ove ra l l s o c io -e c o n o m ic  deve lopm ent e f fo r t  as an in tegra l part of the overa ll 

m ach inery  for deve lopm ent p lann ing  to ensure cons is tency  in the overa ll 

na tiona l p lan , p o l ic y  fo rm u la t ion  and p repara t ion . This harmony in the 

execu tion  of the a c t iv i t ie s  of the p lann ing e f fo r t  is a necessary cond it ion
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for e f fe c t iv e ,  m ean ing fu l and success fu l p lann ing .

Experience  has a lso  shown that the network of agencies invo lved  in manpower 

p lann ing is  so w ide  that c o -o rd in a t io n  becom es a bas ic  and unavo idab le  

in s trum en t for i ts  success . The issues  invo lved  a f fe c t  a l l segm ents  of 

the popu la tion  as w e ll as a l l  key e s ta b l is h m e n ts / in s t i tu t io n s  and in te re s ts .  .

For e f fe c t iveness ,  therefore , manpower p lann ing  has to bene fit  f rom  the 

v ie w s /s u g g e s t io n s  and concerns of a c ro s s -s e c t io n  of the popu la t ion  and 

the government m ach inery  i t s e l f  needs to seek ideas, v iew s  and adv ice  

from  a w ide  spectrum  of in te re s ts .  To ensure e f fe c t iv e  manpower c o ­

o rd ina t ing  e ffo rt ,  i t  has become necessary  in m any coun tr ie s  to e s ta b l is h  

na tiona l manpower bod ies , c o m m it te e s ,  c o u n c i ls  representing  key econom ic  

sectors  -  in both the pub lic  and p r iva te  sectors  -  m in is t r ie s  of p lann ing  and 

econom ic  a f fa irs ,  a g r icu ltu re ,  in dus try ,  educa tion , labour and c iv i l  

s e rv ice  a d m in is t ra t io n  as w e ll  as trade un ions , e m p lo y e rs '  fede ra t ion  and 

o thers .

These coun c ils  are m a in ly  adv iso ry  bod ies and adv ise  the governm ents  

concerned on a l l  aspects  of hum an resources p lann ing , deve lopm en t and 

u t i l is a t io n .  Because of the ir  rep resen ta t ive  nature and level of represen ta t ion  

such c o u n c ils  w ie ld  a lot of in f luence  and are able to tap a lot of v i ta l  

in fo rm a tion  and to bring to bear on the ir  d e l ib e ra t ions  on manpower 

issues , op in ions ,  experiences and know ledge wh ich  can hard ly  be assem b led  

through the a c t iv i t ie s  of the te ch n ica l m ach ine ry  for manpower p lann ing  a lone .

D r. E l i  G inzberg had the fo l lo w in g  to say about manpower and such type of 

superin tend ing  body: "M anpow er is ,  by i ts  very na ture , a d i f fu s e  resource

not sub jec t to en t ire  contro l through any s in g le  arm  of agency of gove rnm en ts . 

Therefore, a c lear concep tion  is needed of the to ta l i t y  of the s o c ia l ,  

in s t i tu t io n a l ,  gove rnm enta l s t ruc tu res  tha t can in f luence  the s u p p ly ,  

d is t r ib u t io n ,  and rewards o f manpower and bring i t  in harm ony w i th  the 

econom ic  and soc ia l o b je c t iv e s  of a coun try .  The on ly  way to do th is  is  to 

have percep tion  and an o ve rv ie w  of what the resource is l ik e ,  how i t  deve loped 

and how it  can be d e v e lo p e d " .
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The m anpower planner is  concerned about a v a r ie ty  of th ings or is su e s :

He m u s t  be concerned w i th  the need to m a x im is e  e m p lo ym e n t opportun it ies  

and w i th  the need to m in im is e  u n e m p lo ym e n t.  He m us t thus be concerned 

w i th  the s iz e  of the n a t io n 's  pop u la t ion ,  i ts  growth rate and i ts  econom ic  

im p l ic a t io n s  for the n a t io n .  He is a lso  concerned w ith  the need to prepare 

the human resources of the n a t io n .  This in vo lves  the p lann ing of education 

and tra in in g  on the bas is  of c a re fu l ly  assessed needs. By m ak ing  sure that 

the re q u is i te  s k i l l  m ix ,  expe rt ise  and the r igh t  a t t i tu d e s  are deve loped in 

the e c o n o m ic a l ly  a c t iv e  labour fo rce .

He m us t a lso  ensure that people are m o tiva ted  to seek the types of education 

and tra in in g  that are re levan t to the needs of the econom y; people m us t 

be properly  in fo rm ed about the w o rld  of work inc lud ing  the reward sys tem  

so that they m ake the r igh t d e c is io n s .  He m us t a lso  maKe sure that 

educated and tra ined manpower are e f fe c t iv e ly  dep loyed ; that they are 

em p loyed  in the sectors  and in the types of jobs where soc ie ty  Is  needs 

are fu l ly  m e t and that they perfo rm  e f fe c t iv e ly  in these jo b s .  The manpower 

planner m us t thus be concerned w ith  the fo rm u la t ion  of sound personnel 

p o l ic ie s ,  good 'm anagem ent re la t io n s ,  in cen t ive  schem es and other 

m o t iv a t io n  m easures conduc ive  to ra is in g  m ora le  and p ro d u c t iv i ty .  In th is  

connec tion , h is  in te res ts  shou ld  a lso  inc lude  better hyg iene , sa fe ty  and 

p ro te c t iv e  m easures in indus try  and w o rk -s i te s ,  m ed ica l a tten t ion  and n u t­

r i t io n  and other p rogram m es that w i l l  m a in ta in  human resources in the best of 

fo rm . In h is  deve lopm en t p lann ing  process he needs to use a number 

of in s t i tu t io n s  and in s trum en ts  among w h ich  are voca tiona l gu idance 

and co u n s e l l in g  w h ich  c on tr ibu te  to s k i l l  fo rm a tion , career deve lopm en t,  

e m p lo ym e n t c rea t ion  and reduc tion  of unem p loym en t.
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M ANPO W ER P LAN N IN G : WHO SHOULD DO IT?

Paper presented to Manpower P lann ing  W orkshopa t the In s t i tu te  of 

D eve lopm ent M anagem ent, Gaborone Apr i I 1 3 -  15 , 1981.

By P . O lsen, Tsa Badira C onsu ltancy  

I NTR ODUCTI O N :

Cap ita l and manpower are the fundam enta l e lem en ts  of econom ic  grow th , 

and when a country s ta rts  on a p rogram m e of rap id  deve lopm ent from  a 

resource base co m o le te ly  lack ing  in both soc ia l and phys ica l in fras truc tu re  

both are neeaed in large quantit ies!!

However, as the resource base bu i ld s  up w i th  the deve lopm en t of ph ys ica l 

in fras truc tu re  and revenue s ta rts  to f lo w  from  in ves tm en ts  in a g r ic u ltu re ,  

m in in g ,  com m e rce  and indus try ,  access to Capita ! beg ins to ease . A sse ts  

and revenue open doors to the in te rna tiona l money m a rke ts ,  and su c c e s s fu l 

in ves tm en t a t trac ts  further in ves tm en t.  G iven care fu l m anagem ent of the 

econom y, hard w o rk , the ex is te n ce  of at least one e x p lo i ta b le  resource 

(a g r ic u l tu re ,  or m in e ra ls ,  for e x a m p le ) ,  and a m o d icu m  of lu c k i  th is  

pos it ion  can be ach ieved  in a c o m o a ra t iv e ly  short t im e ,  even w i th  a very 

l im i te d  am ount of s k i l le d  and h igh level m anpower. In Bo tsw ana , for 

exam p le ,  G .D .P .  rose from  a l i t t l e  over P50 m i l l io n  in 1968-69 to an 

e s t im a te d  P5000 m i l l io n  in 1978-79, a ten fo ld  increase in as m any years . 

S low e r,  but none the less  very s ig n i f ic a n t  g row th, has a iso  taken p lace  in Lesotho 

and Sw azi land.

C a p ita l ,  the re fo re , w h i le  s t i l l  be ing a fundam enta l need for fu rther and 

sus ta ined  g row th , is in c re a s in g ly  g iv in g  way to manpower as the c r i t ic a l  

factor in deve lopm en t -  s k i l le d  and h igh level m anpower needed to m anage 

and deve lop  a ra p id ly  g row ing  econom y in the face of r is in g  e xp e c ta t io n s  f rom

the people .
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In a d d it io n ,  va r ious  pressures are b u i ld in g  up a ga ins t  the im p o r ta t ion  

of s k i l le d  and high level m anpow er. The op t ion  to buy rather than m ake 

such manpower is rap id ly  d isappea r ing .

I
F i r s t ly ,  on the world  labour m arke ts  such m anpow er, at the pr ices  coun tr ies  

l ik e  B o tsw ana , Lesotho and S w a z ila n d  can a f fo rd ,  is in scarce su p p ly .  

S e cond ly ,  such m anpower, being so expens ive , is  a very s ig n i f ic a n t  dra in 

on lo c a l ly  generated cap ita l w h ich  cou ld  be m ore  f ru i t fu l ly  invested  back into 

the econom y to generate further revenue and create  em p lo ym e n t o p p o r tu n it ie s .  

T h ird ly ,  and probably the m os t s ig n i f ic a n t ,  is p o l i t ic a l  and soc ia l pressure 

towards lo c a l is a t io n .

The deve lopm en t of local human resources , there fo re , becomes a m a jo r 

p r io r i ty  and ju s t  as w ith  phys ica l resources, i f  they are to be e x p lo ited  

as ra p id ly  as e f f ic ie n t ly  po ss ib le ,  the deve lopm en t of human resources 

m u s t oo c a re fu l ly  p lanned. Manpower P lann ing  m us t rece ive  equal 

a t te n t ion  as econom ic  and phys ica l p lann ing .

The o b je c t iv e  of th is  paper is to ra ise ,  in the l igh t of experience in the 

reg ion , ques tions  concern ing  s truc tu ra l and in s t i tu t io n a l a rrangem ents for 

manpower p lann ing , and in pa r t icu la r  ask 'W ho  should be doing Manpower 

P la n n in g ? ' . I t  w i l l  be argued that curren t p rac t ices  have in them se ives  

con tr ibu ted  to som e ex ten t towards the fa i lu re  of manpower p lann ing to 

m ake a s ig n i f ic a n t  im p a c t on what is very rap id ly  becom ing a c r i t ic a l  

manpower shortage.

In ra is in g  these q u e s t io n s ,  i t  is usefu l to exam ine  two bas ic  areas; 

id e n t i f ic a t io n  of manpower needs, and the p lanning process i t s e l f .

• IDENTIFICATION OF M A N P O W E R  N E ED S

The essence o f m anpower p lann ing  is  an a t te m o t to p ro jec t manpower needs 

on a na t iona l sca le ,  and then generate p o l ic ie s  and program mes to f u l f i l l  

those needs. The f i r s t  s tep , the re fo re , m u s t be the id e n t i f ic a t io n  of areas
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of manpower shortages. However, in p rac t ice ,  s i tu a t io n s  deve lop  very

rap id ly  in s p i te  of manpower p lann ing where there is a growing surp lus  of one type

of manpower a longs ide  acute shortages in other a reas.

For exam p le ,  in W est A fr ica ,  and inc reas ing ly  so in East A f r ic a ,  the 

educationa l sys te m  has produced a surp lus of 'e d u c a te d ' manpower and yet 

there rem a ins  a shortage of ' s k i l l e d '  m anpower. Thousands of young people 

in West A f r ic a  roam the s tree ts  w ith  the ir  academ ic  c e r t i f i  ca tes 'O '  and ' A 1 

le ve l,  and even degrees -  aespara te ly  look ing  for w o rk . Yet at the sam e 

t im e ,  newspapers are fu l l  of a dve rt ise m en ts  for a r t is a n s ,  m e ch a n ics ,  

b o i le rm a k e rs ,  w e ld e rs , -book -keep e rs , com puter opera tors , te ch n ic ia n s ,  

and so on. l *

This can be i l lu s t ra te d  lo c a l ly .  If the e m p lo ym e n t of expa tr ia tes  is accepted 

as a crude m easure  of shortage of m anpower, an a n a ly s is  of the occupa tions  '•
v:

of such e xpa tr ia tes  should id e n t i fy  the area of m a jo r  need. Cut of the

2 ,375  a p p l ic a t io n s  and renewals of work p e rm its  in the p r iva te  sector in 
%

Botswana in' 1979, 50% were in the category of p roduction  and re la ted  workers -  

a r t isans ,  tradesm en, e tc .  A further 15% of a p p l ic a t io n s  were for persons 

w ith  a d m in is t ra t iv e  and m anageria l s k i l l s ,  and of the 27% for p ro fess iona l 

and techn ica l ca tego r ies ,  m ore than ha lf  were for te ch n ic ia n s  such as 

draughtsm en, su rveyors , te le c o m m u n ic a t io n s  tech n ic ia n s  and so on. Thus, 

in the p r iva te  sec to r ,  at least 30% of the jobs  where expa tr ia tes  are em p loyed  

because of the shortage of local m anpower, are in occupa tions  where 

fu n c t io n a l /v o c a t io n a l  t ra in in g  in ad d it io n  is requ ired . In the p ub lic  sec to r ,  

exc lud ing  the e m p lo ym e n t of expa tr ia te  teachers , the ra t io  of h igh level 

expa tr ia te  manpower w ith  aca d e m ic  backgrounds to those w i th  func t iona l 

tra in ing  is si m i la r .

How has th is  im ba lance  in the supp ly  of manpower com e about? It de r ives  

from  a bas ic  f la w  in m any manpower p lans where there has been a fa i lu re  

to id e n t i fy  ac tua l m anpower needs and what is a c tu a l ly  m eant by 'e d u c a te d '
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and 1 s k i l l e d '  m anpow er. I t  hard ly  seem s necessary  to po in t out that these 

are not the sam e , and that a worker can be ' s k i l l e d '  w i th o u t being 

educated, and 'e d u c a te d ' w ith ou t being s k i l le d .  And ye t th is  is more 

o ften  than not ignored, and manpower p lans have concentra ted  on education 

as the so lu t io n  to m anpower shortages. I f  one e x a m in e s ,  for exam p le , 

tab les  of manpower needs, and the m ethods in w h ich  they have been 

de r ived , they are in v a r ia b ly  based upon years of education  -  p r im a ry ,  

secondary , post secondary , and so on. P ro je c t io n s  of the supp ly  of manpower 

are based on the po ten t ia l products of the fo rm a l educationa l s y s te m .

The em phas is  on 'e d u c a t io n '  wh ich  can be e a s i ly  m easured in years

of schoo ling  has m eant that a t ten t ion  has been d ive rted  from  the production

of ' s k i l l e d '  m anpower, w h ich  m us t be tra ined , in add it ion  to, or even

as an a l te rn a t iv e  tc ,  being provided w ith  academ ic  educa tion . In s t i tu t io n s

for s k i l l  and func t iona l t ra in in g ,  and sys tem s  of o n - th e - jo b  tra in ing  such as
*

app ren ticesh ip  p rogram m es, have consequently  taken second place to the 

deve lopm en t of the fo rm a l academ ic  educationa l s y s te m .  The ou tcom e is a 

con t inued , and in c rea s ing ly  acute shortage of manpower w ith  p roduc tive  

s k i l l s  and func t iona l t ra in in g .

If  ac tua l needs had been properly id e n t i f ie d ,  such as im ba lance  between 

education  and tra in in g  would not have occurred, and more re a l is t ic  p lann ing 

shou ld  have id e n t i f ie d  the very urgent need for a rad ica l s h i f t  in educationa l 

s y s te m s  towards func t iona l and voca tiona l t ra in in g  rather than the continued 

d e ve lop m en t,  and e m pha s is ,  on academ ic  educa tion .

W iy  has th is  fa i lu re  occurred? It is suggested here that a m ajor con tr ibu t ing  

fac to r is the sys te m  of manpower p lann ing  i t s e l f ,  whereby the consum ers  of 

manpower -  the em p loye rs  -  have been le f t  out of the p lann ing p rocess.

A success fu l manpower plan -  success being defined as id e n t ify in g  fu ture 

manpower needs and es ta b l ish in g  ongoing programmes for m eeting  these 

needs -  m u s t  s ta r t  f rom  such bas ic  in ve s t ig a t io n s  as s k i l l s  and work load
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a n a ly s is ,  m anning le ve ls ,  job  in te r - re la t io n s h ip s ,  t ra in in g  t im e s ,

and so on. I t  m us t in ves t iga te  the re la t io n s h ip s  between s k i l le d  and u n s k i l le dI
w orke rs , and the im p l ic a t io n s  of a l te rn a t iv e  m ethods of p roduction  and m anpower. 

These are areas of manageria l rather than econom ic  a n a ly s is ,  w h ich  m us t be 

in ves tiga ted  in depth before any m ean ing fu l econ om ic  a n a ly s is  can be 

carr ied  ou t. P ro jec t ions  for econom ic  growth becom e m ea n in g le ss  un less 

the re la t io n s h ip  between growth and manpower can be e s ta b l is h e d .

These are the type of answers w h ich  can on ly  be p rov ided by the consum ers  

of manpower -  em p lo ye rs , w i th in  governm ent i t s e l f ,  and in the p r iva te  

and parasta ta l sec to rs .

However, in the past,  em p loyers  have, by and large, been le f t  out of the 

p lann ing process and s k i l ls  f rom  the areas of m anagem en t,  a d m in is t ra t io n ,  

so c io lo gy  and soc ia l psycho logy have not been brought to bear on manpower 

p lann ing .

Thus, part erf the answer to the ques tion  'W ho  shou ld  do M anpower P la n n in g ? ' 

m ust be to c a l l  upon these s k i l l s ,  and, in p a r t ic u la r ,  in vo lve  the consum ers  

of manpower in the o lann ing process . It is on ly  in th is  way that actua l 

manpower needs can be s u c c e s s fu l ly  id e n t i f ie d .

THE PLANNING  P R O C E S S :

The process and m ach ine ry  for m anpower p lann ing va r ies  from  coun try  

to coun try .  Two com m on  p ra c t ic e s ,  however, can be d is t in g u is h e d .  F i rs t ly ,  

manpower p lans have been drawn up as d is t in c t ,  separate e xe rc ise s  from  

regular econom ic  p lann ing . They have not been trea ted  as-an ongoing process , 

but rather as 'one  o f f '  exe rc ise s  tc  be repeated at perhaps 10 yea r ly  

in te rv a ls .  In m any coun tr ie s  -  Lesotho, Tanzania , and more re ce n t ly  

Z im b a b w e , being no tab le  exce p t io n s  -  th is  has m eant that no perm anen t 

manpower p lann ing m ach ine ry  has in fac t been e s ta b l is h e d ,  and ou ts id e  

consu ltan ts  are used. Consequently., there has been a fa i lu re  to  b u i ld  up local
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in te r -d is c ip l in a r y  expe rt ise  capab le  of deve lop ing  ongoing manpower p lans 

and m o n ito r in g  the ir im p le m e n ta t io n .

In v a r ia b ly ,  such p lans , by co n s u lta n ts ,  q u ic k ly  gather dust because 

there is  no loca l in v o lv e m e n t,  and hence a lack  of local re s p o n s ib i l i ty  

and a c c o u n ta b i l i t y ;  and c o m m itm e n t  to im p le m e n ta t io n  is l im ite d .

Often such p lans are referred to by the nam e of the consu ltan t who drew 

them  up, rather than being id e n t i f ie d  as governm ent p lans .

Thus, a m a jo r  lesson that can be learnt from  past p rac t ice  is  that w h i le  

c onsu ltan ts  can be engaged ( i f  a bso lu te ly  necessary )  in adv iso ry  or 

techn ica l c a p a c i t ie s ,  p lanning m us t be ca rr ied  out by local e xpe rt ise ,  so 

that there is  local a c c o u n ta b i l i ty  and hence c o m m itm e n t  to im p le m e n ta t io n .

The second trend w h ich  is d isce rnab le , is that even where local m ach ine ry  

has been es ta b l ish e d  - e ither as separate u n i ts  (as in Lesotho)% or 

s p e c ia l is e d  un its  w i th in  a governm ent m in is t r y ,  the p lann ing process has not 

been in teg ra ted . In pa r t icu la r ,  there is an absence of in s t i tu t io n a l  l in k s  

between p lann ing and im p le m e n ta t io n .

Manpower P lann ing  has three d is t in c t ,  but in te r - re la te d  and in te r-dependen t 

s tages . These are:

1. data co l le c t ion

2. data a n a ly s is ,  p ro jec t ions  and preparation of the p lan , and

3. im p le m e n ta t io n .

It  is  not unusua l,  in fac t,  for these stages to be carr ied  out by separate 

in s t i tu t io n s .  Even where s p e c ia l is e d  m anpower p lann ing un its  have been 

e s ta b l is h e d ,  they u s u a l ly  do not have the c a p a b i l i ty  for data c o l le c t io n ,  or 

any re s p o n s ib i l i t y  for im p le m e n ta t io n .

Apart f rom  the a d m in is t ra t iv e ,  c o m m u n ic a t io n s  and c o -o rd in a t io n  prob lem s th is  

separa tion  of fu nc t ions  crea tes , aga in i t  leads to a lack of id e n t i f ia b le  

re s p o n s ib i l i t y  and a c c o u n ta b i l i ty  for p lans produced.

■s
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The three stages of p lanning, therefore , m u s t be in tegra ted , but how can th is  be 

ach ieved w ithou t the creation of another governm ent departm ent w ith  

s u p ra -m in is te r ia l  powers but no re s p o n s ib i l i ty ?

C u rren t ly ,  the manpower p lanning func t ion  is  located in a va r ie ty  of 

d i f fe ren t  m in is t r ie s  or departm ents depending upon m in is te r ia l  p o r t fo l io  

re s p o n s ib i l i t ie s .  U su a lly ,  these are one of the fo l lo w in g  m in is t r ie s  or 

departm en ts : P lann ing ,  Educa tion , Labour, S ta t is t ic s ,  or Central

P e rsonne l.  However, the manpower p lann ing func t ion  is  a n c i l l ia r y  to such 

m in is t r ie s  or dep a rtm en ts ' p r im e  re s p o n s ib i l i t ie s .

Educa tion  m in is t r ie s ,  for exam p le , are concerned w i th  the p rov is ion  of 

academ ic  educa tion , and in pa r t icu la r  p r im a ry  and secondary educa tion , 

to the na tion  as a w ho le . This re s p o n s ib i l i t y ,  and the p o l ic ie s  and p rogram m es 

wh ich  fo l lo w ,  are derived from  the p o l i t ic a l  and soc ia l b e l ie f  that bas ic  

education is the r igh t of every c i t iz e n .  M in is t r ie s  of E d uca t ion ,  the re fo re , 

m ust be more concerned w ith  the deve lopm en t and a d m in is t ra t io n  of a 

bas ic  academ ic  education  s y s te m ,  rather than towards the tra in in g  of s k i l le d  

manpower and manpower p lann ing i t s e l f .

P lann ing  m in is t r ie s  are concerned w i th  na tiona l econom ic  p lann ing , w ith  

phys ica l in fras truc tu re  and the e x p lo i ta t io n  of natural resources such as 

a g r icu ltu re  and m in e ra ls .  Manpower p lann ing , a lthough acknow ledged as a v i ta l  

part of the na tiona l p lann ing process, takes second p lace  to draw ing up 

econom ic  fo re cas ts ,  f in a n c ia l  p lann ing , and s p e c i f ic  p ro jec t p lann ing .

Central Personnel D epartm ents  have a le g i t im a te  s e l f - in te re s t  in g o v e rn m e n t 's  

manpower needs rather than the na tion  as a w ho le . Such dep a rtm en ts ,  are, 

after a l l ,  the d ire c t  e qu iva len t  of a p r iva te  sector c o m p a n y 's  personnel 

departm en t.  W ith in  m in is t r ie s  or departm ents  of labour, the deve lopm en t 

of harm onious labour re la t io n s  and the en fo rcem ent of m in im u m  labour 

standards are the m a jo r r e s p o n s ib i l i t ie s .  W h ile  the m o n ito r in g  of t ra in in g  

w ith in  the p r iva te  sector is w i th in  the scope of the ir  r e s p o n s ib i l i t y ,  th is
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is  l i t t l e  more than regu la t ing  the issu in g  of work p e rm its  and m in is t r ie s  

or departm onts  of labour ra re ly  have the s ta t is t ic a l  c a p a b i l i t ie s  to take 

on m anpower p lann ing .

M oreove r ,  p o r t fo l io  re s p o n s ib i l i t y  for s ta t is t i c s  is usu a lly  c e n tra l is e d ,  and 

departm ents of s ta t is t ic s  na tu ra l ly  re s is t  the devo lu t ion  of labour and manpower 

s ta t is t i c s  tc  other departm ents.

Current m ach ine ry  for manpower p lann ing , therefore , is prov ing to be 

inadequate , wh ichever m in is t r y  or department it  is located in , because, 

manpower p lann ing  is secondary to the m a in  po r t fo l io  r e s p o n s ib i l i t ie s .

The e s ta b l is h m e n t  of a separate manpower p lanning m ach ine ry , therefore , 

seem s to be an a t t ra c t iv e  a l te rn a t iv e .  A number of coun tr ies  have moved 

in th is  d i re c t io n .  Tanzania, for exam p le , has es tab lished  such m ach inery  

w h ich  reports  d ire c t  to the o f f ic e  of the P r im e  M in is te r  to le n d ‘‘au tho r i ty  

to i ts  a c t iv i t i e s .  W h ile  such an arrangem ent has advantages of ensuring 

that manpower p lann ing is an ongoing process and local expe rt ise  concen tra t ing  

on manpower p lann ing can be deve loped, it  has m ajor d isadvan tages . P lann ing 

takes p lace in is o la t io n  and line  m in is t r ie s  resent s u p ra -m in is te r ia l  in te r ­

fe rence, m ak ing  c o m m u n ic a t io n s ,  co -o rd in a t io n  and the de te rm in in g  of 

p r io r i t ie s  p ro b le m a t ic .  Such an arrangem ent creates power w ith ou t 

re s p o n s ib i l i t y .

Is there another a l te rna tive?  The process and m achinery ou t l ined  be low  

is an a t te m p t to m in im is e  the var ious  prob lem s current p rac t ices  have 

encounte red , and to suggest a way of ensuring that manpower p lann ing 

is  trea ted  as an ongoing process , is in tegra ted , and invo lves  both consum ers 

and producers of educated, s k i l le d  and tra ined manpower. ;
r  ■ . •

The f i r s t  requ irem en t is  that m uch greater attention m us t be paid to
i

b a s ic  m anpower p lann ing at the level of the consumer. Government 

d e p a r tm e n ts ,  through their t ra in in g  o f f ic e rs  and seconded personnel s ta f f ,
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m us t deve lop  the ir  own manpower p lans and fo recas ts  of manpower 

needs based on the ir  own needs a n a ly s is .  C u rren t ly ,  th is  is hard ly  being 

carr ied  out even w i th in  government i t s e l f ,  apart from  the annual manpower 

a n a ly s is  e x e rc is e s .

7pese departm enta l manpower p lans wou ld  then be ana lysed , evaluated 

and co -o rd in a te d  by the centra l personnel department of governm ent, to bu i ld  

up a manpower p lan for governm ent as a w h o le .

A pa ra l le l exe rc ise  m us t be s im u l ta n e o u s ly  going on in the p r iva te  and 

parasta ta l sec to rs .  C u rren t ly ,  very few  co m p a n ie s ,  p a r t ic u la r ly  

parasta ta l o rgan isa t ion s ,  have paid m uch a t te n t io n  to needs an a ly s is  

and manpower p lann ing .  They s t i l l  hope to buy in the manpower requ ired, 

as and when they require i t ,  rather than plan to m eet the ir  fu ture needs 

through career deve lopm ent and t ra in in g  p rog ram m es .

Such p lans wou ld  then be c o -o rd in a te d ,  p o s s ib ly  on an industry  b a s is ,  by 

an e m p lo y e r 's  o rgan isa t ion , and fed to governm ent through the departm ent 

or m in is t r y  of labour. The c o l le c t io n  of further m anpower s ta t is t i c s ,  in c lud ing  

regular manpower su rveys , in the p r iva te  and parasta ta ! sec to rs ,  would  

be the re s p o n s ib i l i ty  of th is  m in is t r y  or departm en t.  However, rather than 

deve lop separate s ta t is t ic a l  c a p a b i l i t ie s ,  th is  shou ld  be done by m in is te r ia l  

or departm enta l s ta t is t ic ia n s  seconded to , and w o rk ing  w ith  the 

ce n tra l ise d  s ta t is t ic s  o f f ic e .  In th is  w ay , the c o l le c t io n  of s ta t is t i c s  would 

rem a in  ce n tra l is e d ,  but s ta t is t ic ia n s  wou ld  work to pa r t icu la r  l ine  

m in is t r ie s .

F inanc ia l and econom ic  a n a ly s is  wou ld  rem a in  the func t ion  of p lann ing  

m in is t r ie s ,  but p lann ing o f f ic e rs  need to be tra ined  in the s p e c ia l is e d  

a n a lys is  of deve lopm en t p ro je c ts  for the ir  manpower im p l ic a t io n s .

On the educationa l s id e ,  m in is t r ie s  of educa tion  w ou ld  p rov ide  s ta t is t i c a l  

base data and p ro je c t io n s  on supp ly  of 'e d u c a te d ' m anpow er.
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W ith  such a sys tem  and process of data c o l le c t io n ,  the need for a top heavy 

separate manpower p lanning u n it  is m in im is e d ,  and i ts  func t ion  is la rge ly 

c o -o rd in a t io n ,  and an a lys is  of in fo rm a t io n  fed from  line  m in is t r ie s  and 

the p r iva te  and parasta ta l sec to rs .

This s m a l l  u n it  cou ld  be p laced in any of the m in is t r ie s  concerned in some way 

w i th  m anpower, but would  probably be best located in the o f f ic e  of 

the Pres iden t or P r im e  M in is te r ,  to p rov ide s ta tus  and a u th o r i ty .  The un it  

would  c o n s is t  of expe rt ise  in econom ic  p lann ing , s ta t is t i c s ,  and m anagem ent, 

and would  be respons ib le  for the actua l preparation of p lans .  However, to 

ensure that th is  is not carried out in is o la t io n  and there is con t inua l c o ­

o rd ina t ion  and l ia is o n  w ith  l ine  m in is t r ie s ,  the u n i t  wou id  work w ith  a 

techn ica l c o m m it te e  made up of rep resen ta t ives  o f the m in is t r ie s  concerned, 

and p oss ib ly  a lso  a techn ica l rep resen ta t ive  from  the p r iva te  and 

parasta ta l sec to rs .

Contro l of the un it  wouid  be in the hands of an in te r -m in is te r ia l  p o l ic y  

c o m m it te e  respons ib le  for de te rm in ing  p r io r i t ie s ,  deve lop ing  p o l ic ie s ,  

and ensuring that agreed p o l ic ie s  are im p le m e n te d .  Im p le m e n ta t io n ,  

there fo re , becomes an id e n t i f ia b le ,  but shared re s p o n s ib i l i t y .

The s truc tu re  ou t l ined  b r ie f ly  above has tr ied  to ensure that those respons ib le  

for inpu ts ,  im p le m e n ta t io n ,  and eventua l usage of the products of manpower 

p lann ing , are in tegra ted and invo lved  in the p lann ing process i t s e l f .

It is  on ly  in th is  way tha t m anpower p lann ing  can s u c c e s s fu l ly  id e n t i fy

manpower needs, de r ive  p o l ic ie s  and program m es to m eet those needs,

and ensure c o m m itm e n t  to the im p le m e n ta t io n  of such p o l ic ie s  and p rog ram m es.



IM P LE M E N TIN G  A M ANPO W ER PLAN 
. —

D is c u s s io n  paper de l ive red  to Manpower P lann ing  W orkshop  A p r i l  13 -  14th, 1981. 

By B . J .  S tedm an, B E S O

INTRODUCTIO N:

G entlem en!

A fte r two days of de l ibe ra t ions  we are now com ing  to the crunch period , 

when we have to produce some hop e fu l ly  p o s i t iv e  and un ited  recom m enda t ions  

on Manpower P lann ing  to ju s t i fy  the t im e  we have spent here at th is  In s t i tu te ,  

not to m en t ion  the expense of people f ly in g  severa l hundred m i le s  in order 

to p a r t ic ip a te .  It  m ay w e ll seem rather p re ten t ious  to  th in k  we can 

produce in such a short t im e  an in tegra ted plan or even agreem ent on the 

in te rp re ta tion  of the current s i tu a t io n ,  but we have to rem em ber tha t the 

three coun tr ies  represented here have g iven cons ide rab le  thought and have 

indeed accepted, the need for Manpower P lann ing  for at least the ias t 

decade. In th is ,  Gentlemen, you m ay take pride tha t you are in m any ways 

ahead of a number of coun tr ies  in A f r ic a ,  and indeed the deve lop ing  world  

as a w ho le .

Here, i f  I m ay d ig re ss ,  I w i l l  in a s p i r i t  of h u m i l i t y  m en t ion  tha t I on ly  

a rrived in Bo tsw ana a l i t t l e  over two weeks ago. On the w id e ly  held v ie w  

that a few days in a country  q u a l i f ie s  you to w r i te  a book, a week q u a l i f ie s  

you to produce an a r t ic le ,  and a m onth renders it  im p o s s ib le  to  w r i te  

any th ing , you w i l l  fo rg ive  m e if  I stand before you w i th  a docum ent on the 

sub jec t of im p le m e n t in g  a Manpower P lan .  You w i l l  n o t ic e  that it  is 

e n t i t le d  'a  d is c u s s io n  d o c u m e n t '  , thereby re l ie v in g  m e from  any re s p o n s ib i l i t y  

for q u a l i fy in g  any of the s ta te m e n ts  I m ake .
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Perhaps in ju s t i f ic a t io n  I should m en t ion  that m uch  of what I am going 

to  say is  based on experience as a Manpower P lann ing  A dv iso r  in Tanzania 

up to November last year, and p rev ious ly  in Papua New Guinea and 

Uganda during the 1970s. I would l ike  i f  I may to g o  back to 1971 and 

quote from  the in troductory  rem arks of the late P res iden t of Bo tsw ana,

S ir  Seretse Kham a, to the C o lc lough report:

"P e op le  m us t be rewarded for the ir s k i l l s ,  but they cannot be a l low ed  to hold 

up the m a jo r i ty  to ransom . This is a ll the more true in Bo tswana where 

on ly  a s m a l l  m in o r i ty  has been fo rtunate  enough to gain the education  and 

t ra in in g  wh ich  is the passport to w e ll paid e m p lo y m e n t.  "

The process of Manpower P lann ing  and D eve lopm ent of any na tion  a lw ays 

assum ed a c lose  re la t io n sh ip  between the level of deve lopm en t,  and the 

amount of supp ly  of s k i l le d  and educated persons. Thus as soon as a 

country ga ins independence, the whole question  of the n a t io n ’ s soc ia l 

and econom ic  deve lopm ent has to centre on the a v a i la b i l i t y  of educated 

and tra ined .m anpo w er. As the M in is te r  sa id  in h is  opening address, an 

exam ina t ion  of the p os it ion  in the period im m e d ia te ly  fo l lo w in g  independence 

showed a d ism a l p ic tu re  in-regard to a v a i la b le  manpower resources capable  

of undertaking the tasks of the n a t io n 's  deve lopm ent p rog ram m e.

An equal ly ser ious s i tu a t io n  perta ined w ith  regard to s k i l le d  manpower 

required to take over e x is t in g  top p os it ions  in the d i f fe re n t  sectors  of the 

econom y. Dr. C o lc lo u g h ’ s report fo rm s an e x c e l le n t  foundation for not 

on ly  the in fo rm a tio n  and data required but a lso  the recom m enda t ions  

for im p le m e n t in g  a m anpower p lan for B o tsw ana. N everthe less  during the 

decade of 1971 to 1981 a m a jo r  revo lu t ion  has taken p lace in the who le  of 

manpower p lann ing , or as i t  is term ed today, Labour E c o n o m ic s .

It is a log ica l s tep for any governm ent to s tep up its  p rogram m es of ob ta in ing  

more s k i l le d  persons at a l l  le v e ls ,  from  the labour m a rk e t .  This in e v ita b ly
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in i t ia l l y  resu lts  in a m ass ive  increase of e x p a tr ia te s .  I n i t ia l l y  too, 

the manpower p lan m ay not n e ce ssa r i ly  sp e c i fy  f igu res  for lo c a l is a t io n ,  

but before long that country m u s t,  i f  on ly for econom ic  reasons, em bark  

upon a program m e of lo c a l is a t io n .  The im p le m e n ta t io n  of a m anpower p lan 

cannot be carried out in is o la t io n .  A plan is w o rth less  un less there is a 

p rac t ica l p rogram m e for ach iev ing  i ts  o b je c t iv e s  w h ich  m u s t in v o lv e  a p a ra l le l 

sys tem  of manpower deve lopm en t.

It is  a lso  typ ica l of the in i t ia l  years of any deve lop ing  c o u n t r y ’ s independence 

that manpower program m es tend to be orien ted  towards the p u b l ic  sec to r,  

w h ich  in ear ly  years-norm a l ly co m p r is e s  the c iv i l  s e rv ice  and a few  

q u a s i-gove rnm en t o rgan isa t ion s .  Later, as industry  and the supporting  

se rv ices  of the governm ent expand, sy s te m s  of a pp re n t icesh ip  are required 

and it  is in th is  f ie ld  that d i f f i c u l t ie s  appear due to the absence of e f fe c t iv e  

s k i l l s  or job  d e s c r ip t io n s ,  and the need for accurate  q u a n t i ta t iv e  and 

q u a l i ta t iv e  fo re c a s ts  makes i t s e l f  f e l t .

M AN P O W E R  P L A N N IN G /M A N P O W E R  D E V E L O P M E N T :

It  has been my experience over the past decade that the greates t s in g le  

obs tac le  to im p le m e n t in g  manpower p lans is the absence of any re la ted  manpower 

deve lopm ent p rog ram m e. It w ou ld  seem  obvious tha t the re s u lts  of a manpower 

p lan should be an appropria te  manpower t ra in in g  e x e rc is e .  However manpower 

deve lopm en t p rogram m es take som e t im e  to deve lop , p a r t ic u la r ly  i f  

they are at the h igher level in v o lv in g  deve lopm en t of u n iv e rs i ty  and 

techn ica l co l lege  c u r r ic u la ,  le t a lone the t ra in in g  o rgan isa t ion s  and personnel 

that go w ith  them .

It has a lso  been shown that the a n a ly s is  of s k i l l  needs, (and by s k i l l  I m ean 

anyth ing  from  the s k i l l  requ ired  of a Perm anent S ecre ta ry  down to the 

s k i l l  required of a f i l i n g  c ie rk )  has revea led  that by far the g rea tes t



q u a n t i ta t iv e  requ irem en ts  are at the ie ve ls  for w h ich  fo rm al t ra in in g
!

is not a v a i la b le .  In other words the people o r ig in a l ly  f i l l i n g  these pos ts ,  

and th is  inc ludes expa tr ia tes , have grown up to the ir  jobs and the ir  t ra in ing  

has for the m ost part been in fo rm a l and 'on  the jo b '  .

It is for th is  reason that the IL O -p a r t i te  R e so lu t ion  of 1971, to w h ich  th is  

country is a s ig na to ry ,  square ly s ta tes  that i t  is the re s p o n s ib i l i ty  of the 

em p loyer to prov ide and f inance tra in in g ,  whether it  is in the pub lic  

or private sector, and whether i t  is a governm enta l or indus tr ia l a c t iv i t y .

So when we ta lk  about im p le m e n t in g  a manpower p lan , G entlem en, we 

cannot escape cons ider ing  the work env ironm ent in w h ich  that im p le m e n ta t io n  

takes p lace . Im p lem en t ing  a manpower plan is in no way com p le ted  

by the production of f igures and the mere p ro jec t ion  of the number and type 

of courses of t ra in in g ,  academ ic  or te c h n ic a l,  wh ich  are thought to be 

required to m eet the manpower needs of the na tion  over any pe r iod . Indood 

the production of re q u i 'e m e n ts  in the fo rm  of p ro je c t io n s  becom es less 

and less accurate as the period of the p ro jec t ion  inc reases . In other words, 

the manpower planner f inds  h im s e l f  more and more on the shop or o f f ic e  

f I oo r .

And s in ce ,  heaven fo rb id  that we should be plagued by thousands of p lanners 

at o f f ic e  or shop f loo r  le v e l,  i t  has become the be la ted  re a l is a t io n  of 

em p loyers  that the u l t im a te  re s p o n s ib i l i t y  for manpower p lann ing  res ts  w i th  

every em p loye r,  and every em p loyee  in a m anagem ent or supe rv iso ry  

p o s i t io n .  What then are the techn iques required? How do they f i t  in to  a 

s e n s i t iv e  and reac ting  manpower deve lopm en t p rogram m e w i th in  the 

governm ent departm en t,  or a d m in is t ra t iv e  u n i t ,  or in d u s tr ia l  

o rgan isa t ion  ?
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It fo l lo w s  tha t an eve r- in c re a s in g  am ount of m anpower deve lopm en t (or 

t ra in in g )  m us t be c lo s e ly  re la ted  to the requ irem en ts  w i th in  the work 

o rgan isa t ion  and in m any cases carr ied  out w i th in  the work u n i t .  Th is has been 

em phas ised  by m any A fr ican  coun tr ies  by M in is te rs  and D irec to rs  of 

governm enta l and indus tr ia l in s t i tu t io n s ,  in the ir  requests  for the e s ta b l is h ­

m ent of ' t ra in in g  c e l l s ’ , or what in som e parts of the w orld  are ca l led  

' s k i l l  t ra in in g  c e n t r e s ' .

THE NEED FOR IN D IV ID U A L  P R O G R A M M E S :

In case you m ay th in k  that I am ignoring the s y s te m s  aspect of 

im p le m e n t in g  a manpower p lan , I would  m en t ion  that the O rgan isa tion  

of the Manpower P lann ing  U n it  is being taken sepa ra te ly  after lunch 

today. The reason for the separa tion  is that your o rgan isa t ion  and your 

sys tem s  can on ly  be defined and app lied  i f  you have c le a r ly  id e n t i f ie d  

the conception  of manpower p lann ing  and what i ts  o b je c t iv e s  are . As I 

have p rev ious ly  s ta ted  a plan is  use less  in i t s e l f .  Therefore I have dea lt  

at some length witPi i ts  o b je c t iv e ,  w h ich  is tha t of ensuring  the s e t t in g  up 

of an e f fe c t iv e  production  u n it  of m anpower, i . e .  a manpower deve lopm en t 

p rogram m e, or at i ts  s im p le s t ,  a t ra in in g  p rog ram m e.

The f i r s t  s y l la b le  of m anagem ent is 'm a n '  and there fo re  the manager at 

whatever level is respons ib le  for h is  personnel and the deve lopm en t of 

those personne l.  He shou id  have a personal in te res t  in the deve lopm en t 

of each ind iv idua l w h o  is respon s ib le  to h im .  This m anpower deve lopm en t 

has been shown by w o rld  experience  as p r im a r i ly  tak ing  p lace at the po in t of 

work, in other words ' i n  house t r a in in g ' .  However, c le a r ly  every in d iv id u a l 

em p loyer cannot carry  out h is  own t ra in in g  p rog ram m e ; i t  is necessary  for 

the manpower un it  to have a c lo se  and con t inuous  con tac t  w i th  the 

em p lo y ing  u n i t .



It is not p rac t ica l for a remote m in is te r ia l  or departm enta l a d m in is t ra t io n  to

draw up t ra in in g  program mes for in d iv id u a ls  or groups, s ince  they cannot p oss ib ly  

be in con tac t w i th  the day to day p rob lem s on w h ich  a s k i l l s  t ra in in g  or 

m anagem ent deve lopm ent p rogram m e shou ld  be based.

S im i la r l y  a m anagem ent deve lopm ent u n it  cannot work independently  

of the manpower p lann ing u n i t .  We have to have a c lear progress ion  from  

the an a ly s is  and study of s k i l l s  needs and tra in ing  requirements to feedback 

to the manpower p lann ing u n i ts .  Here we may have a poss ib le  c o n f l ic t  

of in te res t in that i f  the manpower p lann ing un it  is located together w ith  a 

manpower deve lopm ent or even a centra l e s ta b l is h m e n t  un it ,  there is a 

danger that the a l lo c a t iv e  and a d m in is t ra t iv e  re s p o n s ib i l i ty  of a centra l 

e s ta b l is h m e n t  u n i t ,  or whatever i ts  pa r t icu la r  nam e, as the dom inan t 

partner as the user, m ig h t  w e ll  stand in the way of the p lanning u n i t ' s  

a t te m p ts  to f u l f i l l  what appear to be its  log ica l and balanced re s p o n s ib i l i t ie s .

It is essen tia l therefore that a care fu l d iv is io n  of labour w i th in  the M in is t r y  

or departm ent concerned be defined so as to ensure that these very d i f fe re n t  

a c t iv i t ie s  be re co n c i le d .  In th is  con tex t I 'm  w e ll  aware that s o m e t im e s  

there appear to be r iv a l r ie s  of d i f fe re n t  departm ents as to the ir  q u a l i f ic a t io n s  

for ca rry ing  out these tasks .  A l l  I w i l l  say is that during rry s tay  here I 

have been made aware of a number of poss ib le  contenders for th is  c o ­

o rd ina t ing  ro le .  In v ie w  of the short t im e  w h ich  I have been in Bo tsw ana 

I w i l l  leave th is  p a r t ic u la r ly  s e n s i t iv e  sub jec t w ith  your good se lves  to s o lv e .

I f  we accept the im p le m e n ta t io n  of a manpower pian as the p roduc tion  of 

a person capab le  of ca rry ing  out a de fined  and required task , and that 

the t ra in in g  may w e ll  be requested by an em ployer through a tra in in g  

o rg a n isa t io n ,  whether i t  be a techn ica l c o l le g e ,  an educationa l in s t i tu t io n ,  

or an 'o n - th e - jo b  t ra in in g  p ro g ra m m e 1, we im m e d ia te ly  com e up aga ins t 

the p rob lem  of de f in ing  the jo b .  Job D e sc r ip t io n  or s k i l l s  d e f in i t io n  

is  one of the m os t d i f f i c u l t  tasks  to carry  out in th is  age of p lann ing

techno logy .  A m a jo r task  there fo re  of the manpower p lann ing  u n i t  is
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to ensure that an e f fe c t ive  d ic t iona ry  of occupationa l s k i l l s  is produced.
I

This can be based on already es tab l ishe d  d ic t io n a r ie s ,  m any of them  

s p e c i f ic a l ly  produced for coun tr ies  at va ry ing  stages of d eve lop m en t.  The 

Departm ent of Labour in many coun tr ies  has been 'a  respon s ib le  agency for 

th is  essen tia l opera tion, in con junc t io n  w ith  such o rgan isa t ions  as the 

In te rna tiona l Labour O ff ice ,  or na tiona l in s t i tu t io n s  who have made th is  

the ir  s p e c i f ic  o b je c t iv e .  '~x

In many coun tr ies  techn iques, such as p ro b le m -o r ie n te d  tra in in g  or p ro je c t-

orien ted t ra in in g ,  have been in troduced and are on ly  a very f ine  va r ia t io n

of the m a in  p r in c ip le ,  that manpower deve lopm ent m u s t be broken down in to

i ts  cons t i tuen t and id e n t i f ia b le  pa r ts .  There may not be an equal demand

for ind iv idua l ’ m o d u le s ' , as they are c a l le d ,  but econom y of t im e  to ensure

e f fe c t iv e  re ten tion , and an a b i l i t y  to app ly what is learn t is a p re requ is ite

for the qu ick  deve lopm ent of s k i l l s  in an expanding econom y such as we have

in Bo tsw ana, Lesotho and S w a z i la n d .  If you are going to  break down

tra in in g  in to s m a lle r  sec t ion s ,  i t  is obv ious that the manpower p lann ing  
«

un it  m us t have accurate in fo rm a tio n  as to the job  con ten t ;  and s im i la r ly  

it  is obvious that t ra in in g  p rogram m es m us t be re la ted  to the task  of the 

d a y - to -d a y  operations of any work o rgan isa t ion .

It can be seen therefore tha t,  ye t aga in the p ro je c t ions  of f iv e  or ten years 

for the requ irem en ts  of s k i l le d  a d m in is t ra t iv e  personnel are l ik e ly  to be 

m ean ing less  unless they are co n t in u o u s ly  updated. Such in fo rm a t io n  cannot 

be pro jected  in an env ironm ent of scarce  human resources , p a r t ic u la r ly  

w i th in  the lower vocationa l f ie ld s .  This updating is on ly  p o ss ib le  by 

d irec t  in vo lvem en t of the manpower p lann ing  personnel concerned. The 

p rob lem s of techno logy changes, as they deve lop  e ithe r  in indus try  or in any 

governm enta l contro l o rg a n is a t io n ,  requ ires tha t t ra in in g  m us t be ca rr ied  

out as c lo se  as poss ib le  to  those p rob lem s , and the p rocesses or 

a d m in is t ra t iv e  sys tem s  being a p p lied ,  w i th in  the lo g ica l c o n s tra in ts  

wh ich  are m et in the d a y - to -d a y  a d m in is t ra t io n  of a l l  concerns be they
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in dus tr ia l or gove rnm en ta l.

Therefore in sum m ary  i t  can be sa id  that the im p le m e n ta t io n  of a manpower 

p lan in v o lv e s :

-  the id e n t i f ic a t io n  of tra in ing  needs

-  the id e n t i f ic a t io n  and ca tego r isa t ion  of t ra in in g  by type of needs

- the se le c t io n  and app lica t ion  of appropria te tra in ing  techn iques

-  the a sce r ta in ing  that tra in ing program m es are being prepared

-  the e va lua t io n  of the resu lts  of tra in ing  w ith  respect to  further manpower 

deve lopm en t needs

- the ensuring that manpower deve lopm ent in fo rm a tion  is used as a feedback 

of data for am end ing e x is t in g  manpower p lans .

STATE OF IM P LEM EN TATIO N  OF M AN P O W E R  PLANNING  IN 3LS  C O U N TR IES :

I am happy to see that p o s it ive  steps are being taken to ensure that 

deve lopm en t of t ra in in g  needs and s k i l l  requ irem en ts  data is  being carr ied  

out in the D irec to ra te  of Personnel and the E m p loym e n t P o l ic y  U n it ,  and 

in the other manpower p lanning un its  w i th in  the three coun tr ies  represented 

at th is  w orkshop . Un fo rtuna te ly  as far as I have been ab le  to a s ce r ta in ,  and I 

m ay say th is  has been my experience over the last few years in other 

c o u n tr ie s ,  a com parab le  exe rc ise  is not being carried out in the p r iva te  

se c to r .  Their t rad it ion a l m ethod of ca rry ing  out a manpower plan is  to 

rec ru it  from  the labour m a rke t,  and in m any cases th is  labour m arke t co n s t i tu te s  

those who, by being recru ited  in to the p r iva te  sector, have in fac t  le ft  

e m p lo y m e n t  w ith  the p u b lic  or governm enta l sec to rs . M ichae l L ip ton  in h is  

report has strong words to say on th is  score . It is therefore  im p e ra t iv e  

tha t the p lann ing  and deve lopm en ta l aspects  of manpower are c o -o rd in a te d  

on a na t iona l bas is  w ith  the f i rm  and genuine co -ope ra t ion  of a l l  e m p lo y in g  

o rgan isa t ion s  that e x is t  w i th in  the coun try .  As I m entioned e a r l ie r ,  I w i l l  

deal w i th  s p e c i f ic  o rgan isa t iona l d e ta i ls  in th is  a f te rn o o n 's  s e ss io n .
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POINTS FOR D IS C U S S IO N :

G entlem en, I wou ld  l ik e  you to ponder on the im p l ic a t io n s  of im p le m e n t in g  a 

manpower p lan and to g ive thought to  suggestions in your d is c u s s io n ,  as to 

how best the in e v ita b ly  high level a c t iv i t ie s  of the manpower p lann ing  

personnel, can be transferred in to  p rac t ica l manpower .deve lopm ent p rog ram m es 

by your o f f ic e rs  w ith  m anageria l re s p o n s ib i l i t ie s .  On the bas is  tha t such 

p rac t ica l im p le m e n ta t io n  (or t ra in in g )  should be seen as an in tegra l and 

norm al part of the execu tive  o f f i c e r s ’ or su p e rv is o rs ' every day l i fe ,  how 

best can we ensure tha t they are enabled to carry out the requ irem en ts  of the 

manpower p lan o r  whatever sec t ion  of i t  app lies  to tha t s m a l l  corner of the 

to ta l a c t iv i t y ,  tha t com pr ises  the e f fe c t iv e  perform ance of a na t io n .

In the course of the d iscuss io n  I w i l l ,  i f  you are in te res ted ,  o u t l in e  how th is  

was done in the con tex t of Papua New G uinea, a coun try  w i th  m anpower 

p lanning and manpower deve lopm en t p rob lem s probably  as bas ic  as anywhere 

in the w o r ld .  But I th ink  I have ta lked  enough. M y  o b je c t iv e  was 

d e l ib e ra te ly . to  show that im p le m e n ta t io n  of manpower p lans is  not a 

mundane process of reports show ing q u a n t i ta t iv e  l is ts  of people on t ra in in g  

courses, but the in tegra ted ac t ion  of a l l  leve ls  of m anagem ent in the 

deve lopm ent of the human resources w h ich ,  as in the parab le of 

the f iv e  ta le n ts :  " I t  was our bounden duty to d e v e lo p ."

■ ' I

Thank you very muchJ



ORGANISING THE M ANPO W ER P L A N N IN G  UNIT—-

D iscu ss io n  paper de l ive red  to Manpower P lann ing  W orkshop A p r i l  13 -  14th, 1981. 

By B . J .  S tedm an B E S O

G en t lem en i

I do not feel i t  appropria te here to  go in to  the d e ta i ls  of o rgan isa t ion , ( tha t is ,  

the o rgan isa t ion  charts  and m anning schedu les) s ince  in the f i r s t  p lace  

I do not be l ie ve  in p re-p lanned o rgan isa t ion  cha r ts ,  w i th  e s ta b l is h m e n ts  

that are not based on a study in vo lv in g  de ta i led  e xa m in a t io n  of the ro le  

of an a d m in is t ra t iv e  departm ent.

Manpower P lann ing , as I see i t ,  works aga ins t the background of the

fo l lo w in g  concep ts :
•

Planners  do not m ake p o l ic y ,  they he ip  to im p le m e n t  p o l ic y .

P lanners  a s s is t  p o l ic y  m akers by g iv ing  them in fo rm a tio n  to a id  them  in 

the deve lopm en t of the ir  p o l ic ie s .

For any plan to be v ia b le  i t  m ust be im p le m e n ta b le , and it  is the 

p la n n e r 's  re s p o n s ib i l i t y ,  by prior l ia ison  w ith  the po ten t ia l im p le m e n to rs ,  

to ensure that th is  is so.

I t  is gene ra l ly  he ld  that the best p lann ing  is  u l t im a te ly  ca rr ied  out by 

these it  w i l l  m os t a f fe c t  -  hence the necess ity  for tw o -w a y  c o m m u n ic a t io n  

and in vo lve m e n t of im p le m e n to rs  in the p lann ing p rocess-

It  is  the re s p o n s ib i l i t y  of m em bers  of any p lanning u n i t  to deve lop  from  

the very s ta r t ,  the m ach ine ry  for re a l is t ic  and e f fe c t iv e  and con t inuous  

p lann ing ,  w i th  appropria te  p rov is ions  for change as even ts  deve lop . There­

fo re , p lanners  m u s t s ta r t  f rom  the beg inn ing . A m a jo r  p i t fa l l  for any p lann ing
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un it  o rgan isa t ion  is to  s tart ope ra t ions , based on p lans that have been 

produced by other people and not d i re c t ly  in vo lv in g  the p lanners . One 

m us t beg in at the beg inn ing . One is rem inded of the B ib l ic a l  quo ta t ion :

" In  the beg inn ing was the w o rd  In the con tex t of a p lann ing un it

i t  is  heresy to say : " In  the beg inn ing  was the p la n " .

A second essen tia l aspect of p lann ing  is  tha t p lann ing  should on ly  proceed 

as s lo w ly  as is necessary  to guarantee a f i r m  base, and data that can stand 

the tes t of im p le m e n ta t io n  and c r i t i c i s m .

It therefore behoves .the p lann ing  un it  to de f ine , in the f i r s t  p lace , a l l 

re levan t work that has been done e a r l ie r ,  and w h ich  m ay  have an e ffec t 

on the de c is io n s  or recom m en da t ion s  of tne p lann ing  u n i t .  I say 

recom m enda t ions  a d v is e d ly ,  because a p lann ing un it  does not have l ine  

a u th o r i ty .  I t  is  on ly  as agency for recom m end ing  and suggesting  to the 

p o l ic y  maker or d e c is io n  m aker w i th  the line  au tho r i ty  for im p le m e n ta t io n .  

Therefore i t  w i l l  be necessary to id e n t i fy  and record sources , lo ca t ion .

.and-extent of a l l  data a lready c o l le c te d  in various p laces ,  and to s u b m it  it to 

tes ts  of r e l ia b i l i t y  as soon as p o s s ib le .  I cannot ove rem phas ise  the im portance  

of th is  work and it  se ts  a d e f in i te  con s tra in t  on the type of personnel 

recru ited  in to a p lann ing  u n i t .

F o l low ing  th is  a c t iv i t y  it w i l l  be necessary  to regu la r ise  and expand the data, 

inc lud ing  m ak ing  it  re a d i ly  a c c e s s ib le  for other use rs . As an exam p le  I 

be l ie ve  the D ire c to ra te  of Personne l in Bo tswana has a lready com m enced 

c o m pu te r is ing  in fo rm a t io n  to  keep track of a l l  persons sent through the 

D irec to ra te  on t ra in in g  p rogram m es i . e .  personal in fo rm a t io n ,  geographica l 

in fo rm a tio n ,  techn ica l f ie ld ,  source of funds , ove ra l l  c o s ts ,  e t c . ,  and that 

th is  s ys te m  is  in a c t iv e  o pe ra t ion .  On the w e ll  known fo rm u la  for EDP 

opera tions , m y ea r l ie r  re com m en da t ion  to you for accuracy of bas ic  data is 

e s s e n t ia l .  I 'm  sure you are fa m i l ia r  w i th  the fam ous  w arn ing  to com pute r 

program m es -  "Garbage in ,  Garbage ou t"  i



The next s tep is to c o l le c t  data on in i t ia l  requ irem en ts  and outputs of 

local educa tiona l in s t i tu t io n s .  These w i l l  in e v ita b ly  be pro jected by the 

in s t i tu t io n s  th e m s e lv e s ,  ( i f  not, they shou ld  be) and on the numbers 

of s tudents  or t ra inees that are in the process of being sent abroad or 

a lready on Overseas F e l lo w sh ip s .  It is never too ea r ly  to com m ence 

an inventory  of educationa l and tra in in g  resources , both local and 

e x te rna l,  s ta r t in g  w i th  local in s t i tu t io n s  and the ir  c a p a c i t ie s .  It is very 

im po rtan t  that th is  in fo rm a tion  be checked on the spot by exam in ing  the 

in s t i tu t io n s ,  and in add it ion  to asce r ta in  the f in a n c ia l  resources that are 

a v a i la b le ,  in c lud ing  the ir source.

I t  w i l l  a lso  be necessary to de fine  the curren t s i tu a t io n  w ith  regard to 

u n f i l le d  vacanc ies  and its  re la t io n  to the lo c a l is a t io n  s i tu a t io n  both w i th in  

governm ent and the pr iva te  sec to r,  and-tc  es ta b l is h  a sys tem  of rev iew  

at regular in te rv a ls .  It may be necessary to do th is  every three m onths but 

later probably every h a l f -y e a r  w i l l  be s u f f ic ie n t .  P resum ab ly  in Bo tsw ana

the un it  w i l l  be l ia is in g  very c lo s e ly  w i th  the au tho r ity  that is a d m in is te r in g
£

the le g is la t io n  on e m p lo ym e n t of n o n - c i t i z e n s , and ensuring that data 

ob ta ined from  e m p lo y e r 's  p ro jec t ions  of the ir  lo c a l is a t io n  program m e 

is fo l lo w e d  up so that c i t iz e n  em p loyees  are ava i la b le  to rep lace
v I.J*. "

expa tr ia tes  when the planned date for the ir  rep lacem ent occurs .

*

I t  w i l l  be necessary  to id e n t i fy  occupa tions  or s p e c i f ic  pos i t io n s  w i th in  

governm ent and the p r iva te  sector w h ich  w i l l  require h igh level techn ica l 

or sc ience  background, as these are th e 'm o s t  d i f f ic u l t  to f i l l  when local 

h igher educa tiona l resources are l im i te d .  It is f requen tly  the experience 

of deve lop ing  coun tr ie s  that r e la t iv e ly  low level pos i t io n s  have to rbe f i l l e d  

by e x p a tr ia te s ,  s im p ly  because they are i n a hi gn ly spec ia l ised  f ie ld  for 

wh ich  no tra in in g  f a c i l i t i e s  are a v a i la b le  lo c a l ly .  Such t ra in in g  can 

gene ra lly  qu ite  e a s i ly  be found in one of the te c h n ic a l ly  deve loped co u n tr ie s ,  

p a r t ic u la r ly  i f  they are re la ted  to one or other of the na tiona l deve lopm en t 

p ro je c ts .  - 5
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A further factor f requen tly  over looked by p lanners is the e ffec t of any 

na tiona l se rv ice  ob l iga t ions  w h ich  s tudents  or t ra inees m ay have . This is 

p a r t ic u la r ly  im portan t when the pol i t ic a l  "s itua t io n  becomes uns tab le , or there 

is  an in te rna tiona l c r is is .  This p a r t ic u la r ly  a f fe c ts  senior school ( fo rm  f iv e )  

leave rs .

I understand that a lready in Bo tsw ana there has been a p re l im in a ry  

m a tch ing  up of supp ly /dem and  at a number of s k i l l /e d u c a t io n a l  leve ls  

re la ted  to  the present plan per iod .

It is a lso  be lieved  that in Bo tsw ana m anpow er/m anpow er t ra in in g  p lans are 

being id e n t i f ie d  and d iscussed  w i th  tne o r ig ina to rs  of these p lans ( e .g .  ULGS, 

A g r ic u ltu re ,  R a i lw a y s ,  New A irp o r t  p ro je c t,  Bo tsw ana Housing Corpora tion  

e t c . ) .
. . .  *

N E M IC  :

It would  seem very appropria te tha t the m anpower p lann ing  un it  shou ld  l ia is e  

w i th ,  indeed m ake use of the proposed re v i ta l is e d  N a tiona l E m p lo y m e n t  

Manpower and Incom es C o u n c i l .  In pa r t icu la r  w i th  reference to Manpower 

i ts  te rm s  of re ference are, in ter a l i a :

to rev iew  governm ent p lans for educa tion  and voca t iona l t ra in in g  in the 

l igh t  of present and pro jec ted  na tiona l s k i l le d  manpower requ irem en ts .

to adv ise  governm ent on the o p t im u m  a l lo c a t io n  of a v a i la b le  c i t iz e n  

s k i l le d  manpower between sectors  in the l igh t  of na t iona l deve lopm en t 

o b je c t iv e s .

to rev iew  and com m e n t on lo c a l is a t io n  p lans in the gove rnm en t,  parasta ta l 

and p r iva te  s e c to rs .

to assess the level and scope of t ra in in g  in B o tsw ana  of c i t iz e n s ,  by 

p r iva te  and parasta ta l sec to rs ,  and m ake recom m en da t ion s  to gove rnm en t 

on p o l ic y  in th is  area.
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We look forward to the de l ib e ra t ions  of th is  C o u n c i l ;  i t  w i l l  be apparent 

how im po rtan t  the a c t iv i t ie s  of the manpower un its  are in the con tex t 

of p rov id ing  data for cons ide ra t ion  of p o l ic y  m a tte rs ,

The attached f lo w  d iag ram  of a t ra in in g  and manpower 

m ay serve to i l lu s t ra te  the var ious  p la n n in g /d e c is io n -  

and the in te rw oven a c t iv i t ie s  required in an in tegra ted 

and deve lopm en t opera tion .

It would seem  appropria te  to leave the sub jec t  at th is  stage because 

agreement on these m a jo r i tem s  is  necessary before a de ta i led  o rgan isa t iona l 

pattern and m anning schedules for a manpower un it  can be m ade.

deve lopm en t sys tem  

m ak ing  stages 

m anpower p lann ing
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Country Paper for I DM S e m in a r ,  13-15 A p r i l ,  1981 *

By P h i l l ip  M a tse tse  

INTR O D UCTIO N:

Manpower p lann ing  in Botswana can be sa id  to date from  the p repara t ion  

of "M anpower and E m p lo ym e n t in B o ts w a n a " ,  pub lished  by the M in is t r y  

of F inance and D eve lopm ent P lann ing  in 1973. Wnile th is  was a c o m p re ­

hens ive  s ta t is t ic a l  document it  had on ly  a l im i te d  e f fe c t  on the 

p rac t ice  of manpower deve lopm ent and u t i l i s a t io n .  The e m o lo y m e n t  

s ta t is t ic s  produced by the Central S ta t is t ic a l  O ff ice  have m a in ta in e d  the 

sgpp ly  of h ig h -q u a l i ty  in fo rm a tion  on e x is t in g  fo rm a l sector e m p lo y m e n t  

in Bo tsw ana, but i t  is on ly more recen t ly  that the p rac t ica l im p o r ta n t  

deve lopm en ts  in th is  f ie ld  have been centra l g o v e rn m e n t 's  manpower 

budget and the more conven tiona l manpower p lann ing  now being a t te m p te d  

by the M anpower P lann ing  U n it  in the D ire c to ra te  of Personnel and the 

current T ra in ing C onsu ltan t in the M in is t r y  of Local Governm ent and Lands.

I in tend to look a l i t t le  more c lo s e ly  at these four areas in tu rn , and at 

po ten tia l deve lopm en ts  fo l lo w in g  the rev iva l of the N a tiona l E m p lo y m e n t  

and Incom es C o u n c i l .

THE COLCLOUGH REPO RT:

"M anpower and E m p lo ym e n t in B o ts w a n a " ,  popu la r ly  known as the 

"C o lc lo u g h  R e p o r t" ,  a fter the adv iser who superv ised  its  p roduc tion , 

produced the f i r s t  de ta i le d  e m p lo ym e n t s ta t is t i c s  and manpower dem and 

p ro je c t ions  in Bo tsw ana. From these i t  drew co n c lu s io n s  on the 

educationa l needs im p l ie d  by a target lo c a l is a t io n  date of 1990. These 

conc lus ions  were used as the bas is  of tne ove ra l l p lans for educa tion

M/ANPOWER P L A N N IN G  IN B O T S W A N A
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in our th ird  and fourth N a tiona l D eve lopm ent P lans ,  covering the period 

1973-1981.

In re trospec t,  ce r ta in  weaknesses can be seen in the Co lc lough  p lans .  They 

und e res t im a ted  the growth of the econom y, and thus demand for the m os t 

h ig h ly  s k i l le d  and h ig h ly  q u a l i f ie d  types of manpower. A t the same t im e ,  

they gave spurious p rec is ion  in their e s t im a te s  of the occupationa l b reak ­

down of these h ig h - le v e l  needs, and actual demands bore on ly  a l im i te d  

resem b lance  to the pred ic ted  dem ands. This, of course , is more an 

i l lu s t ra t io n  of the f u t i l i t y  of a t te m p t in g  to produce h igh ly  de ta i led  na tiona l 

manpower p ro je c t ions  than a c r i t i c is m  of C o lc lough . It has proved 

im p o s s ib le  everywhere to produce accurate p ro jec tions  at the level of 

de ta i l a t tem p ted  by Cole lo ugh , e s s e n t ia l ly  because of our in a b i l i t y  

to forecast econom ic  deve lopm en ts  at the m ic ro -e c o n o m ic  level and the ir 

de ta i led  manpower i mol ic a t io n s .

Perhaps the grea tes t weakness of the C o lc lough p lans, however, is that 

there was no de ta i le d  and con t inu ing  p rac t ica l fo l lo w -u p  to them . In 

p rac t ice ,  the a l lo c a t io n  of s tudents  to degree courses and the expans ion  p lans 

of te r t ia ry  educa tiona l in s t i tu t io n s  nore l i t t le  re la t io n  to C o lc lo u g h 's  

p ro je c t io n s ,  though h is  p lans for the p r im ary  and secondary leve ls  of 

academ ic  educa tion  were fo l low e d  reasonably c lo s e ly .  Our experience 

suggests that e f fe c t iv e  manpower p lann ing  requires a permanent u n it  

w h ich  w i l l  regu la r ly  update i ts  p ro jec t ions  and cons tan t ly  p ressurise  

for the ir  use in d e c is io n s  w h ich  a f fe c t  manpower supp ly .

E M P L O Y M E N T  S T A T IS T IC S :

S ince  sho r t ly  a fter C o lc lo u g h 's  report, the Central S ta t is t ic s  O ff ice  in 

Gaborone has been producing annual s ta t is t ic s  on fo rm al sector em p loym en t.  

I n i t ia l ly  these were som ew hat less de ta i led  than C o lc lo u g h 's  work, but 

they have been b u i l t  up to produce breakdowns by occupa tion , c i t iz e n s h ip ,  

earn ings, in dus try ,  and lo ca t io n ,  w h ich  can a ll be c ro s s - ta b u la te d  i f  

necessary . A t  the sam e t im e  as deve lop ing  a useful and w id e -ra n g in g



s e le c t io n  of s ta t is t i c s ,  the CSO has im proved the q u a l i ty  of the data
t

on w h ich  the s ta t is t ic s  are based. Indeed, our em ploym ent s ta t is t ic s  

now com pare  favourab ly  w ith  those of many deve loped cou n tr ie s .

W h ile  th is  hard ly c o n s t i tu te s  manpower p lann ing , I have p icked it  out 

for spec ia l a t te n t ion  because it  is c le a r ly  an essen tia l bas is  fcr any 

a t te m p t at na tiona l manpower p lann ing .

M/EMPOWER BUDG ETING :

M ov ing  c lose r to the present aga in , Bo tsw ana in troduced in 1979 

a sys tem  of centra l governm ent manpower budgeting . This is som ewhat 

ou ts ide  the norm al d e f in i t io n  of "m anpower p la n n in g " ,  hut again 

i t  i l lu s t ra te s  one v i ta l  input to  com prehens ive  manpower p lann ing , and 

one w h ich  can a l l  too e a s i ly  be fo rgo tten . This is the need to look at 

manpovyer p lann ing in te rm s of a l lo c a t in g  scarce  resources to the ir  m ost 

im po rtan t uses.

The manpower budget is c lo s e ly  pa ra l le l to the g o v e rn m e n t 's  recurrent 

budget, and is worked out s im u l ta n e o u s ly  w ith  i t .  It a im s  to keep the

growth in the to ta l "A" group e s ta b l is h m e n t  ( tha t is ,  the to ta l number
1

of h ig h - le v e l  posts w h ich  m in is t r ie s  are au thor ised to f i l l )  in l ine  w i th  the 

centra l g o v e rn m e n t 's  " fa i r  share" of the e s t im a te d  growth in s k i l le d  manpower 

a v a i la b le .  It a lso  a t te m o ts  to a l lo c a te  these new posts between departments 

in accordance w ith  (a ) the p r io r i ty  a ttached by governm ent to the var ious 

d ep a rtm en ts ; and (b) the s p e c ia l is e d  q u a l i f ic a t io n s  of the manpower 

becom ing  a v a i la b le .

The sys tem  works im p e r fe c t ly .  Perhaps its  g rea tes t weakness is  that

it  is  not a s u f f ic ie n t ly  in te rv e n t io n is t  in s trum en t to ensure that i ts

a im s  are p re c is e ly  f u l f i l l e d .  Thus, for e xa m p le ,  a h igh p r io r i ty  department

can be a l lo ca ted  many posts but they m ay not be f i l l e d ,  for a v a r ie ty  of

reasons. M ore  s e r io u s ly ,  it  tends not to re s t r ic t  gove rnm en t to

i ts  " fa i r  share" of s k i l le d  manpower in p ra c t ic e .  This a r ises  pa r t ly  f rom
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the pressures from  w i th in  governm ent to m ake the budget a l lo c a t io n  h igh , 

and pa rt ly  from  the tendency for the a l lo c a t io n  of in d iv id u a l s k i l le d  and 

qual i f ie d  s ta f f  to  be concentra ted  w i th in  gove rnm en t.  Th is ,  of course , is 

pa rt ly  a consequence of the sam e sort of p ressures.

The advantage of the sys tem  is i ts  s im p l i c i t y ,  re la t iv e  to p lans for person- 

by -pe rson  a l lo c a t io n s ,  but i t  needs to overcom e i ts  g o v e rn m e n t-c e n tr  i s m , 

and more c o -o rd in a t io n  is required between the budget a l lo c a t io n s  and the 

in d iv id u a l a l lo c a t io n s .  I sha ll return to the lessons tc  be learnt from  our 

manpower budget in m y c o n c lu s io n s .

G O V ER N M E N T TRAIN ING  PLANS:

M ore  recen t ly  s t i l l  than the in troduc tion  of the manpower budget, 

our governm ent has in s t i tu te d  in terna l manpower p lann ing  as the centra l 

input in to  i ts  own tra in in g  p lans . The Manpower P lann ing  U n it  in the 

D irec to ra te  of Personnel is draw ing up de ta i le d  s ta t is t i c s  and re la t iv e ly  

s h o r t - te rm  p ro je c t ions  on the tra in in g  needs of centra l gove rnm en t.

A t the sam e t im e ,  a t ra in in g  consu ltan t  in the M in is t r y  of Local 

Government and Lands is do ing the sam e for local gove rnm en t.  Both 

of these program m es can be expected to be success fu l s ince  the M anpower 

P lann ing  U n it  is a perm anent force in the department w h ich  con tro ls  

g o v e rn m e n t 's  in terna l t ra in in g ;  and the local governm ent consu ltan t  

is m ak ing  an input in to  a v igorous  new program m e of m anpower 

deve lop m en t.  In other words, these are p rogram m es w h ich  w i l l  

serve as the f i r s t  po in t  of re fe rence for the p o l ic y  m akers  concerned, and at 

least in the case of the D ire c to ra te  of P e rs o n n e l 's  p rog ram m e, w i l l  

rece ive  updating and support from  a perm anent u n i t .

The s a c r i f ic e  w h ich  has been made in tu rn ing  to th is  fo rm  of manpower 

p lann ing , however, is that of g e n e ra l i ty .  Wnereas C o lc lough  a ttem p ted  

to produce a plan for the w ho le  econom y, we are now producing two 

separate p lans w h ich  between them  w i l l  cover on ly  the governm ent se c to r .



This is not on ly  a narrow ing down of the o b je c t iv e s  of manpower p lann ing , 

but a lso  i t  im p l ie s  weaknesses in the content of manpower p lann ing .  It 

is im p o s s ib le  to p red ic t  g o v e rn m e n t 's  share of new graduates, for exam p le ,  

i f  one has no idea of how many of them  w i l l  be going to the p r iva te  sector - 

and th is  p rob lem  app lies  to every category  of manpower wh ich is in short 

su p p ly .  It is  a lso  im p o s s ib le  to de te rm ine  the appropria te  share for 

governm ent of any category of manpower when p r iva te  sector needs are 

unknown and g iven  l i t t l e  c o n s id e ra t io n .  Thus our loss of gene ra l i ty  

in manpower p lann ing  a lso  im p l ie s  a reduced a b i l i t y  to m ake accurate  

fo re cas ts ,  and d e c is io n s  w h ich  are r a t :onal from  the point of v ie w  of the 

econom y as a w ho le .

Here we may bene fi t  from  the recent rev iva l of our Na tiona l E m p lo y m e n t ,  Manpower

and Incom es C o u n c i l ,  c o m m o n ly  known as N E M IC , in w h ich  the p r iva te

sector w i l l  have an opportun ity  to m ake an input in to  manpower

p lann ing .  This input can be both at the level of in f luenc ing  manpower

p lann ing  p o l ic y ,  and at the level of p rov id ing  in fo rm a tio n  essen t ia l

to na tiona l manpower p lann ing .

The rev ived  N E M IC  has a t r ip a r t i te  Manpower S u b -C o m m it te e ,  in c lud ing  

rep resen ta t ives  of em p lo ye rs 'a n d  e m o lo y e e s ' o rgan isa t ion s ,  as w e ll as the 

m in is t r ie s  concerned w i th  manpower and t ra in ing  p o l ic y .  C le a r ly  it w i l l  

take t im e  for N E M IC  to becom e fu l ly  e f fe c t iv e  and in f lu e n t ia l ,  but 

the opportun ity  is the re . The p r iva te  sector w i l l  have a key ro le  to p lay 

in d e te rm in in g  p r io r i t ie s  for these bod ies , but we hope that ques tions  

of c o -o rd in a t in g  tra in in g  p o l ic y  and a l lo c a t io n s  of scarce s k i l le d  manpower 

between governm ent and the p r iva te  sector w i l l  be g iven  p r io r i ty .  As there 

is  now an E m p lo y m e n t  P o l ic y  U n it  in the M in is t r y  of F inance and 

D eve lopm en t P la n n in g ,  w h ich  ac ts  as S e c re ta r ia t  to N E M IC ,  it  shou ld  

be eas ier than in the past to put manpower and e m p lo ym e n t p o l ic y  

in to  p ra c t ic e ,  and c o -o rd in a te  the work of the re levan t governm ent 

d e p a r tm e n ts .
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CONCLUSIONS :

I would  l ik e  to conc lude  by draw ing together the lessons we have learned 

from  our experiences  in th is  f ie ld .  From C o lc lough  and our curren t 

a t te m p ts  to produce tra in ing  p lans , we have learned that manpower 

p lann ing  m u s t be in t im a te ly  connected w ith  the m ach ine ry  w h ich  m akes 

d e ta i led  t ra in in g  d e c is io n s .  We have learned that it  m us t not a t te m p t 

to be too a m b it io u s  in m ak ing  d e ta i le d  long -run  fo recas ts  and p lans , 

that it  m u s t be f le x ib le ,  and that it  can ben e f i t  from  being nationa l 

manpower p lann ing  rather than secto ra l p lann ing , though the task then 

becom es larger and more c o m p l ic a te d .  In a d d it io n ,  i t  is c lear that 

w ith ou t our d e ta i led  e m p lo ym e n t s ta t is t ic s  we would  have no bas is  for 

na t iona l manpower p lann ing .

These, perhaps, are fa ir ly  conven tiona l co n c lu s io n s  to draw. A l i t t l e  

m ore in te res t in g  is  the need for c lear p r io r i t ie s  in manpower p lann ing .

Wnere there are vast shortages of s k i l le d  m anpower, we need to dec ide  

w h ich  needs have to be f i l le d  f i r s t .  This is som e th ing  we have s ta rted  

to deal w i th  through our manpower budgeting in centra l gove rnm en t,  but 

th is  is  on ly  a very app rox im a te  in s tru m e n t ,  and p r io r i t ie s  w ou ld  have a 

m ore p o s i t iv e  role^ to p lay w ith in  na tiona l manpower p lann ing .  Hence 

the v i ta l  potentiaJ ro le  of N E M IC  and i ts  Manpower S u b -C o m m it te e .

Looking at g o v e rn m e n t 's  tra in ing  p lans today , you cou ld  be fo rg iven  

for conc lud ing  that Botswana p laces higher p r io r i ty  on weather fo recas ting  

than on c iv i l  eng ineering . E q u a l ly ,  look ing  at our manpower 

a l lo c a t io n  p o l ic y ,  you cou ld  be fo rg iven  for th ink ing  that we put h igher 

p r io r i ty  on lo c a l is in g  every post in gove rnm en t before we lo c a l is e  the 

d irec to r  of a s in g le  f i r m .  These are the im p l ic a t io n s  of som e of the 

d e c is io n s  w h ich  have been taken in the las t few years, and they show 

c le a r ly  the need for a sys tem  of na tiona l manpower p lann ing  w h ich  

s ta rts  from a sense of p r io r i t ie s .  I am aware that th is  is a counsel of 

p e r fec t ion ,  but it  is  m eant to in d ica te  the d ire c t io n  we shou ld  be tak ing  rather 

than to sp e c i fy  our f ina l d e s t in a t io n .



M ANPOW ER PLANNING IN LESOTHO: A SKETCH

Paper prepared for p resen ta t ion  at the IDM W orkshop on Manpower P lann ing  

in the BLS reg ion , /^pr11 1 3 -  15, 1981.

INSTITUTIONS INVO LVED IN MANPOW 'ER PLANNING  AND D E V E L O P M E N T :

The im portance  of manpower p lann ing  and the need for the appropria te  

m ach ine ry  for th is  task  has long been recogn ised  by the Government of 

Lesotho. A t  the present t im e ,  there are f iv e  organs of governm ent that 

have som e re s p o n s ib i l i t y  for manpower p lann ing  a c t iv i t i e s .  These are 

the Centra l P lann ing  and D eve lopm en t O ff ic e  (C P D O ) ;  the D epartm en t of 

Labour; Cab ine t Personnel O f f ic e ;  the N a tiona l Manpower D eve lopm ent 

S e c re ta r ia t  and the M in is t r y  of E d u c a t io n 's  E duca t iona l P lann ing  U n it .  This 

paper sha ll focus on the func t ions  and a c t iv i t ie s  of NM DS and sha l l on ly  g ive  

very b r ie f  m en t ion  of the func t ions  of the other departm ents  m en t ioned .

CPDO, as the governm ent departm en t respon s ib le  for overa ll econom ic  

p lann ing , n o m in a l ly  at leas t,  is in vo lved  in manpower p lann ing  in the 

sense that it  a t te m p ts  to c o -o rd in a te  the manpower im p l ic a t io n s  of 

sectora l p lans in te rm s  of the f inan c ing  of t ra in in g  and techn ica l a ss is ta n ce  

required to ach ieve  deve lopm en t ta rge ts  and o b je c t iv e s .

The D epartm ent of L a b o u r 's  ro le  in manpower p lann ing  and deve lopm en t 

has to do m a in ly  w i th  the m o n ito r in g  of the p r iva te  s e c to r 's  im p o r ta t io n  

of fo re ign  labour and use and deve lopm en t of ind igenous human resources 

in accordance w i th  p o l ic y  and le g is la t io n  on the lo c a l is a t io n  of a l l  posts  

in the e con om y. The D epartm en t of Labour has a lso  recen t ly  es ta b l ish e d  

a Nationa l E m p lo y m e n t  S e rv ice  U n it  whose func t ion  is to he lp  sm oothen  the
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fun c t io n in g  of the d o m e s t ic  labour m a rk e t .

The C ab ine t (P e rsonn e l)  o f f i c e 's  p r im a ry  ro le  inso fa r as manpower p lann ing 

and deve lopm en t is concerned focuses  on the u t i l i s a t io n  and deve lopm en t 

of p ub lic  servants  and the re c ru itm e n t  of expa tr ia te  personnel that are 

needed to occupy posts that cannot be f i l l e d  im m e d ia te ly  from  local sources.

The E duca t iona l P lann ing  U n it  of the M in is t r y  of E d uca t ion , as i ts  name 

im p l ie s ,  is concerned w ith  educa tiona l p lann ing  and the supp ly  of educated 

m anpo w er.

The departm ent w ith  m a jo r re s p o n s ib i l i t y  for manpower p lann ing  is the 

N a tiona l Manpower D eve lopm ent S e c re ta r ia t  ( N M D S ) .  NM DS was 

e s tab l ishe d  in 1976 in an e ffo rt  to ach ieve  a proper c o -o rd in a t io n  of 

L e s o th o 's  manpower deve lopm ent e f fo r ts .  The p r inc ipa l re s p o n s ib i l i t ie s  

ass igned  to the S ecre ta r ia t  are:

1. The id e n t i f ic a t io n  of nationa l manpower deve lopm en t needs;
<

2. The deve lopm ent and design of manpower deve lopm en t p rog ram m es ;

3. The a d m in is t ra t io n  of a l l  t ra in in g  and scho la rsh ip s  p rog ram m e s ; and
k *Si

4. The nego tia t ion  of scho la rsh ip s  and a id  for t ra in in g .

A lthough it  was governm ent p o l ic y  at the t im e  of the e s ta b l is h m e n t  of the 

S e c re ta r ia t  to transfer manpower p lann ing  s ta f f  and a c t iv i t ie s  from  CPDO 

to NM DS, th is  transfer d id  not occu r.  Thus, NM DS has not been able 

to adequate ly  f u l f i l l  i ts  ro le  as the p r in c ip a l in s t i tu t io n  respon s ib le  for 

manpower p lann ing in Lesotho due to i ts  lack  of personnel t ra ined  and 

experienced in manpower p lann ing a c t iv i t i e s .  H a p p i ly ,  th is  s i tu a t io n  

is  being correc ted , and NM DS is now a c t iv e ly  conducting  manpower 

research and beg inn ing to m ake i ts  presence fe l t  as a m anpower p lann ing  

o rg a n isa t io n .
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The present s ta te  of manpower p lann ing  in Lesotho is  one w h ich  e x h ib i ts  

cons ide rab le  p rom ise  for the fu tu re .  S ig n i f ic a n t  (a lthough re la t iv e ly  

s m a l l )  progress has been made in the las t e igh teen m onths in e s ta b l is h in g  

an in s t i tu t io n a l  m ach ine ry  and ca pa c ity  for m anpower p lann ing . E v idence  

of th is  is the re c ru itm e n t  of two recent Basotho graduates in econom ics  

and an expa tr ia te  manpower p lanner by N M D S  to fo rm  the nuc leus of a 

deve lop ing  apparatus for manpower p lann ing .  The S ec re ta r ia t  has p lans (w h ich  

have recen t ly  been approved) to expand i ts  manpower research and 

p lann ing  co m p le m e n t  so that i t  m ay becom e more e f f ic ie n t  and e f fe c t iv e  

in i ts  func t ion ings '.  U l t im a te ly ,  it  is  hoped that the Secretaria t w i l l  have 

a fu l ly - f le d g e d  manpower research and p lann ing  un it  w h ich  w i l l  be able 

to conduct a w ide  range of the a c t iv i t ie s  tha t c o n s t i tu te  manpower p lann ing .

The m os t recen t ly  pub lished  m anpower study in Lesotho was by D .F .  W ilson, 

an I LO manpower adv iser to the governm ent of Lesotho. The s tudy is 

e n t i t le d  "E m p lo y m e n t  P ro je c t io n s  and Manpower D eve lopm ent in Lesotho, 

1975-80" (Centra l P lann ing  and D eve lopm en t O ff ic e ,  M aseru , 1976).

It was pub lished  in 1976 and is  now out of date .

In June 1980, NM DS em barked upon a na tiona l manpower survey in order 

to update s ta t is t i c s  on m anpower and e m p lo ym e n t and a lso  to p rov ide a bas is  

for the preparation of a manpower p lan for the period 1980-85. This survey 

is p r im a r i ly  des igned to p rov ide  de ta i le d  e s t im a te s  of the current s tock  

of h ig h - le v e l  and other s k i l le d  manpower in a l l  sec to rs  of Leso tho ’ s modern 

econom y. The re s u lts  of the survey sha ll be used to e s t im a te  fu tu re  

manpower requ ire m en ts  w h ich  sha l l  a lso  be expressed in te rm s  of 

educa tiona l re q u ire m e n ts ,  i . e .  the output requ ired from  the educa tiona l 

sys te m  in te rm s  of m in im u m  le ve ls  of educa tion  requ ired for entry  in to  va r ious  

occupa tions  and the broad f ie ld s  of s p e c ia l is a t io n  w i th in  the educa tiona l 

s y s te m .

THE STATE OF M AN P O W E R  PLAN N IN G  IN LESOTHO:



Data c o l le c t io n  for the survey was des igned to be conducted in two phases:

f i r s t ,  coverage of the p r iva te  and parasta ta l se c to rs ,  and second, coverage

of the governm ent sec to r .  Coverage of the p r iv a te  and parasta ta l sec to rs  and

a n a ly s is  of the data c o l le c te d  has now been c o m p le te d .  The bu lk  of the

data on these sec to rs  was c o l le c te d  between June and m id -A u g u s t  1980 by s tudents

on vaca t ion  from  the N a tiona l U n iv e rs i ty  of Lesotho who were h ired for

th is  purpose. The data c o l le c te d  is of such q u a l i ty  that i t  has been p o ss ib le

to m ake reasonably  accurate  e s t im a te s  of to ta l e m p lo y m e n t  and occupa tiona l

d is t r ib u t io n s  of persons em p loyed  in a l l  the in d u s tr ia l secto rs  that

c o n s t i tu te  the modern sector of L e s o th o 's  econom y. However, manpower

and f in a n c ia l  cons tra in ts  made i t  im p o s s ib le  to s u c c e s s fu l ly  survey

p r iv a te ly -o w n e d  hea lth  in s t i tu t io n s .

The survey of the governm ent sector was begun in Decem ber 1980 and is 

s t i l l  con t in u in g  (u n fo r tu n a te ly ) .  The governm ent sector survey is tak ing  

an unduly long t im e  - it  was schedu led  for c o m p le t io n  by m id -M a rc h  1981 - 

part ly  as a consequence of in s u f f ic ie n t  s ta f f  at NM DS to ensure prom pt 

and speedy co m p le t io n  and return of ques tionna ires  but m a in ly  as a 

consequence of a lack of in te res t of the va r ious  departm ents  in the survey .

This pa r t icu la r  c irc u m s ta n c e  is  reg re ttab le .  It dem ons tra tes  a c lea r lack 

of understand ing of the need^for and the im portance  of long te rm  manpower 

p lann ing  by persons in respons ib le  p o s i t io n s  in m os t of the m in is t r ie s  and 

governm ent depa rtm en ts .

V\hen co m p le te d ,  the manpower survey w i l l  p rovide benchm ark data on 

the nature of the manpower prob lem  in L e s o th o 's  modern econom y, and 

a base for a manpower deve lopm en t p lan . However, u n t i l  such t im e  as the 

governm ent sector survey is  com p le te d  and the data ready for a n a ly s is ,

NM DS w i l l  not be in a p o s i t io n  to prepare a com p le te  docum ent on fo rm a l 

em p loym ent or a com prehens ive  plan for manpower deve lo p m e n t.  NM DS 

has e n l is te d  the support and ass is ta n ce  of senior c iv i l  se rvants  to ensure 

that the survey w i l l  be taken se r io u s ly  and is  o p t im is t ic  that the data 

w i l l  a l l  be c o l le c te d  in the very near fu tu re .



P R O B LE M S  IN M AN P O W E R  P L A N N IN G :

The c r i t ic a l  p rob lem  at NM DS v i z - a - v i z  manpower p lann ing con tinues  

to  be p r im a r i ly  tha t of the lack of s ta f f .  The present Basotho s ta f f  

co m p le m e n t  is both too s m a l l  and too inexperienced to p e rm it  the e f f ic ie n t  

and t im e ly  conduct of such a c t iv i t i e s  as manpower surveys and the tra n s la t io n  

of manpower needs in to  educa tiona l requ ire m en ts ,  and the m on ito r in g  of 

em p lo ym e n t needs and the a n a ly s is  of the labour m a rke t.

In ad d it io n  to the shortage of s ta f f ,  manpower p lann ing  a c t iv i t ie s  at NM DS are 

hampered by a shortage of a d m in is t ra t iv e  inpu ts .  To i l lu s t ra te ,  the research 

and p lann ing  sec t ion  at NM DS m us t com pete  w ith  the res t of the 

S e c re ta r ia t  (w h ich  is  in vo lved  w i th  the a d m in is t ra t io n  of sch o la rs h ip s )  for 

t ransporta t ion  and secre ta r ia l s e rv ic e s .  This s ta te  of a f fa irs ,  desp ite  i ts  

nega tive  f fe c ts ,  is perhaps in e v i ta b le  g iven the fac t that manpower p lann ing 

is in i ts  in fancy stage in Lesotho.
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H U M A N  RESO UR CE PLANN IN G  IN S W A Z IL A N D  

By M .  Nsibandze

This paper w i l l  rev iew  the S w az iland  G o v e rn m e n t 's  past experience 

of human resource and manpower p lann ing .  It w i l l  o u t l in e  the current 

approach being adopted by the D epartm en t of E c o n o m ic  P lann ing  and 

S ta t is t ic s  and w i l l  exam ine  in som e de ta i l the m os t recent manpower 

survey undertaken for the G overnm ent.

The argum ent s ta rts  by tak ing  a b r ie f  look at the concept of "p la n n in g "  

held by the S w az iland  G overnm ent. We are c o m m it te d  in S w a z ila n d  

to an overa l l deve lopm ent s tra tegy in w h ich  the p r iva te  sector p lays  a 

leading ro le .  The bas ic  "e ng ine "  of econ om ic  growth in the Swazi 

econom y is the m arke t,  and the m e ch a n ism  on w h ich  we re ly  for 

ach iev ing  our deve lopm ent o b je c t iv e s  is the m arke t m e c h a n is m .

If  th is  were the whole  story then the proper ro le  of p lann ing  wou ld  be

as an ad junc t to the growth of p r iva te  in ve s tm e n t very m uch the jun io r

partner in the concern . Its  ro le  wou ld  be the fos te r ing  of favourab le

co n d it io n s  for the expansion of the p r iva te  sec to r,  the e s ta b l is h m e n t

of appropria te  in cen t ives  for rap id  g row th , and d irec t  in te rven tion

on ly  in the case of m arke t fa i lu re  or where c le a r ly  undes irab le  s ide  e f fe c ts

were being produced by som e aspect of the m a rk e t 's  ope ra t ion .

The fac t that th is  is not the who le  story is because we are w ork ing  w i th in  the 

c o n s tra in ts  of an econom y whose m a jo r c h a ra c te r is t ic  is d u a l is m ,  w ith  

an expanding modern sector and a la rge ly  s ta t ic  t ra d it io n a l sector e x is t in g  

s ide  by s id e .  In one sense a l l econom ies  can be sa id  to e x h ib i t  

d u a l is m  in that they a l l ,  even the m ost deve loped, con ta in  sec to rs  that are 

more advanced than o the rs . The pa r t icu la r  feature of d u a l is m  in the Sw az i 

econom y is that the econom ic  log ic  of the modern sector is  not shared
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by the t ra d it io n a l sec to r .  Because of th is  the im p a c t  of m arke t fo rces 

on the two sec to rs  m ay produce d ive rgen t and unp re d ic tab le  re s u l ts .

To take an exam p le  from  another part of the w o r ld :  in M a la y s ia  ju s t  after

the F irs t  W orld  War, the h igh level of dem and for rubber induced by w a r t im e  

co n d it io n s  ra ised  the output of ja w  rubber g rea t ly  w i th  su p p lie s  com ing  from  

both a m odern p la n ta t io n  sector and f rom  a t ra d it io n a l sector where w i ld -  

grow ing rubber was harvested . When dem and resum ed i ts  more norm al peace tim e  

le v e ls ,  the in te rna tiona l m a rke t,  faced w i th  a large excess  supp ly  of the 

c o m m o d ity ,  reacted  in the usual way and p r ices  f e l l .  The im p a c t  of the 

p r ice  fa l l  on the modern sector was e v e n tu a l ly ,  as you wou ld  p re d ic t ,  a 

cu tback in ou tpu t.  The t ra d it io n a l sec to r ,  however, reacted in e n t ire ly  

the oppos ite  m anne r.  S m a l l  producers of w i ld  rubber, concerned to m a in ta in  

the ir  revenue rather than to m a x im is e  the ir  p ro f i ts ,  responded to the p r ice  

fa l l  by IN C R E A S IN G  the ir  output to an ex ten t w h ich  se r io u s ly  ham pered the 

a ch ievem en t of a re a l is t ic  ca pa c ity  for the industry  in the 1S20s.

The d e ta i ls  of th is  i l lu s t ra t io n  are not im p o r ta n t .  The po in t to  be s tressed  

is  that re la t io n s  between the two sec to rs  in a dual econom y are not sub jec t  

to the norm al c a lc u lu s  of bus iness  d e c is io n s .  In consequence the free
t

in te rp lay  of m arke t fo rces cannot be re l ie d  upon to m a x im is e  the w e lfa re  

of a l l  soc ia l g roups. We need a d d it io n a l m e c h a n is m s  for a l lo c a t in g  

resources and a d d it io n a l safeguards to prevent an unaccep tab le  degree 

of in e q u a l i ty  a r is in g  as a by -p ro d u c t  in the norm al course  of deve lop m en t.

This need for a d d it ion a l m e ch a n ism s  is  the e ssen t ia l ra t iona le  of the 

p lann ing  p rocess .

Now before m ov ing  on to the s p e c i f ic  ques tion  of human resources i t  is 

im po rtan t to be c lear about the nature of the p lann ing  m e ch a n ism  and on 

what e x a c t ly  we can expec t such a m e c h a n is m  to a c h ie v e .  From the po in t 

of v ie w  of the ove ra l l  m anagem ent of p u b lic  p o l ic y  the a c t iv i t y  w h ic h  is 

concerned w i th  a n t ic ip a t in g  even ts ,  w i th  m ak ing  d iagnoses and shap ing 

appropria te  courses of a c t io n  is  s tra te g ic  p la n n in g .  The va r ious  com ponen ts
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of th is  a c t iv i ty  are sum m arised  in the d iag ram  labe l led  F igure 1. We 

s ta rt w i th  an overa l l conceptual fram ew ork  around w h ich  a l l  in fo rm a t io n  

gathering and a l l  ana lys is  is o rgan ised . We can ca l l  th is  our m is s io n .

This m is s io n  w ith  our es t im a te s  of the fu tu re  s i tu a t io n  of the econom y a l lo w s  

us to id e n t i fy  our present needs and to pose these as a ser ies  of issues  

wh ich  can then be ana lysed in order to eva lua te  a l te rn a t iv e  ways of 

reach ing our proposed targets g iven  the c o n s tra in ts  of the t im e  and 

resources a v a i la b le  to ach ieve our g o a ls .  From th is  stage of s t ra te g ic  

a n a lys is  we can der ive  a number of op t ions  each representing  an a l te rn a t iv e  

way of ach iev ing  a pa rt icu la r  target and by the process of p o l ic y  fo rm u la t io n  

one of these is se lec ted  and appropria te  ac t io n  in i t ia te d  on th is  b a s is .

A coup le  of po in ts  should-be born in m in d  when look ing  at th is  p lann ing  

m o d e l.  F i r s t ly ,  p lann ing is not synonym ous wi th a c t io n ,  a lthough  for 

the process to be m ean ing fu l the end re s u lt  m us t be the in i t ia t io n  of a c t io n .  

S econd ly ,  the whole  process is  e s s e n t ia l ly  in te ra c t iv e  in that we are 

concerned w ith  c ons tan t ly  re v is in g  and u p -d a t in g  our e s t im a te s  of the 

fu ture s i tu a t io n  in the l ig h t  of the im p a c t  on the present m ade by our 

executed_plans. Rather l ike  the budget, p lann ing  shou ld  be an ongoing 

eye le .

In the area of human resources the need for th is  degree of r igour is 

re la t iv e ly  recen t.  During the 1960s and the ea r ly  70s, S w a z i la n d  was 

in the fo rtuna te  p o s i t io n  of hav ing a re la t iv e ly  s tab le  labour m arke t 

w i th  the rate of growth of fo rm a l sector e m p lo y m e n t  rough ly  keep ing pace 

w ith  the annual net add it ion  to the fo rm a l sector labour fo rce . This m eant 

that anyone who wanted paid e m p lo y m e n t  wou ld  u su a l ly  f ind  work of som e k ind  

and that ra tes of open une m p loym en t were low and rem a ined  a p p ro x im a te ly  

c ons tan t .  This re la t iv e ly  happy s ta te  of a f fa irs  was p o s s ib le  because the 

im p a c t of the current very h igh rates of popu la t ion  grow th  had ye t to  be 

fe l t  and a lso  because the modern sector of the econom y was grow ing  

e x tre m e ly  ra p id ly .  On th is  bas is  the e c o n o m y 's  a b i l i t y  to absorb labour 

in to the fo rm a l sector more or less kept pace w ith  the a v a i la b le  labour 

s u p p ly .
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In such a con tex t the tasks of human resource p lann ing , i ts  " m is s io n "  in fa c t,  

was e s s e n t ia l ly  one of m a tch ing  jobs w ith  s k i l l s  and even th is  was im po rtan t 

for on ly  ce r ta in  s p e c i f ic  k inds of s k i l le d  t ra in in g .  In m ost cases the norm al 

func t ion ing  of the labour m arke t p lus the re la t iv e  freedom  that ex is ted  

to re c ru it  n o n - lo c a l labour m eant that labour shortages would be 

tem porary and tha t they would be con f ined  to  ce r ta in  qu ite  s p e c i f ic  

s p e c ia l is a t io n s .  Such p lann ing as was done therefore  was e ither confined 

to educa tiona l in s t i tu t io n s  producing s k i l le d  or s e m i - s k i l le d  workers or was 

undertaken by the large fo rm a l sector em p lo ye rs  concerned w ith  avo id ing  

bo tt lenecks  in the supp ly  of c r i t ic a l  s k i l l s .

A fte r  about 1972-73 th is  s i tu a t io n  changed. On the cne hand the rate 

of growth of the econom y s lowed from  around 5% per annum in real te rm s  to

as low as perhaps 2-3% per annum . On the other hand, popu la t ion  expans ion

started to show i t s e l f  in inc reas ing  num bers of young people leav ing the 

education  s y s te m  and seeking fo rm a l sector jo b s .  The re su lt  was that we 

moved from  a s i tu a t io n  of rough s ta b i l i t y  in the labour m arke t to one of 

increas ing  excess supp ly .  In a d d it io n ,  the long-run  prospects  for lowering 

the rate of u ne m p loym en t s ta rted  to look e x tre m e ly  b leak .  W ith  an 

overa l l popu la t ion  growth rate of about 3-4% per annum real output in the

fo rm a l sector w ou ld  have to grow at som e th ing  l ike  19% per annum or

more if  a l l  the new entran ts  to the labour force com ing  from  th e  school 

sys tem  were to be absorbed in to  fo rm a l sector e m p lo y m e n t.  Such a growth 

rate is  of course qu ite  im p ra c t ic a l .

The urgent need there fo re , for a more com orehens ive  " m is s io n " ,  indeed 

for an overa l l p lan for hum an resource deve lopm en t becam e c le a r ly  

apparent. No longer was it  s u f f ic ie n t  to be concerned m e re ly  w i th  

m a tch ing  the ou tputs  of t ra ined  manpower from  the va r ious  voca t io na l 

and techn ica l educa tion  p rogram m es w i th  the s k i l l  requ irem en t in the 

modern sec to r .  Instead the w ho le  focus of a t te n t io n  sh i f te d  towards 

crea ting  su i ta b le  e m p lo y m e n t  o pp o rtun it ie s  for the grow ing  number 

of v is ib ly  unem p loyed  young people and towards the ques tion  of the e f fe c t iv e



-  76  -

u t i l is a t io n  of the surp lus  labour w h ich  was assum ed to e x is t  in a s ta te  

of unde rem p loym en t in the t ra d it io n a l sec to r .  In e f fe c t  th is  s h i f t  of 

em pha s is  has am ounted to a tra n s fo rm a tio n  in the way the tra d it io n a l 

sector is  v ie w ed . H ith e r to ,  the t ra d it io n a l sector was regarded both as 

a sponge w h ich  cou ld  sop up any labour surp lus  w h ich  happened to be 

around and a lso  as a reservo ir  of u n s k i l le d  labour that cou ld  be tapped by the 

m odern sector v i r tu a l ly  at w i l l .  W ith  the deve lopm en t of a broader v iew  

of human resource p lann ing the l im i t s  to the abso rp t ive  ca p a c ity  of the 

tra d it io n a l sector have become m uch better apprec ia ted  and the p rob lem s 

assoc ia ted  w i th  the transfer of labour between sec to rs  have been much 

m ore c le a r ly  de f ined .

Our current m is s io n ,  there fo re , is not m ere ly  concerned w i th  the process 

of d e te rm in in g  manpower requ irem en ts  and the means to m ee t ing  these 

requ irem en ts  but a lso  w ith  the e f f ic ie n c y  w ith  w h ich  S w a z i la n d 's  labour 

resources are being u t i l is e d  in both the modern and the t ra d it io n a l 

sec to rs ,  w i th  the scope for expanding the e m p lo y m e n t-g e n e ra t in g  capa c ity  

for a l l  parts of the econom y, and e s p e c ia l ly ,  w i th  m easures to increase 

em p lo ym e n t in the t rad it ion a l sector and to s lo w  the f lo w  of labour in to  

the modern sec to r .

To return to the way t ra d it io n a l sectors  t y p ic a l ly  fa i l  to respond to m arke t 

s ig n a ls  In the conven tiona l m anner, I shou ld  l ik e  to g ive  another exam p le  

of th is  phenomenon and to show how our present approach to human 

resource p lann ing  a t te m p ts  to deal w i th  the d i f f i c u l t y .  Our present 

a n a ly s is  of S w a z i la n d 's  grow ing e m p lo ym e n t prob lem  p laces p r im ary  

im po rtance  on the in a b i l i t y  of the t ra d it io n a l rural sector to hold i ts  labour 

fo rce . Current e s t im a te s  of the annual net inc rem en t to the labour force 

put th is  at around 7 000 persons each year leav ing schoo l,  m os t of whom 

are po ten t ia l seekers of fo rm a l sector e m p lo ym e n t of one k ind  or another.

A g a in s t  th is ,  under the m os t favourab le  co n d it io n s ,  we e s t im a te  the 

growth of fo rm a l sector jobs at no m ore than 2-3000 per annum w ith  the
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lower f igu re  probably being the more re a l is t ic  e s t im a te .  We are ta lk in g  

in te rm s i  there fo re , of a sho r t fa l l  in fo rm a l sector jobs c rea t ion  of som e 

4-5000 jobs  each year up to at least 1985. The op tions  open to  these 

"s u rp lu s "  young people are to rem a in  in the rural sector where they w i l l  

have to work but where they w i l l  be underem p loyed ; to seek fo rm a l sector 

jobs and r is k  long periods of u n e m p lo y m e n t ;  to m ig ra te ,  a lthough 

oppo rtun it ies  for th is  appear to be d im in is h in g  sha rp ly ,  or to enter the urban 

in fo rm a l sector where again they are u n l ik e ly  to becom e fu l ly  e m p lo ye d .

What we wou ld  expect to happen is  that in fo rm a tio n  about the re la t iv e  

s c a rc i ty  of job  oppo rtun it ies  wou ld  f i l t e r  down to the sch o o ls ,  e s p e c ia l ly  

to schoo ls  in the coun trys id e ,  and that a fter som e reasonable  de lay  the 

recogn it ion  of th is  s i tu a t io n  w ou ld  show i t s e l f  in a d e c l in e  in the num bers 

of young people m ov ing  to the urban areas to  seek w o rk .  In p ra c t ic e  what 

is  happening is  e x a c t ly  the o pp os ite .  As the number of school leavers 

increase , more and more people are leav ing  the coun trys id e  to take a 

chance oh f in d in g  jobs  in the fo rm a l se c to r .  Instead of op ting  for the 

re la t iv e  se c u r i ty  of the ir hom esteads people are w i l l in g  to r is k  extended 

periods of une m p loym en t on the o f f -c h a n c e  of f in d in g  a w a g e -p a id  jo b .

The reasons for th is  apparently  ir ra t iona l phenomenon are not d i f f i c u l t  to
r

f in d .  E duca t ion  is  t ra d i t io n a l ly  a ssoc ia ted  w i th  fo rm a l sector e m p lo y m e n t  if  

not w i th  w h ite  c o l la r  fo rm a l sector jobs  and p e o p le ’ s job a s p ira t io n s  are very 

s lo w  to be rev ised  downwards. But even more im o o r ta n t ,  the econom ic  

s ig n a ls  reach ing the t ra d it io n a l sector do not convey a c lear m essage . So 

w h i le  the m essage of r is in g  une m p lo ym e n t rates is a c lear d is in c e n t iv e  to 

m ove in search of fo rm a l sector e m p lo y m e n t  the very large incom e 

d i f fe re n t ia ls  that e x is t  between the m odern and the t ra d it io n a l sec to rs  

are a c lea r in ce n t ive  to adopt a c o m o le te ly  oppos ite  course of a c t io n .

These incom e d i f fe re n t ia ls  are very large indeed. Data from  1977 in d ica te s  

that a c h i ld  from  an average rural f a m i ly  who is to go on to u n iv e rs i ty  

cou ld  expect to enter a job  on gradua tion  w h ich  w ou ld  g ive  h im  an annual 

incom e of between 40 and 50 t im e s  tha t of h is  fa the r.  C o m p a ra t ive  data 

for W estern European coun tr ie s  show tha t average earn ings for people
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w i th  the h ighes t educationa l q u a l i f ic a t io n s  were no more than three to four 

t im e s  those of workers w ith  the low es t le ve ls  of educa tiona l a t ta in m e n t .

Now w h i le  th is  is the m os t ex trem e case , im ba lance s  in the s truc tu re  of 

d i f fe re n t ia ls  both w i th in  and between sec to rs  f requen t ly  serve to exacerbate  

the m is a l  lo ca t ion  of labour resources and the a v a i la b le  ev idence  ind ica tes  

l i t t l e  narrow ing of these d if fe ren ta i Is over the las t few years.

Turning now to the m ost recent manpower fo recas ting  exe rc ise  w h ich  was 

undertaken by the D epartm ent of E co n o m ic  P lann ing  and S ta t is t ic s  in la te 

1976 and ear ly  1977. This paper w i l l  rev iew  the m a in  f ind ings  of th is  

s tu d y ,  * co m m e n t on som e of the m e th odo log ica l p rob lem s assoc ia ted  

w ith  fo recas ting  the demand for s k i l le d  manpower in S w a z ila n d  and assess 

the ex ten t to w h ich  the resu lts  of the study requ ire  m o d if ic a t io n  in the l igh t  

of d isc rep anc ies  between S w a z i la n d 's  ac tua l and pred ic ted  econom ic  

pe rfo rm ance .

It is p robably  fa ir  to say that manpower fo recas ting  has been m ore  sub jec t  

to the sw ings  of fash ion than m os t cu r re n t ly  used p lann ing  techn iques . The 

under ly ing  log ic  of the approach, how ever, rem a ins  c o n s is te n t  and prov ides 

a powerfu l means for exp lo r ing  the re la t io n s h ip  between the educa tion  

s ys te m  and the labour m a rke t.  Thus, on the one hand, by p re d ic t in g  

e m p lo y e rs ' l ik e ly  future demand for the var ious ca tegor ies  of s k i l le d  and 

u n s k i l le d  labour, d is c o n t in u i t ie s  on the supp ly  s ide  of the labour m arke t 

can be forseen and appropria te  ac t ion  taken. In th is  way po ten t ia l manpower 

bo tt lene cks  can be overcom e wh ich  m ig h t  o the rw ise  s ta rve  c ru c ia l  en te rp r ises  

of the s k i l l s  they need or w h ich  m ig h t  cause s ig n i f ic a n t  d is to r t io n s  in the 

s truc tu re  o f  wage and sa la ry  d i f fe re n t ia ls .

+ Cole lough and D igby : " S k i l l s  for the Future : Educa tion  and M anpower

P e rspe c t ives  in S w a z i la n d " .  M in is t r y  o f F inance and E co nom ic  P la n n in g ,  

M babane, 1978.
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On the other s ide  of the co in ,  in fo rm a t io n  on the l ik e ly  pattern  of fu tu re  

job  o pp o rtun it ie s  can be a key input in to  educa tion  sector p lann ing .  By 

m a tch ing  the q u a l i f ic a t io n s  of graduates leav ing  the fo rm a l educa tion  

sys te m  w i th  the q u a l i f ic a t io n s  demanded by em p loye rs  the e m p lo y m e n t  

chances of s c h o o l- le a v e rs  can be m a x im is e d .  The ra t iona le  of manpower 

fo recas ting  approach therefore , l ie s  in the in fo rm a t io n  it  generates regard ing 

actua l or po ten t ia l d isequ i I ib r ia  in a c o u n t r y 's  labour m a rke t.  I ts  pa r t icu la r  

va lue  is in s i tu a t io n s  where th is  d is e q u i l ib r iu m  is the resu lt  of a m is - m a tc h  

between the patte rn  of q u a l i f ic a t io n s  of new entran ts  to the labour force 

and the pattern of s k i l l s  and q u a l i f ic a t io n s  requ ired by em p lo ye rs  seek ing  

to h ire  n e w -e n try  w o rkers .

It is  im po rtan t  to em phas ise  that we are concerned w ith  a FO RECASTING

techn ique . The s k i l l  endowm ent of new en tran ts  to the labour fo rce  is a

product of the educa tion  and /o r  t ra in in g  they have rece ive d .  The d e c is io n

to change th is  endowm ent by any th ing  other than a m arg ina l am oun t is a p lann ing

d e c is io n  w h ich  m ay have a s ubs tan t ia l lead t im e .  A phys ica l f a c i l i t y

or a m a jo r c u r r ic u lu m  innova tion  may requ ire  years before becom ing

fu l ly  o pe ra t iona l.  S t i l l  further t im e  w i l l  e lapse  before s tudents  who have

been exposed to a new program m e c o m p le te  the ir  s tu d ie s ,  graduate

and enter the labour m a rke t.  C le a r ly ,  the rfo re , in fo rm a t io n  on the

pattern of curren t labour m arke t dem and is  ir re levan t when we are p lann ing

for a graduate output who w i l l  not enter the labour force u n t i l  som e fu tu re

date . In a d d it io n ,  we are u n l ik e ly  to be concerned w i th  one s in g le  cohort

of g raduates. G iven the s ubs tan t ia l deve lopm en t and s ta r t -u p  cos ts  of

im portan t educa tiona l in nova t io ns ,  if  these are to be ju s t i f ie d  in te rm s

of labour m arke t cons ide ra t ion s  then educa tiona l p lanners w i l l  need to know

not only the e c o n o m y 's  s k i l l  needs at the po in t where the p rogram m e

com es o n -s t re a m  but over a large part of a p ro g ra m m e 's  expected l i fe .

But because we are concerned w i th  fu tu re  co n d it io n s  in the labour 

m arke t the va lue  of manpower fo re ca s t in g  as a p lann ing  techn ique  depends 

on how a ccu ra te ly  these co n d it io n s  can be p re d ic te d .  Indeed a large part

> -  79 -



-  80  -

of the c r i t i c is m  le ve lled  at th is  approach has been d irec ted  at ju s t  th is  

q u e s t io n .

In the m a in  the degree of accuracy tha t can be ach ieved  w i l l  depend on 

two fa c to rs :

1. The f i r s t  is that a l l fo recas ts  tend to becom e less accurate  the longer 

the period for w h ich  the fo recas t is being m ade. The manpower 

fo recas te r,  therefore , has to s t r ik e  a ba lance in h is  cho ice  of a t im e  

fram e between the re la t iv e ly  lo ng -ru n ,  w h ich  is the period m o s t usefu l for 

educa tiona l p lann ing but over w h ich  the probable accuracy of h is  resu lts

is low , and the very s h o r t - ru n ,  w h ich  w i l l  a l lo w  h im  to produce m uch more 

accurate p red ic t ions  but m akes the re su lts  less usefu l as a bas is  for 

other aspec ts  of the p lann ing  p rocess .

2. The second point is that a m anpower forecast is e s s e n t ia l ly  a 

C O N D IT IO N A L s ta te m e n t.  T y p ic a l ly  i t  w i l l  take the fo rm : " i f  

between now and the fo recast target date the econom y behaves 

acco rd ing  to p red ic t ion  A, then the dem and for som e p a r t icu la r  k ind  

of manpower w i l l  be B " .  The accuracy of the resu lts  there fo re , w i l l  

depend on the p red ic t ion  of the e c o n o m y 's  behaviour on the one hand

and on the way in w h ich  the re la t io n s h ip  between the dem and for manpower 

and other econom ic  va r iab les  has been sp e c i f ie d  on the o ther.

In p rac t ice  th is  second factor tends to be the m a in  source of error in 

manpower fo recasts  as w h i le  in theory i t  m ig h t  be p o ss ib le  to produce 

a manpower fo recas t to correspond to each of a who le  range of p red ic t ions  

about the fu tu re  behaviour of the econom y, and to each of a w ho le  ser ies  

of d i f fe re n t  re la t io n s h ip s  between the labour m arke t and other econom ic  

pa ram e te rs ,  the sheer m agn itude  of the task  usua lly  means tha t fo recas ts  

are based on s ing le  e s t im a te s  of the m a in  econom ic  v a r iab les  or at best 

on a very s m a l l  range of a l te rn a t iv e  a s s u m p t io n s .
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Because of th is  dependence on a ssu m p t io n s  about the fu tu re  behaviour of the 

’ econom y the f i r s t  s tage in cons truc t ing  any manpower fo recas t is  to  s p e c i fy  c 

a se t of param eters  for the fo recas ting  m o d e l.  These param eters w i l l  

de f ine  the way in w h ich  the labour m arke t is assum ed to in te rac t w i th  the 

rest of the econom y over t im e  and w i l l  de te rm ine  the way in w h ich  any 

e m p lo ym e n t data w h ich  has been c o l le c te d  w i l l  be ana lysed  to produce the 

fo re cas t.

The cha in  of reason ing under ly ing  th is  s tage of the fo recas t goes som e th ing  

l ik e  th is :  For any pa r t icu la r  sector in the econom y the demand for a l l

p roduc tive  resources , in c lud ing  labour, w i l l  depend on three th in g s :

1. the level of a c t iv i t y  in that sector i . e .  on how m uch is  be ing produced;

2. the techno logy being used in tha t sector i . e .  on the proport ions w i th  w h ich  

these fac to rs  are com b ined  in the p roduc tion  p rocess ;

3. the re la t iv e  p r ices  of fac to rs  i . e .  on the ex ten t to  w h ich  you are prepared

to su b s t i tu te  a cheaper k ind  of labour for a m ore  expens ive  k ind , or to 
%

s u b s t i tu te  labour and ca p ita l  as e ithe r one or the other becom es more 

expe ns ive .

If  you can assum e tha t over the t im e  period of the manpower fo recas t there 

w i l l  be no change in the k ind  of techno logy  being used, and tha t re la t iv e  

factor p r ices w i l l  rem a in  cons tan t then, for our g iven  sec to r ,  changes 

in i ts  demand for any pa r t icu la r  labour input w i l l  be d i re c t ly  p roport iona l 

to the change in the level o f secto ra l ou tpu t.

If th is  is  your m odel than a l l  the in fo rm a t io n  you need to fo recas t the 

e c o n o m y 's  demand for, say , f i t te r s  over a ten year per iod is  the number 

of f i t te rs  cu rre n t ly  em p loyed  m u l t ip l ie d  by the percentage grow th in real 

output over the ten yea rs . Even g e t t in g  a good e s t im a te  of the fu tu re  

growth rate is not too d i f f i c u l t .  There is  u s u a l ly  a ta rge t grow th  ra te  

pub lished  in the N a tiona l D eve lopm en t P lan  and where there i s n ' t ,  i t  is



u s u a l ly  p o s s ib le  to look at past growth ra tes . The real d i f f i c u l t y  com es 

when you use a model w h ich  re laxes  the a s s u m p t io n s  of a cons tan t 

techno logy and cons tan t re la t iv e  p r ic e s .  The fo recas te r is  then faced w ith  

try ing  to e s t im a te  the im p a c t  o f techn ica l change on the p ro d u c t iv i ty  o f the 

p a r t icu la r  s k i l l s  covered by the fo recas te r.  In p ra c t ic e ,  g iven  the necessary 

t im e  and resources it  shou ld  be p o s s ib le  to get at least a rough idea of the 

ex ten t and d i re c t io n  of techn ica l change prov ided the in v e s tm e n t  p lans 

of the re levan t sectors  are a v a i la b le  for the w ho le  of the fo recas t per iod . But 

the p rob lem  of e s t im a t in g  changes in factor p r ices  and then assess ing  the 

l ik e ly  response of em p loye rs  to such changes can on ly  be tack led  on a very 

h i t - o r - m is s  b a s is .

N one the less , whether im p l i c i t l y  or e x p l ic i t l y ,  a l l manpower fo recas ts  

in c lude  assu m p t io n s  that c o n s t i tu te  the param eters of the fo recas ting  model 

and w i l l  d e te rm ine  the accuracy and the v a l id i ty  of the fo recas t re s u l ts .

Turning to the recent manpower survey undertaken by the P lann ing  Departm ent, 

the p ro jec t was des igned w ith  three a im s  in v ie w .  These were:

1. to c o l le c t  data w h ich  cou ld  prov ide  a com prehens ive  d e s c r ip t io n  and 

a n a ly s is  of fo rm a l sector e m p lo ym e n t in the Swazi econom y at the 

survey date w ith  spec ia l re ference to the s k i l le d  labour m a rk e t.

2 . to ana lyse  the way in w h ich  the e c o n o m y 's  requ irem en t for s k i l le d  labour 

is  l i k e ly  to deve lop  in the fu tu re , and

3. us ing  th is  a n a ly s is  to draw ce r ta in  p o l ic y  co n c lu s io n s  w i th  respect to 

edu ca t ion ,  t ra in in g ,  incom es and lo c a l is a t io n .

The com prehen s ive  p ic tu re  was obta ined from  the re su lts  of three separa te  

surveys of e m p lo y in g  e s ta b l is h m e n ts .  The f i r s t  was an in te rv ie w -  

a d m in is te re d  survey of p r iva te  and parasta ta l e s ta b l is h m e n ts .  The second 

was a survey of governm ent departm ents  w h ich  was s e l f - c o m p le te d ,  and
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the th ird  was an in te rv ie w -a d m in is te re d  survey of educationa l e s ta b l is h m e n ts .  

For each survey in fo rm a tio n  was c o l le c te d  us ing  three types of ques tionna ire .

The f i r s t  type was to be com p le ted  by an em p loye r or manager and was 

concerned w i th  p a r t icu la rs  of the e s ta b l is h m e n t  as a w ho le . In fo rm a t ion  was 

requested on to ta l em p lo ym e n t and the m o n th ly  wage b i l l  c la s s i f ie d  by these 

and c i t iz e n s h ip  of the work fo rce . Th is  que s tionna ire  a lso  prov ided the bas is  

for the c la s s i f ic a t io n  of the e s ta b l is h m e n t  in to  one of the m a jo r econom ic  

sec to rs .  A second type of que s tionna ire  was com p le te d  by each of the 

workers in the e s ta b l is h m e n t  who were c la s s e d  as being " s k i l le d "  accord ing 

to the survey d e f in i t io n .  In fo rm a t io n  was sought on the in d iv id u a l 's  occupa tion , 

age, sex , n a t io n a l i t y ,  experience , educa tion  and t ra in in g .  F ina l ly a th ird  

type of que s tionna ire  was co m p le te d  by e m p lo y e rs /m a n a g e rs  in respect of each 

s k i l le d  p o s i t io n  in the e s ta b l is h m e n t .  Th is  ques tionna ire  was des igned 

to c o l le c t  d e ta i ls  of the earn ings asso c ia te d  w ith  each post and on current 

h ir ing  standards for the post i r re s p e c t iv e  of the q u a l i f ic a t io n s  of the 

present in cum b en t.

The survey covered a p p ro x im a te ly  60 000 workers em p loyed  in S w a z i la n d 's  

fo rm al se c to r .  Of these som e 30% were de fined  as " s k i l le d "  on the bas is  

of the survey c r i te r ia .

The a n a ly s is  of fu tu re  s k i l le d  labour requ irem en ts  was based on e s t im a te s  of 

future secto ra l real g row th . P ro je c t io n s  were made over two pe r iods , 

the f i r s t ,  for the f iv e  years of the Third N a tiona l D eve lopm en t P la n ,  to 

1982-83 being based on expected deve lop m en ts  in each sec to r .  The second 

up to 1989-90 was based on past f igu res  of sectora l output s u i ta b ly  d e f la te d .

For the econom y as a whole the p red ic ted  grow th of real output for the period 

up to 1982-83 worked out at 7% per annum . For the longer per iod , due to the 

d i f f ic u l t y  of fo re cas t ing  deve lop m en ts  in in d iv id u a l sectors  w i th  any degree 

of accuracy over th is  length of t im e ,  two se ts  of p red ic t ions  were c a lc u la te d .  

Using a h igh growth assu m p t io n  the p red ic ted  aggregate grow th was 8% per 

annum . Us ing  a low grow th a ssu m p t io n  the pred ic ted  rate was 4% per annum .
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On the bas is  of these p ro je c t ions  of real ou tput le ve ls  an expans ion  factor 

was ca lc u la te d  for each sector for both pe r iods . The s k i l le d  manpower 

requ irem en ts  of each sector were then found by a p p ly ing  th is  expansion 

factor to the va lue  of the s e c to r 's  to ta l s k i l le d  e m p lo y m e n t  at the survey 

da te . This procedure invo lved  the fo l lo w in g  a s s u m p t io n s :

1. that the q u a l i f ic a t io n s  required by em p lo ye rs  in 1977 for entry  in to  

s k i l le d  occupations w i l l ,  for each sec to r ,  rem a in  unchanged;

2. that the demand for s k i l le d  and educated manpower in the Centra l Government 

w i l l  increase at the sam e rate as departm enta l recurren t expend itu re  in real 

te rm s ;

3. that the demand for s k i l le d  and educated manpower in other secto rs  w i l l  

increase at the sam e ra te  as net secto ra l output in real te rm s ,  and

4. that wages, re la t iv e  to other p roduction  cos ts  w i l l  rem a in  cons tan t ,  again 

in real te rm s .

In add it ion  to fo recas ting  the demand s ide  of the s k i l le d  labour m a rke t,  the study 

a lso  e s t im a te d  the manpower supp ly  s i tu a t io n  over the sam e t im e  per iods .

The overa ll labour supp ly  s i tu a t io n  was c a lc u la te d  on the bas is  of the 1960 

P opu la t ion  Census p ro je c t ions  and the re s u lts  are shown in Table 1. The 

f igu res  in d ica te  that for the period up to 1985 we can expec t an annual 

increase in the labour force of about 7 000 persons. Table 2 s u m m a r is e s  the 

overa l l demand s i tu a t io n  in the fo rm a l se c to r .  Over the per iod  1972-76 

the average annual increase in fo rm a l sector e m p lo y m e n t  has been around 

3 000 jo bs .  This f igu re  can be expected to  r is e  to about 4 000 per annum by 

the end of the Third D eve lopm ent P la n .  Ws are faced, the re fo re , w i th  

an e s t im a te d  sho r t fa l l  in fo rm a l sector e m p lo ym e n t c rea t ion  of som e 3 -4  000 

jobs  each year.

Two con c lu s io n s  fo l lo w  from  these f ig u re s .  F i rs t ,  the proport ion  of S w a z i la n d 's
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labour fo rce  em p loyed  in the fo rm a l sector w i l l  rem a in  rough ly  cons tan t ,  at 

least in the m ed iu m  te rm . Second, the e m p lo ym e n t growth ra te  needed 

to absorb a l l  new entrants  to the labour fo rce  in to  the fo rm a l sector is  in
4 "V

excess of 10% per annum . As such an acce le ra t io n  is  not fe a s ib le  i t  is 

in e v ita b le  that the tra d it io n a l rural sector w i l l  have to absorb an add it ion a l 

3 -4  000 persons each year as w e l l  as re ta in in g  i ts  e x is t in g  labour fo rce .

■ V

The d is t r ib u t io n  of the demand for s k i l le d  workers shows w ide d isc rep anc ies  

between s e c to rs .  In p a r t ic u la r ,  a lthough  the educa tion  and governm ent 

sectors  p rov ide  on ly  one-quarter,-of a l l  fo rm a l sector jobs they e m p lo y  together 

more than h a lf  .the s k i Ned workers in S w a z i la n d .  The expans ion  of these
' • - v C ' ^ ' . b i ­

sec to rs ,  the re fo re , Is  ̂ highly s k i l l - i n t e n s iv e ,  and, i f  p a r t ic u la r  s k i l i s
.'4- ' * 4 h

concerned are in short s u p p ly ,  such expans ion  w i l l  have a su b s ta n t ia l
,* ■ . j v v ’•*' • 1-% '•

opportunity cos t in te rm s  of e m p lo y m e n t  c rea t ion  e lsew here  in the econom y.
*■ :.r. *

The demand and supp ly  p red ic t ions  for s k i l le d  labour are s u m m a r is e d  in 

Table 3. This tab le  com pares the fo recas t dem and for workers w i th  va r ious  

leve ls  of educa tiona l q u a l i f ic a t io n s  and the p red ic ted  supp ly  of educated 

manpower for both the fo recas t periods and for both se ts  of growth assum p t io ns  

for the 13 year pe r iod . W ia t em erges m o s t c le a r ly  is  the d ra m a t ic  increase 

in su rp lusses  of educated manpower at a l l  le ve ls  be low  tha t of u n iv e rs i ty  

graduates for the e n t ire  period of the fo re c a s t.  The l ik e ly  e f fe c t  of these surp luses 

is  that m any schoo l- lea ve rs  w i l l  be fo rced to lower the ir  career a sp ira t io n s  

or rem a in  unem p loyed  in the face of e s c a la t in g  m in im u m  entrance q u a l i f ic a t io n s  

to a l l  k inds of s k i l le d  e m p lo y m e n t .  W ith in  th is  g r im  p ic tu re  the dem and 

for ce r ta in  p ro fess iona l s k i l l s  and for s k i l le d  su b -p ro fe s s io n a l w o rke rs , 

e s p e c ia l ly  in techn ica l and s c ie n t i f i c  f ie ld s ,  is  l i k e ly  to grow cons ide rab ly  

faster than the average increase in e m p lo y m e n t  as a w h o le .  The s tudy 

e s t im a te s  the grow th in dem and for th is  k ind  of manpower to be in excess  

of 9% per annum and suggests  tha t se r ious  shortages of te c h n ic a l s k i l l s  m ig h t  

w e ll  a r ise  during the fo recas t pe r iod .



Earn ings  data  from  the survey in d ica te s  one very im po r tan t  reason why 

th is  p ro jec ted  surp lus  of educated manpower is u n l ik e ly  to lead to a fa l l  

in the dem and for p laces  in p o s t -p r im a ry  educa tiona l in s t i tu t io n s .  Average 

earn ings of Sw az i c i t iz e n s  w i th  a degree are about f iv e  t im e s  those of 

s k i l le d  workers w ith  on ly  p r im a ry  educa tion , about e igh t t im e s  the m ed ian  

u n s k i l le d  in dus tr ia l wage but between f i f te e n  and twenty  t im e s  the m in im u m  

in d u s tr ia l wage. This means as po in ted  out above that a c h i ld  w i th  a 

background in the t ra d it io n a l rural sector who is  lucky enough to g o  to 

secondary school and then on to u n iv e rs i ty  can expect to earn an incom e 

when he s ta r ts  to work of between th ir ty  and fo rty  t im e s  that o f h is  fa the r.  

This com pares  w ith  a d i f fe re n t ia l  between the incom es of workers in Wbstern 

Europe hav ing  the h ighes t and low est educa tiona l q u a l i f ic a t io n s  of no 

m ore  than three or four. If d i f fe re n t ia ls  of th is  order are m a in ta in e d  the rate 

of educated unem p loym en t w i l l  have to becom e very h igh indeed before 

the p u rsu it  o f secondary and p o s t-second a ry  schoo ling  w i l l  be perce ived  

as be ing e c o n o m ic a l ly  not w o r th w h i le .

On the q u a l i ty  of the e x is t in g  labour fo rce  and the need for add it ion a l
*

e d u c a t io n / t ra in in g  the s i tu a t io n  is se t out in Table 4. This com pares 

the ac tua l educa tiona l q u a l i f ic a t io n s  of s k i l le d  workers w i th  the 

q u a l i f ic a t io n s  s ta ted  by em p loye rs  as be ing necessary for each S k i l le d  

jo b .  On th is  c r i te r io n ,  for the fo rm a l sector as a w ho le , nearly  one in three 

Sw azi workers  were und e rqua l i f ied  for the ir  jo b .

The study a lso  com m en ted  on the no tab le  progress tha t has been m ade in
<

lo c a l is in g  the pub lic  se rv ice  but ind ica ted  that a subs tan t ia l gap e x is te d  

in th is  respec t between the p u b lic  and p r iva te  sec to rs .

A s  m en t ioned  ea r l ie r  the re su lts  of any m anpower fo recast requ ire  

in te rp re t ing  in t h e  l ig h t  o f the a ssu m p t io n s  b u i l t  in to  the fo re cas t ing  m o d e l.
' • • t ' • * *

A number o f q u a l i f ic a t io n s  have to be m ade concern ing  the re s u l ts  of 

th is  s tudy and three of these s tem  d i re c t ly  from  the way in w h ich  the
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param eters of the fo recas t have been s p e c i f ie d .  The f i r s t  po in t is that 

s ince  1976-77 the grow th of the Sw az i econom y has s lo w ed . P rov is ion a l 

e s t im a te s  put the grow th  of real output at no more than 2-3% per annum for 

the last coup le  of years and the f in a l f igu re  m ay turn out to be even le ss .

This would  im p ly  tha t the s tu d y 's  fo recas t of the demand for s k i l le d  labour 

and of the fo rm a l s e c to r 's  overa l l e m p lo y m e n t  c rea t ion  ca pa c ity  are 

o v e r -e s t im a te s .

The second po in t concerns the assu m p t io n  of cons tan t labour p ro d u c t iv i ty .

G iven the scope and exten t of S w a z i la n d 's  current in ves tm en t p rogram m e, 

the no tion  that the demand for labour w i l l  rem a in  p roport iona l to thev'; ■ *"f. ». v
growth of f in a l .output, except in the re la t iv e ly  short run, seem s p ro b le m a t ic .  

Forecasts to the dem and for s k i l le d  manpower tend to be m uch more 

s e n s i t iv e  to v a r ia t io n s  in the assum ed level of labour p ro d u c t iv i ty  than 

to va r ia t io ns  in the e s t im a te d  grow th ra te . Thus a s m a l l  r ise  in the 

p ro d u c t iv i ty  of a pa r t icu la r  s k i l l  cou ld  re s u l t  in a subs tan t ia l fa l l  in the 

demand for that k ind  of labour. In the absence of any s y s te m a t ic  a n a lys is  

of p ro d u c t iv i ty  trends in the econom y or of the l ik e ly  im p a c t on each sector 

of the p rogram m es ou t l ined  in the Th ird  D eve lopm en t P lan re lax ing  the 

cons tan t p ro d u c t iv i ty  assum p t io n  m ay appear to be a rb it ra ry .  However, 

the fa i lu re  of the s tudy to incorpora te  a s e n s i t i v i t y  a n a ly s is  to in d ica te  

the respons iveness  of the re s u lts  to changes in the m o d e l 's  bas ic  

assum otions  m us t be counted a m a jo r  d isadvan tag e . Aga in  i f  there is 

on ly some p o s i t iv e  change in fo rm a l sector labour p ro d u c t iv i ty  oetween 

1976 and 1989 then the s tu d y 's  fo recas ts  of the demand for s k i l le d  labour 

w i l l  be o v e re s t im a te s .

The th ird  po in t concerns the a ssu m p t io n  of cons tan t re la t iv e  fac to r p r ic e s .

It is c lear from  the data on the fu tu re  supp ly  of s k i l le d  and educated manpower 

that apart f rom  shortages of ce r ta in  s p e c i f ic  s k i l l s  and w ith  the poss ib le  

excep tion  of the very h ighes t le ve ls  of q u a l i f ic a t io n  the overa l l s i tu a t io n  is one 

of increas ing  excess s u p p ly .  The e f fe c t  of th is  in the long run m us t be



to reduce real wages re la t iv e  to the p r ice  of c a p i ta l .  For i f  real wages 

do not fa l l  in abso lu te  te rm s  then the ir  ra te of increase w i l l  be s low ed . 

A ga in , w h i le  i t  is c e r ta in ly  not easy to inco rpo ra te  such an e f fe c t  in to 

the fo recas ting  m ode l,  e s p e c ia l ly  when the m agn itudes  of the changes are 

so unce rta in ,  i ts  c o m p le te  o m is s io n  prevents the model f rom  being used to 

ana lyse  what appears as one of the m os t s ig n i f ic a n t  long run trends in the 

labour m a rke t.

As a f i r s t  a p p ro x im a t io n ,  a re la t iv e  fa l l  in real wages cou ld  produce two 

poss ib le  re s u l ts .  E ithe r em p loye rs  w i l l  s u b s t i tu te  re la t iv e ly  cheaper 

labour for re la t iv e ly  expens ive  cap ita l or, m uch more l i k e ly ,  they w i l l  

h ire  better q u a l i f ie d ,  more s k i l le d  labour as jobs becom e vacan t.  The 

f i r s t  p o s s ib i l i t y  is equ iva len t to a fa l l  in labour p ro d u c t iv i ty  w h i le  the 

second, on the assum pt io n  that better q u a l i f ie d  labour is more p roduc tive , 

is equ iva len t  to a r is e .  W ithou t further a n a ly s is ,  there fo re , i t  is not 

p o ss ib le  to say whether the o m is s io n  of p r ices  from  the fo recas ting  model 

has in troduced an upward or a downward b ias  to the fo recas t re s u l ts .

A fourth po in t of d i f f ic u l t y  w ith  the present s tudy concerns the way in 

wh ich  the concept of " s k i l le d "  labour has been de f ined . In the pub lic  

sector " s k i l le d "  em p lo ym e n t is de f ined  as a l l  persons occupy ing  

es tab l ishe d  posts p lus a l l indus tr ia l c la s s  workers in the a r t isan  grades.

In the p r iva te  and parasta ta l sectors  a l l  workers were de fined  as " s k i l le d "  

who had at least three years p o s t -p r im a ry  educa tion  or t ra in in g ,  or, 

who were perfo rm ing  a job w h ich  in the ir e m p lo y e r 's  v ie w  requ ired at least 

th is  am ount of p o s t -p r im a ry  education  or t ra in in g .  This approach to the 

prob lem  of de f in ing  " s k i l l "  was adopted in preference to an occupationa l 

d e f in i t io n  because of the w ide  v a r ia t io n s  in job  t i t le s  that e x is t  e s p e c ia l ly  

in the p r iva te  sec to r .  The consequence of d e f in in g  s k i l l s  in te rm s  of 

educa tiona l le ve l,  h o w e v e r , - is  not on ly  to b lur the d is t in c t io n  between 

s k i l le d  and educated manpower but a lso  to ra is e  a prob lem  of log ica l 

c o n s is te n c y .  On the one hand a s k i l l  is  an a t t r ib u te ,  a q u a l i t y , o f labour. 

On the o ther, educationa l level re f le c ts  a qu a n t i ty  of educa tion . To
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define  the f i r s t  in te rm s  of the second is to assum e a o n e - to -o n e  

correspondence between fo rm a l educa tiona l q u a l i f ic a t io n s  and job  s k i l l s  

wh ich  the study report i t s e l f  po in ts  out does not e x is t .  In fac t,  in the 

sec t ion  dea ling  w i th  the probable fu tu re  surp lus  of educated manpower, the 

report explores in som e de ta i l the ex ten t to w h ich  th is  assum ed correspondence 

is  l ik e ly  to  change and the m e ch a n ism s  w h ich  w i l l  cause it  to happen.

Another consequence of th is  approach has been to prevent the study 

y ie ld in g  in fo rm a tio n  on course con ten t and sy l la b u s  des ign  i . e .  on the 

q u a l i ty  of educationa l inpu ts ,  w h ich  cou ld  have been of the u tm o s t  va lue  

to educationa l p lanne rs . A ss o c ia te d  w ith  th is  is the o m is s io n  of any 

real a n a ly s is  of labour force q u a l i ty .  A com par ison  of current h ir ing  

standards for posts w ith  the ac tua l educa tiona l q u a l i f ic a t io n s  of workers 

is l ik e ly  to re f le c t  e m p lo y e r 's  percep tions of the current s ta te  of the 

labour m arke t rather than the ex ten t of the ir  s a t is fa c t io n  w ith  the 

perfo rm ance of the ir  work fo rce .

A l l  the in d ica t io n s  are that the ques tion  of human resources w i l l  be the m ost 

im portan t deve lopm en t issue con fron t ing  us during the 1980s. It has been 

apparent for som e t im e  that e x is t in g  m e ch a n ism s  w i l l  not be capab le  of 

dea ling  adequate ly  w i th  th is  p rob lem  and that res truc tu r ing  of our whole  

approach is necessary . The d ire c t io n  in w h ich  we are m ov ing  is  towards a 

s tra teg ic  p lan for human resources in S w a z i la n d .  This w i l l  c om b in e  the 

e lem en ts  of an overa l l e m p lo y m e n t  s tra tegy  as w e ll  as the conven tiona l 

fo recas ting  of manpower re q u ire m e n ts .  Our concern is no longer ju s t  the 

es ta b l is h m e n t  of appropria te  t ra in in g  p rogram m es for s k i l le d  labour and 

the equating of the output of these p rogram m es w i th  the number of s k i l le d  

vacan c ies , but rather the deve lopm en t of m easures to im prove  the 

u t i l is a t io n  of a l l  le ve ls  of manpower in a l l  sec tors  of the econ om y. It 

m ust be recogn ised that S w a z i la n d 's  human resources are a c tu a l ly  a resource 

and we are cu rre n t ly  w ork ing  towards a p o l ic y  for the o p t im u m  u t i l i s a t io n  

of the c o u n t r y 's  other resources . In te rm s  of the conceptua l fram ew ork  

s um m a rised  in Figure 1 we have restructured our " m is s io n "  to con fo rm
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to the new c ond it ion s  of the 1980s and to som e ex ten t a lso  we have 

rev ised  our e s t im a te s  of the fu tu re  s i tu a t io n .  But as regards a fu l l  

a ssessm en t of our current needs and the s t ra te g ic  a n a ly s is  necessary 

before f i rm  p o l ic y  gu id e l in e s  can be e s ta b l is h e d  there is  s t i l l  a great 

deal of work to be done.

Our f i r s t  p r io r i ty  is to bridge an " in fo rm a t io n  gap" that is w ider in th is  

area than in m any o thers . A manpower survey was undertaken by the 

D epartm en t in 1976 and 1977. As an in i t ia l  s tep we are cu rre n t ly  g iv in g  

con s id e ra t io n  to e s ta b l is h in g  a M anpower Research P rog ram m e w h ich  w i l l  

up -d a te  and extend th is  survey and conduct d e ta i led  sectora l s tud ies  

of the econom y on an ongoing b a s is .

In the pas t,  in fo rm a tio n  of th is  k ind  was c o l le c te d  on a o n e -o f f  b a s is ,  

w h ich  produced a ll sorts  of p rob lem s when we needed to look at the way 

e m p lo y m e n t  trends were m ov ing  over t im e .  The new program m e w i l l  be 

des igned as a permanent feature of our s ta t is t ic a l  c a p a b i l i ty  and w i l l  a im  

to prov ide  a continuous f lo w  of m anpower data to gove rnm en t.  Us ing  th is  

data we w i l l  be able not on ly  to m on ito r  e x is t in g  labour m arke t c o n d it io n s  

m uch m ore c lo s e ly  but to deve lop  appropria te  fo recas ting  m ethods 

for the en t ire  range of manpower s k i l l s  and to make th is  in fo rm a t io n  a v a i la b le  

to a l l other o rgan isa t ions  work ing  in th is  f ie ld .

Our second p r io r i ty  is the deve lopm en t of the education sec to r,  f i r s t l y ,  

to ensure tha t targets of the Third D e ve lopm en t Plan are met, and second ly ,  

to speed up the in troduc tion  of new c u r r ic u la  at both p r im ary  and' secondary 

le ve ls  w h ich  w i l l  be more re levan t to the l ik e ly  career needs of the m a jo r i ty  

of s tuden ts .  To fa c i l i ta te  th is  task we are in the process of se t t in g  up 

a m a jo r sectora l rev iew  to be undertaken by a team of severa l in te rna tiona l 

donors and w h ich  w i l l  prov ide the bas is  for a m ajor ca p i ta l in ve s tm e n t 

p rog ram m e in educa tion .
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A s h o r t - te rm  consu ltancy  was f ie ld e d  by the EDF to rev iew  the te rm s  of 

re ference for the m a jo r study and our target date for the work to com m ence  

is late January, ear ly  February 1981.

Our th ird  p r io r i ty  is em p lo ym e n t c rea t ion  in the rural sec to r .  Here of course 

the t im e  fram e invo lved  is m uch longer than for the two program m es I have 

ju s t  o u t l in e d .  The fee l ing  w i th in  governm ent is that the m os t p ro m is in g  

approach w i l l  centre  on the use of S w a z i la n d 's  water resources both to 

extend the present c u l t iv a te d  area and to increase y ie ld s  on e x is t in g  

c u l t iv a te d  land. A very im po rtan t study by the U . S .  A rm y  Corps of 

Engineers of the po ten tia l for i r r ig a t io n  throughout Sw aziland has ju s t  been 

com p le ted  and is at present under co n s id e ra t io n .  P re l im in a ry  e s t im a te s  

of poss ib le  em o lo ym e n t c rea t ion  are very encourag ing , w i th  an app rox im a te  

to ta l of 24 000 fa rm  jobs and 50 000 o f f - fa rm  jobs being env isaged .



Tab I e 1: P ro je c t io n s  of the A c t iv e  Res iden t A fr ican Labour Force in S w a z i la n d ,  1965 to 1990

1975 1980 1935 1990

A c t iv e  Labour Force: M a le s
Fem ales
Total

94 300 
66 800 

161 100

116 700 
78 900 

195 600

140 000 
93 000 

233 000

168 400 
110 400
278 800

Increase in Labour Force between each year 
shown
Average annual increase 
Average annual ra te  of growth

34 500 
6 900 

4,0% *

37 400 
7 480 

2,6%

45 800 
9 160 

3,6%

N ote : P ro je c t io n s  for 1980-1990 assum e:

a) that the number of temporary absentees observed in the 1976 Census w i l l  rem a in  cons tan t throughout the per iod ;

b) that the ir  age s truc ture  w i l l  rem a in  unchanged, i . e .  that a p p ro x im a te ly  17 000 m a les  and 5 000 fe m a le s  over
the age of 15 years w i l l  be absent throughout the per iod ;

c )  that the p a r t ic ip a t io n  of persons aged 15 years or more in the d o m e s t ic  labour force w i l l  be the sam e as
observed in 1966, i . e .  83% for m a le s ,  and 50% for fe m a le s .

Source : Report on the 1966 S w az iland  P o p u la t io n  Census, by H . M .  Jones, M babane, 1968
Tables 41A and 41B.



Tab I e 2: Formal E m p loym e n t by Indus tr ia l Grouping, 1972 and 1976, and P ro jec t ions  to 19828

1972 1976 1980 *

b
A g r ic u ltu re  and Forestry 24 331 28 520 35 000

M in in g  and Quarry ing 2 950 3 076 3 000

M anu fac tu r ing 6 512 8 216 10 600

E le c t r ic i t y  and Water 541 799 1 000

C ons truc t ion 3 629 3 075 5 400

Trade and H o te ls 3 842 5 093 6 800

Transport and C o m m u n ica t io n s 2 280 2 566 3 200

Finance and B u s ine ss  Services 580 1 147 1 500

S o c ia l and Personal S e rv ices 9 190 13 723 18 500

Total 53 856 66 215 85 000

General N o te : The data in th is  tab le  are not com parab le  w i th  the e m p lo ym e n t to ta ls  g iven by the m anpower survey.,
shown in subsequent chap te rs ,  ow ing to d i f fe rences  in the secto ra l d e f in i t io n s  used, and to the 
e x c lu s io n  of seasonal em p loyees  in a g r ic u ltu re  from  the manpower survey to ta ls .  See A ppend ix  B, 
S e c t io n  9.

N o tes : a) The data for 1972 re la te  to S e p tem be r;  those for 1976 re la te  to June.
b) E m p lo ym e n t in a g r icu ltu re  here in c lud es  about 9 000 workers who are em p loyed  for on ly  part o f the year
c )  These p ro je c t ions  are rough e s t im a te s .  See te x t ,  and A ppend ix  D.

S o u rc e s : E m p lo y m e n t  and Wages 1972 and 1976, Centra l S ta t is t ic a l  O ff ic e ,  M babane. 

Manpower Survey 1977



Table 3: Expected Supp ly  and Demand for S k i l le d  E m p lo y m e n t  in 1982/83 and 1989/90 by Level of Requ ired  E d uca t ion

a
M in im u m  Required E duca t ion

Standard 5* Form 1 Form 3 ’ Form 5 Degree

1976/77 * if

S w a z is  in P o s tC 3 113 901 6 735 2 826 362 ~c
N o n -S w a z is  in Post 239 147 771 1 292 755

1982/83

Expected Total Demand 5 300 1 600 11 400 6 300 1 700
S w az is  rem a in in g  from  1976/77 2 800 800 6 100 2 500 300
A d d it io n s  from  E d u c a t io n /T ra in in g ,  1977/1982 15 000 8 000 15 800 4 900 700

Surplus ( + ) /S h o r ta g e  ( - ) +12 500 + 7 200 + 10 500 + 1 100 - 700 1
to

1989/90 t

Expected Total D em and: a) H igh Growth 8 700 2 800 18 100 10 300 2 600
b) Low Growth 7 300 2 200 15 500 8 500 2 200

S w a z is  re m a in in g  from  1976/77 8 400 700 5 300 2 200 300
A d d it io ns  from  E d u c a t io n /T ra in in g ,  1978/1989 3 500 20 200 41 300 12 900 2 100

S urp lus  ( + ) /S h o r ta g e  ( - )  a) H igh Growth + 31 300 + 18 000 + 28 500 + 4 800 - 20
b) Low Growth +32 700 + 31 100 + 6 600 + 200

Notes: a . Each required education  event ing luded a l l  le ve ls  from  that one up to , but not in c lu d in g  the next level shown.
b . The f i r s t  co lum n  inc ludes on ly  those " s k i l le d "  jobs requ ir ing  a person w ith  S tandard 5 e du ca t ion ;  m os t of these 
were in the Government sec to r .  S e m i - s k i l l e d  jobs requ ir ing  a person w i th  Standard 5 were not in c luded  in the su rvey .
c .  The 1976/77 s k i l le d  workers are grouped accord ing to the leve l of education  requ ired for the ir present jo b .
d . M o r ta l i t y  ra tes are based upon l i fe  tab les  for the S w az i p op u la t ion ,  app lied  separa te ly  for each f iv e -y e a r  age 
group. An average re t ire m en t age of 60 is  assum ed (See Append ix  D . 4 ) .

e. C a lcu la ted  from  pro jec ted  outputs  trom  a l l  types of schoo ls  (Table 5 . 1 ) .  M o r ta l i t y  ra te s ,  based upon l i fe  
tab les  for the Swazi popu la t ion , have been app lied  sepa ra te ly  to each cohort of leavers for each year of the p ro je c t io n



period . Assumed p a r t ic ip a t io n  rates are: Junior Secondary 75%, Senior Secondary 85%, Degree 95%
(See Append ix  D .4 )

Source: Manpower Survey 1977, and Supp ly  and Demand P ro je c t io n  for a l l  Type of Educated M anpow er.



Table 4: A C om parison  of the Ac tua l Q u a l i f ic a t io n s  of People Inc luded  in the S u v e y  w ith  the Q u a l i f ic a t io n s  wh ich
are Now Inc luded for Their Jobs, by Sector and C i t iz e n s h ip .  January 1977

P r iv a te  Sector Educatiion Secto r Governm ent Sector A l l  Sectors

S waz i N o n -S w a z i A l l Swazi N o n -S w a z i A l l Swaz i N o n -S w a z i A l l _ . N on- . Swazi Swazi A l l

F b rson 's  actual education  is : % % % % % % % % % % % %

Lower than required education 32 22 29 38 11 33 28 18 28 32 20 30 ,

Equal to required education 48 42 46 54 41 52 39 37 39 46 41
to

45 CD

Higher than required education 20 36 25 8 48 15 33 45 33 22 39 25

100 100 100 100 100 100 100 100 100 100 100 100

Base figures 5529 2222 7751 3513 661 4174 4895 321 5216 13937 3204 17141

Source: M anpower Survey , 1977
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By D r. L. A .  P icard

The rapid growth of the U n if ied  Local G overnm ent S e rv ice  in Botswana 

has resu lted  in the deve lopm en t of a back log  of e x is t in g  em p loyees  at a l l  

leve ls  who have not had the re q u is i te  t ra in in g  c a l le d  for in the ULGS schem es 

of s e rv ic e .  There are at present 333 em p loyees  in the " A "  category (Sen io r 

p o s i t io n s  at LGA 1-3 and e q u iv a le n t)  who need t ra in in g .  A t the " B "  level 

(m id d le  and lower level p o s i t io n s ,  at LGA 4 -6  and e q u iv a le n t)  1117 e x is t in g  

em p loyees  need t ra in in g .  Am ong sen ior em p loyees  ( " A "  le v e l)  there were, 

in 1980, 168 vacan c ies ;  at the lower and m id d le  level ( " B "  le v e l ) ,  there 

were 258 vacan c ies .

A care fu l a n a ly s is  of the p rogram m es that local a u th o r i t ie s  are c o m m it te d  to in 

NDP V and the rem a inder of the decade in d ica tes  that the con tinued  growth 

in deve lopm en t a c t iv i t ie s  has ser ious  manpower im p l ic a t io n s  for the U n if ie d  

Local Government S e rv ic e .  The a ttached  tab le  (Table 1) s u m m a r is e s  the 

pos it ion  as it  w i l l  e x is t  in 1990. The to ta l e s ta b l is h m e n t ,  if  c a re fu l ly  

c o n tro l le d ,  is l ik e ly  to grow from  2 700 em p loyees  in 1981 to 4 932 at an 

average of 9% a year. It m u s t be s tressed  that the p ro je c t ions  made were 

based on very co n se rva t ive  grow th f ig u re s .  There are l ik e ly  to be 2 046 new 

posts c rea ted , 992 res ign a t ions  and d is m is s a ls  and 400 re t i re m e n ts .  These 

f igu res , w i th  the back log  of e x is t in g  em p loyees  to be tra ined and the 1982 

vacanc ies  in d ica te  that U n if ie d  Local Governm ent S e rv ice  w i l l  need 1 591 

people in sen ior a d m in is t ra t iv e  p o s i t io n s  ( " A "  p o s i t io n s )  by the end of the decade 

and there w i l l  be a need for 3 907 tra ined  o f f ic e rs  in the " B "  category  

(m id d le  and lower level p o s i t io n s ) .



Looking at the oreakdown of manpower and t ra in in g  needs, cadre by cadre, the 

to ta l number to be tra ined  for the sec re ta r ia t  is 711. The treasury departm ents  

w i l l  requ ire  867 tra ined peop le . In the techn ica l cadres , ULGS w i l l  require 

1 270 tra ined , on the soc ia l se rv ice s  s ide  (so c ia l  and c o m m u n ity  deve lopm en t,  

hea lth ,  e tc .  , ) 2 189 people w i l l  have to be tra ined  at the end of the decade. 

F in a l ly ,  look ing  at the other departm ents  (H ous ing , E d uca t ion , Land B o a rd ),  

297 w i l l  be needed.

In order to tra in  those in the U n if ie d  Local Government S e rv ic e ,  it  is suggested
f

that the e x is t in g  schem es of se rv ice  be fo l lo w e d ,  w ith  m o d if ic a t io n s  

for the senior " A "  pos ts .  It is assum ed that UGLS w i l l  not get s ig n i f ic a n t  

num bers of graduates in the next decade. The fo l lo w in g  tra in in g  schedule  

is  suggested: A t the " B "  level ( LGA 4 -6  and the e q u iv a le n t ) ,  each em p loyee

who progresses from  LGA 6 to LGA 4 shou ld  have a to ta l of f iv e  m onths of 

t ra in in g  in supe rv is ion  and m anagem ent and in the s k i l l s  w h ich  d i re c t ly  

re la te  to h is  job . A t the " A "  level ( the equ iva len t to LGA 3 - 1 ) ,  a twenty 

m onth t ra in in g  schedu le  is suggested . A fte r  the f iv e  m onths of " B "  

level t ra in in g ,  each cand ida te  for p rom otion  to the " A "  leve l w ou ld  enter 

a f i f te e n  week c e r t i f ic a te  course  in Local A d m in is t ra t io n ,  F inance or Personnel 

A d m in is t ra t io n .  This course wou ld  in troduce em ployees  to the p r in c ip le s  

of higher level m anagem ent and wou ld  func t ion  as a screen to de te rm ine  

whether or not the ^candidate has the c a p a c ity  to proceed to the d ip lo m a  

le v e l .  For those who s u c c e s s fu l ly  co m p le te  the c e r t i f i c a te  course , a n ine  

to tw e lve  month d ip lo m a  p rogram m e w ou ld  fo l lo w .

Three f igu res  are of s ig n i f ic a n c e  in try ing  to de te rm ine  the c o s t  o f t ra in in g  

ULGS em ployees  over the course of the next decade. The f i r s t  cos t 

re la tes  to the back log  of e x is t in g  e m p lo yees .  Using curren t 1981 cos ts  

and m oney, i t  is l i k e ly  to cos t in the meighbourhood o f P15 337 000 to 

tra in  e x is t in g  em p lo ye e s .  A s s u m in g  a growth rate of 9% a year over the 

next decade, the to ta l cos t o f t ra in in g  between 1982 and 1992 is  l i k e ly  to be 

in the neighbourhood of P55 000 000 in 1981 p r ice s .  Th is  cannot be done 

w ith o u t  c a p i ta l  in ves tm en t in e x is t in g  tra in in g  in s t i tu t io n s .  C a p ita l cos ts

-  98 -



w i l l  be a p p ro x im a te ly  P3 000 000 in to d a y 's  p r ic e s .

The Local G overnm ent S truc tu re  C o m m is s io n  has suggested that Tribal 

A d m in is t ra t io n  shou ld  be inc luded  in the U n if ie d  Local Government S e rv ic e .

If th is  is  done and i f  we assum e v i r tu a l ly  no grow th in the e s ta b l is h m e n t  of 

tr iba l a d m in is t ra t io n  over the course of the decade, the to ta l number to be tra ined 

w i l l  be an add it ion a l 1 281 peop le . The cos t in vo lved  w i l l  be an add it iona l 

P5 959 683. C ap ita l cos ts  for th is  add it iona l t ra in in g  are l ik e ly  to be 

c lo se  to P800 000 for the decade.
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1 9 7 8 /7 9  ’ 1 9 7 9 /8 0  1980/81  1 9 8 1 /8 2

E s t. Vacs, Vacs.% 5 S t .

% G ro w th  
in  E s t .
f ro m  7 8 /7 c V a cs . V a c s .% E s t .

% G ro w th  
i n  E s t .  
fro m  7 9 /8 0 V a cs . Vacs.%

c

E s t.

t  G ro \ 
in  Es1 
30/81

iministrafcion 

>er S c a le S . S . * 13 0% . 14 8% 7% 14 0% 14 0% i

, e r a l  Admi LGA1 - 3 39 14 36% 50 28% 12 24% 51 2% 3 6% 54 6% !

LGM - 6 143 17 12% 170 19% 22 13% 182 7% 16 9% 223 23%
ia n .  Remot LGA 1 - 3 19 4 21% 27 42% 8 30% 27 0% 17 63% 30 11% i
■ea D e v e l. LGA 4 - 6 - - * 0% 1 100% - 0% 13 1300% 6 46% 14 7% ‘

1

-asury 
n i or LGA 1 13 3 23% 14 8% 4 29% 14 0% 0% 14 0% \

. T re a s u r LGA1 - 3 37 9' 24% 39 5% 9 23% 39 0% 5 13% 42 8% j
LG*4 - 6 57 5 9% 62 9% 10 16% 71 13% 11 15% 82 15% ' 

0% ‘|venue LG/k1 - 3 18 - 0% 22 22% 5 23% 19 - 14% 4 21% 19
LGM - 6 235 20 9% 248 6% 18 7% 256 3% 20 8% 271 6% ,

ppl ies LG*1 - 3 19 2 11% 21 11% 6 29% 20 - 5% 5 25% 22 10%.
LQ^4 - 6 62 5 8% 76 23% 13 17% 90 18% 16 18% 92 2% ]

i t im e la LGfcl - 3 5 1 20% 7 40% 1 15% 6 - 15% 1 15% 6 0% j
LC*4 - 6 29 7 24% 27 - 7% 7 26% 36 33% 6 16% 37 3%

rhn ica l
4

PR 2 - 4 11 8 73%, 16 45% 8 50% 23 44% 15 65% 25 8%
i Id ing LT 1 - 3 38 10 26% 52 37% 16 31% c  G Z'1% 31 44% 77 10%
i Id ing LT 4 - 5 104 15 14% 127 22% 13 10% 150 18% 22 15% 180 20%
. te r /S ew age LT 1 - 3 5 3 60% 6 20% '4 67% 13 117% 4 31% 13 0%
. te r /S ew age LT 4 - 6 12 3 25% 11 8% 2 18% 23 109% 4 17% 24 4%
ie r* LT 1 -  3 10 3 30% 16 60% 6 38% 20 25% 9 45% 28 40%

LT 4 - 6 26 18 69% 23 - 11% 10 43% 25 9% 7 28% 33 32% ,i
nspoc t/
cnan ica l LT 1 -  3 24 3 13% 26 8% 3 12% 30 15% 6 20% 32 6% :

LT 4 -  6 107 4 4% 100 -  7% 4 4% 71 - 29% 3 4% 79 1 1 % !

p a rk s ,  m r k e t ,  f in 2 , ro a d s .
-



1 9 7 8 /7 9  , , 1 9 7 9 /8 0

I
E s t . Vacs Vacs.% E s t .

% Growth in 
E s t .  from Vacs.

"

i l th ,  S .8C .D ,
ther D ep ts .
• L a i  & \ 
l. D e v e lo ,

LG A /T  1-3 
LG A /T  4 -6

57
144

6
16

11%
11%

79
181

39%
26%

12
31

*lth
LT 1 -  3 
LT 4 -  6

19
20

4
7

21%
35%

2!
28 40%

8

5

ising LG A 1 -  3 9 4 ' 44% 13 44% 1

sing S is te r ; LN 2 -  5 127 41 32% 131 3% 39

d ie d  Nurse; IN  6 -  7 85 4 5% 129 52% 2

ii 1 y Welfare 
.cators LGA 4 - 6 375 19 5% 411 10% 21

cati on LGA 1 -  3 21 3 14% 20 - 5% -

J Board LGA 1 -  3 
LGA 4 - 6

17
62 8

0%
13%

' 20 
66

18%
6%

2
9

i Boa/d 
m ic a l LT 4 -  6 4 3 75% 3 - 25% -

ica l LS 75 5 7% 92 23% 9

-Tota l ' ‘ * 20<Vl 274 - 14% - 2350. 16% 32£>

Ministration

u a l  - 
C h ie f s .

T C 1
TC 2 -  3 
TC 4 -  5

5
43

190

>
l

i

3
35



. 1 9 3 0 /8 1  1 9 3 1 /8 2

Vacs.% E s t .
% Growth in 
E s t .  from
~7R /7Q

Vacs. Vacs.% E s t
80/81

15% id - 13* 20 30% 81 16%
17% 154 - 9% 20 12% 180, „ 17%

26% 2.4 -2 jJofO 13 42% 34 10%
18% 40 43% 18 45% 45 13%

8% 29 123% 8 28% 34 17%

30% 179 37% 28 16% 217 21%

2% 159 23% 26 16% 204 28%

5% 469 14% 41 9% 511 9%

0% 27 35% 5 19% 28 4%

10% 21 5% 7 33% 21 0%
14% 76 15% 9 12% 80 5%

0% 16 433% 7 44% 17 6%

10% 97 5% 12 12% 108 11%

14% 2638 12% 425 16% 2971 13%

0% 5 0% 0% 5 0%
7% 45 5% 4 9% 45 0%

19% 235 24%

e»

37 16%

€>

228 C - 3%)



1 9 7 8 /7 9 1 9 7 9 /8 0 1 9 8 0 /8 1981/82

E s t . . Vacs . Vacs.% E s t .
% Growth in 
E s t .  from  . Vacs . Vacs.% E s t .

% Growth in 
E s t .  from  
78/7 0 ------

Vacs, Vacs.% Est,
80 /8 1 -

^al .11 n i _ 
:inued

r im is t ra t io n

i n i s t r a -
Lon

l i c e

nifofaiia n

ral I Total

TGA 1 
TGA 2 - 5

I LP 1 
LP 2

LP 1 -  3

6
218

8
6

235

711

30^3

33

8
6

38

123

445

r'.A . ̂  
£■%

6%
15%

100%
100%

16%

17%

14%

6
304

7
12

487

1101

3729

0%
39%

- 13% 
100%

107%

55%

22%

70

6
8

235

360

785

0%
23%

86%
67%

48%

33%

21%

5 (-17%) 
300A -  1%),

6
12

484

1035

056

(-14%), 
0% I
0%i

( -  1 % ) l



_____________  * .Sumraary of MaQQ^werjand Tra in ing needs_1932-1992
^  /

Total 1990 
Es tab l ishm en t

'

Average 
annual % 
qrowth

New
Posts

R e s ig n a t io n s /
D is m is s a ls R e tirem en ts

E x is t in g  e m p l­
oyees to be
trni  narl

Vacanc ies  to 
be-* tra ined

Total No. to b 
tra ined 1992

i jn is t ra t io n /
etar iat . *

A 138 43 - 26 21 69 17 175
B , _  384__.. 147 181 16 147 45 536

otal 502 190 207 37 216 62 711

sury
A 164 23 26 34 68 30 16"
B 479 . 68 214 50 270 83 c ■

Dtal . 643 - 91 240 84 333 113 E~"

nica l
A 368 201 53 37 75 85 453
B 759 494 •« 93 53 106 86 63 7

Dtal 1127 695 146 90 181 173
.. .

il 6 C o m m ur J *
to pm en t/H e i l th
A 647 305 69 73 36
6 1545 605 216 81 532 125 + re

>tal 2192 910 305 156 605 213 * e .

Departm en s
E.mg, Educai ion
Board )
A 126 43 24 20 48 32 17:
R 127 30 37 6 36 17 125

-tal 253 73 61 26 145 49 297

jta t ia l 195 67 33 7 26 11 164

. * <»

o
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