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INTRODUCTION

PAD 354:Manpower Planning and Administratiéga second semester
elective course for students offering B.Sc. PuBldministration programme

at 300 level. It is an elective 2 unit course of Udits and each unit is

supposed to be covered in two hours. Man powemplgrand development is
also known as human resource planning. It is aangis$ cornerstone in the
efficient management of personnel in an organisatian power planning

entails getting the right number and type of pengbmo do the required tasks
for the fulfillment of the goals and objectives thie organisation. It is an

ongoing and continuous strategy.

WHAT YOU WILL LEARN IN THIS COURSE

The overall aim of this course on manpower planrdng development is to
explore and explain how man power is planned far developed. It explores
how the demand and supply for man power is mehénarganisation. Other
issues that are related to man power are alsodmnesi in this course. The
area related to man power planning include trginmotivation, discipline,

job evaluation, compensation, among others.

COURSE AIMS

The aims of this course are to expose you to maapplanning, procurement
and improvement of workers’ performance.

COURSE OBJECTIVES

At the end of this course, you should be able to:

discuss the need and importance of Manpower Plgnnin
highlight the objectives of Manpower Planning

Explain the steps in Manpower Planning

examine Corporate Planning and the Manpower Plgnicess

WORKING THROUGH THE COURSE

You are required to read the study units in eactut® in addition to relevant
textbooks, journal articles and other materialsheninternetthat will help you
to understand the issues and be well grounded. stady is simplified to aid
your understanding. There are self-assessment isggerand tutor-marked
assignments in each unit. You will, at the endhef $emester, be examined on
this course.
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COURSE MATERIALS

The National Open University of Nigeria providesuywith course materials
namely:

o Course Guide

o Study Units

o References for further Reading

° Activities and tutor-marked assignments
STUDY UNITS

The study units in this course are as follows:

MODULE 1: Manpower Planning Concept, Demand and
Supply Forecast

Unit 1: Manpower Planning and Corporate Planning

Unit 2: Manpower Demand and Supply Forecast

Unit 3: Manpower Planning and Development in Niger

Unit 4: Nigeria’s Manpower Planning Experience

Unit 5: Problem of Manpower Utilisation in Nigeria

Module 2: Procurement (Employment)

Unit 1: Recruitment and Selection Processes
Unit 2: Induction of Personnel

Unit 3 Job Evaluation.....................

Unit 4: Compensation Administration

Module 3: Improvement of Workers’ Performance

Unit 1 Employee Training and Development

Unit 2 Performance Appraisal

Unit 3: Motivation

Unit 4: Communication and Manpower Management
Unit 5: Discipline and Disciplinary Procedure

TEXTBOOKS AND REFERENCES

There are no compulsory textbooks for this coukdewever, as you go
through the course, you will observe that somebt@ks are recommended
often. This shows that they are crucial to a nunabemits.

ASSIGNMENT FILE

The major assignment required of you is a tutorkedmassignment which you
are expected to complete at the end of each uditrail to you tutor.
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ASSESSMENT

Your assessment on this course will be two-prongedt, you are required to
study each unit, attempt the tutor-marked assigtsn@nd send them to your
Centre for marking. Second, you shall sit for exaation on this course at the
end of the semester. The self-assessment exeraisesneant for you to
monitor your personal progress on the course.

TUTOR-MARKED ASSIGNMENTS

The tutor-marked assignments constitute your caotis assessment, and
accounts for 30% of the total score for this courgeu are required to

attempt, at least, four tutor-marked assignmeriigget of which must be

submitted to your Centre before you sit for the -eftdourse examination.

Your Facilitator will give you the tutor-marked @&gsment to attempt and

submit.

FINAL EXAMINATION AND GRADING

You are required to sit for examination at the esfdthis course. The
examination accounts for 70% of the total scoretlitg course. Your score in
the examination will be added to your score intthier-marked assignment to
make up your total score for the course. Your Gentill inform you of the
examination period.

COURSE MARKING SCHEME

ASSESSMENT MARKS

Tutor-marked assignments 1-4 Best three (3) madtsobthe four
(4) assignments, for a total of 30%
(10 marks each).

End of course examination 70% of overall courseksar
Total 100%

HOW TO GET THE MOST FROM THIS COURSE
To make the most from this course guide:

Design your study schedule

Stick to your schedule

Gather your study materials

Follow the study units sequentially

Go through the objectives of each study unit, aftadying the unit, to

convince yourself that you understood the unithdre are doubts, re-

study that unit and/or seek support.

o Make your personal notes as you study the uni&; whil help you to
revise for your examination more easily.

o Meticulously revise this study guide as part of ypreparation for the

end of course examination.

vi
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SUMMARY

This course PAD 354: Manpower Planning and Development provides
you an opportunity to know how man power is planred in an
organisation. It exposes you teanpower planning concepts, demand and
supply of manpower, recruitment processes and cosgten administration

in an organisation. A good understanding of thelstunits will equip you to
pass your examination comfortably. More importanitywill enable you to
perform well at work and evolve into an effectivadaefficient personnel
manager.

Vii
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MODULE 1 MANPOWER PLANNING CONCEPT,
DEMAND AND SUPPLY FORECAST

Unit 1: Manpower Planning and Corporate Planning

Unit 2: Manpower demand .and Supply forecast

Unit 3: Manpower planning and Development in Niger

Unit 4: Nigeria’s Manpower Planning Experience

Unit 5: Problem of Manpower Utilisation in Nigeria

UNIT 1: MANPOWER PLANNING AND CORPORATE
PLANNING

CONTENTS

1.0 Introduction
2.0 Objective
3.0 Main Content
3.1 The Concept of Manpower Planning
3.1.1 Definitions of Manpower Planning
3.1.2 The Nature of the Manpower Resource
3.1.3 Feasibility and importance of manpower plagni
3.2  Objectives of Manpower Planning
3.3  Steps in Manpower Planning
3.4  The Manpower Planning Process
3.5 Corporate Planning and Human Resource Planning
Process
4.0 Conclusion
5.0 Summary:
6.0  Tutor Marked Assignment
7.0 References/ Further Reading

1.0 INTRODUCTION

In this unit, you will learn about the concept campower planning, the
definition, the nature of the manpower resource, thasibility and
importance of manpower planning, the objectives andnpower
planning process.

20 OBJECTIVES

After the end of this unit, you should be able to:

discuss the importance of manpower planning

highlight the objectives of manpower planning

explain the steps in manpower planning

examine corporate planning and the manpower plgnpioacess.

1



PAD 354 MANPOWER PLANNING AND ADMINISTRATION

3.0 MAINCONTENT
3.1 TheConcept of Manpower Planning

Personnel management is productive exploitation mé&npower
resources. This is also termed as manpower manageMeanpower
management is choosing the proper type of peoplearas when
required. It also takes into account upgrading éxesting people.
Manpower planning is the starting point of manpowesnagement.
Every manager in an organization is a personnel, maaling with
people.

Planning is using the available assets for effectmplementation of
production plans in an organization. After plans prepared or made
people are grouped together to achieve organizdtia@bjectives.

Planning is concerned with coordinating, motivatang controlling of

the various activities within the organization.

Manpower planning in human resource managementental factor.
The penalties for incorrect staffing in any orgatian are costly.
Understaffing leads to losing the business econ®noik scale and
specialization, customers and profits. Over stgffis wasteful and
expensive if sustained, and it is costly to elinenhecause of certain
legislations in respect of redundancy payments,imim periods of
notice, etc.

Manpower planning is the process an organizati@s oS ensure that it
has the right amount and the right kinds of pedpldeliver a particular
level of output or services in the future. Orgatimas that do not
conduct or practice manpower or human resourcenpignmay not be
able to meet their future labour needs. They may abour shortage or
have surplus labour.

Human resource planning is concerned with plannihg future

manpower requirements in the organisation. Humaso&ee manager
ensures that the organisation has the right typpeople in the right
number at the right time and place, which are &@iand motivated to
do the right kind of work at the right time. Obvsaby, human resource
planning primarily makes appropriate projections fisture manpower
needs of the organization. Envisages plan for dgwed the manpower
to suit the changing needs of the organisation ftone to time, and
foresees how to monitor and evaluate the futuréopmance. It also
includes the replacement plans and managerial ssicceplans. Human
Resource planning is the process by which a managedetermines
how an organisation should move from its currenbpaaver position to
its desired manpower position. Through planningamagement strives



PAD 354 MODULE 1

to have the right number and the right kinds ofgheat the right places,
at the right time, to do things which result in lbdhe organisation and
the individual receiving the maximum long-range d&f@n

3.1.1 Definitions of Manpower Planning

Coleman defined Human Resource Planning (Manpovammg) as
the process of determining manpower requirementsta@ means for
meeting those requirements in order to carry oetitttegrated plan of
the organisation.According to Wikstromhuman resource planning or
manpower planning consists of a series of aaddisjtiviz., (a)
Forecasting future manpower requirements, either in terms of
mathematical projections of trends in the econosmgironment and
developments in industry, or in terms of judgmerdatimates based
upon the specific future plans of a compafhy); Making an inventory
of present manpower resources and assessing the extehich these
resources are employed optimallg) Anticipating manpower problems
by projecting present resources into the future @rdparing them with
the forecast of requirements to determine their gadey, both
guantitatively and qualitatively; andd) Planning the necessary
programmes of requirements, selection, training,vebtigpment,
utilisation, transfer, promotion, motivation andng@ensation to ensure
that future manpower requirements are properly tHeiman resource
planning is a double-edged weapon. If used propetrljeads to the
maximum utilisation of human resources, reducesessiee labour
turnover and high absenteeism; improves produgtianhd aids in
achieving the objectives of an organisation. Fuliised, it leads to
disruption in the flow of work, lower productioreds job satisfaction,
high cost of production and constant hiccups fog thanagement
personnel. Therefore, for the success of an emerpmanpower
planning is a very important function, which canfaglected only at its
own peril.

3.1.2 The Natur e of the Manpower Resour ce

The Human resource in any organization is the ngostplex of the
resources. It is the most valuable of the resouddeshan resource has
the ability to think, to be creative and improveeif. Human resource is
complex for the following reasons:

1. People are different from each other in differentiys+
physically, personality wise, educational attainthabilities and
so on. An organization needs specific people who able to
fulfill specific functions.

2. Human resource is difficult to move around. Theg aiways
needed in a specific place. Money is easier to naogand.
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3. When there is surplus of human resource, it becaangisin on
profits . Too many people are an unnecessary expHribere is a
surplus of money there is always a way that itlvamtilized.

4. People are unpredictable, they may refuse to amiable to meet
the requirements of their jobs, they may not corafee with
change and they may decide to leave the organizatio

3.1.3 Feasibility and Importance of Manpower Planning

The importance of manpower planning cannot be evaphasized. It is
indispensable for effective personnel function &mdthe business or
organization as a whole. The challenge of predicboth internal and
external factors in addition to the unpredictabdéure of humans may
make human resource planning seem almost impos$itd@ning for

human resource is better seen as preparationsitingencies that may
arise, rather than a fixed track to follow. It istter to plan than not to
plan at all. According to manzini, a plan imperfdugh it may be will

generally get us closer to the target than if we et planned. Planning
for human resources is a continuous event, whiclildhbe monitored,

refined and updated. Each planning cycle should fiet® the next.

Human Resource planning is the process by which amagement
determines how an organisation should move frorautsent manpower
position to its desired manpower position. Througlanning a

management strives to have the right number andigiig kinds of

people at the right places, at the right time, daldngs which result in
both the organisation and the individual receivihg maximum long-
range benefit. Human resource planning is a doebtted weapon. If
used properly, it leads to the maximum utilisatairhuman resources,
reduces excessive labour turnover and high abssmtpemproves

productivity and aids in achieving the objectivdsam organisation.
Faultily used, it leads to disruption in the flowf avork, lower

production, less job satisfaction, high cost ofduction and constant
headaches for the management personnel.

Therefore, for the success of an enterprise, huesource planning is a
very important function, which can be neglectedyaatl the peril of the

enterprise. Colemarmas defined Human Resource Planning as “the

process of determining manpower requirements amd nfeans for
meeting those requirements in order to carry oetitibegrated plan of
the organisation.”
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3.2  Objectives of Manpower Planning
The major objectives of Manpower Planning in anaoigation are to:

0] ensure optimum use of human resources currentlyoseg

(i)  avoid imbalances in the distribution and allocationh human
resources

(i)  assess or forecast future skill requirements ofattlganisation’s
overall objectives

(iv) provide control measure to ensure availability cfcessary
resources when required

(v) control the cost aspect of human resources

(vi) formulate transfer and promotion policies.

3.3 Stepsin Manpower Planning

Human resource planning refers to a process byhwbiganisations
ensure that they have the right number and kindseople at the right
place, at the right time; capable of performingedé#nt jobs efficiently.
Planning the use of human resources is an impoftaation in every
organisation. A rational estimate to various categoof personnel in
the organisation is an important aspect of humaowee planning.
Manpower planning involves the following steps:

1. Analysis of Organisational Plans and Objectives. Manpower
planning is a part of overall plan of organisatidtians concerning
technology, production, marketing, finance, expamsi and
diversification give an idea about the volume ofufe work activity.
Each plan can further be analysed into sub-pland dgtailed
programmes. It is also necessary to decide the hionzon for which
manpower plans are to be prepared. The future m@@mn structure
and job design should be made clear and chang#®imrganisation
structure should be examined so as to anticipate manpower
requirements.

2. Forecasting Demand for Human Resources. Human resource
planning starts with the estimation of the numbs &ype of personnel
required at different levels and in different depants. The main steps
involved in Manpower process are:

o to determine and to identify present and prospectieeds of
human resource

o to discover and recruit the required number of gess

o to select the right number and type from the ab&lpeople

o to hire and place in the positions for which they qualified
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o to provide information to the selected people alibatnature of
work assigned to them

o to promote or to transfer as per the needs angdhfermance of
employees

o to denote if the employees are disinterested or gexformance
is not up to the mark

o to terminate if they are not needed or their penmce is below

standard and shows no hopes of improvement. Ihesmost
crucial and critical area of human resource devala.

Thus Human resource development manager must paiah to place
right man to the right job through recruitment séten training and
placement of employees. This calls for the adoptibra systematic
procedure to complete recruitment and selection.

3. Forecasting Supply of Human Resources. One of the important
areas of human resources planning is to deal Jilteadion of persons
to different departments depending upon the wosktloand

requirements of the departments. While allocatingnpower to

different departments, care has to be taken toidensppointments
based on promotions and transfers. Allocation oh& resource should
be so planned that available manpower is put tb isé to ensure
smooth functioning of all departments.

4. Estimating Manpower Gaps: Net human resource requirements or
manpower gaps can be identified by comparing denamt supply
forecasts. Such comparison will reveal either dedicsurplus of human
resources in future. Deficits suggest the numberpeisons to be
recruited from outside whereas surplus implies meldmt to be
redeployed or terminated. Similarly, gaps may ocourterms of
knowledge, skills and aptitudes. Employees deficianqualifications
can be trained whereas employees with higher gkiflg be given more
enriched jobs.

5. Matching Demand and Supply: It is one of the objectives of human
resource planning to assess the demand for andlyswbphuman
resources and match both to know shortages antusagoon both sides
in kind and in number. This will enable the humasaurce department
to know overstaffing or understaffing. Once the pw@mer gaps are
identified, plans are prepared to bridge these .gBfEns to meet the
surplus manpower may be redeployment in other degsts and
retrenchment in consultation, with the trade unioRsople may be
persuaded to quit through voluntary retirement. iédefcan be met
through recruitment, selection, transfer, promatiand training plans.
Realistic plans for the procurement and developn@nimanpower
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should be made after considering the macro andonmecivironment
which affect the manpower objectives of the orgatns.

34 TheManpower Planning Process

Manpower planning entails a continuous criticallgsia of the current
manpower resources available in the organization

The Manpower Stock

To realistically plan for future manpower requirert it is important to
know the present manpower resources. The exammaftiohe current
human resource available, such as managerial, ited¢hnolerical etc. is
central. This is referred to as manpower inventdrile manpower
inventory is merely the stock- taking of employaasthe different

categories and in the different sections of an miggdion. The stock
taking will reveal the skills available or lackirend the number of
unskilled employees that should or should not beleyed. After the

stock taking, the manpower audit will follow. Thigll bring out the

actual number of employees on the establishmedtitas will form the

basis of operations. This is shown in the diagrahovs

Manpower inventory

5kill Inventory: \

Managerial, super Unskilled

visiory and technical /

Manpower Audit

Required Establishment

: Manpower Needs

Future Manpower Needs

After the current size of the establishment has lwktermined, the next
thing is to plan for the future. For any organiaatto continue to exist,
accurate forecasting of the manpower that will eeded is required.

7
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For future manpower forecasting to be succesdiel following factors
should be put into consideration:

o knowledge of present manpower resources

o information on the manpower environment

o information on business objectives

a. Present manpower Resources. For any organization to

effectively plan for its future manpower requirengnit must
have a proper inventory of present manpower regsurc

b. Manpower environment: The manpower environment is
affected by technological, social, economic andtipal factors.

I. Technological factors: The manpower requirements of an
organization in terms of the occupations and slalie
influenced by technological factors. For Example, a
manufacturing company, where a new and complex
machine is to be introduced, it is important toedetine
the time in which the machine will be installed,dan
possibly start to train the present employees whid w
operate the machinery or to recruit new employelesra/
the old employees do not have the necessary edoaéti
background to acquire that type of skill. Training
necessitated by technological changes takes same ti
therefore it has to be properly timed, otherwise th
company’s target date for stating production may e
met.

il. Social factor: these include population trends, education
and social mobility. Here in Nigeria, most youngpple
prefer to work in urban centres. Industries sitethe rural
areas are therefore likely to suffer from manpower
problems as most of the skilled men and the manage
staff necessary for the operations may not be
available. Educational factor is another major deteant.

In some parts of the country, it may be difficuit get
adequate local personnel to man some of their
industries. The deficiency is mainly in the skilleshd
managerial grades.

iii. Economic factors: growth in the economy will lead to the
establishment of more and more industries, thereby
requiring more skilled staff.

V. Political factors: Political considerations affect the filling
of vacancies in Nigeria. There is much talk of @hn
balancing, federal character and so on. Employrtiesge
days is based on tribalism and so on.
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C. Business objectives. the manpower requirements of any
organization have to be related to the objectivds that
organization.

3.5 Corporate Planning and Human Resour ce Planning Process

Human Resource Planning constitutes an integralgbarorporate plan
and serves the organisational purposes in more s one. For
example, it helps organisations to:

() capitalise on the strengths of their manpower

(i)  determine recruitment levels

(i) anticipate redundancies

(iv) determine optimum training levels

(v) serve as a basis for management development proggam
(vi) cost manpower for new projects

(vii) assist productivity bargaining

(viii) assess future requirements

(ix) study the cost of overheads and value of servicetions
(x) decide whether certain activities need to be suipacied.

The human resource plan is a part of the corp@iate Without it there
can be no human resource plan for human resoufdbsre are several
imponderables and unpredictable in the corporaam,pthere will be
difficulties in human resource planning. Whether mat the human
resource planning meets the requirements and tsna with reality
depends on clarity of goals and the validity of st@ted assumptions.
The other important point is the time frame in difg the future. In
human resource planning the future can be cladsiii® three periods:

(i)  the short-range or immediate future

(i)  the mid-range

(i)  the long-range future, none of which can be spdltio terms of
a set number of days, months or years.

The immediate future may refer to current situatod experiences and
may even concern issues such as overtime and espéads. If there

has been previous planning for human resource glghs can serve as
a guide in the immediate future. If not, a begignghould be made at
once. The mid-range future has a different timenspa various

companies. It can be as short as a few months dor@sas several
years. Most would agree upon 2-3 years’ period asicarange. The

long-range plan could be five years, while 10 toy&&rs span could be
used for a perspective plan. Long-range plans rbastmade on the
basis of various trends in the economy and indbeur market, and on
long-term trends of production in the company. Loagge plans are
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general rather than specific, flexible rather thayid. Nevertheless, a
plan can be extremely useful in identifying factarsl trends that need
to be reckoned with for early warning on possiblebtems. The long
range plan provides the opportunity and resiliefceneet exigencies
and make necessary adjustments. More complete plm$e had as
time slowly brings the long-range into short-range.

The first step in the Human Resource Planning m®ces the
establishment of a planning horizon. One shouldwktioe period for
which the plan will apply. Then, the specific corgie objectives and
strategies should be clear. Based on these, esSnoatprojections for
demand and supply of human resources can be maaedifference
between the estimates of demand for and supplynfam resource is
often referred to as thkuman resource gap, and one of the main
components of the human resource strategy is touiate plans for
closing such gaps - perhaps by recruitment andingi(if the demand
is positive, i.e. demand exceeds supply) or by m#anredundancy (if
the gap is negative).

40 CONCLUSION

Manpower planning is the process an organizats®s wo ensure that it
has the right amount and the right kinds of pedplachieve a particular
level of performance in the future. Manpower plagniis an
indispensable part of every organization. Orgaionat that do not
conduct or practice manpower or human resourcenpignmay not be
able to meet their future labour needs. They ma t@bour shortage or
have surplus labour.

50 SUMMARY

In this unit, you have considered the concept afposver planning, the

importance of manpower planning, the objectives manpower

planning, steps involved in the manpower plannipgpcess and

corporate planning.

SELF- ASSESSMENT EXERCISE

I What are the steps involved in manpower planning?

. For future manpower forecasting to be successfhatwactors
should be put into consideration?

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the concept of manpower planning in anrorgéion.

10
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UNIT 2 MANPOWER DEMAND AND SUPPLY FORECAST
CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Manpower Demand Forecast
3.1.1 Methods for Forecasting Manpower Demand
3.2  Manpower Utilisation
3.3  Manpower Supply Forecast
3.3.1Methods For Forecasting Internal Manpower Supp
3.4  Reconciliation
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

In this unit, you will learn about manpower demédntecast, various
methods of manpower demand forecast, manpower zattdn,
manpower supply forecast, internal manpower suppBthods, and
reconciliation.

20 OBJECTIVES

At the end of this unit, you should be able to:

o discuss manpower demand forecasting

o explain manpower utilisation

o examine manpower supply forecast and methods opavaer
supply forecast

o explain manpower reconciliation.

3.0 MAINCONTENT
3.1 Manpower Demand Forecast

The demand for manpower can be forecast using nEbon from
corporate plans or business plans. Such plans €xgine organization’s
activity in such terms as production figures, sdlgares, number of
patients treated, levels of service etc. In otherds, how many and
what type of employees will we need if we are toduce x amount over
the nexty years.

12
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Certain techniques are used to translate produtgones into numbers
and types of employees. These include managerigment, use of
statistical techniques and so on.

3.1.1 Methodsfor Forecasting Manpower Demand
These can be divided into two groups: objective sutgjective methods.
Objective methods | : (statistical methods)

These methods depend on the assumption that thee fattuation will
display some continuity with the past. Past evangsprojected into the
future to model what would happen if they continued

i) Models based on extrapolation of manpower treridssd models
are based on the change in manpower demand, butoto
consider the factors which influence this demandeTseries is
an example of this model. It is the extrapolatioh the
relationship between manpower demand and time. &heyest
used only for short or medium term forecasts, &ey have two
main disadvantages.

a.) Historical figures of manpower employed do not
necessarily indicate historical manpower demand.

b.) The models do not make allowances for internal or
external changes which may affect manpower demand

i) Models relating manpower demand to organizationad a
environmental circumstances. These models are tosealculate
manpower demand as a result of, organizationalvites.
Models take account of determining factors, sughpesduction,
sales, and level of service. A simple model migktate
manpower demand to production; it means if outputa be
doubled then manpower would also need to be doubled

Objective methods11: Work Study

This method is based on time study and a thorounglysis of the work
done to arrive at the man hours needed per umtigfut. Standards are
developed for the numbers and levels of employestsare needed to do
the tasks. The standards may be developed witl&motganization or
elsewhere. They are most useful when studying mtomiu work. It is
important that the standards are regularly chet&edake sure they are
still appropriate.
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The Subjective Method (M anagerial Judgment)

Sometimes it is called executive judgment, manageopinion or

inductive method. It can also include the judgmetether operational
and technical staff as well as all levels of mamsg&his is based on
managers’ estimate of manpower demand based orexstience and
on corporate plans. Managerial judgments can bkated from the
“bottom up” with lower level managers providingiesttes to go up the
hierarchy for discussion and redrafting. Alternalyv a top down

approach can be used with estimates made by theedtigevel of

management to go down the hierarchy for discussioth redrafting.

With this method; it is difficult to cope with chges that are very
different from past experiences. It is less pretisa statistical method.
Managerial judgment is a simple method that canapplied fairly

quickly and is not restricted by lack of data.

3.2 Manpower Utilization

If organizational goals are to be attained, traipedsonnel are to work
where they can best apply their acquired knowledge skills. But

where employees are not allowed to perform dutiesahich they are
trained, it result in huge financial loss to thegammization. Manpower
utilization is an important factor which can affettte demand for
manpower. The way that manpower is used affectatingber and type
of employees required.

The use of manpower can be changed through tlmvio means:

I. By the actual task performed as these may be dltaradded to.

ii. The time spent on each task: manpower utilizatioay nbe
changed as a result of conscious attempt to imppoeeuctivity;
this can be more products per man hour, or a ptooluservice
of better quality.

Manpower utilization could also be changed througinoduction of
new materials or equipments especially new teclyyosic.

Changes in manpower utilization involve consultatrath trade unions.
Management alone cannot decide on the most effisi@y to utilize
manpower and directly implement it.

3.3 Manpower Supply Forecast
After forecasting demand for human resources akithdanto account
how they will be utilized, it is then necessaryasxertain the supply of

manpower. Current manpower can be analyzed by aemsg the
number of people in each occupation, age etc.

14
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The analysis of current manpower is important ggavides a basis for
forecasting the future internal manpower supply.

Internal manpower supply forecast attempt to ptetliture internal
manpower on the basis of trends in the past. Heeeissues of concern
are trends of employees leaving the organizatiorchwis referred to as
labour turn-over and the trends of employee’ movasavithin the
organization. Past trends are predicted into the&duto determine what
will happen to the current manpower in the neaurtit

3.3.1 Methodsfor Forecasting Internal MP Supply

Forecasting internal manpower supply is concernital predicting how
the required supply of manpower will change oveneti majorly in

respect of how many will leave and how many will imdernally

promoted or transferred. These changes are forbgaahalyzing what
has happened in the past in terms of staff reterdgizd/or movement,
and projecting these into the future to see whiithappen if the same
trends continued.

In forecasting internal manpower supply, statistieahniques could be
used. This can be categorized into analysis off dedving the
organization, and analysis of internal movement.

a. Annual labour turnover (LTO) index: the most common
method of measuring L.T.O is to express leavera psrcentage
of the average number of employees. The L.T.O index
calculated as in the same period times hundred %

No of leavers in a specifiedipe X 100%
Average no employed in the s@e@od

It is most effective when used on a comparativasbasl.O can vary

between different sectors and industries. Therisingle best level of
L.T.O, so external comparisons are essential tg@avhether rates in
an organization are out of line with others in $laene industry or sector.
Even organizations with lower than average turnovates can

experience problems if people have left from caitipbs or from posts
that are difficult to fill. On the other hand, highrnover may not

necessarily be problematic. In circumstances wlh@rerganization is
seeking to reduce cost or reduce the numbers eegblayhigh turnover
rate might prove very useful. The major limitatiohthe LTO index is

that it does not provide data on the charactesistf leavers, their
reasons for leaving, their length of service or fhles they have left
from. So, while it may indicate that an organizatiwas a problem, it
gives no indication about what might be done toresislit. For example;
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Company A has 200 employees. During the year 40amees had left
from different jobs and have been replaced. Theower rate is 20%.
Company B also has an average of 200 employees. fBgeyear 40
people have left the same 20 jobs (i.e. each has beplaced twice).
The turnover rate is also 20%.

The disadvantage of not stating the location ofvées within an
organization can be addressed to some extent byzamp L.T.O at
departmental or business unit level or by job categ

Low labour turnover can cause difficulties as &lat people with new
ideas, fresh ways of looking at things and différeskills and

experiences can cause organizations to becomeastdleomplacent. It
also becomes difficult to create promotion and tgveent

opportunities for existing employees.

b. Stability index: This focuses on the percentage of employees
who have stayed throughout a particular period lijsuzne year.
It allows organizations to assess the extent tockwHabour
turnover permeates the work force. It is calculated

No of employees with 1 vyr's service at a given datel00%
No employed 1 yr ago

Labour turnover and stability indices are usedrmjqzt historical data
into the future. For example, if an organizationesoan annual turnover
rate of 9 percent it may build this into future jeciions of available

supply.

C. The census method can provide data on the length of service
of leavers. This is essentially a snapshot (a piece of in&irom
that quickly gives one an idea of what is at a paintime) of
leavers by length of service over a set periodgrofbne year.
Length of service is an influential factor in lalbbdurnover. The
census method can help to identify patterns ofdesav

d. Survival rate, i.e. the proportion of employees recruited in a
specific year that is still with the organizationacertain later
date. For example, a study of a cohort (homogengooigp of
people) of 30 graduate employees might show thatei®ained
with the organization after five years, giving aval rate of 40
percent.

i.e. No of survivals x 100
T. No of cohort = 12
x 100
30
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e The half-life of a cohort can also be measured i.e. the time
taken for the cohort to reduce to half its origis@ke.

The main disadvantage with the statistical or gtetnte method of
turnover analysis is that they provide no informaton the reasons why
people are leaving. For example, the census mettedshow that the
highest proportion of people leave in the first than but this does not
show whether this is done to poor recruitment duation practices, the
nature of the job, management style or other factor
Quantitative/statistical analyses can help to higtlproblems but do
not give those responsible for planning any cluehow the problems
might be tackled.

3.4 Reconciliation

The demand and supply forecast need to be comper@deconciled.
The comparison gives the feedback. In the recatigh process,

1. the supply forecast could be less than the denfiaretast in
which case the possibilities are to:

a. Alter the demand forecast by considering the eéftdc
changes in the utilization of manpower, such asitrg
and productivity deals

b. Alter the demand forecast by considering usingedgffit
types of manpower to meet the corporate objectisesh
as employing a smaller number of staff with highkils,
or employing staff with insufficient skills and tnéng
them immediately

C. Change the company objectives, as lack of manpamier
prevent them from being achieved. Realistic obyesti
may need to be based on the manpower that is firéza
be available.

2. The demand forecast could be less than the intesapply
forecast in some areas, in which case, the posigbiare to:

a. consider and calculate the costs of excessive staff

b. consider the methods and cost of losing staff

C. Consider changes in utilization: work out the fbdiy
and costs of retraining, redeployment and so on.

d. Consider the possibility of changing the company
objectives. Perhaps diversify its production i.moving
into new markets etc.

The process of feedback and reconciliation enthiéd management
make decision as to which alternatives are followpdand which are
eventually adopted as the basis on which to ma&erthnpower plans.
The manpower plans cover areas such as:
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I Manpower supply plans. plans concerning the timing and
approach to recruitment. For example, a decision Ineataken to
promote the image of a company in order to recsuificient
staff. Promotion, transfer and redeployment planié also be
considered.

. Manpower utilization plans: any changes in utilization that
affect manpower demand will need to be planned.&onanges
could be as a result of sudden change or a grathaige in
manpower demand over time. Whatever the case, those
employees involved will need to be consulted alibatchanges
and prepared for what will happen.

40 CONCLUSION

Data from corporate plans or business plans camsed to forecast
manpower demand. The plans express the organiz#otivity in such
terms as production figures, sales figures, nundbgpatients treated,
levels of service etc. It stipulates the number gpe of employees that
will be needed. Certain techniques are used toshas production
figures into numbers and types of employees. Thedade managerial
judgment, use of statistical techniques and solternal manpower
supply forecast attempt to predict future intemrmalnpower on the basis
of trends in the past. Here, the issues of conamgrirends of employees
leaving the organization which is referred to d®la turn over and the
trends of employee movements within the organimatio

50 SUMMARY

In this unit, you have learned about manpower deméorecast,
methods of manpower demand forecast, manpower zattdn,
manpower supply forecast, methods of internal mamgpcsupply and
reconciliation.

SELF-ASSESSMENT EXERCISE

I Discuss the methods of forecasting manpower demand.
ii. Discuss the internal manpower supply methods.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the subjective method or managerial judgnoémanpower
demand forecast.
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1.0 INTRODUCTION

In this wunit, you will be examining manpower plamgpi and
development in Nigeria, the objectives of manpovwpéanning and
manpower development in Nigeria.

20 OBJECTIVES

At the end of this unit, you should be able to:

. discuss manpower planning in Nigeria,
o enumerate the objectives of manpower planning and
o examine manpower development in Nigeria.

3.0 MAINCONTENT
3.1 Manpower Planning and Development

Manpower planning or employment planning can benses the

personnel process which attempts to provide adeduanan resources
to achieve future organizational objectives. Thmsludes forecasting
future needs for human resources of various typasiparing the needs
with the present work force; and determining thalidy and quantity of

human resources to be employed, developed, retainptased out. In
every country, the human resources embrace theewhapulation but

here, we are concerned with the number and tygeeople who are in

labour force.
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At organizational level, effective employment plamn requires

strategic decisions by operating managers to sithe demand for
personnel or to set the pace for the demand. Tiseyfarnish the data
for analysis of the supply side. The personnel mganacompares
demand and supply and in conjunction with operatmanagers makes
the employment planning and manpower decisions.gddaer planning

constitutes a part of the general organization mplan It should

therefore be seen in the context of the growtlnefdrganization.

3.1.1 Objectives of Manpower Planning

There are threenajor aims of manpower planning. The first among
them is to secure the optimum use of the humanuress currently
employed. Second, it is meant to provide for tharieimanpower needs
of the organization. And third, at the nationaovernmental level, it is
aimed at providing for effective equal employmepportunity.

3.1.2 Strategies for Manpower Planning

Manpower planning should be linked not only with antaeconomic
planning but also with educational planning both retional and
organizational level. In drawing up a viable manpopwlan, we need the
use of an accounting framework, the projection ahpower needs; the
projection of manpower availability; the basis chmpower utilization;
and the monitoring of labour mobility.

Accounting framework: An effective manpower planning requires at
the initial stage a comprehensive demographicalesuiof both the
guantity and quality of the labour available in tbeuntry. The total
labour force may include both the employed and ypleyed. We need
to know the quality and quantity of the two categerof the labour
force. This is to guide us through the manpowenmilag.

The projection of current and future manpower needs. The current
manpower position of the country or organizatioowtd be examined
before we can project the quantity and quality ehpower supply that
we need. Time is a vital factor in mawer planning. An
organisation involved in manpower planning may hapeesent
manpower requirement, short-time manpoweunireqment and long-
time manpower requirement.

Present Requirement: The assessment of present manpower

requirement in an organisation can be obtained framous heads of
departments in the organisation, public or private.
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Short-time Requirement: Here the nature and structure of incentives
should be noted and a comparison made. Short tira@pawer
requirement is considered here as a period of onkrée years. Here it
is also necessary to consider both the nature anattwe of the
incentives; the structure of these includes thargagrading system
while the nature of the incentives may include bwoitnetary and non-
monetary rewards of workers.

Long-time Requirement: The most difficult aspect of manpower
analysis is the projection of long-term (futurejuegements. Many
labour economists agree that the optimum period lforg-term
manpower requirement is between one and two decédesand 20
years). The minimum period should be in ten yeMtest especially
when we have to consider the time required to pie@vbuildings,
development skills and material, build schools,intreeachers and
provide material and other infrastructures. The bemof pupils and
students at all levels of learning is an imporfactor here.

There is no generally accepted effective methodolfmy estimating
future manpower requirements. However, the proltam be lightened
by reviewing past trends. Here we consider the ipatste growth of the
number of people in various occupations, corretate with the total
population, giving room for labour-turn over, andluntary quits or
retirements.

The projection of manpower Availabilities: It is difficult to know the
exact number of manpower that will be availableaatuture date.
However, planners should be able to come out witbugh estimate of
both the quality and quantity of manpower that wel available at some
specified date. In doing this they have to estinmthtetotal population
and compare it with labour force that will be agble. All categories of
labour should be considered so that specific atbat need special
attention can be identified for appropriate actiofise effects of death
and birth rates should be considered.

Analysisof Manpower Utilization

In most cases, the utilization of manpower is a seriptoblem. A
nation or organization mafynd itself misusing its available manpower.
Misuse of manpower may mean employing much labban trequired
or employing less than required and thereby creatitificeal surplus or
shortage of manpower supply. A good analysis ofpowmer utilization
should aim at equilibrium between supply and den@ndanpower.

Considerations for Labour Mobility: Labour mobility can create a
problem for a detailed manpower plan. The laboucdanoves in and
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out of organisations. Such movement is difficultpi@dict Manpower
planners should try to study the trend of the laboobility if they arc
to come out with an effective plan.

3.2 Manpower Development in Nigeria

Specifically, manpower development here is focusethe educational
system in the country, since it is through thisteysthat the various
skills can be met in the economy. By implicatiohe tproblem of
manpower development in this country is rooted he system of
education which has been evolving over the yeans becomes more
explicit if reference to the history of educationNigeria is made.

The Western education was introduced in this cgurly the
missionaries whose activities were basically linhite the coastal areas.
The Wesleyan Methodist Missionary Society establisithe first
modern school in this country at Badagry, in 1848yugh the efforts of
James Fergusson. Towards the end of the year, Th8meh Freeman
established another school in Abeokuta, and by 18#8 the Church
and educational activities, have spread to covgokaand Ibadan. By
1894, these activities had covered other coastedsalike Bonny,
Calabar and Owerri in the East, while the northeant of the country
was considered "unfit at present”. When Lord Ldgabecame
Governor-General for the colony and Protectaraié Nigeria in
January, 1914, he was committed to the issue afdoting the system
of Indirect Rule in the South and modern educaitiotne north with the
view to sustaining and establishing his amalgamatenture.

One of the first major steps in this respect waretoew the Education
Ordinance of 1887, which was the first Nigerian etion ordinance,
and replace it with that of 1916. The 1887 Educat@rdinance had
formed the basis of state control of education oe band, and the
relationship between the church and the state emther hand. Lugard
however, felt that the new Education Ordinance @f6lwould aim at
ensuring “a better standard of discipline, selftoarand integrity'.

One of the major features of the 1916 Educationir@rtte was the
establishment of education boards for the Lago€olony, the
Southern and Northern provinces respectively. tA@omajor feature
was the restriction of missionary activities on eation. One other
major feature of the 1916 Education Ordinance \Wwaddcalization of
teaching contents and methods, for exanvghde teaching was
conducted in English in the South. Vernacular wasduin the north.
The effect was that educational development wawesian the north
than in the south. Ieffect, the slow rate of westernization in the hort
kept on lagging behind the south in educationaktgyment.
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The problem of educational development in the Nordmd the
immediate effects of this education imbalance wasrsarised by the
then Colonial Governor Sir Hugh Clifford in the lfmhing observation:

“In the Northern Provinces, there has been untilemdy a certain
tendency to regard education of the local popufatisith some
uneasiness and suspicion, as a process likely éd exdisintegrating
and demoralizing effect upon the character of tivase are subjected to
it, and where this feeling has been overcome, thdurtendency is
observable to regard education too exclusively aman made of
administration... After two ' decades of occupatidhe Northern
Province have not yet produced a single native wghaufficiently
educated to enable him to fill the most minor caripost in the office
of any government department ... The African stiHffthese offices
throughout the Northern provinces are thereforemadrby -men from
the Gold Cost, Sierra Leone and from the Southemovifces of
Nigerian... Education in the North has been pratiicconfined to the
vernacular and to Arabic has been allowed to becdnee almost
exclusive prerequisite of the children of the loeding classes, and has
for its main object the equipment of these childvath just sufficient
knowledge of reading, writing and arithmetic to leleastandard of
discipline, self control and integrity".

The "local" education system provided for in thel@9Education
Ordinance made matters worse, as Governor Clitiordself admitted:

“In the North, Government experiment at making ucadion practical
had not intwenty vyears, succeeded pnoducing northerners
capable of filling minor government podtsirying to encourage
the local languages to the exclusion of Englistihie lower schools,
difficulties arose which made it impossible to exgpathe scope and
extent of teacher training".

With these observations, the educatiorgEp between the North
and south was to be inevitable. The local educatystem provided for
by the Ordinance did not take into account the rieecdhtegrate the
locality needs with those of the nation instead dhi&em could be said
to have attempted to alienate the localities inNbeth from Nigeria and
integrate them with Britain, since the History a@@ography of the
British Empire were included in the primary curleuOf course, to
have achieved integration of that nature could ®tpossible due to
language barrier. The system also made it almogiossible for
instructions in the English language which wasphetice in the south
and which helped to widen the educational gap batwibe two areas.
Moreover, the government control of school polisypovided for in
the 1916 education ordinance was not properly aedaately enforced,
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because, the unassisted schools in the South w&desery rapid
expansions after the First World War, which alsmtobuted to the
widening of the gap between the north and the sduthattempt to curb
this trend resulted in the Education Ordinancea#6l which ultimately
did little or nothing in this regard.

Ordinances, particularly the latter, education&bmas were effected to
enable the north share a common education systémtwicounterparts
in the East and West. This resulted in relativedpid expansion of
education in the region, within a few years as barillustrated in the
following table.

TABLE 1

Primary Educational Development in the Northern Parts of Nigeria
1949-1953

Year | Schools Pulpil
Native | Voluntary | Total Native | Voluntary | Total
Admin | Agency Admin | Agency
1949 | 532 851 1,383 35,510| 62,088 97,598
1950 | 605 654 1,456 40,705| 68,030 108,735
1951 | 646 889 1,535 41,891| 65,670 107,561
1952 | 703 990 1,693 47,858| 74,929 122,787
1953 | 744 1,033 1,777 51,303| 92,506 143,809

Source: Ogunsola (1977). Legislation and Education in Northern
Nigeria

These increases in educational institutions andgupthe North were
as a result of the innovations of the 1948 and 1@5®inances
respectively. One of the major innovations of th€sdinances was the
introduction of Junior Secondary Schools in 1952efgace the existing
middle schools system. The Native Authorities avempowered to
"involve a compulsory Attendance Order in Someidlift areas in order
to encourage rapid expansion of education in theiN®ne other major
innovation was the merger of Education Departmeitth the Ministry
of Education in the North. Of course, this was asslt of the 1956
Education Ordinance. The 1956 Education Ordieaiso introduced
a new seven-year primary school syllabi comprisoiga four-year
junior primary school and a three-year senior prinschool in January
1956. This replaced the former four-yearimary followed by
three-year middle school syllabi previously usedhia north and the
eight-year syllabus used by some of the voluntgsnaies in the south.
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Meanwhile, the problem of educational developmenthie North has
become more complicated. Apart from the North-Sadithotomy, a
new dichotomy, the North-far-North dichotomy emefdleus, making it
difficult for educational planners in théorthern provinces to
pursue the expansion of education with the greattsntion needed.
The then Minister of Education, Aliyu Makama Bidehlighted this
problem in the following remarks:

“In rny preface to last year's report, | discussethe disquieting
difference in educational demand between the Neanid the ‘far
Northern’ provinces within the Region. It is my gutnce more to invite
the public’'s attention to the danger of uneven t®gweaent which is
likely to be caused by this difference ... A Regionwhich some
citizens thirst for Western" knowledge and otheh®ve little or no
interest in it manifestly sets the Regional Govezntm extremely
difficult problems to solve.”

This problem still lives with us up till today. Thichotomies are still

there; and, with the creation of States, the igssteike the employment
issues becomes more and more dichotormised. In éaditate for

example, apart from the national North-South diohot felt by the

indigenes of the State, there is also the StatehN&wouth dichotomies
that tends to constitute obstacles for rapid edmeak expansion and
effective manpower utilization, The State has cauaewith a number

of measures aimed at correcting the educationaliamge. In the State's
post Secondary Schools, like the Kaduna State &diyic, Zaria, and
College of Education, Kafanchan, admissions areedasn quota

system. The quota system itself is based on papolathis tends to

favour the educationally disadvantaged areas oNibrehern part of the
State since the 1963 controversial census placed thr ahead of their
counterpart in the South. This is an attempt tdd®ithe gap between
the more educationally advanced south and the ézksgationally

advanced northern part of the State. In additionth® admissions'
system, these institutions of higher learning ramedial courses
exclusively for boys and girls from the educatidpadisadvantaged
areas up to the late 1980.

This privilege, however, was extended to the fem&lem the southern
parts of the State. These problems are not pectdidfaduna State.
Other States like Kogi, Kwara, Sokoto, to mentiastjthese, face
similar problems. Both the federal and state egoments with similar
experiences could emulate Kaduna State in thiseoesp the country is
to meet the constitutional requirement, which pdegi that,

"government shall direct its policy towards emsgr that there are
equal and adequate educational opportunitiel latvals."
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The right to education is a principle embodied e tUNESCO's
Convention against Discrimination in Education. ¥ndrticle 3 of the
Convention, States ' subscribe to a numbeir specific and
immediate obligations, designed to eliminate owvprg discrimination
within the meaning of the convention. This includasrogation or
amendment of laws and prohibition of differences tmreatment
preferences or restrictions in certain fields. Thuwsder Article 3 of the
Convention, States are required:

a) To abrogate any statutory provision, ban anyiatrative
instruments and to discontinue any administratnaefices which
involve discrimination in Education;

b) To ensure, by legislation where necessary, tthexe is no
discrimination in the admission to educadiloinstitutions;

C) Not to allow any differences of treatment blye tpublic
authorities between nationals, except on the bakimerit or
need, in the matter of school fees and the grastlodlarships or
other forms of assistance to pupils and necessargifs and
facilities for the pursuit of studies in foreignurtries;

d) Not to allow any differences of treatment inyaform of
assistance granted by the public  authorities dacational
institutions any restrictions or preference baselklg on the
ground that pupils belong to a particular group.

To meet these requirements is not an easy tasWifperian policy-
makers and educational administrators. Apart frm groblem posed
by the educational imbalances in the country asadly analysed earlier,
several other factors including economic, politicsdcio-cultural, and,
administrative deficiencies still constitute batibeks towards
educational development in the country.

Economically, the problem is quite immense. To pteviree, adequate
and equal educational opportunities at all levets, from primary to
university education, will require a colossal suinmoney which may
be taxing to both the government and the tax paye®iccessive
National Development Plans and the annual buddaistrate that
education usually carries considerable shares.

Of course, in the First National Development Pld®62 to 1968),
Education came third to communications which itselme second to
Development  Corporations with  $32, 436,785 allarati
Communications and education were allocated thesfr$22,484 215
and $18,948,627, respectively. The next area tcathn in area of
priority was agriculture, which was accorded themaf $3, 205, 100, in
the plan. Development.
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Corporations, communications and educational almeee allocated
almost 70% of the total amount of $98, 803,494lierplan period. This
indicates that education was given top priority roveany sector,
including agriculture. Within the education Secttre importance of
teacher training was stressed by giving it toprsio

Although Education was one of the three top pisitin the plan,
primary education was not given the mdesired attention. It
was only Lagos that got adequate attention in thgard due to a
number of factors. In the first place, the Univérgmee Primary
Education Policy was already in operation ingast by 1955 so
that educational expansion had to match withptygulation growth in
the area. Second, Lagos occupied a unique posititine federation to
the extent that the federal government was resplenr education at
all levels in Lagos. These phenomena tended torwidther than bridge
the already existing educational gap betweethnand south; a
problem which still remains with national leadersdaeducational
policy-makers and/or administrators up to todag, subsequent
development plans did not alter the trend.

TABLE 2:The Ministry of Education Capital Requirements in M
1962-1968

Project |1962/1963- |1964- |1965- |1966- [1967- |Total
Title - 1964 1965 |1966 |1967 |1968

1963
Admin.& [7000/200,000(48,215 (48,215 (48,215 |48.215|399,860
Inspectior
University, 262,300(262.30(262,30(|202,30|262.30|1,311,50(

0 0 0 0

Ad. 277.020(200.00 - 744,020
Training 0
College
Teacher |520,|1.500,001500,0(1 1 1,439.67,779,42(
Training(l|{7 00 [0 00 ,439.68.439.688
cl 0 0 0
Sec. 832, 1,500,04777,35|777,35|777,35|777,35|5,941,81(
Schools 38410 7 6 6 6
Primary |265, |260,294|260.29|260,29|260,29(260.29|1,566.47(
Schools |0 00 4 4 4 4
Polytechn|5000[122,216|122,21|122,21|122,21 (122,21 (616,080
Cc 6 6 6 6
S
Other 70,0 (247,293(247,29|247,29|247.29|247,29 (1,306,467
Tech. 00 3 3 3 3
Educ.

1 4.4 19. 13,357,33.157.33,157.3i 157/18,948,62
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,700.125 54 54 5 AS 7
085 4 4

Source: Ngu .S. M (1994). First National Development
Plan, 1962- 1968

In the Second National Development Plan, (for edamwhat is now
Oyo and Ondo States had a capital expenditure nca¢idn to the tune
of 24,500m. This amount is more than two times ¢ho$ the old
Bauchi, Benue, Borno, Gongola, Kwara, and PlatestesSput together
with a total capital expenditure on education ® tilne of 12.253m," at
a time the total educational investment stood sgammly to transport
and communication. The Third National DevelopmelainRdentified a
new dimension on the problem of educational develu in the
country. Apart from the geographical imbalancestractural imbalance
was uncovered in the country’s educational sysfEms Imbalance was
in the pattern of development among the variousltewf education in
the country. For instance, 90 per cent of studentslled in the formal
school system were in the primary school while dryper cent were in
the other two levels. In advanced countries, theesponding ratios
were 60 per cent and 40 per cent respectively.elimhthat the second
level of education could not provide adequate oppaties for the
primary schools products. It also meant that treoisé level could not
provide suitable and adequate input for the teri@ard higher education
levels. Finally, and ultimately, it meanthat the educational
system could not meet the challenges of the shestad manpower
particularly at the middle and higher level manpovegiuirements. This
was the prelude to the problems of manpower dewedop and
utilisation which influenced the planners of the ir@ih National
Development Plan.

In the Third National Development Plan Educationswgiven top
priority because of its importance as a very powleifistrument for
social, political and economic change in a proag#sdynamic nation-
building. Thus, a separate document was devoteelys@r National
Policy on Education whose major objectives incluttedifollowing:

i) To expand facilities for education aimed at @&aing individual
access to education throughout the country.

i) To reform the content of general educationn@ake it more
responsive to the socio-economic needs of the cpunt

ii)  To consolidate and develop the nation's systef higher
education in response to the economy's manpowelsnee

iv)  To streamline and strengthen the machinery éducational
development in the country.

29



PAD 354 MANPOWER PLANNING AND ADMINISTRATION

Although these objectives appeared in six differamas, they can be
conveniently managed in three major groups. That fimajor group is
number (1) above which implies the need "to expéemilities for
education aimed at equalizing individual accessdication throughout
the country. The second major group can be sedn)iabove which
implies the need "to reform the content of generhlcation to make it
more responsive to the socioeconomic needs ofdtetry”. Corollaries
to this are the objectives iii) and (iv) above. fitie third major group
can be seen in (iv) above which stressed the nieed Streamline  and
strengthen the machinery for educationaletipment in the
country". The emphasis is on an educational systechdevelopment
geared towards meeting manpower needs in the ggsietonomy. The
need to educate the citizen not only for manpoweequirement  but
also for socio-political necessities has biggored in educational
objectives of the Third National Development P[a®73 - 1980.

Of course, that was at a period during which Naye/as facing acute
shortage of manpower at all levels. With the curteend of graduate
unemployment however the country cannot afford ispehse with an
additional educational objective aimed at educatngleveloping the
mind of the individual not only for the manpoweredebut also for
socio-political necessities. This is so becauses@momic progress can
be marred by socio-political instability or contiettbns, which
characterizes Nigeria since independence and otfew states,
confronted by the problems of nation-building. Vealt Rodney (1972)
has highlighted these sociopolitical contradictioas obstacles to
development processes.

After detailed analysis of the theer of development and
under-development, Rodney went on to identify bo#ixternal and
internal  contradictions that hampered developmantfrica, the

former being the imperialist, exploitation policieghereby African

wealth and labour was expatriated to develop Eurdygeile the latter

being the Africans’ responsiveness to thegaoitation during

colonialism and their inability to stamp out colalism and

neocolonialism and all their ramifications. Tbe able to achieve
these, Rodney observed that, Africans neededatida¢ not the

system of education that meant importation of Eesawp cultures or
values but the type of education that could shaketh® dusts of

colonialism and neocolonialism. He also observed thalthough the
colonial educational system in the coloniesasically aimed at
producing minor skills for the lowest jobs in th@anial administration,
great strides were made by the nationalists viboght and won
independence for most of the AfricaBtates.
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Unfortunately, however, the observation went on,smof these so-
called independent African states have not leah® lessons of
colonialism and its evils, for a number of reasons.

In the first place if the colonialists had explditehe continent
economically, what have the leaders of the newestdbne to halt or
curb this trend; when political instability in tleesew states has been
attributed to high scales of corruption and misnganaent of state
resources which ultimately go to further developrdpe through the
massive transfer of the resources to the Swisotred European banks.
Second, if the drive for super profits dictatedevelopment of the
extractive industry, plantations and capitalistfar and the building of
parts, railways and roads, during colonialism, homuch of post
independence constructions has taken place in idiger

Third, if the colonial education was geared doi¢ the spread of
European cultures and values, there has not begereararkable change
in our educational system since independence. Tigidh language
which is a very powerful weapon for importing Epean culture and
values is the closest lingua franca and is madepatsary in schools at
all levels in Nigeria and other new state in thetoent.

Thus, it can be inferred that if Europe exploitew ainder-developed
Africa, Africans have beemlisregarding and dehumanising Africans.
This suggests that the legacy of colonial educattdinlives with us.

Our educational system should be made so as tonelienthis legacy
completely from our society, before we can talkpofitical stability-
which is an ingredient of economic development. $y&tem should be
made so as to mould the minds of the citizens tdsvaatriotism and
development and for "greatness" conscious. The addcNigerian
should be one who loves his country best, and afrisecond to it, to be
followed by other Third World Countries.

Unfortunately, however this crucial aspect of edwcahas often been
ignored in our national policies on education, rieds to have a flash-
back on the successive national development plandue emphasis is
usually accorded to meeting the manpower needeeotountry at the
expense of manpower utilisation. For effective noamgx utilisation, the
development of the mental mind is of paramount irtgwe in our
quest for patriotism and economic development, vibiat use to the
country is to produce a renowned economist or naédioctor or

engineer who later becomes a politician and transigr meager
resources to further develop Europe? Unless Nigsri@ducate
themselves towards the urgent need to halt the rudwleslopment
purportedly started by Europe there would be ndifjaation for the
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claim of its under-development by Europe, or Bntan be specific.
Thus, emphasis should be placed on this aspedunfa¢ion as well as
specific skills like medicine engineering and teehnical discipline to
be reflected in the national policy on education.

By the end of the Rural National Development Planiciv was the
beginning of the Fourth National Development P[a®81 to 1985 the
above point seemed to have been taken note oft Apan recognizing
the need to up-grade the standard of living of rtiesses through the
expansion of productive employment and the promisid the basic
needs of the people, the fourth National DevelogmBtan also
considered the importance of curbing the acutepoaer shortage in
respect of most of the high and intermediate lefelscientific and
technical manpower e.g. architects, engseemredical doctors,
technicians (40 per cent to 55 per cent vacaneiey,rthan for most of
the administrative and other non-technical manpod®rper cent to 30
per cent vacancy rate). Thus, the estimated manpoegeirement for
the plan illustrates how Nigeria still suffers froatute shortage of
manpower in the fields of medicine para-medicalllskistatistics,
engineering, and technological knowhow. In the mégalan periods,
therefore, emphasis has been on the need to asrprbblem. This can
be seen in the number of technical institutionscluding universities
of technology that sprang up during the ye@nst of the 10 federal
universities, 7 were universities of technologyabished during the
fourth National Development Plan, 1981-1985, alttorsome have
been made university campuses affiliated to othariversities. Most
of the state universities emphasis science afthtdogy. In addition
to these measures, top priority has alwaysen accorded to
medicine, engineering, science and neldgy in scholarship
award and other bursary schemes.

40 CONCLUSION

In this unit you examined the manpower developmprdcess in
Nigeria. You examined how the educational systers developed. The
unit revealed that the southern part of Nigeriamisre educationally
advanced than the Northern part.

50 SUMMARY
In this unit you looked at manpower planning and/edgpment in

Nigeria the objectives of manpower planning andstinategies. The unit
also examined manpower development in Nigeria.
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SELF-ASSESSMENT EXERCISE

Highlight the strategies for manpower planning.

6.0 TUTOR MARKED ASSIGNMENT

Discuss the development of Western educationa¢syst Nigeria.
7.0 REFERENCESFURTHER READING

Ngu,S. M. (199.Personnel Management in Nigeria: Principles and
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Ojo, F.; Aderinto, A. & Fashoyin, T. (1986Manpower Development
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1.0 INTRODUCTION

In this unit, you will learn about problems manmoveeeks to address,
the need for manpower planning in Nigeria, and thachinery of
manpower planning in Nigeria.

20 OBJECTIVES

At the end of this unit, you should be able to:

o discuss the problems manpower seek to address
o explain the need for manpower planning in Nigeria
o examine the machinery of manpower planning in N&ger

3.0 MAINCONTENT
3.1 Problems Manpower Planning Seeksto address

Manpower is developed through human capital foromatiit means
much more than population or labour force. In tle®er®mic sense,
manpower is the managerial, scientific, engineerieghnical, crafts
men and other skills which are employed in creatidgsigning,
developing organizations, managing and operatingdystive and
service enterprises and economic institutions. Mamgy planning is the
process of determining the policies and programthas will develop,
utilize and distribute manpower with a view to ashing a country’s
broader aims of socio-economic and political depeient.

34



PAD 354 MODULE 1

The problems with which manpower planning is conedrinclude:

i) Identifying the requirements for manpower farious sectors of
the economy;

i) Planning of formal education, on the job tiam in service
programmes and adult education so as to ¢eorequired
skills.

iii)  Analysis of the structure of incentives anket utilization of
manpower, including unemployment and under employraed
appropriate measures for alleviating them.

iv) Developing the necessary organizations anditin®ns to be
responsible for the execution of manpower prograsmame

V) Developing management and labour techniques,rking
conditions and industrial relations in order ts@e maximum
productivity.

3.2 TheNeed for Manpower Planning in Nigeria

Factors that resulted in the need for systematiopmaer planning in
Nigeria include the following:

First was the school leaver unemployment problemchvibecame
serious in the early 60’s as large numbers of youthifted from the

rural areas to the urban areas in search of wagdogment. Second,
there arose the need to provide skilled manpowerttfe expanding
economy and to gear the educational system to suséi need. Before
the attainment of independence in 1960, it was tidpat the skilled
personnel required for development programmes woaide from the
United Kingdom. However it proved very difficult tecruit adequate
numbers of technicians, Scientist, Engineers ahdratkilled personnel,
who were essential for the implementation of sucbgmmmes As
Nigeria moved towards independence, there wastaraig of turnover
among expatriate staff particularly those in theblju services. In

addition, the Nigerianization of key posts, botlthe public and private
sectors of the economy, became a matter of grdaicpbimportance

and national prestige.

The importance of manpower to economic developmest highlighted
on several occasions. The World Bank Economic Mirssiwhich

visited Nigeria in 1953 and prepared a report andbuntry’s economy
noted:

In the past, economic growth has been largely tefthe efforts of
expatriate entrepreneurs, administrators and teemns; the time has
come to increase as speedily as possible the nuwibadequately
trained Nigerians able to contribute effectivelythiat growth.
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The then western Nigerian government in its appla$its only major

pre-Independence planning exercise observed thakingd the

implementation of the 1955-1960 Development pl&e, trgent need
for certain categories of manpower became mani@sttain ministries
were not able to achieve their targets mainly bseatne executive
capacity was Iinadequate. Consequently, with the semng

unemployment situation and the shortage of higlellenanpower, that
is the simultaneous occurrence of surplus of ulegkillabour and
shortage of skilled labour, manpower planning irgddia became a
must.

3.3 TheMachinery of Manpower Planning

In recognition of the adverse effect of the shatagf high-level

manpower and the growing need to develop them, féderal

government, in April 1959 appointed a commissiondarm the

chairmanship of Sir Eric Ashby to conduct an inigegion into

Nigeria’s needs in the area of post-school cediécand higher
education for the subsequent 20 years. The Conuonissivited a

leading authority, Fredrick H. Harbison, to preparspecial report on
high-level manpower for Nigeria’s Future’ In his oet, which was
accepted by the commission, Harbison outlined thentty’s manpower
requirements for 1960-70 and recommended the meaghirfor

continuous manpower planning .The commission madestrang

recommendation that Nigeria should establish ateoappropriate
organizational arrangements for the purpose ofsagsg manpower
needs and for formulating programmes for effectim@npower

development throughout the Federation on a comtgqbasis. The
commission described this as its central recomntengsstressing that
manpower development must be articulated with nognes of capital
formation; and that manpower planning should, ttoges be regarded as
an integral and indispensable part of general mhgnfior economic
development.

With the submission of the Ashby Report in 1960 pmawver planning

came to be viewed more seriously. As one of theammgtional

arrangements recommended by the Ashby Commissien National

Universities Commission (NUC) was established by tRederal

Government. The NUC is to initiate and considecamsultation with

universities, plans for such balanced developmsmhay be required to
enable universities to meet national needs. And &sexamine the
financial needs of the universities, receive blgcknts annually from
the federal government and allocate such grarttgetaniversities on the
basis of need. In 1974, the NUC was reconstitutedi changed to a
statutory body with executive powers.
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The three important aspects of the machinery fonpower planning,
which grew out of the recommendation of the Ashbynmission, are
the National Manpower Board and its secretariat #mel Regional
(State) Manpower Committees.

(@ National Manpower Board: The Ashby commission
recommended the establishment of a Manpower Denwdap
Board which should be inter-regional in compositiamd
function. This recommendation was considered byNha&onal
Economic Council (NEC) in December, 1960, and sgbsetly
led to the establishment of the National Manpoweard in
1962. The terms of reference include “the deteation of the
nation’s manpower needs in all occupations, fortmdga for the
consideration of the NEC and the government ofRederation,
programmes for manpower development through uniyers
expansion, training, scholarships, fellowship amiteo facilities
and coordinating the policies and activities of thederal and
Regional Ministries primarily concerned with manmgw
problems. The board was also charged with the resspitity for
employment policies including measures to deal with
unemployment and the optimum utilization of the io@s
manpower resources. Summarily, the board was twoheerned
with finding solutions to the problems of manpovatortages
and manpower surpluses as indicated by unemployraadt
underemployment.

The National Manpower Board consisted of 19 membarsh were the
Economic Adviser to the Federal Government, andessmtatives of the
Federal and Regional Ministries of Education, labamnd Economic
planning. Also represented were national instingi@and organizations
such as the Universities, the Nigerian Employersonsliltative

Association and labour unions. The Permanent Segretf the Federal
Ministry of Economic Development was the chairmahe board had
only limited impact on national manpower planniMpst of such impact
was through its representation in other governrhedtes concerned with
manpower development and utilization. In 1976, theard was

reconstituted with 35 members.

(b) State Manpower Committees. Since each regional government
had responsibility for general economic planninghwi its area of
jurisdiction, it was thought necessary that regiohadies to
complement the National Manpower Board should habéished.
The NEC decided that regional manpower committees b
established. Four manpower committees (three ragiand one
federal) were subsequently set up with the follgvierms of
reference:

37



PAD 354 MANPOWER PLANNING AND ADMINISTRATION

(1) To assess the manpower requirement of theowararms of the
public sector within the region and the manpoweplications of
the development programmes and to supply suchnr#ton to
the secretary of the National Manpower Board.

(i)  To examine from the regional government'snt® of view, the
implications of the result of the work of and tleeemmendations
of the National Manpower Board.

(i) In the light of the above, to advise the i@wal government on the
implementation of decisions and recommendatiorth®National
Manpower Board.

(iv) To advise the National Manpower Board on m&ttreferred to the
committee by the board.

Each regional government was allowed to decidethercomposition of
its committee which was to be located in the regioministry of
economic planning. The regional manpower committee&se never
effective. They became moribund during the civirwa

(©) National Manpower Secretariat: A Manpower Secretariat to
service the National Manpower Board was set uphel Eederal
Ministry of Economic Development which had the @sgbility
of overall development planning in the country. Téecretariat
was expected to present business to the NationapMaer Board,
handle manpower statistics , promote the developmen
employed manpower, create employment opportuniteq@and
training facilities maintain a national register digh-level
manpower , and secure the optimum utilization ofnpoaver
resources. The secretary to the National Manpoward@was also
the administrative head of the manpower secretariat

A major problem encountered by the secretariat tveryears is that of
staff. For example, the secretariat relied largatythe federal office of
statistics for the supply of its statistical stdfat could be withdrawn or
transferred at any time.

An Appraisal of the Planning Machinery

The Udoji commission outlined a catalogue of weakes in manpower
planning and development machinery. They include:

a. Incapability to evaluate manpower contents of dgwelent
projects submitted to the central planning office.

b. Incapacity to undertake demographic studies showimpgloyment
status by states, education distribution by ageasd the like.

C. Lack of current and comprehensive information oe $ttock of

skills available in Nigeria.
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4.0

Lack of research on manpower utilization.

Low percentage of response from establishmentscteelefor
manpower surveys.

Lack of guidance to education planners in natiooal state
institutions and universities because of inadequdéta for
estimating future manpower demand and supply situsit

Lack of guidance to secondary school students diests for
study in post-secondary education institution basedaccurate
supply and demand positions.

Inability to recommend training priorities in skilurgently needed
for National Development.

Little evidence of co-ordination in matters relgtito employment,
education and manpower planning; and

Inability to attract and retain competent profesaiomanpower
staff.

CONCLUSION

Manpower planning is the process of determining plodicies and
programmes that will develop, utilize and distrduhanpower with a
view to achieving a country’s broader aims of semtonomic and
political development. Unemployment problem in Nigewas one of
the reasons that gave rise to manpower plannitigeicountry. Also the
need for skilled labour made it necessary for mamgplanning. The
manpower planning boards were established as alt re$uthe

recommendations of the commission that was setoupxamine the
manpower needs of the country.

5.0

SUMMARY

In this unit you have examined problems manpowaniuhg seeks to
address, the need for manpower planning in Nigen the machinery
of manpower planning in Nigeria. You also looked tae Udoji
Commission appraisal of the manpower planning nmelgiin Nigeria.

SELF-ASSESSMENT EXERCISE

List five problems manpower planning seek to adglres

List the three important aspects of the machinerynianpower
planning, which grew out of the recommendation hed Ashby
commission.
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6.0 TUTOR-MARKED ASSIGNMENT
What necessitated systematic manpower planninggarta?
7.0 REFERENCES/IFURTHER READING
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1.0 INTRODUCTION

In this unit, you will be examining the problemmanpower utilization
in Nigeria. You will also consider the factors thadntribute to the
problems of manpower utilization in Nigeria.

20 OBJECTIVES
At the end of this unit, you should be able to:

o discuss problems of manpower utilization in Nigeria
o enumerate factors that contribute to the problemsanpower
utilization in Nigeria.

3.0 MAINCONTENT
3.1 Problem of Manpower Utilisation in Nigeria

Not only do all countries concern themselves witle problems of
manpower development and availability but also withose of
manpower utilisation. The problem of manpower sdiion can
constitute a clog in the wheel of manpower develepimand
availability. In effect, ineffective manpower us#ition can lead to
manpower surpluses or shortages in the variousrseat the economy.
In Nigeria, for example, the problem is not jusattrof manpower
development or availability but largely that of npawer utilisation as
the analysis here indicates.

There are a number of factors responsible for tbblpms of manpower
utilisation in Nigeria. They can be grouped undesr®mic, social and
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political sub-systems. The economic system doegprmtide incentives
for effective manpower utilisation in theountry. The Nigerian
economy operates  within the framework of camtali which in an

underdeveloped economy cannot provide the theen and

motivation necessary  for effective manpowedisation. The

discussion on the reactions by various workers @asons to the

various salaries review commissions shows how poatbrkers are

compensated in this country. Apart from the podargss and conditions
of services, other welfare services such as goausipe schemes,
redundancy and social security allowance are nsit available. A

medical doctor, engineer, architect mathematiciglhysicist or any

specialist in one of our rare skills, may obseimeexample that he
will be placed at an economically disadvantagesition by the

existing economic system, especially if he considiee system whereby
unskilled, primary or secondary dropouts cdme millionaires

overnight through contracts and/or partisan pdlitit is not surprising,
therefore, that many professionals find their way® politics and

administration and thereby distorting nationahanpower planning,
statistics  in general, and manpower development @tilisation in

particular. Thus, the claims by Professor Ransomg-tkat there were
100,000 people to a dentist in Nigeria by the 1988y be misleading if
some of the qualified dentists have joined poliiosl administration.

3.1.1 The Effects of Social Sub-System

The social sub-system is closely tied the economic sub-
system. Many families and their youths see educats family
investments. First, and foremost, the educatedhyauants to secure a
job after his possibly long training. Second, tbe gecured must be
lucrative with good prospects for training and atbement so as to
enable him meet the aspirations of both his faraiyl those of the
extended families as may be dictated by the cultueatage. Until in
recent years, many cultures in Nigeria have consdleearned
employment by women as a taboo. The Cultural Reéwwiuin this
respect should be sustained and completed sodha ef the available
manpower may not be dumped into pits only to de@athout
utilisation. Furthermore, the tendency for some leygr by
commission or omission to exclude females eitheymfrcertain
professions or jobs ought to be discouraged ifcinentry is to attain a
high level of effective manpower utilisation.

There are also some social factors which infludma# policy-makers
and policy implementers in both manpower develograed manpower
utilization. These include the educational systeng rapid growing
population and mounting unemployment. Thanks toittr®duction of
the educational policy 6-3-3-4 system and now #34the educational
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system in Nigeria because over the years the ednehsystem has not
been geared towards solving manpower problems gindeducational
planners for example, have not been taking intsiclemation the quality
of the educational products for mature effectivenpmaver utilization.

Ineffective educational planning itself is highhfluenced by the rapidly
growing population. Without adequate or accurastistics on the birth
or death rates, one can understand the problerm$vaw in educational
planning and administration. The result of thigjspthat of inadequate
financial resources, is characterized by inadequatkicational

instructions-cum personnel and emoluments for gffeqroduction of

the desired quality of personnel for the futureeetive manpower
utilization.

The poor educational system and the rapidly grovpiopgulation jointly

and severally amount to unemployment and/or undel@ment in the

various sectors of the economy. Of course, theedegf unemployment
varies from one sector to another and from oneosédot another and
from one geographical area to another. For examp@duate

unemployment in the Southern parts of the courtigtedd right back to
the 1970s while in the Northern parts, it startaerl.

3.1.2 The Effects of Political Sub-System

To understand the effects of political sub-system manpower
utilization in Nigeria will require an understandirof the country’s
political system itself. This is necessary becahsepolitical sub-system
seems to be the most crucial and controversialejsgu manpower
development and utilization policies.

It is not only impossible but also absurd to attechgtailed analysis of
Nigeria political system here. A brief overview w§ constitutional
framework through which the affair of the Stateris is therefore
considered sufficient for the purpose of this deston.

Since 1954, with Littleton’s constitution, the aféaof the country have
been run under the framework of federalism.

Federalism itself implies that at least, two levelsgovernment ruling
the same land and people, each level having datdeasarea of action in
which it is autonomous, and some guarantee (eveugth merely a
clause in a constitution) of the autonomy of eashegnment in its own
sphere. The system is that of compromise wherebyptinciple and
practice of give- and — take operates, or at leagfht to operate, for the
benefit of interests or the whole nation, as William Riker htlyg
observed:
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"The recent popularity of federal constitutionsnist
surprising because Federalism is one way to sblge t
problem of enlarging government a problem thaiis o

of the most pressing political concerns in the node
world... Each advance in technology of transpatati
makes it possible to rule a larger geographicah are
from one centre, to fill a treasury more abundartty
maintain a larger bureaucracy and police, and, most
important of all, to assemble a larger army".

The above quotation comes closer to the factotsanting the choice
of federalism in Nigeria. Awa E.A. (1976) has sumized these factors
to include fear of attacks by foreign powers; ecom and
administrative advantages; ethnic and culturaldeycommon historical
experiences; geographical contiguity, similaritypafitical institutions;
colonial policies; and political leadership.

Traditional federalists maintain that both the uniand the units are
independent and coordinate authorities enjoyingtplgpowers within
their jurisdictions set by the constitution, anateauthority should be
contained to its sphere. Making a similar contidmut Dicey A.V.
observes that "Federalism means the distributioth® force of state
among a number of co-ordinate bodies each origigatin and
controlled by the constitution.” This point is measted in the
writing of M. Venikatrangaiya especially, whba contends that the
governments - central and local - must have completedom from
mutual control and encroachment in the determinatibtheir policies
and the way in which they are exercised. It is freedom that is the
soul of federalism

All these submissions tend to build up a model ba éessence of
federalism, with emphasis on complete independendke centre and
the constituents units from mutual control. Thegoaemphasize that
each government should be restricted withime limits of its

own jurisdiction. Anything short of this, as Whedf. C. argues falls
short of pure or unalloyed federalism, but ratlyerasi-federalism, just
like the constitution of India of 1950, with itsraealized tendency.

The Nigerian federalism operates a-threz 8ystem of
government, viz, the central (federal), states, kol governments,
each "autonomous" in its own sphere of jurisdigtiah least, by the
provision(s) of the constitution. The constibutiof 1999, for example
has vested in the federal government the powelegislate on both the
exclusive and on current legislative list, thisdeno illustrate the wide
powers of the federal government in Nigeria. Ineotlvords, Nigeria
operates the pure or unalloyed type of federalism.
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The application of the doctrine as implied by thgi®@me Court has led
to a wide extension of powers of the national gorent at the expense
of the states, a tendency which Amal Ray associ#e®erican
federalism with. All these illustrate the type afdéralism, which
Nigeria operates the "pure or unalloyed federalism.

Now, the question is: how does this federal franbwiafluence the

manpower development and utilisation policies igédia? The answer
to this question can be provided by a close exatomaof the

admissions policy into federal institutions of leiig as well as
employment policies in the federal civil servicedanther federal
agencies throughout the federation of Nigeria.

Education is one of the concurrent legislative geim which both the
centre and the units exercise their respective mwe&he federal
government for example subsidizes the funding ataton at all levels
in addition to its own specific educational ingtibms from secondary to
university levels. The federal government collegesl/or  federal
government girls colleges spread all over thentry with each state
having two except Lagos with three, in accordantth tine principle of
federalism already discussed. The ad missiorcyatio these colleges
is also based on the federal principles. Up to 1988 admission
formula into these schools was 20 - 50 - 30 onitmstate quota,
Environmental quota, respectively. The 1986 admissixercise
however, witnessed implementation of the new adomnsgormula,
which replaced the old one. Under the new adomsspolicy,
admissions on merit were reduced from 20 to 1€ gent, while
equal state representation and environmental guatre increased
from 50, 30 to 55, and 35 respectively. All these ia consonance with
the federal principle, which calls for mutual castgnce, co-operation
and development.

In addition to the above schools, the federal gowvent also
established and run  post-secondary instigtio  including
federal polytechnics and universities, alsottecad all over the
country. Although the federal principle would reguiadmission
formulae similar to the one discussed vebo it cannot be
conveniently applied to these institutions for @wa reasons. In the first
place, the federal universities are not enoughotoogind the states. In
other words, not every state has a federal untyeraithough there are
campuses of the older universities covering otteges that have none.
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40 CONCLUSION

Manpower utilization problem can constitute a ciogthe wheel of

manpower development and availability in the countrineffective

manpower utilisation can lead to manpower surplaseshortages in the
various sectors of the economy. In Nigeria, thebjam is not just that
of manpower development or availability but largétat of manpower
utilization. Factors responsible for the problerhsnanpower utilisation
in Nigeria can be grouped under economic, social alitical sub-

systems.

50 SUMMARY

In this unit you considered manpower utilizatioroldems in Nigeria
and the factors that contribute to the problem ahpower utilization in
Nigeria.

SELF-ASSESSMENT EXERCISE

What do you understand by manpower utilization [mols?

6.0 TUTOR-MARKED ASSIGNMENT

What are the factors that contribute to manpowdization problems in
Nigeria?

7.0 REFERENCESFURTHER READING

Ngu,S. M. (1994)Personnel Management in Nigeria: Principles and
Practice

Ojo. F., Aderinto, A. & Fashoyin, T. (1986Manpower Development

and Utilizationin  Nigeria: Problems and Policies.
AkokaYaba, Lagos: University Press.

46



PAD 354 MODULE 2
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1.0 INTRODUCTION

In this Unit you shall be examining aspects whietludes, recruitment
and selection processes. The unit focuses on hgan@ations recruit
personnel to fill vacant posts and sources of persbor skills needed
for filling them.

20 OBJECTIVES

At the end of this unit, you should be able to:

o outline the steps organizations take in recruitnesercise
J state the components of employment interview.
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3.0

3.1

MANPOWER PLANNING AND ADMINISTRATION

MAIN CONTENT

Sour ces of Employment

In the procurement or employment or personnel i@anization, the
sources of personnel for filing vacancies are irtgoar There are two
major sources. These are the external and intsmaktes of personnel
for filling vacancies.

1.

48

External sources include:

a.

Advertising: Advertisement is made in the natiodgailies
magazines, journals, radio and television. Adventient
has a wide coverage of the labour market. It is ptecise
and clear to the applicant. The disadvantage of
advertisement in that it is costly to advertis¢hie national
dailies, radio and television. It is difficult targdict the
outcome of advertisement. Some may not attract many
applicants while others may attract a large numdtier
applicants.

Detailed advertisement including specification, job
description, salaries and other condition of servend to
serve as motivation for high rate of responses umxa
personnel are able to compare their present salane
other condition of service before making up theinanon

the new job. It also provides for higher rate afbdity and
retention of personnel in the organization sinceytare
aware of all conditions of service before pickihg job.
Unsolicited Applications: They are applications sutbed

by individual applicants to organizations from tine
time. This source allows the applicants to apply day
post unlike the advertisement source whereby the
applicants are only able to apply for the post aised.
The disadvantage of the unsolicited applicationthiat
people may apply for jobs that do not actually exis
Chruden and Sherman (1963) said that unsolicited
application from persons who appear to be well ifedl

but who cannot be hired immediately should be kept
file, for these persons may provide a source ofleyee

for future vacancies. But it is possible that thagplicants
might have secured employment from other orgarunati
Employment Agencies: This may be public or private.
Public employment agencies may be operating onna-no
profit — making basis without costs involved on gt of

the applicants, while private employment agencigerate

as profit oriented enterprises charging fees to the
applicants, or/and the employers.
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In Nigeria, a public employment agency igresented by
the labour office which has branches all over tbendry.
The labour office receives information from bothbpci

and private organizations as regards vacancies and

qualifications needed to fill them and communicdtesse
information to the public especially the interested
applicants. The applicants submit applicationsuglothe
labour office. The labour office screens the agians on
behalf of the organization and selects personnel fo
placement in various organizations. Before the $9&@e
labour office served as a useful employment agdocy
both the public and private sectors, especiallythe
unskilled and semi — skilled levels.

d. Educational institution: Educational institutionsed to be
one of the most common sources of personnel fordibf
vacancies. In time past, the civil service goeantb
educational institutions in search of qualifiedgmemel for
various vacant posts.

2. Internal Sources: These include employee transfemsnotions
and recalls from lay-offs.

I Organization makes use of transfers to fill up vaoes.
Employees are transferred from one departmentathan
from time to time.

. Organizations also fill up vacancies through praorot

Employees who have demonstrated some professional

skill of high standards may be given preferentiehtment
in filling certain vacant posts for which they ayealified.

3.2 TheRecruitment Process

The recruitment process begins with consideringriln@ber and types
of vacant posts needed to be filled, and the ssuwteersonnel or skills
needed for filling them. The source could be inkror external. For
internal sources, postings or transfers or promaten be carried out. In
the case of external sources, the process will havestart with

advertisement. The advertisement should contaiguete information
about job content, qualifications and experienagngensations and
other conditions of service.

3.2.1 Short Listing
After many applications must have been receivethay not be possible

to invite all applicants to an interview, due ton& and financial
constraints. The employment agency should, thezefbort-list those to
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be interviewed by preliminary screening and setectbased on the
information available in the applications. A shisting exercise may
tend to lay emphasis on qualities such as eduatmumalification and
experience at the expense of qualities such asigahyappearance,
emotional stability and temperament which are funelatal in

management processes and successes. Preliminaryiemt may be
considered as superior to short-listing for thessons.

3.2 .2 Preliminary Interview

Preliminary interview can be conducted either aféershort-listing
exercise, or in place of short-listing exerciseelifrinary interview is
superior to shortlisting in different ways. Firstlyreliminary interviews
enable the employers or their recruitment offidersee the applicants
personally, so that both the physical and emotiadiaposition of
applicant can be assessed. It also enables regufficers to evaluate
the validity of information contained in the applion forms or letters
given by the applicants. This is done by comparthg original
documents now presented by the applicants durimg preliminary
interview with what obtains in the application fanit is also important
in the sense that it enables applicants to knowemabout the jobs they
have applied for.

This, however, has two sided effects. Some apgbcamay develop
more interest in the jobs while others may getalisaged when they
get to know most of the things about the job, eslgcwhen the

advertisement was not detailed or comprehensiveiginoAt any rate,
factual information could be obtained by meansroapplication blank.
Questions asked in the application blank, howewould not be
embarrassing and difficult to interpret. But thegide of reliability of

the use of the application blank is still questidearom many quarters.
In a study of Il blanks completed by applicants fioe job of nurse’s
aide, systematic checking with previous employersdpced some
marked discrepancies; one fourth disagreed ondresafor leaving prior
position, while over half of the applicants ovetsth both salaries
received and duration of previous employment”, ggorted in Flippo
(1980).

It was also discovered that 15 per cent had neweked for employers
they indicated on the blank. This speaks for theesliable nature or
adverse effects of application blanks. A conclusemark on all forms
of interviews, and, particularly, the use of apgiion blanks, is that
success and reliability all depend on the degrdenésty and reliability
of the applicants. But, perhaps most of these lolgshcan be taken care
of during the employment or final interview stage.
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3.3 Employment Interview

After short-listing or preliminary interviews, timiext stage is the final or
employment interview. At the short-listing or prelhary interview

stage, almost all the unqualified must have beeeesed out, yet the
recruiting officers still have a number of candefatlarger than the
actual number required for employment. It is therefnecessary to
conduct an employment interview.

The employment interview is the final stage of seten for placement,
and almost the most difficult stage in the selectmocesses. It is
difficult in the sense that almost all the candedathat reach this stage
must have possessed the necessary requirementskilla and
experience, and the recruitment officers are exgoktd choose only the
most suitable candidates out of these, using ireeiag techniques.

The interview could be structured or unstructungtiat Edwin Flippo
describes as *“guided” and “unguided” interviews. time guided
interview, a list of questions is prepared basedannanalysis of job
specification. This is more suitable for untrainederviewers. The
unguided interview is often used by experienced wamd qualified
interviewers. The unguided interview, as the cohaepplies, is not
planned or structured. It enables the interviewer obtain more
information about the interviewee, since the latlees most of the
talking and reveals more about himself. Whateverthow of
interviewing is chosen, the interviewer should obseertain principles
of interviewing.

3.3.1 Principlesof Interviewing

According to Ngu (1994), a good interviewing reggircertain basic
principles on which to base the assessment of dateli. The five point
plan known as the “Pentagonal Peg”, as discussedbieku (1975)

emerged after the seven point plan developed biX#t®nal Institute of

Industrial Psychology (NIIP) UK. The five point plavas developed by
Mungo Frazer. Using this framework, interviewer®e axpected to
observe the following principles of interview:

I. First impression and physical make-up;
il. Qualifications and expectations;

iii. Brains and abilities

iv. Motivation and

V. Adjustment
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These differ from those presented by Edwin Flipd®80) which
include:

1. Preparation

2. Setting

3. Conduct of the interview
4. Close and

5. Evaluation

The analysis here, however, attempts to coverdbpholes created by
the two sets of principles, although the emphasisn the latter set of
principles of interviewing as presented by Flippo.

3.3.2 Preparation

All forms of interview required to be carefully plaed. Interviewers
must first of all determine the basic objectivestd interviews, and the
methods of accomplishing these major objectiveg. ifiterviewers must
have some basic knowledge about the intervieweeordefthe
commencement of this final interview. This impliésit the interviewer
must be conversant with the information alreadyawmi®d in the
preliminary interviews by referring to the applicet blanks or other
sources of information. This enables the intervieteedetermine what
to expect and how to obtain what is expected frioeninterviewee.

3.3.3 Setting

The interviewer is expected to observe the priecgfl setting which is
of two major types: physical and mental settindse Tirst consideration
in this principle is that, the interviewer must reatke interview venue
or physical environment attractive, and as muclp@ssible, matching
with the types of jobs or vacancies to be filledn Antidy and
inconvenient physical environment may put off pexgtpse candidates,
especially at chief executive level, while an aitiree physical setting
may mean more attraction to the job and the orgdiniz as a whole.
The other consideration of physical setting comes at the
commencement of the interview. It begins with thetrye of the
candidates into the interview room when his physiggpearance gives
the first impression about him. A candidate’s slyabppearance may
put off interviewers completely, while a smart-look gentleman may
just be considered to be the right man for theg®lsoon as he enters the
interview room.
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3.3.4 Conduct of theInterview

This is the stage at which the interviewer obtainesdesired information
and supplies some facts that the interviewee mah wo know. The

interviewer is expected to create a good relatignbetween him and
the interviewee. The former should create a goadogphere which
enables the interviewee to relax. In this case r& @b introductory

conversation on current affairs or general matteay serve as a useful
tool. It also forms part of the interview procebgcause, apart from
enabling the interviewee to feel free, the intamgeis able to determine
the former’s reactions to certain issues that magear to be not of
immediate concern to him. The interviewer then nsostaight to the
interview contents. The questions should be sttaighd easy to
understand. Sensitive questions should be avoid®s questions should
be framed in such a way that the interviewee doest mof the talking

while the interviewer listens attentively. The mviewer jots down

important points or issues raised by the interveewduring their

conversation.

3.3.5Close

The “close” stage is important in the sense thatitierviewee needs to
be given some indications that the interview is ic@nto an end. This
should be followed by some sort of indication dfufe action in a sort
of positive future action. The candidates shoulddie¢ when to know

about the outcome of their interview.

3.3.6 Evaluation

The evaluation of an interview follows almost imrzdly after the
interviewee leaves the interview room while theadstare still fresh in
the minds of the interviewers. The jotted down poigshould be
examined in a broader perspective. Both the phlysicel mental
disposition of the interviewee is considered alomgth skills,
experience, and the ability for clear expression.

3.4 Selection

The final selection is done after the evaluatiome best thing is to make
the final selection immediately after the evaluatistage. Some
organizations, especially large ones, may choseki® the results of the
interview for further scrutiny by a committee foelection and
placement. This is the usual practice with the jgubkrvices where
certain political considerations like the populaut bcontroversial
“Federal Character” in Nigeria may have to come play, particularly
with the Federal Civil Service or National Corparas. At any rate, the
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candidates should be selected and placed accotditige number of
vacancies existing in the various sections of thgawization, and in
accordance with their qualifications, and expergsnc

40 CONCLUSION

In this unit you have learnt a number of import&éssues related to
recruitment and selection processes in organizabofill the existing
vacant posts. It is very important to go througé pmocesses discussed
S0 as to get the best of staff into the organimatio

50 SUMMARY

What you have learnt in this unit concerns the @sses — recruitment
and selection — by which organizations get the besids to manage
posts that are vacant through internal or extamesdns.
SELF-ASSESSMENT EXERCISE

Differentiate between Preliminary Interview and éogment interview.
6.0 TUTOR-MARKED ASSIGNMENT

Discuss the sources of employment opened to orgizons.
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1.0 INTRODUCTION

This unit is concerned with the induction of pemsenand it focuses
mainly on aspects which include meaning of inductizature and scope
of the induction process and objectives of the atidn process. The
unit explains the significance of induction procéswards arriving at
productive personnel.

20 OBJECTIVES

At the end of this unit, you should be able to:

o define what induction of personnel is
o explain the nature and scope of the induction E®ce
o enumerate the objectives of staff induction.

3.0 MAINCONTENT
3.1 Induction of Personnd

Induction may be defined as a systematic orgawizali effort to
minimize problems confronting new personnel so thiaey can
contribute maximally to the work of the organisatiwhile realizing
personal and position satisfaction. An organisatian recruit and select
personnel, but until these individuals become faltijusted to the work
to be performed, the environment in which it isfpened, and the
colleagues with whom it is performed, they canmetelpected to give
their best effort to attainment of organizatiorggdals.

55



PAD 354 MANPOWER PLANNING AND ADMINISTRATION

Initiation of an effective induction process is omeay that the

organization can contribute to personnel assimoitatas well as to the
personal development, security, and need satisfacfieach member of
the organization. Probably at no other time duthyemployment cycle
does the newly appointed staff member need moresideration,

guidance, and understanding than he does betwesrddly of his

appointment and the time when he becomes a selivabed, self-

directed, fully effective member of the enterprise.

One of the emotional needs of every employed iddizi is an

organizational Environment in which he can findeagonable degree of
security and satisfaction. He is apprehensive ahynthings — the

community, his co-workers, and his ability to siexteHe is probably
uninformed about organizational objectives, specifiuties and

responsibilities, and the personal and positiondseds to which he is
expected to adhere. The variety of adjustments staf members need
to make before they are totally assimilated inte tirganization is

extensive, and they are important enough to wareamhinistrative

efforts to assist them through well-planned indutfprogrammes. The
investment in recruiting, selecting, inducting asdpervising new

personnel is dissipated when they leave the systdumtarily. One of

the aims of the induction process is to minimizes train on the

organisation’s financial and human resources.

The terms induction and orientation often used synwusly in the
literature dealing with personnel administratiomeans the process by
which newly appointed personnel are assisted intingeéheir need for
security, belonging, status, information and diggctin both the position
and organizational environment. The process is@wad as beginning
in the recruitment stage and ending when the irduttas made the
necessary personal, position, organizational amthlsadaptations that
enable him to function fully and effectively as aember of the
organisation. It involves more than plans for mgkimew personnel feel
at ease in an unfamiliar environment. The inductmocess in its
broadest sense is an extension of the recruitnmehsalection processes
(in which administrative efforts are designed tachahe person and the
position). A corollary objective of the inductiomggess is to enable the
person to achieve position satisfaction. In additihhe process should
help to utilize fully the satisfactions and abdgi of the person for
attaining the goals of the organization.

3.1.1 Nature of Induction Programme
Induction involves more than just making the newplayee feel at

home in a strange or unfamiliar environment. Thagtion programme
must be designed in such a manner that it enabkesmployee to
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achieve job satisfaction and also to make use fhilities to achieve
the goals of the organisation. Induction of empéoiseone of the major
tasks that organisation heads should concern theassevith. After
employees have been recruited and assigned totoegpds or sections,
it is still essential that those in leadership poss formally introduce
them to the system so that adjustment problemsraotrig the new
employee can be solved.

The new employee for instance will be anxious tmw how the
organization system operates. If he is quite urifamwith the whole
atmosphere, he becomes insecure and apprehensiv&amf things.
Unless he is adequately informed of the ways thargsdone in the new
system he would mostly fumble and stumble. Gengralllot of time
and money can be invested in the recruitment alettgen processes,
and this investment can be dissipated and poss$ddy if the new
personnel are not given the chance to contributemaly to the work
of the organization through lack of induction amgentation.

3.1.2 Scope of the Induction Programme

On his arrival at the organisation, the new emptosieould be received
by the head or his representative, who has to geoviim with
information about the organisation. This is usualbyntained in the
organization hand-book, which should set out a# thrganisation’s
policies and procedures. The information requiredne new employee
can be broken down into more specific detail. Fing&t needs to know
the terms and conditions of employment; his workdlothe health
services in the organisation; working hours; eduéies; and in-service
training requirements.

Second, he should be given information about thenconity in which
the organisation is situated. For instance, helghaww the geography
of the areas; he should know about transport fesslithe customs and
taboos there, religious organizations (churchesnaoslues), the people
and their organization, and the attitude of the mamity toward the
organisation.

Third, the new employee must be educated aboudrtienisation he has
come to serve. He must, for example, know aboufaitgdities and its
general aims, values, practices and operating guses. The rules and
regulations should also be explained to the newl@mep.

Fourthly, the new employee needs to know his felmployees — their

professional interests, the clubs to which theyibg| their social and
recreational activities, and their official respitigies.
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A well planned induction programme would reduce thense of
uncertainty and frustration normally experiencedneyv staff in their
new places of work.

It should be noted that human maladjustment carexpensive and
detrimental to organizational effectiveness andeesgtions. The type of
environment in which the new staff finds himselfdanhe first
impression he has in his early days would go a leag to influence his
behaviour and morale within the system.

3.2 Objectivesof the Induction Process
I I nformation

The process should enable every new employee tullyeinformed
about the community, about duties, relationships @sponsibilities of
the position, about characteristics of the orgdmsgpurposes, policies,
procedures, personnel, customs, history); and aibeubuilding unit to
which the inductee will be assigned. One of theomaxpectations of
induction is that newly appointed personnel will henished with
whatever information is necessary to facilitatarthdjustment.

i. Need Satisfaction

Induction should result in a feeling on the parthe new appointee that
he is an integral part of the organisation. Thecess should facilitate
identification of the individual with the organizan. The needs of new
personnel for belonging, for security and for ragdtgn should be

anticipated.

iii.  Position Compatibility

Effective performance of individuals is a long tecansequence of
induction. Hence, efforts should continue throughthe probationary
period in order to determine the extent to whiahtten and the position
are compatible and to determine whether the orgaars should accept
the individual as a permanent member of the orgiois.

iv. Assistance

The induction process should provide technical stasce to new
personnel. Whether to help in understanding goalsnodeveloping
attitudes and skills, there should be plans toiakte the possibility of
individual failure or maladjustment because of tlbsence of
supervision during the adjustment period. The itidacprocess should
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be able to utilize fully all system resources, batiman and material, in
helping the inductee to reach a satisfactory le¥@erformance.

Vi. Development

Position satisfaction and growth in ability of ng@&rsonnel to be self
directing are legitimate and practical ends of otohin. The induction
process should contribute to position satisfactod to increasing the
ability of the inductee to perform at a level ofi@éncy which lessens
the need for supervision.

vii.  Acceptance

Organizational receptivity to new personnel is &roend toward which
efforts of induction should be directed. Providingprmation about the
inductee to his colleagues (his assignment, standgtitle, for example)
is one means of allaying the fear, suspicion, aversand insecurity
members may have about newcomers.

viii.  Assimilation

Acceptance of the organisation by the inductee Ishalso result from
the induction process. A positive attitude towatte tsystem, its
purposes, policies, procedures, and personnelcisndition which the
organization seeks to nurture during the inducpeniod. A carefully
planned induction process should minimize diffimdtindividuals have
in meeting the expectations of the organization.

iX.  Adjustment

Expeditious individual adjustment to the workingvieanment is a
condition every system should expect to realizeit®mpersonnel. The
sooner the new employee can adapt his habitsuddst feelings and
knowledge to the work which he is employed, thengodhe and the
organization will benefit. Human maladjustment isxpensive,
detrimental to the satisfaction of individual andgamnizational
expectations, and harmful to the socializing and@ealizing processes
that take place between the individual and theesyst

X. Orientation

Orientation of new members to the organisation egeded, with or
without an induction program. The risk of having timductee receive
information solely from colleagues is one the systannot afford to
take. The views of colleagues about the system \@gatly. An
individual employee with a grievance may presenpicure of the
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system that is not in keeping with reality, one etthmay create negative
impressions and harmful misconceptions. Therefane, appropriate
organization goal is the proper orientation of & 13¢stem member. It is
in the best interest of the organization to provide newcomer with
firsthand facts, with credible information abous®m conditions, and
with other knowledge that may be required to effestintegration with
the organization.

Xi. Retention

The interests of the system regarding the newcaxtend beyond the
immediate activities involved in the induction pegs. For every newly
employed individual, a positive attitude toward thestem should be
developed, one that will endure throughout a capeeiod. This is an
ultimate system objective. Other organization esérshould be in
having the individual remain in the system and ¢éadme an effective
operator in the position to which he is assignedyork independently;
to engage in self development; and to exceed pqdeaations through
innovative and spontaneous behaviour. These arg term system
objectives for which the foundations can be laidimy the induction
process.

xii.  Continuity

An important aim in the induction process is toyie information that
was not fully covered during the recruitment antect®n processes.
The individual recruiter, for example, may not haween capable of
explaining to the recruit all of the ramificatiomsvolved in a given
position assignment. The administrator to whomwaaoener is assigned
will need to do whatever remains to be done in iofde the latter to
make a full adjustment to system life.

In the sum, the induction period, which begins widitruitment and
ends when the inductee becomes a permanent mentbeheo
organisation, offers numerous opportunities for ghistem to realize its
aims.

40 CONCLUSION

It is essential that even when heads of organisatappear too busy to
introduce new staff to their system, they shouldlegigte this

responsibility to their immediate subordinates or & senior staff

member who have been long in the system and wilwohase a deep
insight into the problems and modus operandi ofsistem.
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50 SUMMARY

In this unit you have learnt about the definitioog induction of
personnel, its nature, and objectives. You have leksrnt that induction
is important to enhance staff settling down to ldeirt work. New staff
should not be allowed to begin on a trial and elasis for a lot of harm
might have been done on some of his mistakes.
SELF-ASSESSMENT EXERCISE

What are the three major advantages of staff imoligtrogramme?

6.0 TUTOR-MARKED ASSIGNMENT

Outline five objectives of induction programme.

7.0 REFERENCE/FURTHER READING

Castetter, W.B. (1976).The Personnel function in Educational
Administration. New York: Macmillan.

61



PAD 354 MANPOWER PLANNING AND ADMINISTRATION
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1.0 INTRODUCTION

In this unit you will be examining job evaluatiaamder which you will
consider the concept, the objectives, the prinsipkdvantages and
methods of job evaluation. You will also examinerin@ting.

20 OBJECTIVE
At the end of this unit, you should be able to:

explain the meaning and definition of job evalaati
enumerate the objectives of job evaluation
discuss the various methods of job evaluation
examine the concept of merit rating

highlight the objects of merit rating

differentiate between job evaluation and meritngti
discuss various methods of merit rating.

3.0 MAINCONTENT
3.1 TheConcept of Job Evaluation

Job Evaluation is a system wherein a particulargblan enterprise is
compared with its other jobs. In the present indaisera, there are
different types of jobs which are performed in gvdwusiness and
industrial enterprise. Comparative study of thedesjis very essential
because on the basis of such study the structuveagés for different
types of jobs is prepared. The comparison of joby e made on the
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basis of different factors such as duties, respiitgs, working
conditions, efforts, etc. In a nut shell, it maydsed that job evaluation
is a process in which a particular job of a busnasd industrial
enterprise is compared with other jobs of the @mnts®. Some scholars
name it the determination of job rate.

Definitions

Some eminent scholars have defined job evaluatisnfalows:
Kimball and Kimballdefine job evaluation as-an effort to determine
the relative value of every job in a plant to detiere what the fair basic
wage for such a job should béccording to Wendell Frenchpb
evaluation is a process of determining the relatwoeth of the various
jobs within the organisation, so that differentiedges may be paid to
jobs of different worth. The relative worth of ejmeans relative value
produced. The variables which are assumed to laerklto value
produced are such factors lessponsibility, skill, effort and working
conditions. Job evaluation is a process of comparing jobé wther
jobs in terms of the demand a job makes on the evdtlkdoes not set
the price of a job; it merely fixes its relative u It presents an effort
to determine the relative value of every job inlanp and to determine
what the fair basic wage for such a job shouldlbé not evaluating
the, merit of the worker who is doing the workrdtes the job and not
the qualities of the individual worker on the jakhich is the task of
employee rating. We may define job evaluation agpracess of
analyzing and describing positions, grouping theh determining their
relative value of comparing the duties of differg@aisition in terms of
their different responsibilities and other requiests.

3.1.1 Objectives of Job Evaluation
The following are the objectives of job evaluation:

I. To secure and maintain complete, accurate amukersonal
descriptions of each distinct job or occupatiothi@ entire plant

il. To provide a standard procedure for determirthng relative
worth of each job in a plant

iii. To determine the rate of pay for each job whichfas and
equitable with relation to other jobs in the placdmmunity or

industry

V. To ensure that like wages are paid to all qualiBedployees for
like work

V. To promote a fair and accurate consideratioallemployees

for advancement and transfer
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(1) To provide a factual basis for the considerationvafje rates for
similar jobs in a community and industry

(i) To provide information for  work organisation,
employees‘selection, placement, training and nuoserother
similar problems.

In fact the primary purpose of job evaluation isé&h wages. It does this
by providing a basis for the following matters

(@) Equity and objectivity of salary administratiom,.,i paying the
people whose work is alike the same wages, andlestiag
appropriate wage differentials between jobs callmgdifferent
skills and responsibilities

(b) Effective wage and salary control

(c) Union-management negotiations on wages

(d) Comparison of wage and salary rates with thoseotbier
employees.

Besides setting wages, job evaluation also help in:

(@) Providing standardisation and improvement of wagkin
conditions

(b) Clarifying the functions, authority and responsipil of
employees

(c) Establishing references for the settlement of gmees arising
out of individual rates and for negotiations withrade union on
internal wage structure and differentials

(d) Developing machinery for a systematic reviewingodf rates as
job contents change

(e) Developing personnel statistics.

3.1. 2 Principles of Job Evaluation

There are certain broad principles, which shoulddyat in mind before
putting the job evaluation programme into practitleese principles are:

(1) Rate the job and not the man. Each element shauldited on
the basis of what the job itself requires.

(i)  The elements selected for, rating purposes shoeldedsily
explainable in terms and as few in number as woNetr the
necessary requisites for every job without any laysing.

(i)  The elements should be clearly defined and prosaigcted.

(iv)  Any job rating plan must be sold to foremen angleyees. The
success in selling it will depend on a clear-cuplamation and
illustration of the plan.
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(V)
(vi)

vii).

Foremen should participate in the rating of jobstheir own

departments.

Maximum co-operation can be obtained from empleyeben

they themselves have an opportunity to discussgbbgs.
Talking to foremen and employees, anycdssion of money

value should be avoided. Only point values and ekgjof each

element should be discussed

viii.) Too many occupational wages should noekstablished. It would

be unwise to adopt an occupational wage for eaizh od point
values.

3.1.3 Advantages of Job Evaluation

Job evaluation enjoys the following advantages:

(i)

(i)
(i)
(iv)

(v)
(vi)

(vii)

Job evaluation is a logical and to some extantobjective
method of ranking jobs relative to one anotheméy help in
removing inequalities in existing wage structurerd ain
maintaining sound and consistent wage differentrals plant or
industry.

In the case of new jobs, the method oftenlifaies fitting
them into the existing wage structure.

The method helps in removing grievances arisingodutlative
wages; and it improves labour-management relations.

The method replaces the many accidental factorsyurong in
less systematic procedures, of wage bargaining byrem
impersonal and objective standards, thus estabfshiclear basis
for negotiations.

The method may lead to greater uniformity irge/@ates, thus
simplifying wage administration.

The information collected in the process of jobalggion and
analysis may also be used for the improvement lefctsen,
transfer and promotion procedures on the basisoofparative
job requirements.

Such information also reveals that workers are gadaon jobs
requiring less skill and other qualities than tip@gsess, thereby
pointing to the possibility of making more effictense of the
plants' labour force

3.1.4 Methods of Job Evaluation

The following are the methods of job evaluations

1.

Ranking Method: The ranking method requires a committee
typically composed of both management and employee
representatives of job in a simple rank order, frbighest to
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(i

(ii)
(iii)
(iv)
()
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lowest. Rating specialists review the job analysisrmation and
thereafter appraise each job subjectively accortbhnigs general
importance in comparison with other jobs. In otwesrds, an
overall judgment is made of the relative worth atle job, and
the job is ranked accordingly. These are overatikirays,
although raters may consider individually the rewspoility, skill,
effort, and working conditions and each job. N@apt is made
to determine the critical factors in each job. Eiere, it is quite
possible that important elements of some jobs neagverlooked
while unimportant items are weighed too heavilym#dy be noted
that because of the difficulties in ranking a larganber of jobs
at the time, the paired comparison technique ofkiran is
sometimes used. With this technique, decisionsnade about
the relative worth of only two jobs at a time. Haweg since each
job is compared with every other jobs, the numbdr o
comparisons to be made increases rapidly with tuditian of
each job to the list

Job Grading or Job Classification Method: This method works
by assigning each job a grade, level or classab@esponds to a
pay grade for instance Grade I, Grade Il, Gradald so forth.
These grades or classifications are created by tifgien
gradations of some common denominations, such d&s jo
responsibility, skill, knowledge, education reqdireand so on.
Then, for each job grade so created standard jsbriggions are
determined. Thereafter, such standard descripsiomatched with
job descriptions in the organisation. The stanalstription that
most nearly matches the job description determihes job‘s
grading. This method requires a decision at thelrstage on the
number of pay grades to be included in the wagesataty plan.
Of course, the actual amount to be assigned togpages made
after the job evaluation is completed.

Factor-comparison Method: This method is a combination of
ranking and point systems. All jobs are compareeaoh other
for the purpose of determining their relative intpoce by
selecting four or five major job elements or fastavhich are
more or less common to all jobs. These elements nate
predetermined. These are chosen on the basis ah@alysis. The
few factors which are customarily used are:

Mental requirements
Skill

Physical requirements
Responsibilities
Working conditions, etc.
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A few jobs are selected as key jobs which servetasdard against
which all other jobs are compared. Key job is orfe@se contents have
been stabilized over a period of time and whoseewatg is considered
to be presently correct by the management andrttos u

Evaluation of Various M ethods

None of the systems is free from defects. Nonehes lest in all
conditions and for all types of organisations. Heere the point system
is the best in the present circumstances. It ielyidsed in almost all
the enterprises as a technique of job evaluatiooesit presents an
analytical approach to the measurement of job wadttls better not to
insist on a particular system of job evaluationmé of all the methods
should be adopted.

3.2 Merit Rating

Merit rating is a technique to evaluate the measitpbs according to job
request merit. The personal abilities that an idial brings to his job,
measured by the extent to which his output or guadf his work
exceeds the minimum that can reasonably be expémtdds basic rate
of pay. The definitions of merit rating are givesm fallows: According
to Edward Flippo merit rating is a systematic, periodic and, sodsr
humanly possible, an impartial rating of an emp&geexcellence in
matters pertaining to his present job to his paoadities for a job.
According to Scot, Clothier and Spriegaierit rating of an employee is
the process of evaluating the employee‘s performama the job in
terms of the requirements of the job. Alford andaBgobserve that
employees or personnel rating is the evaluationagpraisal of the
relative worth to the company of a man's servicésig better job.
Merit rating is a process through which the abjlisfficiency and
potentiality of an employee are evaluated. Meritifitpis necessary for
determining the wages rate, the need of traininthéoemployees and
the promotion of employees to the higher jobs.

Objectsof Merit Rating
The objects of merit rating are as follows:

1. To make a comparative study of the abilities offeddnt
employees.

2. To provide higher reward to the more efficient eoygles.

3. To prove the justification of different rate of wesgto different
employees according to their abilities.

4. To establish harmonious relation between employees
employers.
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© NG

To motivate the employees to do better and moréwor

To determine a policy for promotions and transfer.

To evaluate the success of training programmes.

To forecast the need of training to the employead #
determine the nature of training.

Methods of Merit Rating

The following are the various methods of meritrrgti

1.

68

Rating Procedure: In this method, the abilities of an employee
are compared with that of other employees. Undisr rifethod,
the employees are divided into efficient and ireadint employee.
This method adopts the technique of paired comparis
Therefore, the pairs of two employees each are rmederding to
the formula of N (N-1) Z and the more efficient dayee in
every pair is underlined. The employee having maxm
underline is treated as the most efficient employéereas the
employee having no underline to his credit is tdateast
efficient employee.

Grading Method: Here different grades are divided for
evaluating the ability of different employees andert the
employees are placed in these grades. The graglesExcellent,
Very Good, Good, Average, Bad, and Worst. Everydgremay
again be sub-divided into three grades: (i) Higbatisfactory (ii)
Satisfactory (iii) Non-satisfactory. Employees daa placed in
any of these groups according to their abilities.

Man to Man Comparison Method: This is the method where, a
master scale is used to evaluate the qualities ifiérent
employees. The five scales of performance are migted for
every job in the master scale. For example, to oreashe
efficiency of employees, first of all the most eiéint employee is
selected and after that the most inefficient emgésyare selected
who are respectively more efficient than averadeiehcy and
less efficient than average efficiency. These femmployees
become the base for measuring the efficiency of tib@l
employees. Every employee of the enterprise is emetpwith
these five employees to evaluate their ability effitiency.
Graphic Rating Method: In this method, the abilities of
employees are evaluated through graph. The abildfeall the
employees are represented on a graph paper witlnelpe of
scale. Following qualities are included to evaludie ability of
employees such as Quantity of Job, Quality of j@bgularity,
ability to learn, ability to initiate, dependencepom other
employees and officers, safety aspects, abilitgitect, ability to
supervise, behaviour with other employees and efficUnder
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this method of Merit Rating, a report is preparegarding Merit
Rating of every employees and it is represented graph paper.
It makes evaluation of employees very easy andlsimp
Checking List Method: A list of necessary qualities for the
performance of a job is prepared under this methbd. qualities
of the employees are measured on the basis ofbiitea of
such lists. If an employee possesses that qudfieysign_+' is
marked in the list. If that quality is not possekbg an employee
the sign_-' is marked in the list. If there is a doubt redjag it,
the sign of (?) is marked in the list. On the badkese sign, the
abilities of an employee are evaluated. The spetiofiehecking
list of Merit Rating is as follows:

Check List of Merit Rating

S. No. Question Yes(+) No (-)

®NGO A WNE

Does the employee possess technical knowledge pb?
Does the employee posses interest in his job?

Is the attendance of employee satisfactory?

Is the health of employee satisfactory?

Does the employee follow the orders and instbas?
Does the employee behave well?

Does the employee perform his duties properly?

Does the employee violet his responsibilities?

Descript Evaluation Method: In this method supervisor
prepares a detailed report of the abilities, efficy and

potentialities of the employees under his supewmisiAll the

employees are evaluated on the basis of thesetsepor

Forced Choice Descriptive Method: In this method some
details are collected regarding the performancaroemployee
on the given job. After this, some standards axedfiwith the

consent of evaluations. The performance of an eyeglois

evaluated on the basis of these standards and hility @and

efficiency of all the employees are evaluated as blasis.

Limitation of Job Evaluations

(i)

(ii)

Though many ways of applying the job evaluattechnique are
available, rapid changes in technology and in thpply and

demand of particular skills have given rise to peats of

adjustment.

Substantial differences exist between jobtdes and the factors
emphasised in the market. These differences arerwidcases in
which the average pay offered by a company is lovan that
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prevalent in other companies in the same industin the same
geographical area.

(i) A job evaluation frequently favours groupsgfdrent from those
which are favoured by the market. This is evidemnt the
observations of Kerr and Fisher. According to thenthe jobs
which tend to rate high as compared with the maaketthose of
janitor, nurse and typist, while craft rates aréatreely low.
Weaker groups are better served by an evaluatian tilan by
the market; the former places the emphasis notoore fout on
enquiry.

(iv) Job factors fluctuate because of changes wodyrction
technology, information system, and division ofdaband such
other factors. Therefore, the evaluation of a jmialy is made on
the basis of job factors, and does not reflectithe job value in
future. In other words, continuing attention andegirent
evaluation of a job are essential.

(v)  Higher rates of pay for some jobs at the eaditages than other
jobs or the evaluation of a job higher in the oigational
hierarchy at a lower rate than another job relatid@ver in the
organisational hierarchy often give rise to humaalations
problems and lead to grievances among those hotdexg jobs.

40 CONCLUSION

In conclusion, it may be said that job evaluatisraiprocess in which a
particular job of a business and industrial eniegpis compared with
other jobs of the enterprise. Job evaluation lestain objectives which

are meant to enhance the progress of the orgaomzati

50 SUMMARY

In this unit, you have examined the concept of galuation, the

objectives of job evaluation, the methods of jolaleation and merit

rating.

SELF-ASSESSMENT EXERCISE

I What is meant by Job Evaluation?
. Explain in brief the various methods of Job Evatrat

6.0 TUTOR-MARKED ASSIGNMENT

Give five objectives of job evaluation.
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1.0 INTRODUCTION

In this unit, you will learn about the categoridscash compensation,
benefits, types of benefit schemes and criteria @@termining

compensation. Compensation of workers is an itapbd aspect of
every organization which must be taken seriously.

20 OBJECTIVES

At the end of the unit, you should be able to:

discuss organisational reward system

enumerate categories of cash compensation
compare and contrast incentives and fringe benefits
examine criteria for determining compensation.

3.0 MAINCONTENT
3.1 Organisational Reward System

The organizational reward system consists of tpegyof rewards to be
offered and their distribution. Organizational redsinclude all types
of rewards, both intrinsic and extrinsic, that aeeeived as a result of
employment by the organization. Intrinsic rewards aternal to the
individual and are normally derived from involverhem certain

activities or tasks. Job satisfaction and feelingsccomplishment are
examples of intrinsic rewards. Most extrinsic redgarare directly
controlled and distributed by the organization arelmore tangible then
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intrinsic rewards. Pay and hospitalization benefite examples of
extrinsic rewards.

Intrinsic Versus Extrinsic Rewards

Intrinsic Rewards Extrinsic Rewards

Achievement Formal recognition

Feelings of accomplishment Fringe benefits

Informal recognition Incentive payments

job satisfaction Pay

Personal growth Promotion

Status Social relationships
Work environment

3.1 .1The categories of cash compensation

Although the flexible compensation approach maleshcompensation
and "fringe benefit" largely synonymous, traditibf@ms of pay have
been described as compensation while other bersfitscalled fringe
benefits.

The categories of cash compensation are concerritbdtine use of
money and other fringe benefits as a means of @iv and also to
improve performance. These include salary, hourlgges, sales
commission, piece rates, productivity bonuses, goerdince bonuses;
profit sharing plan etc.

1.

Salary: Salaried workers are paid a set of wages by th&kwee
the month and are expected to work a standardfseiurs each
week. Usually salaried workers are not subjeqgbay loss for
absences due to illness or even for modest abseoncépersonal
business". For this reasons, salaried workers@trasually asked
to punch time clock, although some fill out timedsa

Hourly wages or measured day-work: Hourly wages are a set
wage paid for each hour the employee is actuallwaik or
actually works. Sometimes standards of the amodntvark
expected in a typical hour are established andghisferred to as
measured day work. Pay at the end of each weekooth is
calculated on the basis of the number of hours adrkJsually,
no allowance is made for time off for personal hass, but
sometimes allowance is given for time off due boei§s or other
specified causes.

Sales Commission: The aim of sales commission is to maximize
sales and its advantage is similar to that of piestes in
providing pay in direct proportion to the perforrsanof useful
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work. This may be very significant motivationallgarticularly
for people who are motivated primarily by extringiewards,
because it provides immediate positive feedback @awe a sale
is completed

4, Piece Rates. This is one of the many so called incentive
compensation plans. It provides an incremental @agrfor each
unit of production completed. Usually piece rates paid as a
bonus on top of an hourly or week wage. It can aiel pn the
basis of either individual production or group autpPiece rates
have been a source of considerable friction betwemkers and
managers and they appear to have been a commanfbashe
alienation of workers who, rightly or wrongly, beled that they
were being exploited by unfair rates.

5. Productivity Bonuses: This bonus plan provides wages based on

production that exceeds the standard rate or ondh®letion of
task in less than the standard time. Productiveubes may be
paid on either an individual or on group basis.

6. Performance Bonuses: performance bonuses as one of the
compensation components are similar to productibionuses
except that they are paid for total performance;luing

performance that goes beyond mere productivity. Any

measurable item of performance can be subjectdb banuses.
Thus, it can be applied to executive, professiociafjcal, white -
collar and blue- collar workers.

7. Profit sharing Plan: This provides that a stated percentage of

profits will be shared by all employees of the aigation or by
certain groups in the organization. It can be ghame a level
percentage basis beginning with the first profftee timing of
the payment may be current, deferred or mixed.

The important benefits of the total compensatioea #r ensure that
various differential levels are seen and paid atiogty and also serve
as motivating factor to the individual or employ@eéshe organization.

The objective in developing pay system is to assignonetary value to
each job in the organization (a base rate) andrderly procedure for
increasing the base rate. To develop such a syshemg are four basic
tools such as job analyses and job descriptioab &yaluation plan, pay
survey and a pay structure. The employee benedjrams provide a
blanket of protection against the contingenciedifefand they are an
integral part of social structure.

Direct payments are only one part of the total cengation package
that each employee receives. Indirect paymentdrfdhm of benefit and
service must also be considered as part of thé ¢cotapensation in an
organization.
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The compensation objectives include ‘efficiency asglity. These
objectives are broadly concerned with efficiencyialihis typically
defined as: Improving productivity and controlliogst.

Often these two can be found in an employee staieroé pay

objectives, such as to facilitate organization @enfance, to control
labour costs, to attract and retain competent eyegl® and to reward
employee contribution and performance.

Equity is a fundamental objective in pay systentesteents such as "fair
treatment for all employees" or "a fair day's pay & fair day's work"
reflects a concern for equity. Thus, the equityeobye attempts to
ensure fair pay treatment for all participants e temployment
relationships. The equity employee contributiong.(eoffering higher
pay for greater performance, providing a living wagr health care
insurance).

Procedural equity, often overlooked by compensatmanagers, is
concerned with the processes used to make decaont pay. It
suggests that the way a pay decision is made magshenportant to
employees as are the results of the decision. Asbgactive for a pay
system, procedural equity helps ensure that empgymanager and
other relevant parties have a voice in the desigpay plan and an
opportunity to voice any dissatisfaction with theypeceived.

Compliance is part of the equity objective and Imes conforming to
various federal and state compensation laws andatgns. As these
laws and regulations change, pay decision oftenl nede adjusted to
ensure continued compliance.

Business organizations have different types of fsn&hich if properly
managed, could secure for them a committed anduptivé workforce.
In general, the aims of reward management in basioneganization are
to attract retain and motivate people of the rightlity needed to
achieve the objectives of the organization

3.2 Bené€fits

Benefits represent an extra income or additionst tteguire no
additional effort. Although the return from them ynaot be readily
apparent to the employer, such benefits often fgatimployee needs
arid wants that are not satisfied by wages and, thage considerable
value in. promoting employee morale. However, heeathe cost of
fringe benefits is increasing and because unioasgking for more and
more benefits especially in the area of housing #&madsportation,
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employers are now very concerned over what wasrdedain the past
as a small proportion of the total labour costs.

It is the rise in cost that is making employerggteestion the value of
fringe benefits. In some organizations; the managgmssures that if
employees are given as many benefits as possibégldition to their

wages, then the .efforts of trade unionist will bentralized. This

approach is common in organizations where theyadraid of trade

unions. This of course is far from the truth; itedanot follow that the

more fringe benefits, the more liberal, you will. dH@enefits are no

longer gifts to be handed down to employees by nfenagement.

Today, initiative for them is generally with theion and they arise as a
result of collective agreements. Consequently,g&irbenefits have
become common supplements to wages, but may ornoahave the

incentive value of wages.

Requirements of a Benefit Scheme

a. The scheme should be faand, just to both employer and
employees, to ensure complete trust on both sides.

b. The work content must be accurately measured. deufidence
in the work measurement must be obtained. We emghasize
here that-before the scheme is installed it hd®tdiscussed with
the employees to ensure that they understand areghtit.

C. The worker should be paid in direct proportion ie individual
effort, rather than as a group.
d. The scheme should be simple in operation so that®mes can

calculate their wages easily.

The scheme should give the worker a guaranteedmmiwage.

The scheme should be flexible and intimately cotewto other

management  controls, and it must be so desigadd protect

quality.

a. It must have a reasonable degree of permanenceit ashduld
contain as much incentive for the slow worker a#i a&the fast
worker.

oo

3.2.1 Types of Benefit Schemes

Some employee benefits required by law include:
a Individual schemes

b.  Group schemes
Cc
d

Factory-wide productivity schemes and
Profit sharing plans
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a. Individual Schemes

These schemes include measured day work, piecs, rdigerential

incentive piece etc. The purpose here is to indioeavorker through the
financial incentive to produce work of the quanttyove that which is
specified. The commonest of the types mentioneceumitis head is
piece rate.

This scheme provides for wage payments which aedan the
guantity of units produced. The scheme is populaindustries where
the nature of the product and the quantity produbegkend largely on
physical effort of an individual or group. Example$ this benefit
scheme are:

Measured Day Work: Here,, earnings are directly proportional to
the time worked, but rates are graded. In otherda/avorkers whose
output reaches the standard have agreed rates yfspme the
production standards having been set. The workpaid on an hourly
rate based on his performance in provisions period.

Straight Piece Work: Here, earnings are computed at a stated fixed
price per unit output. The employee therefore easily calculate his
wages as these vary with output. To the emploherytage costs can be
accurately foreseen as wages per unit remainsamnst

Differential Incentive Piece: This is a variation of the last earnings as
the output rises. This is supposed to be a strongntive to increase
output.

b. Group Incentive Schemes

The schemes here are similar to the individual omesept that the
emphasis is on group co-operation as individuapwiuis uncertain. A
good example is the scheme which involves a whaehme crew, the
machine operator and the other less skilled wonkés form part of the
crew. In some schemes the money payable is gratiaat®rding to the
importance of the function of the individual in tteam effort, thus the
machine might get 40 per cent, the operator 30gmerand others 30
percent, of the agreed amount or bonus. The sharisgch case is of
course, rather arbitrary. Under the system whereaghine crew is paid
a bonus, workers like cleaners and gardeners (dw aork in the

company) are left out. Further, the efforts of mdividual employee are
not regarded as these are submerged in the gréarp ef
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c. Factory-Wide Productivity Bargaining

The aim of productivity bargaining is to increaseduction efficiency
through worker participation in production comne$e These
committees' process do make suggestions about dsthmachines,
plant layout, materials and other matters rela®dprioduction. The
method is yet to be implemented in Nigeria.

d. Profit Sharing Scheme

Profit sharing schemes have not become common enirdustrial
practice of this country. In profit sharing the dayges are given a
bonus at the end of the year, depending on theafatke company's
profits for that year. When the company makes Igng#its, the bonus
goes up, but where the profits are low, this fdsb affectsthe size of
the bonus. The idea behind this scheme is to eevorker the sensd
belonging. It is also an appreciation of his eBaduring the year.

Apart from the required benefits, the follogivoluntary benefits
can be provided by organizations;

a. Medical Facilities

b. Food

c. Recreational Services and

d. Other fringe benefits.

a. Medical Facilitiess Many companies provide free medical

services for their employees. Others egenas far as extending
the services to the immediate families of the erygxo

b. Food: The mid-day meal has become an established institut
with many firms in this country. Many companies @img in
the country have canteens attached to either faetories or
offices and the food provided is heavily subsidized

C. Recreational Services. Recreational facilities are very common
today especially with the big firms. The Shell Canp of
Nigeria has a club house and a good playgroundcagot. Mobil
Oil has good well-known club house along Clifforile®t, Lagos.
Pop-music is gradually finding its way into theestm of singer
benefits, the harbors band of the Nigerian Porthauty is well
known for their pop and high-life music.

d. Other Fringe Benefits: Among the principal items on which
employers may incur costs on account of fringesfisminclude:

a. Paid public annual holidays, these being paymemtsvhich no

work is done.
b. Contribution towards sickness benefits,
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C. Redundancy payment, Christmas/Sallah bonuses, etmdment
benefits.

3.3 Incentivesand Fringe Benefits Compar ed

Researches have shown that a better alternatitteetoise of dictation
power and force in the control of employees isube of incentives and
fringe benefits to solicit for the desired behaviam the employees.

Incentives and benefits have a great bearing on aperation of
organizations. The primary effect of incentives dridge benefits is
therefore to retain employees in the organizatmmsa long term basis.
Incentives. An incentive is additional compensation to empleyéear
additional performance in an organization.

Benefitss A  benefit on the other hand, is &ddal
compensation given to employee as a diton of
organizational membership.

Different types of incentives which an organizateam offer include:

1. Educational incentive: This is education related support
provided to employees in their job by the employéracludes
study leave with pay, study allowances, study |smolarship
etc.

2. Financial incentive, system: This is a situation where employees
are encouraged to save part of their earnings dturé use.
Examples include credit bonus and contribution.

3. Insurance incentive: Examples are health, disability, accident
and life Assurance. Health insurance ingestinclude
hospital charges, major medical problems etc, wHife
assurance incentive covers not only the employeksaro
organization but also the members of their famif@sthe whole
of their life time. The National Health InsurarSeheme (NHIS)
established by the Federal Government for workeis ather
citizens is a good example of the insurance ingenti

4. Social and Recreation incentive system: It involves sponsoring
sporting activities, break and canteen servicevigea by the
employers to their employees. The main intentiotoikeep the
employees physically and mentally fit and retaienthin the
organization.

34 Criteriafor Determining Compensation

A manager can determine the type of financial comgaémsto offer to
his employees based on the following factors:
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1. Ability to Pay: Whether a particular labour or skill is scarce or
not, an organization will only hire if it has thapacity to pay
such salary. On a holistic note, the ability ofaganization or
employer to pay particular rates affect the genlenadl of pay in
an organization. Even within an industry, organass that are
making good sales and profits may pay higher wahas one
which cannot make both ends meet.

2. Prevailing Wages: Organizations, particularly those in the
same industry, try as much as possible to pay coabparates
which they considered fair so that they can be aitipe and
attract and retain qualified staff from the laboarket.

3. Supply and Demand: Closely related to prevailing wages is the
economic issue of supply and demand of labour. Vithersupply
of particular type of labour is scarce (low), it$cp or its wages
and salaries will rise and vice versa in the labuarket.

4, Job Values and Requirement: The worth or value of jobs to an
organization also helps in the determination of @&afpr those
jobs. Jobs through job evaluation techniques graded
according to their relative amount of skills, resgbility and the
hazards of the job. The conditions of this procéss,monetary
worth of the jobs in an organization are determiaed these
enable the employers to fix various rates for tiier@nt jobs in
the organization.

5. Cost of Living: A pay increase must be roughly equivalent to
cost of living increase in order to maintain theele of real
wages.

6. Labour Union: When a union compares pay as a standard in
making compensation demands, the employer mustinobta
accurate market data in order to know how to payelmployees
in an organization.

7. The Economy: A depressed economy generally increases the
labour supply, serving to cover the average wagge rén most
cases, the cost of living will rise in an expandiagonomy
thereby exercising upward pressure on pay level.

8. Government: Compensation given to the employees may affect
the employees in many ways. So the governmentvieners and
makes sure that the benefits within the labour etarére
accurate. In this case organizations thgt lpigher wages and
salaries would be monitored and regulate the laboarket
effectively.

Conclusively equity theory of motivation hold thatployees have a
strong need to maintain a balance between whadriejved as input to
their jobs in form of compensation or reward ifemployee believes he
or she is under paid he is likely to reduce expdreféorts by working
more slowly, takingff early or being absent. Similarly if an employee
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believes she or he is overpaid, that employededylito work harder or
for longer hours.

40 CONCLUSION
Compensation is that whereby the organization eafu the
performance of its employees and rewards them doagly. This could

be in terms of monetary rewards or non monetanards This can also
be called the organizational rewards.

50 SUMMARY

In this unit, you have examined the categoriegsash compensation,
benefits, types of benefit schemes, and criteria d@termining

compensation. Compensation of workers is aronapt aspect of
every organization which must be taken seriously.

SELF-ASSESSMENT EXERCISE

I. List and briefly discuss five categories of casmpensation.
il. Mention five criteria for determining compensation.

6.0 TUTOR-MARKED ASSIGNMENT
Discuss the various types of benefit Schemes.
7.0 REFERENCES FURTHER READING
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MODULE 3 IMPROVEMENT OF WORKERS’
PERFORMANCE

Unit 1 Employee Development and Training

Unit 2 Performance Appraisal

Unit 3 Motivation

Unit 4 Communication and Manpower Management

Unit 5 Discipline and Disciplinary Procedure

UNIT 1 EMPLOYEE DEVELOPMENT AND TRAINING
CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content
3.1 Meaning of Staff Development
3.2  Types of Staff Development (Training)
3.3  Training Process
3.4  Evaluation of Training
3.5 Advantages of Training

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignments

7.0 References/ Further Reading

1.0 INTRODUCTION

The unit focuses on the meaning and significancgtaff development.
The unit examines the important role staff develeptmplays in the
progress of an organization.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o differentiate between staff training and staff depenent

o explain the role of staff development to the prsgref an
organization.

o describe types of staff training.
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3.0 MAIN CONTENT
3.1  Meaning of Staff Development

The terms training and development have differeemngs but are
used interchangeably by some writers. However, tihe terms are
different, while training usually implies specifiGactual, and narrow-
range content, development refers to a focus orrgédecision making
and human relations skills. In both staff trainewgd staff development
the aim is to improve the skills and performancéhefsubordinates.

From the above distinctions, therefore, staff depmlent is itself a
training process and best viewed in two dimensiding first being an
in-service training programme where individualsam organization are
given opportunities to further their education t@alele them prepare for
future positions. The second type of training isned to prepare
individuals to be able to handle new job assignsienthis is
corroborated in Sharma (1979:23) when he notedstiadit development
is aimed at the following points:

I. To improve the current level of performance of imdents in
their present jobs;
. To equip men with potentials for higher level resgbilities.

The former represents the immediate pre-occupatiabjective of staff
development concerned with considerations curraeflgvant; whereas
the latter involves long range considerations dadrmpng.

Thus, staff development can simply be defined &éisiaes provided for
the middle and upper management in and outsiderganization. A
narrow view to the meaning of staff development wgigsen in
Campbell, et-al (1970:234) when they state thaaffIdevelopment is a
teaching activity planned and initiated by an orgation”. While Harris
(1980) views staff development as that aspect miaidtration, which
implies the training of an individual in organizati to enhance his
performance, Ngu (1994:26) views it as the procelsdHehavioural
modification or moulding of workers in order toegrate organizational
needs with their characteristics. This view is ongonance with the
view expressed in Novit (1979) when he noted tteft slevelopment is
the training of personnel in an organization towsamtbtivating them to
become competent and work hard in achieving thelsged an
organization.

Thus, from the above definitions it becomes cliat staff development

connotes the organization’s efforts in its prograsrm provide the need
based training and education to its workers to ken#fem become
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competent in handling their present or future amsigtasks. However,
the scope of staff development scheme in terms$sofaverage varies
from one organization to another. The variationgaomerage may arise
due to the resources an organization may decideatmark for the
purpose within its reach.

According to Sharma (1979:22) the broadest schanmeade up of all

the members of the management at the top level dowre lower level.

This is corroborated in Humble (1969:25) when héedothat staff

development is reappraisal of the staff resouroeschieve the desired
objectives of an organization. It covers both managnd labour force.
He went further to give the objectives of staff eleypment as follows:

I The preparation of management succession plans;

ii. Recruitment objectives for specific type of managerand
technical skills;

iii. Training plans;

iv. ~ The introduction of specific forms of incentive andage
payments; and

V. The setting of limits to labour staff turnover.

Staff development is a basic factor in building andintenance of the
organizational effectiveness. According to Ngu @28) staff
development is so important that it is not only @rgiive but
continuous. No organization can dispense with & @sogramme and as
a process. This means, however, that no mattecdbg organizations
have to train their workers at least to enable tl@mdle the assigned
jobs. This is corroborated and elaborated in Roseod Freak
(1976:292) when they noted that:

Organization has to give the minimum trainingtso i
employees to make them at least become acquairited
the objectives, policies, rules, standards, andgaures
peculiar to the organization and the particulér it the
other extreme, staff development can include g lon
programme of education and planned experiencdinga
to key positions. Some organizations have devedspm
programmes for supervisors and executives, ergqatbiem
to handle their jobs better and preparing thengfeater
responsibilities.

To meet the challenges of change, organizationst mosure that

sufficient training and programmes for developmeaintvorkers are put
in place.
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According to Longenecker (1977:232) an organizaigneatest asset is
its people and so it makes sense to ensure that esgloyee is trained
for the job he is doing and developed to take dor@&responsibilities
within his scope of competence. This view is in smmance with the
view of Sharma (1979:96) when he noted that when @m is to

broaden the experience of an individual, it becomesessary to offer
him opportunities to develop familiarity with difient and/or longer
range of the organizational operations.

The views of Longenecker and Sharma were streachhne moderated
to suit the interests of employees, by Miner (1988:when he noted
that although the development effort must have $loimg to do with the

organizational goals; the particular goals undersateration need not
be restricted to narrow economic aims. Personaleldpment for

personal development’s sake may indeed be a carssolgective of the
organization. However, it is imperative to note tthathough an

organization can provide opportunities for staf’elepment, it cannot
actually develop employees. They need to accomplistelopment
themselves. That is they need to assume some bpities for their

own progress.

In any organization personnel division is respadesior planning and
coordinating training activities. The division caonduct training
activities for employees even outside their regulark assignment.
This is accepted by Longenecker (1977:1770) whennbid that
personnel development often organizes training exenice to impart
knowledge or to improve skills of participants. §hhe went further to
say, is conducted when the employees have theriganeeds, where for
instance, certain basic ideas are imparted to #ngcgpants to develop
their careers and help in enhancing the progretiseadrganization. This
view is in line with the view of Hurst (1970:174)hen he expressed
that:

Personnel management deals with an extensive

programme, ranging from the placement, inductios a

training of new personnel to the provision of &g for

management. The effort is directed to the devetayrof

careers and progress within the organization bigzing

the educational resources and facilities avail&bkach

stage.

3.2  Types of Staff Development (Training)
Training policy can be defined as a written stateinwen organizational
plans or programmes to develop the skills of thekexs. Training

needs or objectives are usually derived from theecdi manpower
situation in an organization, state or country. Exésting manpower
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situation determines the training objectives. To dlde to identify
training needs will entail a comprehensive manpaosuevey, which will
expose the type of skills of personnel that needbé¢o trained or
developed. The types of training that can be rgaahailable for an
organization will include:

1. Induction Courses

These are conducted to introduce the newly emplggesionnel to their
new jobs, since most of them are not likely to psssprevious
experience. It is designed to bring the knowledge skills of the new
employees to a satisfactory level.

2. On-the-Job-Training

This is similar to the induction course just comigd above. The major
objectives of the two types of training are similatthe sense that they
entail acquiring new skills to be able to handlevnebs. Induction
course is basically meant for new employees. Howere the job
training can be extended to include old employées, new skill is
introduced in the organization.

3. Off-the-Job-Training

This is the type of training that can be conduataetside the working

environment. It is usually conducted in classroomigere trainees are
given theoretical knowledge on how to handle aipadr operation.

The only practical aspect of this type of trainisghe use of films or
charts or diagrams for illustrations.

4. On-and-Off-the-Job Training

It combines classrooms instructions with practicedtruction in the

working environment. This has almost the same mafgective with

“Industrial Attachment” programmes for techniciargeaching practice
for teacher trainees.

5. Vestibule Training

It is similar to “On-the-Job Training”. Here theainees are given
instructions using the types of machines or mdtetieey will operate in
the working environment. In most cases, similar elatiachines are
used for vestibule training. It is very costly amaks the advantage of not
interrupting the flow of work in operating departm® Example of such
is the Business Apprentice Training Centre (BAT@)nly in operation
in Kaduna State and a few other States in Nigeria.
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6. Refresher Courses

It is used mainly to update knowledge and skilleey are conducted
internally or externally or both. It is very usefahd necessary with
innovations through changes of ideas or operatiaghimes. It serves as
a motivating factor where the employee feels datisfor being given

the opportunity for learning.

7. Conference

Training is sometimes conducted through confereraresvorkshops.
This is not highly formalized since the trainees teated as participants
and not just passive recipients. The theme chosendnferences must
be relevant to the organization’s objectives.

8. Role Playing

This is another training device that can be useorganizations. It can
be used for executive development. The participasssime the roles of
the positions they are expected to occupy aftertthi@ing and their
performance, are simultaneously evaluated and dede where
necessary by the training instructors.

9. Sensitivity Training

It is used for development of awareness to behaaiquattern of oneself
and one’s colleagues. It is used to encourage rmutderstanding
among working group. It is highly recommended fmdership training
and executive development.

10. Supplementary Training

Lastly, since many organizations may utilize qaitgood number of the
training methods discussed above it may still vitable for them to
seek supplementary training methods from independestitutions.
Public or private organizations used the suppleargrtaining method
by sponsoring their employees in different inskitag of learning.

3.3  Training Processes

Before the training process commences, the traioibgctives must
have been identified, the participants or traineekected, qualified
instructors also selected, and the training faediedequately provided.
The training method to be used by instructors delbend largely on the
training content and the extent of both physical arental maturity of
the trainees. Throughout the training processjnsieuctors should help
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to create exciting illustrations. Training by pelsoor hours should not
be unnecessarily too long. Instructors should nottlle talking or
demonstration all alone. Training lessons must tepared ahead of
time. Both preparation and presentation of theolesaust be based on
the level, qualifications, skills or experiencetloé trainees.

3.4  Evaluation of Training

This is to enable the employers to determine tifiects of training on
both the trainees (employees) and the organizaiibe. following are
the criteria for evaluating a training programme.

I Participants’ Reactions or Changes in the TrainBesiction: this
is determined during the training period. The fegd and
responses of the trainees to the training prograam@examined.
They may find their instructor’s unqualified. Theyay find the
training session boring to mention but a few readi The
trainees’ reactions can be measured by completingved
designed questionnaire or evaluation form.

. Changes in the Trainee’s Knowledge: The objectofdésaining
programme is to increase the participants knowleatgskill on
specific area. For example, if a training programsngesigned to
enhance an employee knowledge of specific officegdures. It
is pertinent to expect that the employee concemildknow
more about the procedures by the end of the trgipingramme.

lii. Changes in the Trainee’s Attitude: Changes in ttigude of
participants takes place because training itsedf change agent.
This can be measured by comparing the trainee\aque sense
of duty with the after-training or present one. ldisty and his
relationships with his superior and subordinateicefs will
change.

Iv. ~ Change in Job Performance: This is shown throudécife
changes in job performance by the employees. This loe
measured by the trainee’s ability to handle molehging jobs
very effectively.

V. Organizational performance or result: Training aedelopment
are means to attain organizational goals or desiesdlts. The
above four points for training evaluation are infukge unless
the organizational objectives are fully accompldhgherefore, it
is important in applying organizational performanstandards
and results as the ultimate criteria for evaluatingining
programme.
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3.5 Advantages of Training

1. It enables employee to improve on their jobs.

2. Through training and staff development programmmesmbers
of staff are better able to handle machinery andpsaent thus
reducing damages to the minimum.

3. There is satisfaction associated with a sense liéaement, and
knowledge that members of staff are developingrth@ierent
capabilities at work.

4. It enables staff to increase their value to theanization and thus
prepare themselves for promotion.

It enables staff to learn and adapt themselvesto major job content
and work relationships.

4.0 CONCLUSION

Staff development and training are geared towandgravement on
skills and performance. Both involve moulding theorkers
characteristics towards better performance. Theylshbe an in-built,
integral part of the organizational system if enyples would perform
their jobs well and get full satisfaction from theiork.

50 SUMMARY

In this unit you have learned the meaning of siaffelopment (training)
and different types of training were examined. Phecess of training
and how to evaluate training were highlighted amel hain advantages
of training for both the staff and the organizatweere examined.
SELF-ASSESSMENT EXERCISE

What is employee development?

6.0 TUTOR-MARKED ASSIGNMENT

Discuss five types of training.
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1.0 INTRODUCTION

In this unit, you shall examine performance appdaigs definition,
purpose, uses, methods of performance appraisaimamhgement by
objectives.

2.0

OBJECTIVES

At the end of this unit, you should be able to:

define performance appraisal

state the purpose of performance appraisal

enumerate the uses of performance appraisal

highlight the essentials of an effective performearappraisal
system

explain performance appraisal process

discuss methods or techniques of performance eggprai
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3.0 MAIN CONTENT
3.1  Definitions of Performance Appraisal

Performance Appraisal has been defined as followsccording to
Edwin Flippo, performance appraisal is the systemnaeriodic and an
impartial rating of an employee’s excellence in texst pertaining to his
present job and his potential for a better job. #kding to Cummings,
the overall objective of performance appraisal @s improve the
efficiency of an enterprise by attempting to mdaalithe best possible
efforts from individuals employed in it. Such appeds achieve four
objectives including the salary reviews, the depeient and training of
individuals, planning job rotation and assistanamwtions.

According to Wendell French, performance appragsal review is the
formal, systematic assessment of how well employeesperforming
their jobs in relations to established standardstha communication of
that assessment to employees. According to Daleel qzerformance
appraisal includes all formal procedures used @uate personalities
and contributions and potentials of group membersai working

organisation. It is a continuous process to semfogmation necessary
for making correct and objective decisions on eypds. Performance
appraisal is a systematic evaluation of the em@syperformance at
work. Performance appraisal is a process of evalyan employee’s
performance on a job in terms of its requirementisla process of
estimating or judging the value, excellence, giedibf status of some
object, person or thing. Performance appraisalftsraal programme in
an organisation which is concerned with not onlg gontributions of
the members who form part of the organisation,abuis at spotting the
potential also. The satisfactory performance iy @npart of the system
as a whole and the management needs more inform#ien mere
performance ratings of the subordinates. Performappraisal is the
systematic evaluation of the individual with regpechis performance
on the job and his potential for development.

Performance appraisal is concerned with determinivg differences
among the employees working in the organisationne@dly, the
evaluation is done by the individual's immediatepestior in the
organisation and whose performance is reviewedrim by his superior.
Thus, everyone in the organisation who rates othelsw him is also
rated by his superiors. Performance appraisal grapiating techniques
for comparing individual employees in the work gopun terms of
personal qualities or deficiencies and the requamrisy of their
respective jobs
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3.1.1Characteristics of Performance Appraisal

The following are the characteristics of performmappraisal:

1.

2.

A Process:Performance appraisal is not a one-act play. It is
rather a process that involves several acts psste

Systematic AssessmenPerformance appraisal is a systematic
assessment of an employee's strengths and weaknese
context of the given job.

Main Objective: The main objective of it is to know how well an
employee is going for the organisation and whatdee® be
improved in him.

Scientific Evaluation: It is an objective, unbiased and scientific
evaluation through similar measure and procedum@s dl
employees in a formal manner.

Periodic Evaluation: Although informal appraisals tend to take
place in an unscheduled manner (on continuousk baish the
enterprises, a supervisor evaluate their subomsnabrk and as
subordinates appraise each other on a daily basis,the
systematic (i.e., formal) appraisal of an individeaployee is
likely to occur at certain intervals throughout ttha@erson‘s
history of employment (say quarterly, six monttdpnually, etc.)
Continuous Processin addition to being periodic performance
usually is an ongoing process. It means that apgisiare
regularly scheduled and are not dumped on the gmplmn
whimsical dates without relevance. The process nasbeen
broken in person‘s history of employment howevehe t
periodicity of appraisal may be changed as per sieddthe
situation.

Employee Feedback:Performance appraisal system provides
information to employees on how well they are ddingir jobs,
and this feedback is provided to them when it ievant.
Performance appraisal is also called Employee Ratmd
Service Rating. Performance appraisal and meiitgaire used
synonymously. But strictly speaking performanceragal is a
wider term than merit-rating. In merit rating thecfis is on
judging the calibre and worth of an employee stogslace him
on right job. On the other hand, performance agptdocuses on
the performance and future potential of the empoyts aim is
not simply to decide placement or promotion buteasure the
value of worker in different job situations.
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3.1.2 Purpose of Performance Appraisal

The following are the main purposes of performamgeraisal:

1.
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Appraisal Procedure: It provides a common and unified
measure of performance appraisal, so that all eyspl are
evaluated in the same manner. It gives an indiscatary rating
of all the employees.

Decision Making: Performance appraisal of the employees is
extremely useful in the decision making process thé
organization. In selection, training, promotiony pacrement and
in transfer, performance appraisal is a very usefuil

Work Performance Records:Performance appraisal gives us
complete information in the form of records regaglievery
employee. In the case of industrial disputes evdritrator
accepts these records in the course of grievancellihg
procedure.

Employees Development:Performance appraisal guides the
employees in removing their defects and improvirtgirt
working. The weaknesses of the employee recordedhén
performance appraisal provide the basis for an viddal
development programme. If properly recorded anddugsbke
performance appraisal gives fair opportunities moplyees to
correct and rectify their mistakes.

Enables Supervisors to be More Alert and Compent:
Performance appraisal enables supervisor to be meré and
competent and to improve the quality of supervidigngiving
him a complete record of employee's performancec&ieguide
an employee, where he is prone to commit mistakes.

Merit Rating: Merit rating is another name of performance
appraisal; it gives supervisors a more effectivel tor rating
their personnel. It enables them to make more chaefalysis of
employee's performance and make them more produetnd
useful.

Improves Employer Employee Relations: Performance
appraisal is not only a useful guide for the suigeng and
employees but it improves the employer-employeatigis by
creating a more conducive and amicable atmospheré¢he
organization. It also stimulates free exchange hwiughts and
ideas between the supervisor and his men. In th&y w
performance appraisal bridges the emotional gapdest the
employer and employee by bringing them more clase lay
reducing man-to-man differences in the organization
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3.1.3 Uses of Performance Appraisal

Performance appraisal helps the employees in Bgfdvement and
Self-development. It helps the management in taklagisions about
Placement, Promotions, Transfer, Training and Dywekent, etc. It
helps to achieve individual and organisational gotlis useful to the
employees and the organisation. Therefore, PerfoceaAppraisal
should be conducted objectively from time to tinfdhe employees
should not oppose it. However, they should see tiatperformance
appraisals are systematic, fair and impartial. Howsd not be for
punishing the employees. It should be for improwvimg employees and
their performances.

1. Help in Deciding Promotion: It is in the best interest of the
management to promote the employees to the positidmere
they can most effectively use their abilities. Alwggganised,
developed and administered performance appraisgjrgmme
may help the management in determining whethemndividual
should be considered for promotion because thesysbt only
appraises the worth of the employee on the prgsbnbut also
evaluates his potentialities for higher job.

2. Help in Personnel Actions:Personnel actions such as lay-offs,
demotions, transfers and discharges etc. may b&gdsonly if
they are based on performance appraisal. Whileomescases,
actions are taken because of unsatisfactory pedioce of the
employee, in some other cases it may be callediderto some
economic conditions beyond control such as changes
production process. In former case, the action oaly be
justified on the basis of the result of performaaperaisal.

3. Help in Wage and Salary Administration: The wage increase
given to some employees on the basis of their ppdace may
be justified by the performance appraisal resuitssome cases
appraisal, i.e., merit and seniority are combined higher
salaries or better positions.

4. Help in Training and Development:An appropriate system of
performance appraisal helps the management inidguigining
and development programmes and in identifying teasof skill
or knowledge in which several employees are ngaatwith the
job requirements. Thus the appraisal system pomis the
general training deficiencies which may be cormectby
additional training, interviews, discussions or meeling. It helps
in spotting the potential to train and develop thencreate an
inventory of executives.

5. Aid to Personnel Research:Performance appraisal helps in
conducting research in the field of personnel mansant.
Theories in personnel field are the outcome ofrédfeo find out
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the cause and effect relationship between persoaneél their
performance. By studying the various problems wlaoh faced
by the performance appraiser, new areas of reseaah be
developed in personnel field.

Help in Self Evaluation: Performance appraisal helps the
employee in another way also. Every employee isoaisxto
know his performance on the job and his potentiaishigher
jobs so as to bring himself to the level of thasipon.

Help in Creating Healthy Competition: Performance appraisal
brings out the deficiencies and shortcomings of éheployees.
Discussions between rater and rates may be cortircte spirit
of co-operation and mutual understanding. This givan
opportunity to the employer to have an insight dreirt
performance and to take corrective measures toawepupon
their performance.

3.1.4Essentials of an Effective Performance Appraisal $fem

The following are the essentials of an effectivefétenance Appraisal
System:

1.
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Mutual Trust: The existence of an atmosphere of confidence
and trust so that both supervisor and employee oiaguss
matters frankly and offer suggestions which maypéeeficial for
the organisation and for an improvement of the eyg®. An
atmosphere of mutual trust and confidence shouldrbated in
the organisation before introducing the appraigatesn. Such an
atmosphere is necessary for frank discussion ofaégad. It also
helps to obtain the faith of employees in the aispiaystem.

Clear Objectives: The objectives and uses of performance
appraisal should be made clear and specific. Thectbes
should be relevant, timely and open. The supervisost very
thoroughly evaluate the employee‘s performancehsd he is
capable of meeting challenges about his ratings hef
subordinate.

Standardization: Well-defined performance factors and criteria
should be developed. These factors as well as @pprimrm,
procedures and techniques should be standardisedl help to
ensure uniformity and comparison of ratings. Theraisal
techniques should measure what they are supposetasure.
These should also be easy to administer and ecoabmoi use.
The appraisal system should be performance baskdraform.
Employees should be made fully aware of performataedards
and should be involved in setting the standards.

Training: Evaluators should be given training in philosophg a
techniques of appraisal. They should be providet twowledge
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10.

and skills in documenting appraisals, conductingt @ppraisal
interviews, rating errors, etc.

Job RelatednessThe evaluators should focus attention on job-
related behaviour and performance of employees.rébelts of
performance rather than personality traits showddglven due
weight. Suggestions for improvement should be t@ektowards
the objective facts of the job (such as work schesjuoutput,
reports completed, sales made, losses incurreditspearned,
accomplishments, etc.). Joint plans for the futuneist be
developed after consultation with subordinates. iflkdeszidual as

a person should never be criticised.

Strength and WeaknessesThe raters should be required to
justify their ratings. The supervisor should try doalyse the
strength and weaknesses of an employee and aduiseoin
correcting the weakness.

Feedback and Participation:Arrangements should be made to
communicate the ratings to both the employees hadrdters.
The employees should actively participate in mamgagi
performance and in the ongoing process of evalnatithe
superior should play the role of coach and coumséloe overall
purpose of appraisals should be developmental rathan
judgmental.

Individual Differences: While designing the appraisal system,
individual differences in organisations should kecagnised.
Organisations differ in terms of size, nature, meeand
environment. Therefore, the appraisal system shoeldailor-
made for the particular organisation. The needst#s in terms
of feedback, mobility, confidence and openness Ishaiso be
considered.

Post Appraisal Interview: A post-appraisal interview should be
arranged so that employees may be supplied wittibtesk and
the organisation may know the difficulties under iath
employees work, so that their training needs magligeovered.
Review and AppealA mechanism for review of ratings should
be provided. Which particular technique is to bemdd for
appraisal should be governed by such factors asizbefinancial
resources, philosophy and objectives of an orgtaisaThe
results of the appraisal, particularly when theg aegative,
should be immediately communicated to the emplayseghat
they may try to improve their performance.
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3.2

Steps in Appraising Performance

Various steps in appraising performance of emplsyee as follows:

1.

98

Establishing Performance StandardThe process of evaluation
begins with the establishment of Performance StaisdaVhile
designing a job and formulating a job descriptiparformance
standards are usually developed for the posititves& standards
should be very clear and not vague, and objecticugh to be
understood and measured. These standards shouddessed
with the supervisors to find out which differentfiars are to be
incorporated. Weights and points to be given tchedactor and
these then should be indicated on the AppraisanfFand later
on used for appraising the performance of the eyags.
Communicating Performance Expectations to Emplgees:
The next important step is to communicate the aBick
standards to the concerned employees. Their jabgods-related
behaviour should be clearly explained to themhttudd be noted
that job related behaviours are those critical bigha that
constitute job success. The employee should ngrésumed to
guess what is expected of him. It should be notet here
communication means that the standards have baesntrtted to
the employee and he has received and understood that is a
two-way channel of communication should be esthblisi.e.
transference of information from the manager toghkordinate
regarding expectations, and feedback from the slifaie to the
manager that this information has been receivedusu®rstood
in same context and contents.

Measuring Actual Performance: The third step is the
measurement of actual performance. To determing atiaal
performance is, it is necessary to acquire infolonadbout it we
should be concerned with how we measure and whateasure.
Four sources of information are frequently useché@asure actual
performance: personal observation, statisticalntsporal reports
and written reports.

Comparing Actual Performance with Standards: The next
step is comparison of actual performance with taedards. By
doing so, the potentiality for growth and advancemef an
employee can be appraised and judged. Efforts aerto find
out deviations between standard performance andialact
performance.

Discussing the Appraisal with the EmployeeAfter comparing
actual performance with standards, the next stef idiscuss
periodically the appraisal with the employee. Undiis
discussion, good points, weak points, and diffieslt are
indicated and discussed so that performance isowepk The
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information that the subordinate receives aboutpeigormance
assessment has a great impact of his self-esteemomnhis

subsequent performance. Conveying good news isiderably

less difficult for both the manager and the subwaté than when
performance has been below expectations.

6. Initiating Corrective Action: The final step is the initiation of
corrective action whenever necessary. Immediateectve
action can be of two types. One is immediate andlsde
predominantly with symptoms. The other is basic deldes into
causes. Immediate corrective action is often deedrias putting
out fires whereas basic corrective action getsh® gource of
deviation and seeks to adjust the difference peemiin
Coaching and counseling may be done or speciagmassgnts and
projects may be set. Persons may be deputed forafdraining
courses, and decision making responsibilities articaity may
be delegated to the subordinates. Attempts maylmsmade to
recommend for salary increases or promotions,a$éhdecisions
become plausible in the light of appraisals. Ituddde noted that
the above details may vary from organisation taoiggtion, but
these steps usually form the principal steps/featwf a sound
evaluation programme.

3.3  Methods or Techniques of Performance Appraisal
Several methods and techniques are used for ewgjuamployee

performance. They may be classified into two braadegories as
shown.

Performance Appraisal

Traditional methods Modern method

1. Ranking method 1.Management by objective

2. Grading method 2.Assessment center method

3. Man —to man comparison method 3.Human asset actaigod

4. Graphic rating scale method 4.Behaviorally anctioeging
scales

5. 360 Appraisal
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3.3.1 Traditional Methods of Performance Appraisal

There are different techniques/methods which aeel éier performance
appraisal of employees. Some of the methods obpeence appraisal

are:

1.
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Ranking Method: Ranking method is the oldest and simplest
method of rating. Here, each employee is comparéd all
others performing the same job and then he is gavearticular
rank i.e. First Rank, Second Rank etc. It statas Ahis superior
to B. B is superior to C and so on. This methodksaall
employees but it does not tell us the degree oenexof
superiority i.e. by how much one employee is supean another.
Secondly, this ranking is based on only mentalssseent so it is
not possible to give any objective proof about vitwy rater has
ranked one employee as superior to another. Inntkethod, the
performance of individual employee is not compavéth the
standard performance. Here, the best is given fask and
poorest gets the last rank. The ranking method ighlyn
subjective. Similarly, here the employees are cosgpaas a
whole. Comparison of the various parts of an emgddsy
performance is not done.

Grading Method: Under this method of performance appraisal,
different grades are developed for evaluating thdity of
different employees and then the employees aresglat these
grades. These grades may be as follows: (i) Exdel(@) very
good; (iii) Good; (iv) Average; (v) Bad; (vi) Worst

Man-to-Man Comparison Method: This method was first used
in USA army during the 1st World War. Under thistheal, few
factors are selected for analysis purposes. Thaswrg are:
leadership, dependability and initiative. After ttha scale is
designed by the rate for each factor. A scale ofge is also
developed for each selected factor. Each persdoetoated is
compared with the person in the scale, and cestares for each
factor are awarded to him/her. In other words, eadt of
comparing a whole man to a whole man personnetamgared
to the key man in respect of one factor at a tiile.can use this
method in job evaluation. This method is also knoas the
Factor Comparison Method. In performance appraisa,not of
much use because the designing of scale is a Viéiould task.
Graphic Rating Scale Method of Performance Appaisal:
This is the very popular, traditional method of fpemance
appraisal. Under this method, scales are estadligitea number
of fairly specific factors. A printed form is supgd to the rater.
The form contains a number of factors to be ratemployee
characteristics and contributions include qualitiks quality of
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work, dependability, creative ability and so on.e$a traits are
then evaluated on a continuous scale, where tlee phices a
mark somewhere along the scale. The scores aratethiand a
comparison of scores among the different individual made.
These scores indicate the work of every individliak following

table presents simple graphic scale:

Quality Quantity Creative Dependability

Excellent \

Goods \ \ \

Average

Poor

This method is popular because it is simple ands du# require any
writing ability. The method is easy to understamd ase. Comparison
among pairs is possible. This is necessary for st®ti on salary
increases, promotion, etc.

3.3.2 Modern Method of Appraisal and Career Develoment

Most of the traditional methods emphasis eithertloe task or the
worker's personality, while making an appraisalr Bonging about a
balance between these two, modern methods havedesefoped. The
details of these methods are as follows :

3.3.3 Management by Objective (MBO)

It was Peter F. Drucker who first gave the concépfiBO to the world
in 1954 when his book The Practice of Managemerstfivst published.
Management by objective can be described as, eegpsowhereby the
superior and subordinate managers of an organisgtintly identify its
common goals, define each individual's major arefaesponsibility in
terms of results expected of him and use these uremss guides for
operating the unit and assessing the contributiagach of its members.

Essential Characteristics of MBO:The important features of MBO are
as follows:

1. A Philosophy: Management by objective is a philosophy or a
system, and not merely a technique.

2. Participative Goal Setting: It emphasises participative goal
setting.
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3. Clearly Define Individual Responsibilities: Management by
objective (MBO) clearly defines each individualesponsibilities
in terms of results.

4. Accomplishment of Goal:It focuses a tension on what goal
must be accomplished rather than on how it is tadm®mplished
(method).

5. Objective Need into Personal GoalMBO converts objective
need into personal goals at every level in the rusgdion.

6. It Establishes Goals Yardsticks:It establishes standards or

goals yardsticks as operating guides and also a&ss baf
performance evaluation.

7. Efforts to Blend and Balance Goalstt is a system intentionally
directed toward effective and efficient attainmeraf
organisational and personal goals.

Objectives of MBO: The objective of MBO is to change behaviour and
attitudes towards getting the job done. In otherdspit is results-
oriented. It is performance that counts. It is anagement system and
philosophy that stress goals rather than methods.prbvides
responsibility and accountability and recognizest ttworkers or
employees have needs for achievement and selfishgint. It meets
these needs by providing opportunities for parétigm in goal setting
process. Subordinates become involved in plantia bwn careers.

The Process of MBO
It is as follows:

1. Establishment of Goal:The first step is to establish the goals of
each subordinate. In some organisations superionsl a
subordinates work together to establish goals. &/l other
organisation, superiors establish goals for subetds. The goals
typically refer to the desired outcome to be achievlhereafter
these goals can be used to evaluate employee parfice.

2. Setting the Performance StandardThe second step involves
setting the performance standard for the suborelnah a
previously arranged time period. As subordinategopm, they
know fairly well what there is to do, what has bedane, and
what remains to be done.

3. Comparison of Actual Goals with the Standard Gals: In the
third step the actual level goal attainment is carag with the
standard goals. The evaluator explores reasonseofjoals that
were not met and for the goals that were exceedlbi step
helps to determine possible training needs. It abkats the
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superior to conditions in the organisation that neaffect a
subordinate but over which the subordinate hasoméral.

4. Establishing New Goals, New Strategiesthe final step involves
establishing new goals and, possibly, new strasedog goals not
previously attained. At this point, subordinate a@ugerior involvement
in goal-setting may change. Subordinates who sstdés reach the
established goals may be allowed to participateenmoithe goal-setting
process next time. The process is repeated.

Benefits or Advantages of MBO

The benefits of MBO are as follows:

1.

Balanced Focus on ObjectivesgviBO forces the management to
set objectives with balanced stress on key resed.a hus, crisis
conditions are avoided to take place in the orgdius.

Better Managing Things:MBO forces managers to think about
planning for results, rather than merely plannirgjiveies or
work. Managers are required to ensure that theetsrgre
realistic and needed resources are made availalsiebordinates
to achieve the targets. Clearly set objectivestersubordinates
serve as evaluation standards and motivators femthThus,
MBO results in improvement in managing.

Better Organizing: The positions in the enterprise can be built
around the key result areas. Managers are requaeclarify
organisational roles and structures hence bettgamising.

MBO Reduces Role Conflict and Ambiguity: Role conflict
exists when a person is faced with conflicting dedsafrom two
or more supervisors; and role ambiguity exits wheperson is
uncertain as to how he will be evaluated, or whathas to
achieve. Since MBO aims at providing clear targatsl their
order or priority, it reduces both these situations

It Provide more Objective Appraisal Criteria: The targets
emerge from the MBO process provide a sound setitefria for
evaluating the manager’s performance.

More Motivation: MBO helps and increases employee
motivation because it relates overall goals to individual‘s
goals: and help to increase an employee's undelisiguor where
the organization is and where it is heading.
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Develop Personal LeadershipviBO helps the individual
manager to develop personal leadership, espedihdy
skills of listening, planning, controlling, motivag,
counseling and evaluating. This approach to magamin
stills a personal commitment to respond positivielythe
organisation’'s major concerns as well as to the
development of human resources.

MBO Identifies Problem Early: It identifies problems
better and early. Frequent performance review Gessi
make this possible.

Identifies Performance Deficiency: MBO identifies
performance deficiencies and enables the manageanednt
the employee to set individualised self improventgodls
and thus proves effective in training and developinod
people. Mc Gregor points out that MBO, in most loé t
cases, does some good without costing much. Haefurt
point out, under proper conditions, participationda
consultative management provide encouragement to
people to direct their creative energies towards
organisation objectives, give them some choice in
decisions which affect them, and provide sufficient
opportunities for satisfaction of social, egoisticd self-
fulfillment needs.

Disadvantages of MBO

1.
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Unfavourable Attitude of Managers: Some executives have an
attitude that the regular attention required of ntheby
Management by objectives system, drawn heavilyheair tousy
time-schedule and is not consistent with theirgolehey feel that
it is not so effective a way as some other appres.cBome view
their roles as primarily involving policy-making, utbget
formulation etc.

Difficult to Apply MBO Concepts: Those executives who have
been involved very often find it difficult to appMBO concepts
to their own work habits. They find it hard to tkimbout the
results of work rather than the work itself. Thend to over
emphasize goals that are easy to quantify, sometforgetting
that workers often behave almost like children layqvhen the
game no longer challenges, interest is soon lost.

Heavy Paper Work: MBO involves a huge amount of news
letter, instruction booklets, training manuals, sjignnaires,
performance data review and appraisals report tpreépared by
the superior and subordinates. Thus MBO is saithiee created
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one more paper mill in organisation added to tiheaaly existing
large amount of paper work.

4. Tug of War: There is sometimes tug of war in which the
subordinates try to set the lowest targets posséid the
supervisors the highest.

5. Time Consuming: MBO is time consuming especially in the
early phases of its introduction when employeesusfamiliar
with its process. A number of pitfalls have beedigated, by the
researchers, in the way of effective working of MBO
programmes. The reasons for failure in the MBO e@sscare:
hasty implementation, unknowledgeable users, lack o
management follow through, and support, over emphasa
structure, treatment of another gimmick, failure darefully
monitor and encourage the MBO process during hatidli year
of implementation. MBO can be effective techniquer f
performance evaluation and for motivating suborisa by
developing communication between executives at lalkels.
Those at the bottoms must be willing to listen lte woice of
experience, and those at the top willing to actegsh idea from
lower echelon employees. Similarly, executives musep
abreast of new programmes, especially the modezasidhat
have been developed in the academic circles.

4.0 CONCLUSION

Performance appraisal or Performance evaluatiora isnethod of
evaluating the behaviour of employees in a workcg@lanormally
including both the quantitative and qualitative exdp of job
performance. Performance here refers to the degfraecomplishment
of the tasks that make up an individual job. Iticades how well an
individual is fulfilling the job demands. Perfornw@nis measured in
terms of results. Thus, Performance appraisalaptbcess of assessing
the performance or progress of an employee, ooapgof employees on
the given job, as well as his potential for futwtevelopment. Thus,
performance appraisal comprises all formal proocesluused in
organisations to evaluate contributions, personabind potential of
individual employees.

5.0 SUMMARY
In this unit, you have considered the definition pérformance
appraisal, the characteristics, purpose, uses dbrpgance appraisal,

essentials of performance appraisal, steps andosetbf performance
appraisal.

105



PAD 354 MANPOWER PLANNING AND ADMINISTFRON

SELF-ASSESSMENT EXERCISE

I. Define Performance appraisal.
il. What are the main purposes of performance app®aisal

6.0 TUTOR-MARKED ASSIGNMENT
Examine the process of MBO
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1.0 INTRODUCTION

In this Unit you shall examine what motivation V@rious theories of
motivation by different scholars.

2.0 OBJECTIVE

At the end of this unit, you should be able to explwhat motivation is
and the various theories of motivation

3.0 MAIN CONTENT
3.1 Definition of Motivation

Human motives are based on needs, whether conbcioois
subconsciously felt. Some are primary needs, ssdhe physiological
needs for water, air, food, sleep, and shelter.eOtieeds may be
regarded as secondary, such as self esteem, sHdfilistion with
others, affection, giving, accomplishment and ssEertion. Naturally,
these needs vary in intensity and overtime betviregimiduals.

Motivation seen from a general term applies toghtre class of drives,

desires, needs, wishes and similar forces. Tolstymhanagers motivate
their subordinates is to say that they do thingsclwithey hope will

107



PAD 354 MANPOWER PLANNING AND ADMINISTFRON

satisfy these drives and desires and also indwcsuhordinates to act in
a desired manner.

Motivation can be defined as the act of stimulatagneone or oneself
to get a desired course of action or to push thkt rbutton to get a
desired reaction. It is the responsibility of thartan resource manager
to motivate staff. This is in terms of attractivalasy, attractive
allowances, social fringe benefits, reasonabledagk, pension and
gratuity. If the employees are given all theseytweuld give their best,
thereby working efficiently towards the achievemehtorganizational
objectives.

3.1.1 Techniques of Motivation

The motivational techniques used in modern orgdioza towards
accomplishing corporate objectives can be dividéd itwo:

1. Monetary incentives
2.  Non-monetary incentives

Monetary incentives

Monetary incentives include salary and wages, besiusoliday pay and
so on. That is, all financial benefits accruingatoemployee.

Non-monetary incentives

This is all about job satisfaction enjoyed by thmpeoyees in

organization. That is, the combination of factorsgtt bring joy,

happiness and peace of mind to the employee ityingrout the task
assigned to him. The following are some of the nmmetary incentives
in use:

Job enrichment

Job enlargement

Job rotation

Well organized information system
Participation

Opportunity for self development and prdiomo.

~oQooTw

a. Job enrichment

This enhances vertical loading of the job. It may necessarily mean
increasing the responsibility of the workers, the tharacteristics of the
job may be improved with the job enrichment. It che seen as
qualitative increase of the job; e.g. an 'employe®ly be given
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responsibility not only for overseeing the photogag machine but for
controlling quality too.

b. Job enlargement

This is building into job a higher sense of challerand achievement.
That is, the duties performed by the employeesrameased from the
initial responsibility to enlarge scope of the agpef the individual. For
example a secretary in an office may be asked ke tharge of a
computer, its maintenance, purchase of office mtaties and taking
minutes of meetings. Job enlargement in this cabarees the ability
and skill of the individual because of the largefse of responsibility.

c. Job rotation

Job rotation is the transfer of employee from olaee to another. This
is normally meant to create interest in the mindtleé employee
performing the job. In this case, the responsipitiight not change, but
the environment might change and this enhancessgilsfaction to
some extent.

d. Well organized information system

Clarity of work purpose and feedback of results gwed motivational
techniques in many organizations today. Each emgglaypust have a
clear idea of what is expected of him at work amdrhust be kept
informed about how well or badly he is performing means of an
effective appraisal system.

e. Participation

Involving subordinates in the decision making pescgives them that
sense of belonging and recognition in the orgamnatThe degree of
participation allowed might therefore be a facter motivation.
Employee would necessary be satisfied with thdirifahey are allowed
to take part in the decision making in organization

f.  Opportunity for self development and promoton.

An organization that encourages the employees tderizke self
development courses and expose them to trainingdandlopment in
their various job tend to encourage its employeede willing to
contribute their best. The employees should be ptedias evidence of
recognition and management satisfaction towardstribomion to
corporate objectives.
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3.2 Theories of Motivation

Various scholars have approached this issue fréfereint perspectives,
e.g. Henry Fayol, Frederick Taylor, etc assumed tharkers are
rational human beings who are motivated to maxintne2r economic
gains; hence money was regarded as a strong mog\vactor.

The way to ensure that money has meaning, as ardeva
accomplishment and as a means of giving peoplespieafrom
accomplishment, is to base compensation as muclpoasible on
performance. It should be noted that people ddfed so also their needs
in life.

Some of the theories are:

Maslow’s Hierarchy of Needs Theory
Clayton Alderfer's ERG theory
Herzberg's theory

Douglas Mcgregor theory

Equity theory

McClelland’s Needs theory

onhkwnNpE

3.2.1 Maslow's Hierarchy of NeedsTheory

One of the most widely mentioned theoriedotivation is the
hierarchy of needs theory put forth by psychologistaham Maslow.
Maslow saw human needs in the form of a hierarabgending from the
lowest to the highest; and he concluded that, wiren set of needs is
satisfied, this kind of need ceases to be a mativat

The Needs Hierarchy

The basic human needs placed by Maslow in an aswgrader of
importance are shown in the diagram below:

y
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a. Physiological needs

These are the basic needs for sustaining humandé#d. They include
food, water, warmth, shelter and sleep. Maslow tthak position that,
until these needs are satisfied to the degree sa@geto maintain life,
other needs will not motivate people.

b.  Security or safety needs

Safety needs are triggered off the moment thesiplogical needs are
adequately satisfied. Here, people want to bedfgaysical danger and
of the fear of losing a job, property, food or $bel Safety needs are
satisfied at work place by health insurance, satekwenvironment,
workman compensation etc.

c.  Affiliation or acceptance needs

These needs spring up when the security needs leete adequately
taken care of. Since people are social beings, rilkey to belong and to
be accepted by others. Affiliation needs can beieaeld in social
interaction.

d. Esteem Needs

According to Maslow, once people begin to satisiit need to belong,
they tend to want to be held in esteem both by s&dves and by others.
This kind of need produces such satisfactions agepaoprestige, status
and self-confidence.

e. Need for self actualization

Maslow regards this as the highest need in hisatohy. It is the desire
to become what one is capable of becoming - to mmae one's
potential and to accomplish something. To achievs tneed,
management should help the staff in the work plhgeproviding
opportunities for training and development, encgarannovativeness
and initiate among workers, job enlargement ancclement.

3.2.2 Clayton Alderfer's ERG Theory

Maslow's hierarchy of needs has been subjectedltd af criticisms.

One of the scholars that criticized Maslow’s wor&saClayton Alderfer.
Alderfer (1972), taken Maslow’s theory as a stgtpoint, suggested
that the five levels of needs can be amalgamatedtimee categories.
These he called existence, relatedness and gr@stiiting in his work
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being termed ERG. In this case, existence neesdsniar to Maslow's
basic needs, relatedness needs is pertaining isfasabrily relating to
others, while growth needs is referring to selfe@epment, creativity,
growth and competence.

Alderfer suggested that one may be motivated bygsiea several levels
at the same time. For example, one may go to wonndéke a living
(existence needs satisfaction), and at the samenagebe motivated by
good relation with co-workers. Also, according tlméfer, when people
experience frustration on one level, they may foonsthe needs at a
lower-level needs category.

3. 2.3 Herzberg's Motivation-Hygiene Theory

Maslow's needs approach has been considerably ieddiy Frederick
Herzberg and his associates. Their research psrfmfind a two-factor
theory of motivation. In one group of needs arehsiinings as company
policy and administration, supervision, working diions,
interpersonal relations, salary, status, job sgcuand personal life.
These were found by Herzberg to be only dissatsfiand not
motivators. In other words, if they exist in a wakvironment in high
guantity and quality, they yield no dissatisfactidimeir existence does
not motivate in the sense of yielding satisfactitir lack of existence
would however, result in dissatisfaction. Herzbecglled them
maintenance, hygiene, or job-context factors.

In the second group, Herzberg listed certain satsfand therefore
motivators-all related to job content. They inclugehievement,
recognition, challenging work, advancement and gnowm the job.
Their existence will yield feelings of satisfaction no satisfaction (not
dissatisfaction).

The first group of factors (the dissatisfiers) witht motivate people in
an organization; yet they must be present, or tisdaation will arise.
The second group or the job content factors wesadato be the real
motivators because they have the potential of iglda sense of
satisfaction. Clearly, if this theory of motivatiaa sound, managers
must give considerable attention to upgrading jofxent.

3.2.4. Douglas Mcgregor Theory

One view about the nature of people has been esguieBy Douglas
McGregor in his Theory X and Theory Y. Managing, Gtegor

suggests, must start with the basic question of mmo&anagers see
themselves in relation to others. This viewpoirguiees some thought
on the perception of human nature. Theories X anaré/two sets of
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assumptions about the nature of people. McGregosectihese terms
because he wanted neutral terminology without amnotation of being
"good” or "bad".

The Theory X Assumption

The "traditional" assumptions about the nature edgde, according to
McGregor, are included in Theory X as follows:

Average human beings have an inherent dislike okvand will

avoid it if they can.

Because of this human characteristic of dislikingriky most
people must be coerced, controlled, directed, arehtened with
punishment to get them to put forth adequate etfostards the
achievement of organizational objectives.

Average human beings prefer to be directed, wish awoid
responsibility, have relatively little &ron, and want security
above all.

Theory Y Assumption

McGregor sees the assumptions under theory Y vl

The expenditure of physical and mental effort inrkvas as
natural as play or rest.

External control and the threat of punishment ave the only
means for producing effort towards organizationhjectives.
People will exercise self-direction and self-cohtnothe services
of objectives to which they are committed.

The degree of commitment to objectives is in prapaorto the
size of the rewards associated with their achieveme
Average human beings learn, under proper conditiooisonly to
accept responsibility but also to seek it.

The capacity to exercise a relatively high degregnagination,
ingenuity, and creativity in the solution of orgzational
problems is widely, not narrowly, distributed irethopulation.
Under the condition of modern industrial life, tieellectual
potentialities of the average human being are qudytially
utilized.

These two sets of assumptions obviously are fundtatte different.
Theory X is pessimistic, static, and rigid. Conti®lprimarily external,
imposed on the subordinate by the superior. Inresht Theory Y is
optimistic, dynamic, and flexible, with an emphasisself-direction and
the integration of individual needs with organinaal demands. There
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is little doubt that each set of assumptions wffie@ the way managers
carry out their managerial functions and activities

3.2.5 Equity Theory

An important factor in motivation is whether indivals perceive the
reward structure as being fair. One way of addngsshis issue is
through the use of equity theory, which refers to iadividual's

subjective judgment about the fairness of the rdwae or she gets,
relative to the inputs (which include many factossich as effort,
experience, and education), in comparison withréweards of others. J.
Stacy Adams has received a great deal of credithlrformulation of
the equity (or inequity) theory. The essential atpef the theory may
be expressed as follows:

Outcomes by a person Outcomes by anptirson

Input by a person Input by anotperson

There should be a balance of the outcomes/inplasiarship for one
person in comparison with that for another person.

If people feel that they are inequitably rewardedey may be

dissatisfied; they may reduce the quantity or dqualf output, or they
may even leave the organization. If people percéhes rewards as
equitable, they probably will continue at the saleeel of output. If

people think the rewards are greater than whaomsidered equitable,
they may work harder.

One of the problems is that people may overestintagr own

contributions and the rewards others receive. @emegquities may be
tolerated for some time by employees. But prolondeelings of

inequity may result in strong reactions to an aepdy minor

occurrence. For example, an employee being repdedhfor being a

few minutes late may get angry and decide to tipeitob, not so much
because of the reprimand but because of longstarfdalings that the
rewards for his or her contributions are inequéah comparison with
others’ rewards.

3.2.6. McClelland's Needs Theory

David C. McClelland has contributed to the underdtag of motivation
by identifying three types of basic motivating neeHe classified them
as the need for power, need for affiliation, anéd®r achievement.
Considerable research has been doneetinods of testing people with
respect to these three types of needs, and Mc@deliad his associates
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have done substantial research, especially ondkhd for achievement.
All three drives-power, affiliation, and achieverheare of particular
relevance to management, since all must be recednia make an
organized enterprise work well.

Need for Power

McClelland and other researchers have found thaplpewith a high
need for power have a great concern with exercigiilyence and
control. Such individuals generally are seekingitpmss of leadership;
they are frequently good conversationalists, thooftgn argumentative;
they are forceful, outspoken, hardheaded, and deimgnand they
enjoy teaching and public speaking.

Need for Affiliation

People with a high need for affiliation usually ider pleasure from
being loved and tend to avoid the pain of beingatgd by a social
group. As individuals, they are likely to be conwt with maintaining
pleasant social relationships, to enjoy a senseintifmacy and
understanding, to be ready to console and help®iherouble, and to
enjoy friendly interaction with others.

Need for Achievement

People with a high need for achievement have aenss desire for
success and an equally intense fear of failure.yTivant to be

challenged, and they set moderately difficult (bat impossible) goals
for themselves. They take a realistic approactstqg they are not likely
to be gamblers but, rather, prefer to analyze asgkbss problems,
assume personal responsibility for getting a jobhejand like specific
and prompt feedback on how they are doing. Theyg tenbe restless,
like to work long hours, do not worry unduly abdatlure if it does

occur, and tend to like to run their own shows.

How McClelland's Approach Applies to Managers

In research studies by McClelland and others erdgrequrs, people who
start and develop a business or some other ergerghiowed very high
need for achievement and fairly high need for podmves but were
quite low in their need for affiliation. Managersrgrally showed high
on achievement and power and low on affiliationt, ot as high or as
low as entrepreneurs.

McClelland found the pattern of achievement motoratclearest in
people in small companies, with the director orsmlent normally
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having very high achievement motivation. In largenpanies, what is
quite interesting is that he found chief executit@$®e only average in
achievement motivation and often stronger in powaad affiliation
drives. Managers in the upper-middle level of mamagnt in such
companies rated higher than their directors origeas$s in achievement
motivation. Perhaps, as McClelland indicated, thesmres are
understandable. The chief executive has "arrivetiile those below are
striving to advance.

The question is often raised as to whether all marsashould rate high
on achievement motivation. People who are ratetl tegd to advance
faster than those who are not. But because so noficlnanaging
requires other characteristics besides achievedrerd, every company
should probably have many managers who, while psgsg fairly
strong achievement motivation, also have a highdriee affiliation.
This latter need is important for working with pémpand for
coordinating the efforts of individuals workinggnoups.

3.3 Advantages and Disadvantages of Motivation

The advantages of motivation are highlighted below:

1. It makes the employees look cheerful and healthy

2. Changes can be easily brought in a firm if eyeés have

complete faith in it. This happens only when tlaeg motivated
regularly.

3. Motivation enhances job satisfaction.

4. Productivity is the outcome of penfiance. Performance can
be improved by motivation

5. It enhances self respect and dis@plamong employees.

6. It helps to improve the interest andtadié of employees in
organization.

7. It reduces the rate of strikes in orgatimza

8. It helps in making the efficient use oadable human resources.

Disadvantages of Motivation

1. It over pampers employees and makes thempeoductive in
some cases.

2. Over motivation could lead to laziness in @ganization or
industry.

3. It leads to specialization or concentratonone aspect or area in
which they are motivated and leave the arewthich they
are not motivated.

4. It makes workers to work for quantity withaquality. Workers

are supposed to work for both quality and quantity.
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4.0 CONCLUSION

Motivation is vital in every organization if the @loyees are to give
their best for the progress of the organizatiorer€hare different ways
in which employees can be motivated. It is the oespility of the
human resource manager to motivate staff.

50 SUMMARY

In this unit, you have examined the definition abtimation, thevarious
ways workers can be motivated and the various tkeof motivation.

SELF-ASSESSMENT EXERCISE

1. Give two techniques of motivation.
2. List four theories of motivation.

6.0 TUTOR-MARKED ASSIGNMENT
Discuss Abraham Maslow’s hierarchy of needs theory.
7.0 REFERENCES/FURTHER READING

Bature, N. ( 2013)Human Resources Managememtaduna: Joyce
Graphic printers and publishers,

Flippo, E.B. (1980)Personnel Managementondon: Mcgraw-Hill
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1.0 INTRODUCTION

In this unit you learn about the meaning of commation, the
importance of effective communication, variablescommunication,
modes of communication and skills for communicatieanagers.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

. define communication
o examine the importance of effective communication
. enumerate the modes of communication.
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3.0 MAIN CONTENT
3.1  Meaning of Communication

Communication is the sharing of information betwdam or more
individuals or groups to reach a common understandi is also the
process of passing information and understandiog) fone person to
another. Communication provides a means by whidpleen business;
politics and other professions act and interaatharge information and
ideas, develop plans, proposal and policies, makesihns and manage
men and materials. It is the lifeblood of an orgation. It is something
you cannot do without in business today.

3.1.1 The Importance of Effective Communication

Effective communication is essential in the follagyiways:

Learning about new technologies
Specialization of tasks

Improving quality

Motivation

Increase responsiveness to customers
Government relation

Innovation

NogkrwbE

1. Learning about newtechnologies

Good Communication is necessary for managers tm labout new
technologies, implement them in their organizatjcarsd train workers
on how to use them.

2. Specialization of tasks

Communication plays an important role in the sdex@tdon of tasks in
organization. In this case the employees of thees@d communicate
with one another by the use of jargons or verbaftstuts; example, Dr
(Debit), Cr (Credit), VAT (Value added Tax) beinged in banks may
mean different things in another profession orfidlhat is why jargons
should be used with caution. It saves time andesss productivity in
the organization if used properly.

3. Improving quality

Improving quality hinges on effective communicatidfanagers need to
communicate to all members of an organization theammng and
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importance of high quality and the routes to attegjnit. Subordinates
need to communicate quality problems and suggestionincreasing
quality to their superiors; and members of self-agggd work teams
need to share their ideas for improving with eaitieo

4. Motivation

Theories of motivation have clearly shown thati@re productivity of
any group of employees improves, the more such everare positively
motivated. Workers in any organization like to beeg a sense of
belonging and other incentives that can motivatenthto greater
productivity. Motivation is a by-product of goodrmamunication culture
between management and employees. Therefore, coication
enhances good morals, job satisfaction, the feetihdpelonging and
security in employees.

5. Increase responsiveness to customer

Effective communication can also help to increasgponsiveness to
customers. When the organizational members who ciwsest to

customers, such as salespeople in departmentasstord tellers in

banks, are empowered to communicate customerss raaetidesires to
managers, managers are better able to respondde tieeds. Managers,
in turn must communicate with other organizatiomaémbers to

determine how best to respond to changing custpnegerences.

6. Government relations

The government regulates the activities of businagmnizations in
different ways. These could be through licensingxation and
environmental protection laws. Business organinsti@re therefore
required to provide the different levels of goveemnhwith a wide range
of information to facilitate their work and healthglationship.

7. Innovation

Innovation, which often takes place in cross-fumdil teams, also
requires effective communication. Members of a stfosctional team
developing a new kind of compact disc-player, foarmaple, must
effectively communicate with each other to devetogisc player that
customers will want, that will be of high qualitgnd that can be
produced efficiently. Members of the team also nmashmunicate with
mangers to secure the resources they need to getredadisc - player
and must keep managers informed of progress oprdject.
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Therefore, effective communication is necessaryn@nagers and all
other members of an organization to learn new telcigres, improve
quality, responsiveness to customers and innovadioth thus gain a
competitive advantage for their organization. Maragherefore must
have a good understanding of the communicationgza®d they are to
perform effectively.

3.2 Variables in Communication Process

Communication as a process means that a transnmtesgage passes
through different stages before reaching its fidastination. Each of

these stages affects the other and they intereelyfwith one another.

Communication is not a static activity. Therefoitegannot be said to

have a beginning, middle or an end in the realesehshe words. These
stages are called variables in the communicationgss.

The stages in the communication process include:

().  The Sender (Source or encoder)
(i).  The message

(ii). The channel

(iv). The receiver (decoder)

(v). Feedback

(vi). Noise

This is presented diagrammatically below:

‘ Sender }—b‘ Message }—b‘ Encoding P‘ Channel H Receiver H Decoding

Feedback

Sender

The sender is the initiator of a message. The serds the
responsibility of formulating the message in a whgat accurately
conveys his idea to the receiver. He needs to Wzsuhis message from
the receiver's viewpoint.
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Message

The message in this case is the "commodity" or ttieg itself, which

is being communicated. It refers to the thoughtag] attitudes,
intentions or needs which the source sends toettever.

The term message embraces three coactive elementssbd business
communication transactions. These are verbal mes@ay the spoken
word), non-verbal message (i.e. the body languagd)the meta-verbal
message (i.e. the message behind message). An lexafnpeta-verbal
is "welcome". Welcome could be interpreted as filgnor offensive

depends on how you say it.

Encoding

This is whereby sender translates a message interstandable
symbols or language.

Channel

A channel is the medium through which a messagsesafom the
sender to the receiver. Channels of communicatmuidcbe through
television, radio, telephone, fax, satellite etc.

Receiver

Receiver is the person or group for which a mesgagegended. That
is to say, the receiver is the momentary destinatb a message.
Momentary here means there is no such thing asnagoent receiver or
sender of a message

Decoding

This is whereby the receiver interprets and tresmake sense of a
message.

Feedback
Feedback is the response the receiver of a mesgags after
interpreting the perceived message. This respansaotion could be in

any form; it may be a sigh, a nod, an outright gisaval or even
silence.

122



PAD 354 MODULE 3

Feedback is therefore an essential part of the aomuation process.
It helps to show whether or not:

€) Communication has taken place,

(b)  The receiver of a message has understood it

(c) The receiver has prepared and wiling to partan the
communication process and

(d) The sender had adequately formulated and kés or her
message.

Noise

Noise is a technical term for all forms of obstackehich conspire to
reduce the effectiveness of a message. It coulchamarom sender,
channel and the like. That is, noise could be ma}spsychological or
linguistic.

Physical: Physical noise include loud sounds from radio sets,
markets in full session, loud conversation, sounchfworkmen's
tools or from moving vehicles.

PsychologicalPsychological noise includes poor mental attitude;
depression, fatigue or other mental and emotioisakilities.

Linguistic: Linguistic noise relates to one's ability to use th
language of communication. Linguistic noise thereftalls into
three categories:

a. Semantic, which may occur as a result of the wrongice of
words or the use of words with unfamiliar meapnin
b. Grammatical, which is manifested in the form oflfasentence
construction, mis-application of rules of language
misuse of punctuation marks.
C. Phonological, which manifests itself in poor proaiation, e.g.
‘piles’ when 'files' is meant, 'Milo' when mirr@ meant, 'ship’
when 'sip' is meant, 'sow' when 'show' is meant.

To reduce the incidence of noise, the senders ofepeat their
messages, repeat some particular important parthef messages
several times or try to improve upon them by usexamples and
analogies. This ensures that the messages squeenglt the noise to
the receiver.
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3.3 Modes of Communication

There are many modes of conveying messages frorandes to a

receiver. Each of these modes has its advantagksisadvantages. If
for instance you have a message sent to your frier€ogi State of

Nigeria; you may decide to deliver the message arsgn, you may
decide to call him or her on the phone, and you degide to write that
person a letter, or even send it through e - mail.

All these are some of the different options openytu for the

transmission of the message to your friend in Ksgite. It is obvious
that while you have many options available to youtfansmitting your

message, the cost and effectiveness of each ofe timsans of
transmission differ. The effectiveness of a giverdmis determined by
many factors. These range from the nature of thesage, the target
audience, the competence and the resources ofetiels and other
environmental factors.

A thorough understanding of the different demamdstit and demerits
of the different modes of communication would hggu decide at all
times which is the most cost-effective and effitisreans of conveying
what message.

The modes of communication can be classified imteet namely:

(1) Oral mode
(2) Written mode
(3) Mediated communication.

Oral Mode

1. Oral communication is used in day-to-day activitiéike
conversations, interviews, tutorials and other uiseons that are
done in a face-to-face communications situation. al Or
communication can take place between two peoplengmsmall
group or a large group of people. When an indivickaéces out
his thought, he is said to be engaged in a formordl
communication.

In oral communication, the participants do not omée speech but also
the tone of their voices in conveying meanings.réhe also the use of
facial expressions, gestures and other expresdy Imovements to
reinforce the message being conveyed.
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3.3.1 Factors That Affect Oral Communication

Oral communication has four basic controlling fastthat the intending
user needs to take into consideration before degidor this mode.
These are behaviour, appearance, voice qualityisteding skills.

() Behaviour

We noted earlier that oral communication does maaie speech and
sound alone; it includes gestures, facial expressind other body
movements that are capable of supporting the spakems. Often
confusion arises as to the meaning of what was gaid was not
accompanied by appropriate gestures. The speakefdine has to know
the appropriate behaviour that will amplify his sage.

(i) Appearance

Appearance here refers to other items of infornmatike costumes,
make-up, hairstyle, nails jewelries and other disjtitat compliment the
physical appearance of the speaker. Often in avaineunication the
speaker's appearance is the first thing thatestrithe receiver long
before the speaker says a thing. It is part of wleérmines the sender's
initial credibility and the degree of attention Iniessage enjoys from
the listener. Some dresses are appropriatsoimie occasions just as
they are inappropriate for other situation. Formegke, a pair of pyjamas
and slippers may not be suitable for an officeagitn.

(i) Voice quality

This factor refers to the speaker's use of tonghpand stress. It
involves the speaker's mastery of the rules ofahguage as well as his
phonetics, that is, pronunciation and articulati@ome people are
naturally endowed with sweet, melodious voices tleah easily

convince people, while others have coarse voicditguhat tends to

irritate their listener's ears.

(iv) Listening skills
In oral communication, it is not enough for the &g to know how to
pass his or her messages or to adopt approprigteaggnce and

behavior; he must be a good listener too. This iavoid breakdown in
oral communication.
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3.3.2 Advantages of Oral Mode

(@)

(b)

(d)

()

(9)

It gives room for instant reception, prageg and feedback from
the receiver. This gives the sender an opportunitpssess the
effectiveness of his or her message and to makefigattn if
necessary. The receiver too can ask for instamificktion on
any point he or she does not understand.

The instant feedback reduces uncegtamthe interpretation
of the message. This leads to better understarukhgeen the
participants.

(c) Itis flexible and the sender has the oppaty to adopt his
message to suit his audience.

It offers better possibilities for furthplanning of the message.
The source can assess  the weaktispoinin his
communication on the spot.

() It assures the sender that his messag®tiomy being
received but understood.

It is competitively cheap and timely if tharticipants are within
the reach.

3.3.3 Disadvantages of Oral Mode

(@)

(b)

(€)

(d)

()
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It is basically transient (lasting for a ghperiod only), and may
not be easily recalled for future reference, unkesorded with
the aid of an electronic device like tape recordercamera.
'Experience has shown that when such electroniccegvare
used, the participants become too conscious of #wtions and
utterances. This affects the form of the messagdf.it

Oral communication is easily misrepreserdad susceptible to
different forms of distortions ranging from omissiof detail,
addition of extra information, modificatiorof message to
suit personal idiosyncrasies, highlighting of a f@etails etc.
Some emotional messages like terminatioathderetrenchment
and other misfortunes are not easy to convey tovittens by
words of mouth.

The over-dependence on spoken words put af lstress on our
mental faculties, because we have to try to assienall that has
been said and possibly recall them when the nasésar

It is often not practical or convenient &ach and converse with
high level officials in a face-to-face encounter.
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3.4 Written Mode

This refers to the translation of oral messagesaijthabetic symbols. It
ranges from the human handwriting to the printed. t&€his mode of
communication is used for documents like lettergmmranda, and
minutes, posters, computer-print outs and newspaper

3.4.1 Advantages of Written Mode

(@) Written communication is more permanent ea be stored for
future reference.

(b) In business, written communication helps asconfirm our
transactions and commitments made orally.

(c) It cannot be easily misquoted since materiehn easily be
retrieved for verification.

(d) It. can be read several times over #&orbetter understanding
of the content. It can also be read anywherengttame the
reader chooses.

(e) The sender can edit his message and inteodew ideas before
transmission. This gives room for coheesunderstanding)
and greater impact.

() It can be read several times by the seaddrmodified before it is
transmitted to the readers.

3.4.2 Disadvantages of Written Mode

(@)  Written communication has a delayed feedback.

(b) It does not have instant reception and intggtion like oral
communication. The process of transmission takese ntione
than in oral communication where the participamesia a face-
to-face situation.

© People are cautious in composing written messageause they
could be used against them in future or in a laurtco

(d) Itis more expensive compared to the oradleno

3.5 Mediated Communication

Mediated communication involves the transmissionoodl and or
written messages through electronic devices like felephone, radio,
television, on-line computer, teletype, electromails, walkie-talkie,
microfilm, video tapes and the like. It is most fusein large
organizations where face-to-face communication imitéd or is
ineffective in reaching many people at the same.tim
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3.5.1 Advantages of Mediated Communication

(@) It provides greater convenience to theigpgnts because they
can engage in other activities as they communicate.

(b) It gives the sender more flexibility in ttechniques of packaging
and sending his messages.

(©) It gives the receiver greater control other message reception in
that he can decide to tune in or off at his cormece. He can
contribute actively in the process of informatioelestion,
packaging and eventual transmission. This is contta the
sender, controlled oral and written communication.

(d) It has an improved feedback mechanism stheereceiver can
either talk back or type in his reaction immediate
(e) It provides more information to many peoat the same time.

3.5.2 Disadvantages of Mediated Mode

(@) Most mediated communication lack the adsg@tof combining
oral and non-verbal means for more faithful andecative
transmission and reception of messages.

(b) Most mediated communication is depersoedligo much so that
the participants may not know much about eachrofftas could
hamper the success of the communication.

(© The gadgets are expensive to acquire, comlsely, they are
beyond the reach of some potential receivers.rAsile you need
to own a set to receive the message.

3.6 Communication Skills for Managers

There are various kinds of barriers of effectivemomunication in

organizations.  Some barriers have their origmssénders. When
messages are unclear, incomplete, or difficultrideustand, when they
are sent over an inappropriate medium, or when ravigion for

feedback is made, communication suffers. Oth@®mmunication

barriers have their origins in receivers. When isems pay no attention
to or do not listen to messages or when they maikeeffort to

understand the meaning of a message, communicegtitikely to be

ineffective.

To overcome these barriers and effectively commatriavith others,
managers (as well as other organizational membuatst possess or
develop certain communication skills. Some ofstheskills are
particularly important when managers send messaifpess are critical
when managers receive messages. These skills hedpree that
managers will be able to share information, wilvéahe information
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they need to make good decisions and take actimhwall be able to
reach a common understanding with others.

3.6.1 Communication Skills for Managers as Senders

Organizational effectiveness depends on managersv@ as other
organization members) being able to effectively dsenessages to
people both inside and outside @RGANIZATION. This takes us to the
seven communication clues for managers:

) Send messages that are clear and complete

i) Encode messages in symbols that thesivercunderstands

iii) Select a medium that is appropriate for the message

iv)  Select a medium that the receiver monitors

V) Avoid filtering and information distortion

Vi) Ensure that a feedback mechanism is built into aggss
vii) Provide accurate information to ensure thatsleading
rumors are not spread.

Send Clear and Complete Messages:

Managers need to learn how to send a message shekear and
complete. A message is clear when it is easy fer mbceiver to
understand and interpret, and it is complete whecontains all the
information that the sender and receiver need txhrea common
understanding. In striving to send messages thatbath clear and
complete, managers must learn to anticipate hoeivers will interpret
messages and adjust messages to eliminate sodncesunderstanding
or confusion.

Encode Messages in Symbols the Receiver Understands

Managers need to appreciate that when they encashsages, they
should use symbols or language that the receivderstands. When
sending messages in English to receiver(s) whaseenanguage is not
English, for example, it is important to use complace vocabulary
and to avoid clichés that, when translated, mayenii#te sense and in
some cases are either comical or insulting.

Select a Medium Appropriate for the Message

As you have learned, when relying on verbal comiation, managers
can choose from a variety of communication medialuiding face-to-
face communication in person, written letters, mgempewsletters,
phone conversations, e-mail, voice mail, faxes, addo conferences.
When choosing among these media, managers neakeanto account
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the level of information richness required, timastaints, and the need
for a paper or electronic trail. A primary conceim choosing an
appropriate medium is the nature of the messageit Isersonal,
important, non-routine, and likely to be misundeost and in need of
further clarification? If it is, face-to-face commiuagation is likely to be
in order.

Select a Medium that the Receiver Monitors

Another factor that managers need to take intowatdcewhen selecting a
communication medium is whether the medium is dva the receiver
monitors. Managers differ in the communication raedhey pay

attention to. Many managers simply select the mmdihat they

themselves use the most and are most comfortalbhe but doing this

can often lead to ineffective communication. Mamageho dislike

telephone conversations and face-to-face intemastioay prefer to use
e-mail, send many e-mail messages every day, aackdheir own e-

mail every few hours. Managers who prefer to comisate with people

in person or over the phone may have e-mail adesdsst rarely use e-
mail and forget to check for e-mail messages. N&tendow much a
manager likes e-mail, sending an e-mail messag®nteone else who
never checks his or her e-mail is futile. Learnwmigich managers like
things in writing and which prefer face-to faceeirsctions and then
using the appropriate medium enhances the chamterdbeivers will

actually receive and pay attention to messages.

Avoid Filtering and Information Distortion

Filtering occurs when senders withhold part of assage because they
(mistakenly) think that the receiver does not niésedinformation or will
not want to receive it. Filtering can occur atlallels in an organization.
Rank-and-file workers may filter messages they sémdfirst-line
managers, first-line managers may filter messagesitidle managers,
and middle managers may filter messages to top geamsa Such
filtering is most likely to take place when messagentain bad news or
problems that subordinates are afraid they wilbtamed for. Another
communication barrier or problem in an organizatian that of
information or serial distortion.

Information or Serial Distortion
Information or serial distortion occurs  when e tmeaning of a
message changes as the message passes througss afssenders and

receivers. Some information distortion is accidedtee to faulty
encoding and decoding or to a lack of feedback.theQinformation
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distortion is deliberate. Senders may alter a ngesgamake themselves
or their groups look good and to receive speceitment.

Managers themselves should avoid filteringl afistorting

information. But how can they eliminate theserieas to effective
communication  throughout their organization?They need to
establish trust throughout the organization. Suibatds who trust their
managers believe that they will not be blamed fangs beyond their
control and will be treated fairly. Managesho trust their
subordinates provide them with clear awmdmplete information
and do not hold things back.

Include a Feedback Mechanism in Messages

Because feedback is essential for effeciommunication,

managers should build a feedback mechamsmthe messages
they send. They either should include a requestefedback or indicate
when and how they will follow up on the messageni@ke sure that it
was received and understood. When managers wttegd and memos
or send faxes, they can request that the receigep®nd with comments
and suggestions in a letter, memo, or fax; schealuteeting to discuss
the issue; or follow up with a phone call. By buigl feedback

mechanisms such as these into their messages, emanagsure that
they get heard and are understood.

Provide Accurate Information

Rumors are unofficial pieces of information of ir&st to organizational
members but with no identifiable source. Rumorsagrquickly once
they are started, and usually they concern togies brganizational
members think are important, interesting, or angisin Rumors,
however, can be misleading and can cause harnditddnal employees
and to an organization when they are false, malgi®mr unfounded.
Managers can halt the spread of misleading rumgrsptoviding

organizational members with accurate information matters that
concern them.

3.6.2 Communication Skills for Managers as Receiver
Managers receive as many messages as they sers].rmanagers must
possess or develop communication skills that atleem to be effective

receivers of messages. Managers or leaders can fleetive
communicators by observing the following:
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Pay Attention

Because of their multiple roles and tasks, managfées are overloaded
and forced to think about several things at oncde® in many different
directions, they sometimes do not pay sufficienterdton to the
messages they receive. To be effective, howevenages should
always pay attention to messages they receive,attermrhow busy they
are. When discussing a project with a subordirategffective manager
focuses on the project and not on an upcoming meetith his or her
own boss. Similarly, when managers are readimgtten forms of
communication, they should focus their rattn on
understanding what they are reading; they shouldesidetracked into
thinking about otheissues.

Be a Good Listener

Managers (and all other members of an organizatam) do several
things to be good listeners. First, managers shaefidain from

interrupting senders in the middle of a messagthabsenders do not
lose their train of thought and managers do notpjuim erroneous
conclusions based on incomplete information. Secorahagers should
maintain good eye contact with senders so that essnéeel their
listeners are paying attention; doing this alsqpsighanager focus on
what they are hearing. Third, after receiving a sage, managers
should ask questions to clarify points of ambiguwityconfusion. Fourth,
managers should paraphrase, or restate in their wands, points
senders make that are important, complex, or opmeralternative

interpretations; this is the feedback componentrgaal to successful
communication.

Managers, like most people, often like to hear thelwes talk rather
than listen to others. Part of being a good comuator, however, is
being a good listener, an essential communicakdhfer managers as
receivers of messages transmitted face-to-faceaadthe telephone.

Empathetic

Receivers are empathetic when they try to undedskaow the sender
feels and try to interpret a message from the séngerspective, rather
than view a message from only their own point cdwi Therefore,
managers should take this into consideration, wiiésaling with
.Subordinates in organization or people in theetga@s a whole.
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4.0 CONCLUSION

Communication as a process through which informati® shared
between two or more people is vital in the operatioof any
organization. Without communication activities canbe carried out in

the organization. Effective communication is a pogrisite for effective
performance in any organization.

5.0SUMMARY

In this unit you learnt the meaning of communicatithe variables in
the communication process, the modes of commupitaéind the
communication skills required for managers.

SELF- ASSESSMENT EXERCISE

I. Give five importance of effective communication.
. What are the modes of Communication

6.0 TUTOR-MARKED ASSIGNMENT
Discuss the variables in the Communication process.
7.0 REFERENCES/FURTHER READING
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1.0 INTRODUCTION
In this unit, you will be examining the meaning discipline,

disciplinary procedure, conducts that constitutdisaipline and the
forms of disciplinary actions.

2.0 OBJECTIVES
At the end of this unit, you should be able to:

define discipline

discuss disciplinary procedure

examine conducts that constitute indiscipline
explain various forms of disciplinary actions.

3.0 MAIN CONTENT
3.1  Meaning of Discipline

Although the term "discipline” may be given diffatenterpretations, it
is generally accepted "as the training or modefefih accordance with
rules, subject to control, order, severe trainpuishment ... to train, to
educate to bring control, to chastise." This isoet 8f comprehensive
definition embracing the various facets of the aptof discipline.

However, there is a tendency for people to loolistipline in much a
narrower sense in terms of command abddience. Frank Membrere,
for example, looks at discipline as the process"agplication of
authority to secure good conduct and the willingipbance with lawful
orders and command of that authority".
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Whatever may be the views of the various scholdrsgipline, to

reiterate, is an essential management tool whiclstags the

organisation and leads it to efficiency and suceess the organisation
endeavours. Supporting this view, A.L. Adu opinkatt"Disciplinary

code is a major tool for creation of efficiency @geration in the civil

service machinery and for the maintenance of alneapirit and morale
which are necessary for the growth of an efficiagproach to
responsibilities by civil servants."

The quotation above supports the view that digogpand efficiency are
inseparable. It all means that we cannot attaincieffcy without

discipline in the organisation. Of course, thistiige to all forms of
discipline. It does not matter whether discipliree seen in terms of
command and obedience; or, in terms of traininthefmind.

It is necessary to add to this discussion thatsaiglined society is one
that respects the rules of the games. It is arl gteaety or organisation
where every member knows the rules of the gamesisandlling to
abide by them with little or no supervision.

3.2 Disciplinary Procedure

A disciplinary procedure is instituted as soon ag af the rules and
regulations is breached. Rule 04101 of the Civitvise Rules and
Regulation (1974), for example indicates that ‘igiscary
proceedings... are initiated because of an offiaarsconduct or general
inefficiency." This is part of the fourth chaptdrtbe official document.
In fact, the whole chapter of this document deaith wliscipline and
disciplinary procedure. Here discipline is dradhcareduced to a
concept of a very narrow sense.

Indiscipline in the document, for example, has blited to what is

regarded as "misconduct™. This implies that gysonymous. But there
are some forms of indiscipline that may not neadgsanean

misconduct. Misconduct usually entails an act, demdcommission
resulting in indiscipline. But it should be notedhat indiscipline can
result from an omission.

We can see that the Nigerian Civil Service ruled eagulation take a
very narrow approach to the" perception of the ephof discipline. It
is for this reason that so many disciplinary adeeds, or omissions are
not usually handled by the Government machinerylufeaof a chief
executive in a ministry or any government agencgubmit or reply to
audit queries is an omission which is indiscipli®emilarly, failure of
the Director of Audit to submit regular audit repisran omission which
is indiscipline. But it is not uncommon to find $uofficers going scot
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free while junior workers or less privilege stadffagunished for carelessly
or unskillfully handling of their jobs as a way disciplinary procedure
or action.

If discipline entails acting according to the rulek the game, then
nobody in the organisation should be exempted fradistiplinary

procedures where necessary. Similarly, the conoépdiscipline or

indiscipline should not be given narrow interpretas. Discipline, for
example, should be interpreted to include doingrtgkt thing at the
right time and place; and the right people givea tight jobs. Where
these fail either by commission or omission, we tdk of indiscipline,

and disciplinary proceedings can be instituted reggathe officials
involved no matter how highly placed.

However, caution is to be taken to avoid frequese# of disciplinary

proceedings for mere frivolous activities or beloaviof the workers, as
this could be counterproductive. Taylor's discipinor "Theory X

Managers" are more vulnerable to habitual insbtutof disciplinary

proceedings against their workers for such friveloactivities or

behaviour that could only require counseling. Whérs habit persists,
discipline itself tends to lose its test of objeityi and productivity at the
expense of both workers and management alike.

It should be noted that Douglas McGregor (Theoryaviyd Professor
Rensis Likert's submission that successful manayershose who shun
the scientific management approach in favour of &melations and
behaviouralism have a lot to offer in the quality leadership or
management style. Of course to the adherent to dtientific
management, this does not make sense. For theenaV#érage worker"
is naturally lazy and must be handled by the ust®ftick not carrots,
if he is to put in his best on this job. In faair these "stick approach”
managers, discipline and disciplinary proceedingsoime the order of
the day.

Disciplinary proceedings per se usually commencéh v query in
which the subordinate is required to explain intwg and "within 24
hours" why disciplinary action will not be takena&mgst him. Failure by
the subordinate officer to give a successful answehe query leads to
an unprecedented proceedings of disciplinary achgnthe superior
officer. Such disciplinary action may take varidesms ranging from
warning to loss of salary increment, seniorityegen the job as one of
the most serious forms.

But usually, where the subordinate officer sucadisfanswers the

query, the matter goes straight to the cooler, ymgl that only the
subordinate errs and the almighty superiors doel$rshould be noted
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however, that equity demands fairness in all hueraeavors. Giving
this, the subordinate official who successfullyvaess a query deserves
a remedy. The remedy could take the form of mdteeavard or
counter-query to the superior for doing a bad jotis will take care of
those unscrupulous superior officers whose doctimethat good
management is exhibited by a dozen of queriespaura. The lesson to
be learned here is that frivolous activities shaudd be construed to be
gross misconduct which is the "essence of indiswpl Of course, this
does not rule out the existence of acts of grossaniduct”. An act of
serious or gross misconduct itself may be subjeatiepending on the
degree of honesty and caliber: of officers handiing

3.3  Conducts that Constitute Indiscipline

As a generalguidance however, the civil service rules provitatt
misconduct is defined as a specific act susceptbl@avestigation and
proof. It includes:

) Willful act or omission for general misconduoctthe scandal of
the public or to the prejudge of discipline and pg&o
administration of the government, e.g. cormptidishonesty,
drunkenness, false claims against governmenieddanguage,
failure to keep records, etc.

i) Conviction for a criminal offence (other thaminor traffic or
sanitary offence or the like: cases of doubt shdddeferred to
the Public Service Commission for guidance.

i)  Financial embarrassment;

iv)  Absence without leave

V) Engaging in political activities

vi)  Engaging in trade or business without auttyori

vii)  Disobedience of lawful order, such as a rafuproceed on
transfer or to accept posting,

viii)  Disclosure of official information;

ixX)  Action prejudicial to the security of the stat

In addition to these, there are some miscellanests of misconduct
which include money lending and borrowing among eyoment
officials.

It may be easier however, to identify = and adnmémighe act of
misconduct quoted above than those involving molexding and
borrowing. In fact the latter is a common phenonmeno among
workers in organisations, particularly in fgblic services. Workers
themselves see nothing wrong with the practice eding and
borrowing of money among themselves because, asadathey are
concerned, it goes with the notion or principle tbe your brother's
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keeper" in the African nation. Of course, the iglgr cases of
misconduct as quoted above are usually frownedrat,in most attract
disciplinary actions.

3.4  Forms of Disciplinary Actions

When an alleged act of indiscipline has not beecessfully defended a
disciplinary action can be taken against the oféendhedisciplinary
action ranges from:

a) Drawing attention to shortcomings:
b) Formal Warning;

C) Suspension from duties;

d) Compulsory leave;

e) Interdiction.

The purpose of drawing attention to shortcoming® igive the officer
an opportunity to improve on his performances arduwmt, or both. This
is also true of the formal warning even thoughldtter is more serious
than the former.

Where a prima-facie case of gross misconduct mbéshed against an
officer, such an officer may be suspended, intéedicasked to proceed
on compulsory leave, either with full salary or fhahlary, or even
without salary depending on the nature and grawatythe gross
misconduct. The most essential reason of suspepsimterdiction is to
ensure that the officer does not have access tihreer office for fear
of distortion or disappearance of official recorddich might be
relevant to the subject matter and other imporitmies.

In most cases, an officer on suspension is inviteéppear before a
Disciplinary Committee or Investigation Panel toswaer charges and
defend them if possible. This is also true of diicef asked to proceed
on compulsory leave. The outcome of investigatioray necessitate
taking court action or internal disciplinary actsoranging from formal
warning: loss of salary; or loss of salary incemasnd some fringe
benefits; demotion; termination of appointment; poisory retirement;
or even in extreme and more serious casdismissal from the
service. The officer may be exonerated where thereo strong
evidence against him and the alleged act of midegct. In such a
situation, he deserves unreserved apology fronrmingagement.

4.0 CONCLUSION

Discipline can be a useful tool for behavior matdfion. It is employed
asa corrective measure in organizations. It helps promote
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efficiency and effectiveness in the performanceojanizational
functions.

5.0 SUMMARY

In this unit, you have examined meaning of disogliconducts that
constitute  indiscipline and forms of disciplinagtions.

SELF -ASSESSMENT EXERCISE

I. When is disciplinary procedure instituted?

il. List four disciplinary actions that can be takenaiagt an
offender.

6.0 TUTOR-MARKED ASSIGNMENT

Enumerate five acts that constitute indiscipline.

7.0 REFERENCE/FURTHER READINGS
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