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Summary of Dissertation.

This dissertation analyses a major industrial and l
commercial gxoup in South Africa in relation to
its activities and level of performance in the fields ‘

of Manpower and Succession Planning. - |

The first aspect dealt with, is the history of Ehe
group, commencing from its incorporation in the
country as a single company, and tracing its growth
from this peoint to its present state as a multi-
company, multi-divisional group, manufacturing and
marketing a wide range of products. Certain causes

of problems identified are shown to have their sources
in the manning and administration of companies taken
over during the growth period, which up to the present”
has covered some seven years.

The next focus of attention is aimed at the present
activities of the group largely wifh regard to Man-
power and Succession Planning, and the existing systems
policies and procedures followed together with an in-
dication of the persons within the organisation at
present responsible for carrying out there existing
activities.

The comment given discusses the operations down to
divisional level, and shows what information systems,
tuition support programmes etc., are in existence in
the group, and the nature and level of inter-divisional
liaison in Manpower and Succession Planning.

The normative theory is then investigated, in an attempt
to identify a satisfactory approach to a theoretical
golution for problems thought to be facing the group.

The normative theory covers aspects of Manpower Plan-
ning, Manpower Programming, Inventory Compilation,
Information Systems, Training and Development, Career

Planning, Management by Objectives, Performance Stand-

ards and Performance Appraisal.




Summary of Dissertation -~ Cont. (i1)

Consideration is given to the underlying needs for

these activities, and their bdsic roles as component
parts of a successful Manpower and Succession Planning
System. In addition some thought is given to Ethnic
Consideration, since it is felt that it will be essen-
tial in the medium term future, and fiom then as an on-
going process, to make provision for similar planning
and programming systems for the use, deployment, control
and training of black labour.

A compariscn is made between the normative theory
approach proposed, and the activities and operations
currently being performed under the existing situation
in the group as identified previously. Areas of poor _
performance against theory have been recognised in
relation to both group and divisional performance,

and areas of required activities where no action is
being taken have been identified also.

Finally, recommendations, based on the déficiency
situation found, have been made, to indicate a coﬁrse
of action for the group to follow, and systems and
procedures have been put forward for the group to
follow covering the introduction of and manning for
an overall Manpower and Succession Planning System,
togethér with proposals for certain correcﬁed and
extended activities at divisional level. 1In addition
some attempt has been made to demonstrate possible
costs and financial benefits which could be expected

as a result of the intreduction of the recommendations.
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CHAPTER T

The Nature of the Present Organisation.

The organisation is made up of a group of companies
with a wide spectrum of manufacturing, assembly and
marketing operations, in a variety of products, cov-
ering steel, copper and plastics in content and ex-
truding through general engineering plant assembly,
structural steel work and related items, to special-
ised mine equipment, sheet metal products and foundry
cast items.

Marketing and sales activities in the steel sector,
which in the manufactured range is largely confined _.
to tube, cover both wholesale and retail aspects.
While the same considerations (both wholesale and
retail) in respect of marketing and sales apply to
both the copper and plastics products, the remainder
of the products factored by the group of companies

are marketed and sold on a retail basis: with bulk
and trade discounts applying in the case of certain
customer categories.

The Group of Companies at this point in time is div-
isionalised into four divisions as listed below:-

1) Tube making division (steel and copper tubing,
special motor tubing, coup-
lings and plastic products.)

2) Trading division (all retail outlets).

3) Foundries division (all foundw and casting activit-
ies). —
4. Manufactured products division (All manufacturing
other than foundry
products, tubke and
steelwork)}.

1.1.1 The Tube Making Division consists of five com-

panies whose various activities and products are

listed below, not necessarily in order of size:-

27 .
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CHAPTER I - Continued Page 2

Labour figufes fof £hils division are approximate-

| ly as follows:

European Staff European Staff Bantu Coloured
(Monthly Paid) {Hourly Paid)

460 740 2 270 30

(1) The Steel Tube Making Operation. This is

the single largest manufacturing element of the

group and is responsible for production of all
welded and seamless tube, tubular fittings, fab-
ricated pipework and structural steelwork. This
manufacturing facility is based in the Vaal
Triangle, fairly close in proximity to its raw
material source for the bulk of its products,
which consists (the major portion that is) of
seam welded steel tube processed by High Frequen-
cy Welding. The output of this unit is approx-
imately 70% of the total value of the groups.
manufactured products. In turn about 80% of the
total volume of the factory's output has its

origin in welded tube.

{2) Motor and Refriqerafion Tube Manufaéture.

This organisation manufactures and markets certain
specialised small bore tube used in the motor

and refrigeration industries. It is sited in the
Border area of the Republic and was establish-

ed there to take advantage of concessions to
Border Industriesunder existing legislation.

The operation is relatively small in terms of
numbers of employees both Black and White, but
growth and expansion of manufacturing facilities --
are both forecast for the future.

{3) Copper Tube Making. The facility concerned

here, both makes and markets copper tube, the

manufacturing process being by extrusion. The
products are sold in the domestic, mining and
industrial markets by means of both direct sales
effected by this unit, and through the sales

outlets controlled by the Group in various cities
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1.1.2

and towns throﬁghoht Ehe.Republic, Rhodesia
and Malawi. The plant is situated on the East
Rand.

(4) Couplings Manufacture, Situated on the

West Rand, this factory makes bolted type cbup-
lings in a wide range of sizes. These are mark-
etéd and sold both direct into the market via a
small sales organisation attached to the product-
ion unit, or through the group retail sales out-
lets in the same way as copper tube mentioned
above. This operation also is relatively small
in terms of number of employees. .

(5) Plastics. This unit manufactures Polyethyl-

ene and Poly Vinyl Chloride tube in standard sizes
by the extrusion process and also produces other
products in Plastics such as Baling twine.-plas-
tic strapping etc. Disposal of products is

again done either through a sales staff attached
to the producing unit or as before, through

group outlets. It is situated in the Vaal Trian-
gle and in common with most commodities made

from plastics, has shown a rapid rate of growth
during recent years. Once more the number of
employees is relatively small.

The Trading Division. This division is the

major marketing and selling organisation in the
group. Sales, via this operation, are made en-
tirely on a retail basis, although a discount
system is in fact used on a differential cust-
omer basis, although a discount system is in
fact used on a differential customer basis.

The markets covered are those of tube of all
the materials manufactured by the Tube Making
Division, general engineering items, and all
other products manufactured or handled on an

agency basis by the group.

4/ e ..
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Originally the operating structure of this
division was such that a geographical and
producé divisionalisation existed. The various
companies within the group were controlled each
by a Head Office and administrative staff with
each of the companies handling certain of the
products. This was further divisionalised in
some cases by geographical areas, or regions.
This however proved both cumbersome and expensive,
and as a result the various head office struc-
tures were dismantled and the whale group organ-
isational structure revised, and the structure
now in existence is entirely geographical in
division. The geographic divisions are now
Eastern (covering the coastal areas of Natal

and the Cape Province as far south as East
London), Western (covering the balance of the
coastal areas of the Cape Province, part of the
Karroo and South West Africa), Central (covering
the balance of the Karrco, the Orange Free State,
Grigqualand West and the North Eastern Cape) and
Northern (covering the whole of the Transvaal,
Lesotho and Swaziland). In addition, Rhodesia

is treated as a separate region since it is in
fact incorporated as a separate company, -and
further controls the operatioﬁ in Malawi. The
Rhodesian operation further has a steel tube mak-
ing facility of its own and also markets and
sells the full range of group products and agenc-
ies in the Central African area.

Sales Branches are maintained in all cities and
major towns and a number of smaller centres by
the trading division, in an effort to ensure

maximum market penetration.

The employment figure for this division as an

average is given below:-

European Staff European Labour Bantu Coloured
{Monthly Paid) (Hourly Paid)

1 440 60 2 210 291

[P —
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1.1.3

1.1.4

l.1.5

The Foundries Division. This is a newly con-

stitutéd division and controls all the foundry
operititiid within the group. The foundries coh-
trolled are four in number of which three are
situated on the East Rand and produce as follows:

One unit mass- produces mallable iron castings,

one produces Mechanite (a special form of cast l
iron and in this case used for sluice valve man- ‘
ufacture in all sizes), while the third foundry
produces chain and does general production cast- !
ing work. The fourth foundry is situated in

the Vaal Triangle and the main outputs are Grey

Iron and Spheroidal Graphite Iron. Production at
this foundry is on a small batch and jobbing .

baS'iS -

As this is a newly constituted division, separate
labour figures for the foundries and Manufactured
Products Division are not as yet available. For
this reason, the figures given hete cover the
total labour force in these two divisions (Found-
ries and Manufactured Products) combined. Gen-
erally the levels would be:-
European Staff European Labour Bantu Coloured
(Monthly Paid) (Hourly Paid)

510 610 3 200 200

The Manufacturing Division. This division cont-

rols all other manufacturing activities within the
group, ranging from internal combustion engine
(industrial type) through sheet metal fabrication,
specialised mine equipment and ventilation equip-
ment to centrifugal pump manufacture. The -
various manufacturing facilities are for the

most part spread over the Reef complex of South
Africa.

Summary. The group as presently cons€ituted
consists of some 30 plus subsidiary compmnies.
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The turnover during the financial year lst
October 1973 to 30th September 1974 is est-
imated to be in the region of R170 000 00O
plus. The growth of the group has been rapid
in recent years (since 1969) and in order to
determine the origin of the mariagement succ-
ession problems currently facing it, it will
be necessary to trace the steps in the group
growth from its origin to its present size,
and then to consider past Manpower Training
and Development activities and Promotion Pol-
icies over the period of existence of the
group.

Origin of the Group

In 1903 a sales organisation was formed in South
Africa to provide an export market and overseas sales
outlet for the products of the parent company in the
United Kingdom. 1In addition, certain other closely
allied products made by other British manufacturers
were marketed on an agency basis, in the major centres
of South Africa. It is at this point that the company
history begins.

From 1903 to 1927, the sales organisation was controlled

from a Head Office situated in Johannesburg. After
1927, with the commencement of manufacture in South
Africa of steel tube by the company, the Head Office
wasd moved to the Vaal Triangle where the factory was
also situated.

1.2.1 The Growth from 1903 - 1939. Starting with the

company formation in 1903, the network of sales

outlets was gradually extended and after some
years the decision was made to enter the market
of irrigation engineering to enlarge the share

of available business for the parent company's

products.

w-—
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In 1927, local manufdcture of some products
was started with tHe setting up of a facility
for making steel tube of the seamless type by I

means of push benches, the input raw material

being hot, pierced billet. This undertaking
was both successful technically and profitable,
and expansion of manufacturing capacity was |

carried out in 1935 and again in 1937.

During this period the sales organisation
extended and the company's operations moved

into both the Rhodesian (Northern and Southern)
as well as into the smaller centres in South
Africa. In 1933 the company acquired ownership
of the Scottish Tube Company operations in Sodzﬁ
Africa. ‘

1.2.2 The Growth 1939 - 1945. World War II saw a
period of very rapid growth:of the manufactur-

ing capabilities of the enterprise, and despite
the allocation of a large part of the plant cap-
acity being devoted to war munitions and strat-
egic materials, such as shell casings, other
products came into the range of manufacture due
to major reduction in imports caused by the
emergencies of war. These additional products
were at that stage mainly of interest to the
agricultural sector of the economy being such
items as valves, windmills for water pumping,
centrifugal pumps etc.

A foundry (referred to in 1,1.3) was opened in
1943 and again, althbugh a large part of the -
output was channelled into production of mun-
itions and strategic castings., this addition to
production capability proved most beneficial in

every respect to the company’'s operations.

1.2.3 The Growth 1946 - 1969. In the post war period,

growth in the late 13940's to mid 1950's was fast,

due both to manufacturing capacities expanded
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by war production, and the swing in South
Africa towards industrialisation? which,
caused paztly by thé introduction of import
controcl in 1948 gave impetus to the require-
ments of products made and sold by the comp-
any. With the expertise gained by making a
much wider range of products, and the high
demand for these items, came a rapid expansion
in the marketing and selling activities of the

company.

Luring this period a factory was opened in the
Midlands of Southern Rhodesia to make seamless
tube, also by the push bench and hot billet
method.” '

Additional general engineering agencies were
sought and obtained from overseas principals,
and as a result of this shift in the nature of
the company's activities to products requiring
certain technical expertise in factoring the
goods, the emphasis on staff recruitment policy
moved towards employing staff, particularly in
sales, with a technical or semi-technical back-
ground, and to some extent away from the previous
stress on sales staff with a mainly commercial
ability.

As a result, in 1948, a training scheme for
trainee salesmen recruited direct from school
leaving with matriculation standard, was started.
The training was largely on-the-~job in nature,
with additional theoretical training being
provided by technical colleges in appropriate -—
subjects. This training scheme covered both

the technical and commercial fields of the com-
panies operation, and was later extended to some

extent into the accounting side of the operation.

In 1961 a bursary scheme was introduced, and

selected young men were sent to university to
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| study technical and commercial degrees

according to individual aptitude and interest.

Wastage from both schemes has been fairly high,
both during training and after completion of

the courses.

In 1951 came the installation of the first seam
welded tube mill making tube from steel strip.
This expansion was followed in 1958 by the
purchase of one of the company's competitors
with a similar facility for making light gauge
steel tube mainly for the furniture market. In
1961, a larger seam welded steel tube mill was
commissioned and the company growth continued
steadily. —

Throughout the company history up to 1961, all”
personnel matters had been handled by the
Company Secretary's Office and no management
training or development programmes were in op-
eration, nor was there any activity to introduce
these features. This appears to have been a
feature common to most enterprises in South
africa during this time.

At this stage, under the organisational structure
which existed, all managers reﬁorted to the
company managing director, and the only contact
between managers, took place at management con-
ferences or re-union meetings. These weré called
fairly in-frequently at three or four year inter-
vals.

Following on the appointment in 1961 of a
Personnel Manager, and the introduction of a
Personnel Department, the responsibility for
persconnel training and development became the

responsibility of this service department.

At the same time the company was re-organised
and the structure became cne of geographical
division with the various branch managers in

each region reporting to a regional manager who

in turn reported to the managing director.
10/ veeennann
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1.2.4

Apart from the changeiin organisation structire,
the company changed vety little in réspéc£ of
products made and sold, and steady growth during
this pericd 1s the only other feature worthy of
remark.

The Growth 1969 to Present Day. This period
has seen a major expansion of the activities of

the company through purchases and take-overs of
other organisations, mainly with synergy in
view. As a result of these actions the original
comppny has expanded and has now in fact become
a group of companies which &s today a major
industrial and business force. '

This policy of rapid expansion starfed in 1969
with the purchase by means of share exchange of

a general enginéering sales company with a number
of smaller subsidiary eompanies involved in the
manufacture and sales of specialised mine equip-
ment, sheet metal fabrication, ventilatien
equipment and centrifugal pumps.

This was followed in 1970 with the take-over of
a steel merchanting enterprise and a company
marketing plumbing supplies. Also during 1970
a valve making enterprise was absorbed into the
group (this company has been mentioned in 1.1.3
ag a portion of the foundry division) and further,
in conjunction with a major external company,
copper tube making interests were merged, and a
company was formed for this purpose. This
company has been described in l.1l.1l under item

(3).

In 1971 a large malleable iron foundry was
bought as a going concern. (This operation is
referred to in 1.,1.3); 4in 1973 a hardware
business in the Eastern Province was bought and

-—

in 1974 the purchasé and take-over of a further
foundry for chain making and general purpose
casting (mentioned in 1.1.3) was concluded.

ll/'llll."l
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Furthermore, during this period, as a result
of rationalisation of shareholdings: and man-
ufacturing ¢apacities, in three major steel
and engineering groups, of which the group
under consideratién was one, a holding company
was formed to pool certain common interests
and rationalise the operations between these
three groups. As a result of this, the group
gained possession of further manufacturing !
facilities for making seam welded steel tube.

As previously stated, until mid-1972 the group
ran as a series of independently operated and
administered companies, but at that point the
organisation.structure was revised and first
product divisionalisation and then geographic
divisionalisation of the tréding:operation was
effected. This move streamlined the company
operation considerably and at the same time
advantage in economy of operating costs was
achieved.

This structural re-organisation led to decentral-
isation of some service departments such as
Accounting and Personnel, with a specialist
manager in each function attached to each region
with a line responsibility to the head of the

central service department at the head office.

The group has rapidly extended and expanded its
activities and is continuing to do so. As a
result of this, there have been a number of

fairly frequent changes in the organisation
structure, since the period of commencement of -—
rapid group enlargement. This has given rise to
some serious problems in all managerial levels,
from senior management down to supervisory with-
in the group.

12/... ...
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Consideration of Problem Areas.

At present, one of the biggest problems facing the
group is the need for skilled management at all
levels, i.e. management which is correctly and ad-
equately trained, and is of a sufficiently high qual-
ity. The demand is high due, among other reasons, to
a fairly lengthy list of retirals due in the short

term future (O - 5 years from now).

The supply of repiacéments éppears limited, and there

is apparently a large "internal deficit". This term

is used by Burack E.H., Strategies for Manpower Planning
and Programming to describe particular positions or
manpower categories. considered highly unlikely to be
filled from internal group sources. —

There are a number of other factors which contribute
either largely or to some degree more minor to the
present difficult situation in regard to management
succession. These will be considered separately in
the following sections.

1.3.1 The Rapid Post War Growth. As stated in 1.2.3,
from the late 1940's to the mid-1950's the
group experienced rapid growth from additional

manufacturing capacity installed during the
war, and the exploitation of expertise acquired
during that time. However the same applied to
other sections of the South African manufact-
uring economy, and the country as a whole was
making rapid strides in industrialisation with
the production of goods of all kinds for home
consumption.

This factor, coupled with the change in emphasis
on the type of skills required by the company.
placed them in a situation of competing in the
labour market for people equipped with the
appropriate required skills. Inevitably (and

this is not unique to the group) a fair proport-

ion of the staff recruited to meet expansion
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Note:

needs were people without a very high degree

of management potential, although adequate in

the ldwer &cheldr 3f business operation. Further
at that stage, the company in common with most
business enterprises in South Africa did not
concern itself with training and development

of people to any degree, as previously stated.

In addition the company image at that stage of
its development was one of a relatively con-
servative and staid organisation which, although
looking for growth, tended to be adaptive rather
than innovative as far as its environment was
concerned.

Factors contributing to this image were (1) a —.
somewhat autocratic control exercised by the
Company Chairman with its consequenf reduction
in exercise of initiative and judgement by the
other top executives and (2) tﬁe fact that for
the greater part of the year, the chairman was
controlling the organisation by proxy, as he
based his operations in the United Kingdom by
reasons of directoral duties in the parent
company. , Autocratic control plus the remoteness
of this control it appears combined to produce

a highly conservative and adaptive organisation.

It is possible that as a result of these organ-
isational characteristics or organisational
culture*, people with management potential
tended to drift away and search for better
opportunities in organisations with a more

entrepreneurial approach at that time.

*Culture can be defined ... "as a way of life of
a people ... the sum of the learned behavious
patterns, attitudes and material things" (Prof.
A.T. Morkel U.N.I.S.A.). 1In this context the
expression "organisational culture" is intended
to convey the projection or the organisation of
the perscnalities, convictions and concepts of

the top management of the company construed in

the light of company policies and procedures.
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Strefigtheriing this pbssibility is the fact

that at that time recruitment was aimed mainly
at relatively young people who in many cases
were actively seéeking opportunity for advance-
ment.. It is definite that in the period under
review and up to the end of the 1950's staff
turnover was relatively high (approximately 12%
per annum) and a number of people of good and
fair potential left the company.

Promotion Policy (Past). During the period of

rapid expansion commented on in 1.3.1, a number
of additional branches and departments were
opened. With the opening of these additional
operations came a demand for managerial staff
to control and adminiéter them. When the
problem arose of where these additional managers
and administrators were to be found, circum-
stances, and necessity to a large extent, forced
a policy of promotion from within the ranks of
longer service employees. This problem of
course faced all other organisations in South
Africa that were expanding at that time, due

to the expansion and industrialisation of the

economy .

The difficulty however, was that in adopting this
solution, it was, to a large extent, not possible
to be highly selective regarding managerial
8kills, ability ~ potential for the longer

term future. Furthermore this course of action
was to some extent a forced choice, since a
major consideration was the need for control
embodying a certain degree of background know-
ledge of the company, its product and how it
operated. Viewed in retrospect, some of the
promotions to managerial rank were not well

made and the result to some extent was mediocrity
in management. It is, however, difficult to

see what other coursgse could have been adopted

" when it is borne in mind, that professional

k]

g s

v




CHAPTER I -~ Continued Page 15.

management and sound managerial selection and

training were in their infancy in South Africa

at that time. The problem appears to be that
mediocrity in management tended to perpetuate
itself and the result was a further loss of poss-
ible high management potential junior employees,
as a result of build up of frustration in their
search for advancement. It must be noted here

that the causes and effects commented on above

effected all levels of management from lowest
supervisory upwards.

Furthermore during this time of rapid growth, l
promotability was to a large extent based on |
considerations of seniority (length of service) !
rather than considerations of ability - potential |
growth in candidates for promotion. With increas-
ing knowledge and understanding of good manage-

ment concepts, this practice has largely dis-
appeared, but strangulation of initiative did

result from this policy, and the effects to

some extent are still being felt in certain

areas within the organisation.

Manpower Development and Training Policy. The

comment was made in 1.2.3,-.that in 1948 a train-

ing scheme was started for sales trainees re-
cruited from school leavers. For a number of
years, this was the only training scheme of any
kind operated within the company, other than of
on-the-job training type programmes for factory
perscnnel in the form of safety courses etc.

It was not until the formation of a Persocnnel
Department in 1961 that any thought was given to
extending training beyond the intake annually of
matriculants. At this time moves were made to

introduce higher level training.

In 1963 a sales training programme for all
staff directly concerned with sales was started

and carried through all levels of the company

~and, in fact, this programme is still in operation

16/ eunnn..
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as part of the induction course for new em-
ployees. It is now run in conjunction with
product knowledge courses in familiarisation
with group policies and procedures.

In 1965 came the first real attempt at manage-
ment training with the introduction of a Louis
A, Allen Management Training Programme. This
programme was introduced to various management
levels, from top management down to superinten-
dent but was not carried below that to the fore-
man and supervisory levels. This course also is
still in operation, but there has been a lack of
evaluation of post course influence on people
attending, and also since this is the only train-
ing course in management pursued, when viewed in
isplation can only be considered doubtful,. since
i them has been no extension of this course into
more detailed and sophisticated management
techniques and concepts. A further disadvantage
is the apparently entirely American orientation
of this course, and the need to modify and adapt
a good part of the course to suit South African
conditions and the management climate within the
organisation. An Advanced Management Planning
and Control Course from the same source was used
for a period, but appears now to have fallen
into disuse.

In 1969, an in-company Managerial Grid Course
(Blake and Mouton) was started and is still being
used periodically in certain sections of the

group. These sections of the group have claimed -
considerable success and realisation of manage-
ment potential by participants in the grid.

However this is a moot point, since Blake and
Mouton do not favour syndicate formation from
among people in the same organisation and de-

partment drawn from differing levels of auth-

ority and responsibility.
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The féeling appears to be that distortions can
occur in the interactive pattern. In additon,
Blum and Naylor (1968 p.433) have stated that
there is some doubt about the validity of

PP,

assumptions by Blake and Mouton in the eval-

uations of results obtained from the grid.

A number of other management training courses

- e e —

have been tried from time to time, generally
presented by external management consulting [
groups, varying in approach and content. These
have also fallen away and while no clear reason
for this can be ascertained, it is probable that
doubts have arisen regarding the eventual effect-
iveness of these programmes. —

Manning of Take-overs. 1In 1.2.4, reference was '
made to a number of acquisitions or take-overs

by the group during the period of rapid expan-
sion between 1969 and the present date. It is l
unfortunately indisputable that, in a good number
of cases, the companies acquired suffered ( to a
greater or lesser degree) from either poor or
elderly management. Some of the companies
acquired had previously been direct subsid-
iaries of overseas parent companies and in

three cases, this state of affairs was very
marked. This state of affairs had largely a-
risen as a result of a policy of maximum possible
profits in value being returned to the parent
company; with the resulting consequent effects

of stifling growth and initiative.

A state of wvirtual stagnation in these organ-~
isations ensued and correspondingly, the quality
of management, ,and in fact general manning of
these companies deteriorated badly as a result

of apparent de-motivation of staff. Rapid action
became necessary to prevent a further decay:in
performance and it was vital to inject new life
into these organisations. The solution lay in
management replacement on a fairly large scale,

and in fact in the course of three years, fifteen
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transfers of senior and middelmanagement were
made from the parent company of the group to
subsidiary organisations. It is also clear
that due to the pressures during this period,
these moves were made on a "fire-fighting"
basis under which areas needing urgent attention
were corrected. Under these circumstances, it
was difficult to follow any really systematic
policy of staffing in the higher levels. A
further aggravating feature was the loss due to
retiral during the same period of eight top and

.middle level managers, placing a strain on

existing management in the parent company of
the group.

The replacement of management in the subsid-
iaries has been successful in the context of

group performance, but in the process of rebuild-
ing the subsidiaries, the group has to some

extent "bled itself white" to supply the needed
people. The drain in management potential has
been severe, and while in the short term, the
problem has been solved, the long term outlook
does not appear good,::as there is a lack of
identification of, and future training for manage-

ment as a whole,

A full scale management succession plan does not
at the moment appear to be in operation, and it
is clearly the major lacking feature., This will

be discussed further in the next section,

Lack of Full Scale Management Succession Plan.
After the formation of the Personnel Department,

efforts were made between 1962 and 1969 to in-
troduce a Management Succession Plan, This was
partly successful, but never reached full scope,
and was severely hampered since it was largely
based on pre-recruitment gualifications together

with a limited amount of aptitude displayed on
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the job. Further, at this stage performance
appraisalk formally déne, were limitéed in ‘
extent. The final factor limiting the effect- i
iveness of the plan was the absence of a defin- !
ite and comprehensive management development

and training plan, and a good manpower inventory
data base. 1

The acquisition and take-over period with its
conseguences of supplying management to sub- l
sidiaries on a basis which can be regarded as ]
"reaction management" (Burack ibid p.30) finally
caused the collapse of the embryoc succession
plan, since almost all of the potential manage-
ment succession candidates were removed from the
parent company to meet the emergencies which had
arisen:

While efforts are being made now to revive and
re-institute a management succesgion plan, the
situation presently appears in fact, to be one
of re-action to changing conditions instead of
anticipating.them, and adjustment to crisis.
Also absent, is strategic planning for the future
from from which forecasts can be made of coming
obsolescence in certain operations together
with growth and expansion in other operations,
are providing spare or surplus management, and
the other demanding additional management which
could possibly be got by retraining managers

from areas of forecast obsolescence.

Probllems hindering the re-implementation and
extension of manpower planning, are the recent
and very rapid growth in size of the group, with
conseguent heévy attention to relatively short
term manning problems of immediate conseqguence
and the heavy demand on the services of the
Personnel Department which has not increased

proportionately in size of staff as compared

with a big increase in the number of people
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which they now have to service. At present

it appears difficult to devote time or person-~

nel to tackle this problem, which can have serious
long term consequences for the group unless rem-~
edial action of a comprehensive nature is start- }

ed now. |

Summary of Problem Areas. The problem areas

identified in 1.3.1 and 1.3.2 are disappearing

with the passage of time although some of the
effects of these policies are still perceptible.
The immediate problem appears to be in the
areas of Manpower Training, Planning and Prog-
ramming with particular emphasis on the various

levels of future management requiréments.

The major deficiency areas appear to be a lack

of suitable ﬁraining and development schemes

as a first priority with manpower inventory

data bases, and succession plans being built

up from these initial requirements. It would

in fact be possible to commence with compilation
of a manpower inventory based from pfesent avail-
able personnel details, providing a list of
current qualifications and aptitudes from person-
ality profile tests which have been fairly fully
undertaken.

In view of the number of pecple who would be
covered in the Manpower Inventory Data Base, it
is ppobable that computerisation would have to be
considered, both from the data storage output

and further to sawe time and effort in search
and adentification processes.

However, before theory can be discussed, and re-
commendations made, a more detailed look at the
existing situation is necessary, with specific
reference to the systems currently in use for

capturing and stcoring data relating to employees.

The systems will be studied in the next chapter.

21/ i eennnn
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CHAPTER II

General

The existing situation in the group will now be con-
sidered with regard to Manpower and Succession Planning
activities currently in use. Further thought will be
given to the workability of these systems at the end of

the chapter in Section 2,10 where comments and con-

clusions on deficiencies will be given. This approach
is intended to provide some preliminary view of what
appears to be lacking in the present systems and the
approach currently made to the problem ¢f planning for
manpower and succession for the future. Discussion of
with whom the responsibility lies for conducting current
activities will also be provided and it is hoped that
this chapter will indicate the need for a consideration
of normative theory and the necessity €£or an analysis
of this theory in relation to existing practice in the
group, in later chapters. '

The Perscnal Detail Files.

These files carry the personal details of each salaried
employee in the group which are obtained from the

employee on induction and are updated to provide a

current record of all personal details of relevance -
to the group. These files are thus, or should be, in

a continous process of amendment where changes occur

in the status of any of the details under the listed
headings, which are tabulated bélow:-

NAME : CHRISTIAN NAMES:

DATE OF BIRTH: MARITAL STATUS: B
NO. OF CHILDREN: DEPT. WHERE EMPLOYED:
OCCUPATION: DATE OF ENGAGEMENT:

NEXT OF KIN: RETIRAL DATE:

EDUCATION LEVEL ATTAINED: EXPERIENCE PRIOR TO ENGAGEMENT:
IN COMPANY EXPERIENCE:
COMMENT ON PROMOTABILITY AND MOBILITY:
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Certain of these details reguire closer definitions

for full understanding, notably "In Company Experience"
and comment on Promotability and Mobility. The first
of these provides full details of all service within
the group, with the results of all previous Merit :
Apprailsals or Evaluations which have been conducted
up to the present date, together with any additional
comment made .which is relevant to the employee's

conduct.

Under the listing "Comments on Promotability and

Mobility" appears information based in the main on
subjective assessments by the superior on the embloyee
under consideration of his potential for growth and _
advancement within the group in either his present post,
or in another field of activities, together with the
results of discussions with the employee concerned on

~ his willingness or otherwise to'accept tranafers in the
geographical sense involving domestic movemént, or change
of domicile from one country to another,

It is stated that copies of the appropriate sections of
these files are held at regional and branch offices by
the managers of these operations, and that a Master
Divisional File covering the whole division in each
case is held at divisiocnal level by the Divisional
Personnel Manager. It does not appear however that a
centralised master file is held at group headquarters
to provide an overall summary of the details of employ-
ees. Within the division, it appears that these files
are used as the source of information for replaéement of
staff and arrangement at the lower levels of managemenﬁ
for Management Succession, but there does not seem to be
any formalised plan generally held, to obviate a ’
laborious physical search for potential replacements for
vacant posts. .

In the event of physical search through the files fail=
ing to disclose a suitable candidate for a vacant post,
it appears that an internal deficit within the division

24/ ...
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is identified, and that informal contact with other
divisional personnel managers is then conducted with
a request for searéh fdr 8h 4cceptable person available

within their divisions, who could perhaps be transfered

and promoted on an intra-divisional basis.

As stated, these files are not centralised on a group
basis, and it would seem that the only centralised

file in operation is the "Computerised Information File"
which will be dealt with in the next sub-section.

~ Computerised Information File.
This file in effect appears to contain all centralised

employee data which are both available and current.

The data in this file are processed through an in-house
computer and held available for use immediately. In &
number of respects, the data contained in this file

are similar tc that held in the Personal Details File,
but there are additional details included. The headings
in this file are listed below as an illustration:

EMPLOYEE NO. : NAME:

SEX: RACE:

MARITAL STATUS: SALARY GROUP:
OCCUPATION: AGE: )
DATE JOINED SERVICE: EDUCATION:

PREVIOUS 3-YR. INCREMENTS: PRESENT SALARY:
MERIT RATING: RECOMMENDED INCREASE:
REGRADING IF REQUIRED: COMMENTS :

As can be seen, certain of the data in the Perscnal
Details File are duplicated here, but again some of
the headings in this file need further elucidation,
notably "Salary Group, Education, Merit Rating,

-

Regrading if Required and Comments".

The Salary Group rating appears to be based cn the
Peromnes Evaluation Chart and covers Grades 1 to 1O in
this case, with 1 being the most senior and 10 being the
most junior. Educational Details are stated to be
obtained from the Personal Details File and it is

claimed that these are updated at the same time in both

files, on informaticn transmitted from the divisons.
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The Merit Rating particulars apply only to the latest
rating and these are derived, it appears, annually

from Performance Apbraisals and Evaluations which are
carried out for the purpose of determining salary
increments. For this purpose it seems a grading scale
of 1 to 5 is used with assessment of performance increas-
ing with numerical value - 1 (Poor) to 5{Superior).
"Regrading if required" is utilised in the event of job
enrichment, job enlargement or Promotion justifying pay-
ment of salary higher in grade than that previously
occupied, thereby necessitating a revision of grade.
Data given under "Comments" would cover the background
to and reasons for the Merit Rating given to the person
concerned after Appréisal and Evaluation.

fhe contents of this file appear to be concerned
primarily with historical information regarding
renumeration, together with the present evaluation of
the employee in his present post as viewed by his
supervisor. No real information regarding potential
appears in this file, although this does exist to some
extent in the Personal Details File previously discussed,

nor is any information on Appraisals apparently listed
in this file.

2.4 Appraisal Information.

The collection systems for Performance Evaluation and
Appraisal Information appears to vary from Division

to Division both as regards formality, and in the
character of the forms used for tabulating the inform-
ation concerned.

In the Tube Manufacturing Division, a form (see Appen-
dix I) is used which lists the information contained

in the Computerised Information File, and in addition
comments on changes,since the last review, in such,
aspects as significant alterations in responsibility,
accountability, performance, skills, interests, vocation-
al goals of employees (both immediate and long term),
strengths and limitations. Further comment is made in
respect of the last two points on the possible reinforce-

emtn of strengths and the reduction of limitations or

26/ annnn
AT e T G T AL TR AN Y N e b Ly L b T S T B LR L o PR B L BT e P T B Py

AR T )




CHAPTER II - Continued Page 26.

weak points through judicious use of inhouse training
courseg to increase the employees potential. In add-
ition on this Appraisal Form, some thought is given
to Succession Planning also, in-so-far as potential'
successors to the employee appraised shouldbe listed
if any are available.

This form is used by all supervisors commenting on
their subordinates from General Manager level, down
to Superintendent. No use, however, appears tc be made

of Management by Objectives techniques, nor in the

' majority of cases does it 'seem that counselling of

subordinates is done by the supervisor after completion
of appraisal, in an effort to provide both encouragement
and advige. It would seem that this feature is caused-.
by the particular management style in this division.

In the Trading Division with the exception of the
Eastern and Western regions, two forms are used, one

of which covers much the same area and detail found in
the form used in the Tube Manufacturing Division., An
exception, however, that this form (see Appendix 2)
makes, is that no potential successors are listed for
the employee concerned. The second form (see Appendix
3) is essentially a Management by Objectives and Review
Sheet with the normal appraisal of achievements measured
against the yardstick of objectives agreed between
supervisor and subordinate. In the Eastern and Western
Regions, appraisals appear to be done on a rather in-
formal basis, but it is interesting to note that in

the Central region, formality extended to the point of
the subordinate signing the review conducted on him by
his supervisor. This, however, appears to have been
dropped due to opposition from a nuliber of quarters.

The extent of counselling sessions in this division

has been difficult to determine, but it appears that

in the Eastern and Western regions, little or no
counselling occurs, while in the Central and Northern
regions and in Rhodesia, counselling sessions are fairly
common, but would seem to some extent to depend on the

managerial style of the branch manager concerned in
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each case. It must be borne in mind that there arxe a
large number of trading outléts each with its individ-
ual manager in each of the regions and that the approach

by each manager varies.

The Foundries Division makes use of the form shown in
Appendix 2 and further extend this into performance
counselling of the subordinate throughout the division.
Further, Management Succession Planning is in the
process of being implemented for the lower levels of
management and in fact data collected has already been
used as far as possible for promotion and succession,
but only within the division itself. Solution of an
internal deficit is still resolved it seems by the
rather informal arrangement referred to in 2.2. One —
further aspect of this division's activity in the
content of Manpower planning is the fact that newly
inducted employees are screened carefully after initial
training periods in an attempt to identify more surely

" those people with possible high potential foxr the future

in more senior posts. What tests or standards of
measurement are used for this purpose, it has unfort-
unately not been possible to determine, but it is claim-
ed that this search is made as an on-going process.

The Manufactured Products Division carry out the annual
Performance Appraisal for salary review purposes, but
there appears to be no search in this division for
potential succession candidates, nor does there seem to
be any degree of performance counselling. Once more it
appears that this would be largely a question of
management style.

Responsibility for Maintenance and Updating of Files.

Since the responsibility for maintaining and updating
the files referred to in 2.2 and 2.3 is the respons-
ibility of the Personnel Department, it would be ad-
visable to consider the structure and functioning of
this department. The Personnel Managers in each

division and region have a line responsibility to

their appropriate line manager in that region or
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division, and at the same time have a functional re-
sponsibility to th& Group Personnel Manager. The

only exception to this is the Rhodesian operation.

At present, in the tube making division, the major
manufacturing facility (the steel tube making oper-
ation) is served by a small Personnel unit under the
control of a Personnel Manager who further is respons-
ible for personnel matters affecting the Plastics

Division. In addition to this, in this operation, is

a Black Training and Development unit which will be

commented on in detail in sub-section 2.8.

|

The other elements of this division are handled by the
Personnel Manager responsible for the Foundries and

Manufactured Products Division. In the Training Div-
ision, the personnel function in the Central, Western

and Eastern Regions is supervised by the Divisional
Personnel Manager himself, but the Northern region is
handled by a Personnel Manager. The need for this
structure in the Trading Division appears to arise
from the high concentration of trading outlets in

Transvaal, and consequent higher manning figures re-
lative to the other regions of the Trading Division.

The Rhodesian and Malawian operations are at present
the responsibility of the Group Personnel Manager
personally. This is possibly a temporary state of
affairs resulting from a time lag in the assumption

of post by the new Manager for Training and Development
whose predecessor (now Divisional Marketing Manager,
Trading Division) handled the personnel affairs of

these areas as an extension to his other duties.

Not only does the responsibility for maintenance and
updating cof the Personal Details and Computerised In-
formation Files lie with the Personnel Department, but
it also is their responsibility to cobtain the initial
data when an employee is engaged. Thus they are re-
sponsible for the transmission of both personal inform-

ation obtained on employment and revisions .to the

Management Services operation for computerisation and
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storage, where the information affects the Computer-

ised InformationiFile. Similarly the responsibility
is theirs to ensure that the Personal Details Files
held by the division are correctly originated and

maintained in an up to date condition.

Utilisation of Reccrded Data.

It appears that the data captured in the files referred
to in sub-8ections 2.2 and 2.3 would have a limited
value in the present circumstances for planning for
future manpower znd succession needs. A degree of
informality seems to exist in the planning based on
this data, and it is only in two areas of the group
apparently that an attempt is made to base any form _.
of planning, as far as Manpower and Succession are
concerned, on the details collected and stored. Other
than these two divisions it does not appear as if any
major effort is made to utilise these files for any
purpose relevant to Manpower and Succession Planning.

Self Development Facilities.

An important aspect of Manpower Management and Dev-
elopment is that of self development by employees,
through private study available in a wide range of
descriptions, and it is indisputable that many people
who wish to study, the better to equip themselves for
advancement in their careers, find themselves handi-
capped due to the cost both in time and money of
courses of study which they wish to pursue.

The group does make available to employees financial
help in the form of loans repayable over a period of

a year, the loan being interest free provided the
course of study is approved by top management. In
addition to this, for successful completion of an
approved course of study, an ex gratia sum equal to the
costs of the whole course is paid provided this amount
does not exceed -R250 which is the ceiling figure paid,
regardless of the cost total. This stipulation applies
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to all degrees obtained extra-murally from universities
also. With this ex gratia payment is a contract
binding the recipient to the group's service for a

period of 3 years. In the event of the employee
leaving the group during this contract period, a pro-
rata portion of the grant has to be repaid, the part
to be repaid depending on the unexpired contract

period. The pro-rata repayment basis is as follows:~-

Resignation within the first year of contract entails |
full repayment. '
Resignation between year 1 and 2 requires 50% repayment.
Resignation between years 2 and 3 the sum repaid has

to be 25% of the amount received.

No assistance is given towards the cost of prescribed—
books, other than the interest free loans available,
although in some cases it is possible to borrow books
from the group's library which is fairly comprehensive
in a variety of disciplines. There is one further
possible financial benefit, in that staff who success-
fully complete a course of study which has been approved
by the Group Managing Director and are under age 45 on
commencing the course of study may be awarded a 5%
increase in salary at the Group Managing Director's
discretion.

Leave granted for study purposes covers only the day of
examination and the day prior thereto. Apart from
this, no study leave, travelling time, or allowance of
any sort is made to students who may be committed to
attending lectures, study schools or any other activit-
ies demanded by their studies.

No form of assistance, other than repayable loans is
available for staff over age 45 commencing voluntary
self educational courses, nor is there any offer of a

salary increase to them if successful.

Black Training and Development.

Although training and development for Black employees

hag been operating for a number of years, this, in
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effect, i3 ¢éonfined to thé& 3teel tube making operation
'in the Tube Manufacturing Division, and until fairly
recently, this training was directed at the lower
grades of labour previously categorised for the Black

population.

Recent Legislation, however, has made it now possible
to utilise Black labour in a number of very much higher
categories that were previously only open to Whites
with certain specially developed skills such as tool
setting, welding etc. The more advanced training now
supplied by the group is therefore aimed in the first
instance at achieving a level of competence of that of
a skilled workman and provides a broad base of know- "
ledge covering skills allied to the specialisation
primarily being developed. The selection of Black
employees for this training is based on intelligence,.
educational level and certain personality tests to
ensure that the best quality possible of available
people is trained. From the ranks of these trainees,
further selection is made at an advanced level by means
of additional testing to select the most intelligent
and competent persons for higher level training for use
as assistant instructors in training their fellow
Black workers.

At present this represents the point to which training
has been carried, but the intention is stated that a
further screening process will be developed to seek
higher potential again for training in lower level
(foreman type) management responsibilities aimed at
placing the fully trained Black worker in complete -
control of a section. In this post, he would be re-
‘'sponsible and accountable for production performance,
efficiency of production, stoppages and operating

costs of his section or department which would be

entirely manned by Black labour.

Training for these posts would be of an in-house
nature and the courses would be led by suitably trained
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instructors qualified in the various disciplines

needed to teach the skills required for control and
administration. The training provided will, it is
hoped, be graded to meet the requirements of the various

levels of management which it is anticipated will open
progressively to Black employees, and, furthermore, it f
will be aimed at increasing individual capabilities
with allowances and adjustmehts made for individual
characteristics and varying aspects of personality,
rather than a generalised and stereotyped form of
training. Basically, it is hoped to use a behaviour
modelling approach which will be designed to increase
the behaviour repertoire of the trainees Black manager

—

rather than to change hisg basic managerial style.

It is hoped that ultimately the bulk, at least, of the
instructors will alsc be black and concentrated training
and recruitment is to be directed at this area. It is |
further regarded as essential that total familiarity
with both the subjects taught and the working environ-

ment of the trainees is achieved by these instructors.

In addition to the above-mentioned training in certain
specialised skills, clerical training courses are
currently in operation to service certain of the more |
junior clerical functions within the facility, and

once again careful screening and selection is carried’

out to ensure a satisfactory quality of labour being
obtained. There is at present no plan for training

any of the clerical workers for managerial posts at a

later date, as it is felt that among the paramount

needs for Black managerial knowledge, is a full under-
standing of the manufacturing processes and the man-

ufacturing environment.

As yet, in this area of Black Training and Development,
there is no formalised Management Succession Planning,
since the training and development aspects are still in
their infancy. However, with the commencement of Man-
power Planning in this area, it is possible that as

the manpower training aspect is developed, a formal-

ised scheme for Black succession planning could also
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be introduced to .ensure continuity of this vital

aspect of the labour force in the group.

Promotion Policy (Present}

when considering this area, promotion by seniority

has disappeared as a facet of the present Promotion
Policy. Certain signs of nepotism still appear to be
in existence, but these are only to be expected, in
circumstances where the subjective judgement and pers-
onal preijudices of managérs play a part in the accept-
ance or rejection of personnel recommended for further
training or promotion. It is inevitable, in any event,
that where two or more possible and equally suitable
candidates are available to £fill a vacant post, highef—
acceptability of one candidate for whatever reason in
the personal preference of the supervisor will possibly
be the final deciding factor determining the selection.

Nepotism, however, per se is dwindling under the impact
and implementation of more meodern concepts of management.

Statements collected from senior management within the
group, have indicated that for all levels of management
below that of General Manager (Division Managerial
Level) a formalised Manaéement Succession Plan and an
Organisation Long Range Personnel Utilisation Plan are
in operation. It would appear, however, from the
preceding sub-sections of this chapter that these at
best can only exist in embryonic form since the bulk
of the information on which these plans could be based
in fact, seems to be held at Divisional Level by the
various Personnel Managers, and does not appear to be
transmitted to any centralised data recording and
storage system. |

The Promotion Policy to General Manager level and

above has been clearly stated as being largely based

on subjective judgement made by corporate level manage-
ment, of the abilities‘and proven skills on the part

of possible candidates over a wide spectrum or require-
ments for a post at this level, together with evaluations

of the track records of the candidates concerned. 1In
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addition, considerable attention is paid to the
assegsment of the ability of the candidates to adjust
successfully to a new exterﬁal environment mainly in
the form of a different business and social community

in the vacant General Managerial post.

Comments on Deficiencies.

Before passing to considerations of normative theory,
certain deficiencies appear to exist in the present
situation and style of operation. Identification of
these shortcomings will be attempted in the balance
of this sub-section.

2.10.1 cConsiderations of Planning and Forecasting.

Worthy of mention at this time, are aspects of
planning and forecasting on which comment has
been made by senior management. Stategic
Planning, it has been stated, does not currently
form part of the group's activities,and although
Long Range Planning is carried out, it appears
that the major emphasis and orientation here is
financial in nature, with little or no extension
apparently into Manpower Forecasting for future
manning needs, nor does it seem that any great
attention is giveh to future Manpower Develop-
ment and Training needs. The lack of strategic
planning will inhibit badly such things as
identification of products and operations
entering the stage of obsolescence, or areas

of future growth with new products and process-
es. Advance warning of these events would

make it possible to anticipate future redundancy -
of manpower and management in certain areas,

and coming needé of increased quantities of

the same reséurces in others. Identification

of these features timeously would make it poss-
ible to undertake re-training and re-development
on a phased basis of manpower from an area of

decay to an area of growth.
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It is accepted that in many cases this may

not be possible, but it should at least ensure,
that if known in advance, that these situations
must be faced, it would be possible to make

the most effective use of available manpower.
Failure to utilise Strategic Planning can also
‘be conducive to another problem within the
group, since changing strategy (focused as far
ahead as possible) would surely give advance
warning of a changing organisation structure
with a shifting emphasis on skills required.
Timely knowledge of future skill needs, would
enable a judicious recruitment policy to be
‘pursued in a labour market where skills may be—
at a premium when needed immediately, but could
be employed over a longer time period with
relative ease. In this context, extension of
the Long Range Plan to include a regular Man-
power Audit, and Manpower Forecasting, should
also provide valuable pointers to future needs.
It should certainly lead tc a reduction of the
problem of the overlap period discussed later
as lacking under crisis management.

2.10.2 Conclusion.

In concluding this chapter, a study of the
déficiency areas identified seems to indicate
that the group tend to be re-active to changing
situations rather than innoventive, and it seems
highl? likely that excessive and unnecessary

use is made of external recruitment when Train-
ing and Planning could perhaps materially reduce ~-
the apparent internal deficit. Further, there
seems to be the likelihood that should formal
and systematized planning and development for
Manpower and Succession needs not be extended,
internal capability in management may be badly
used or entirely overlooked, lending in the
final analysis to a serious lack of good

management resources.
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To provide a background for discussing these

problems in further details, theoretical
aspects of Manpower and Succession Planning

will be considered to some length in the
next chapter.

T, T RGN ST E et O



Page 37

" CHAPTER III

3.0 Manpower Planninq - Introduction.

3.1 Mdnpower Planning - A Definition.

3.2 The Need for Manpower Planning.

3.3 Manpower Planning ~ A Normative Theory.

3.4 Manpower Inventory Compilation and Manpower Information
System.

3.4.1 Manpower Inventory Compilation.
3.4.2 Manpower Information Systems.

3.5 Manpower Programming.

3.6 Manpower Training and Development.
3.6.1 Career Planning.
3.6.2 Training and Development.

3.6.3 Management by Obijectives, Performance Standards
and Performance Appraisal.

3.7 Ethnic Considerations.

3.8 Comment.

R L Tl Ao Nl Rt el S L e At




3.1

Page 38

CHAPTER III

Manpower Planning.

In this'chapter a normative apprcach to Manpower and
Succession Planning will be made. &as a first step, an
attempt will be made to arrive at a definition of Man-
power Planning in itself, and then, what it entails,

and also, what it requires for successful implementation

in business.

Manpower Planning - A Definition.

What is Manpower Planning? A number of good definitions

have been made, each of which stresses the future
orientation of this aspect of business operation, and-—-
it is interesting to note that each definition focuses
emphasis on differing facets of an organisation.

Vetter (1967 p.15) describes it as "The process by
which management determines how the organisation should
move from its current manpower position to its desired
manpower position. Through planning,management strives
to have the right number and the right kinds of people
at the right places at the right time, doing things
which result in both the organisation and the indiv-
idual receiving maximum long run benefits.”

Burack (ibid p.58) repeats this definition and later
(p.59) in a comparison between Manpower Planning and
Personnel Administration describes Manpowexr blanning
as a process inherently future oriented

which seeks to bring together business objectives
and manpower resources. Specific reference is also
made to needs as to guantity, gquality and timing.

'McBeath (1969 p.l) states "Organisational planning,

manpower planning and individual career planning are
integral parts of the management process, providing
a logical and systematic approach to the review of
present and future utilisation of the companies main
asset - its manpower".

Further, the same author goes on to say (p.55). that

he considers it to be complementary to and following
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on from organisational planning, and to be concerned
with the future manning of planned and evolutionary

organisation structures. !

Cassell (1973 p.l1l8) in quoting from an earlier article

- ————— Tiinan ——— kel
.

(1968) extends Vetter's definition and says "The purpose !

of corporate menpower planning is to tie together

decisions concerning recruiting, screening, compensation,
! training, job structure, avenues of moklity and work
rules in such a way as to provide cost trade-ocffs and
decision options which can be ranked according to various

forms of advantage". Later in the same article (1973

p.15) Cassell states "Manpower Planning is a process
designed to translate the corporate or institutional
plans and objectives into future quantitative and qual=
itative manpower requirements together with plans to
fulfil those requirements both over the shorter and
longer terms, through manpower utilisation, human
resources development, employment and recruiting and
manpower information systems. The former part of the
process conaists of forecasting whereas the latter part
involves management to meet requirements".

In the definitions given above, there are certain
common links, as all are to some extent future looking
in orientation, and all are concerned with manpower,
but Vetter and McBeath link these to planning, whereas
Burack and Cassell link manpower to achievement of
organisational objectives, with a further extension

in the case of Cassell to economic considerations, in
the "cost trade-offs" comment.

In an attempt to canbine the concepts given above, and

yet retain some measure of coherence, Manpower Planning ™
may be defined as a future oriented process, which is
aimed at the securement of adequate numbers of sat-
isfactorily trained people to man, in the present and

in the future, the gurrent and proposed organisation

structures, so that the most effective possible use of
manpower and other business resources in conjunction

may be attained to secure the optimum results for °

both the individual and the organisation in terms of

objective achievement and long term benefits.

e
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If this state of affairs is to be attained, it is
apparent that a number of activities other than plan-
ning alone will have to be carried out effectively, and
successfully. These activities can be considered
supportive to and consequent on Manpower Planning,

and they will be discussed later in this chapter.

However, it must be recognised and remembered that the
focal point of success in any business enterprise is
sound and constructive planning, and where its most
costly and valuable resource - people - are concerned;

very specifically;Manpower Planning.

The Need for Manpower Planning.

When giving thought to the need for Manpower Planning __
it is worthwhile first to consider existing cénditions

which appear to prevail in this area, in business to a

major degree, before continuing with the discussion on
the various aspects and demands of business operations
which make Manpower Planning an essential feature of
the enterprises activities, if the success desired is
to be achieved.

Cassell (ibid p.16) comments on what is happening in
the area of micro manpower planning by saying "no plan-
ning - because it is not really required or because

the capability to plan is lacking". 1In this context

he is indicating that this state of affairs seems to
be largely prevalent in business and industry, and he

cites a number of examples in support of his contention.

Burack (ibid p.132) stresses the fact that managerial
manpower needs appear difficult to plot ocut, but that

they cannot be. glossed over in favour of the assumption -
that "things will take care of themselves".

Vetter (ibid p.3) regards manpower planning as an on-
going activity in many organisations and institutions
in the U.S.A. and continues to say "A planning approach
to manpower utilisation can result in a more effective

management of the manpower resources of the organisation".
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The last two authors quoted above, although indicating
that Manpower Planning does exist to some, degree, not-
ably and mainly in the U.S.A. are also highlighting

the apparent paucity of the activity by stressing the

needs of business for the tool of manpower planning.

To survive and continue operating in the future, an
.organisation must have set its organisational objectives,
and must then also achieve success in meeting these
objectives to a meaningfuldegree. To reach its goals

or objectives, with as fewer problems as possible,

the most economic use must be made of all the resources
which it has available. Among the most costly of its
resources, and also-one of the most difficult to plan
and control for full effectiveness is the human resource
~ the people who man the organisation. Without a plan,
it is almost impossible to exert controls, since there
is no yardstick against which to measure performance,
and, accepting the need for a plan for human resources
(i.e. Manpower Planning) Burrack (ibid pr68) remarks
"corporate oﬁjectives. manpower plans aﬁd programming
must .operate in congenial fashion".

Illustrating this, is an exhibit by Burack (Exhibit 4.7
p.69) which shows diagrammatically the links between
Goals and Manpower Planning and Programming with the
introduction of a third function covering the time

Span of the plans and program, with the time span,
moving from certainty in the short term to uncertainty

in the long term. Burack visualises the process as

a geries of steps, but it must be understood that the
linking between goals and manpower planning should be

a cantinuous process. The diagram (Exhibit 4.7) is -
produced overleaf for consideration.
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FIG. 3.1
GOALS AND MEANS :- MANPOWER PLANNING AND PROGRAMMING.

Ceetanmy & TE o SunceRINTY
EXHIBIT 4.7

Stresses affecting the organisation in the deployment
and utilisation of its human resources are varied, but
one of the most powerful is the force exerted by change
- change in the environmental inputs to the organisation
- social chage, economic change technological change,
political change etc.

McBeath (ibid p.2) has this to say "In virtually all
organisations evolutionary pressures of many sorts are
constantly changing the present and future manpower
requirements, while effective operation at any point
in time is dependent on effective manning." Also the
same author (p.2) "Haphazard growth and change
create problems‘which are more and more complex than
simple recruitment or placement can solve, as their
impact on individual employees may be subtle and

complex." Further, (ibid p.3) he stresses "Too few

organisations think sufficiently about their real
manpower requirements, or about what is going to happen

over the next few years to their organisation and to

i thé people they employ."
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Linking this question of change induced, and accepted ;
to organisational planning {(ibid p.27) he says |
"Organisation planning is essentially a long term act-
ivity, concerned with a developing situation over

some five years ahead, and the question of how best

to move from the present structure towards the future

ideal. 1In setting the pace of this evaluation, the
availability and readiness of suitable personnel are

of critical importance; so much so that personnel may

be considered the only determining factor in the

timing of tbhe plan." (Here ¢f Burack ibid p.68 previous-

ly quoted).

Quoting again from McBeath (ibid p.55} "Manpower
planning follows on from and is complementary to, -
organisation planning. In other words, it is concerned
with the future manning of planned and evolutionary
organisation structures."

McBeath's arguments given above lend conviction strongly
to the view, that in order to implement desired and/or
forced changes on the organisation, it is essential to
pPlan and program the manpower needed both now and in

the future to achieve the desired results.

A further interesting and thought-provoking view, is
that with the ever increasing pace of change today,
very much higher standards of performance, knowledge
and -skills are continually being demanded of managers,
and the effects of these demands are best illustrated
by Bowen (1973 p.82) where he says "An acceptable
manager yesterday will not be acceptable today, and
today's manager will not be good enough for the future."
It seems vital therefore for the organisation to plan
and prepare now for the type and quality of manager
who will be required for the organisation in the future.

Burack's comments on organisations in the future are
worth recording here. He states (p.7) that the organ-
isations of the future will undoubtedly employ greater

proportions of technical, professional and managerial
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manpower than is the preséné case, and goes on to say

"as organisatibns'employ greater proportions of high~
talent manpower, the emphasis on formal manpower planning
must increase"; and further (ibid P.131l) "new levels

of manpower training and development must also be [
achieved.” Both Burack and Bowen focus on the need
for higher skills in management to meet changes which
will have to be faced in the future, but again the
essence lies in providing people of adequate calibre

and here careful and timely planning is needed to
ensure that the supply is available, when the demand 1
materialises. . !

The apparent need for timely and sufficiently future
oriented planning is also remarked upon by Vetter -
(ibid p.l12) when he comments "action taken today in

the manpower area influence the quantity and quality

of the companies future manpower":; and again (p.13)

he states "when management development programs are
+tied to short range needs, they frequently fail to
produce the quantitative product needed for the future." |
It is accepted that these comments of Vetter's apply |
mainly to the training and development of manpower, |
but as these aré foundations of Manpower Planning,
they can be considered highly relevant to the need to
cater for future organisational change in the manning
field. MTaking further this point of Training and
Development being a vital and basic ‘omponent of Man-
power Planning, notably when viewed in light of future
requirements brought about by change, Drucker (1970
p.221) says "The prosperity., if not the survival of
any business depends on the performance its managers
of. tomorrow," Essential to this comment seems to be
the contention that if the managers of tomorrow are

to perform at a level to meet these requirements and

t objectives of prosperity and survival, the planning,

: selection, training and subsequent planned promotion
of these managers must be carried out on as profession-
al, detailed and effective a basis today as can
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possibly be achieved. If the organisation is to show
continuing growth and prefitability in the long term

in the face of an ever changing environment, and to
ensure that the long term corporate health* is as

good as can possibly be achieved, then planning for the
future, in optimum use of manpower becomes vital.

Growth considerations for the company further appear

to underline the need for sound manpower planning.
Growth in an enterprise cannot be envisaged on any
major scale without the manpower to administer, service
and control it. McBeath (ibid p.2l1) states "Personnel
resources place a very real limit on the growth potent-
ial of a company": and further (ibid p.54) he continues,
to say "It is essential that the company should base its
trainee output on its long term manpower needs, and for
this we must think in terms of requirements some five

to ten years ahead. Apart from the possibility that a
change for the worse may lead to reduncancy, there is
the opposite possibility that company growth may become
so rapid that the number of trainees $aid down' five
years earlier may turn out to be totally inadequate for
the company's revised needs. If a big growth is planned,
it is possible to build up a stock of certain categories
of people immediately in advance of the expansion when
prospects are obvious." Here Mc Beath is mainly giving
thought to recruitment in the lower levels of the organ-
isation to ensure that enough time for adequate training
is available to be certain that sufficient staffing of
suitable calibre is ready when the forecast growth
period arrives.

Burack (ibid p.36) makes this point on manpower bottle-

-—

necks "an alert manpower planning program will provide
an early and wdrning system of manpower problems"; and
goes on to say (p.137) that "Conditions, mergers and
internal growth all combine to create an environ-
45/ .. vvunn
*Corporate health can be here described as the condit-
ion, where a corporation or group is showing good growth
and profitability, has a good image in its business or

industry section, enjoys a good reputation, and is

staffed by well-motivated, satisfied and capable employ-
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ment requiring talented persoﬂnel.“ Avoidance of
bottlenecks in manpower and ensuing a supply of talented
personnel to manage growth could only be done by a
comprehensive and well functioning manpower plan and
program if the situation of reactive management of
manpower is to be avoided.

The reverse side of growth can perhaps to some extent
be considered to be obsolescence, and here again the
need for manpower planning shows itself to be necessary.
Just as much as growth, obsolesence requires planning,
if staff are to be re-trained and re-deployed usefully
to ensure the maximum benefit to both the firm and the
individual. In the extreme, if no divergification or —.
extension of the company's activities exist, to absorb
surplus personnel becoming available, then a phased
program of staff reduction, early retirement or re-
dundancy may become necessary. Under these circum-
stances to avoid shock to the enterprise, the ob-
solescence program and plan should be well concieved
and well executed. Bureck (ibid p.128) states "Another
form major change may take, is the phasing out of
uneconomical units and the movement to new facilities
...+ Such change may have a heavy impact on incumbent
manpower."

Also worth scrutiny in the argument in favour of the
need for Manpower Planning in the organisation, is the
question of external recruitment from the environmental
on international labour market. Cassell (ibid p.17)
comments on the activities of corporations in the U.S.A.
in following, during the sixties, a policy of external
recruitment and says "Intensive recruitment such as
this is a clear indication of lack of manpower planning®
and further on, on the same page states "there have
been persistent shortages in specific occupations ‘such
as professional and managerial.” The same author

(p.18 ibid) observes "a recent survey suggests that

top echelon corporate executives are recruited from

the external labour market, and manpower programs

supply primarily first line, middle and some upper

AE T et M3 - S WA WG e




CHAPTER III - Continued Page 47.

level management."

External recruitment of this order inevitably exerts a
highly de-motivating influence on existing personnel

and can without doubt eventually lead to termination

of service by good people who view their promotional
prospects as distinctly limited and thus seek opp-
ortunities for advancement elsewhere. On this point,
McBeath (ibid p. 91) comments "As a generalisation we
should aim to meet as much of the (manpower) requirement
from existing supplies as possible. It is normally less
expensive and has a considerable impact on retaining

the best people, as they can see that internal promotion
is a reality." - ' -

The question of cost of external recruitment is another
factor worthy of investigation and here. McBeath (ibid
p.127) states "Outside recruitment of any sort is
expensive, so that, apart from all other reasons, the
need to eccnomise and fnake use of the 'existing stock'
makes economic sence." Cassell (ibid p.l1l9) says

further "Few companies have been able to laok beyond

the initial investment cost of a manpower information
system to the substantial and continuing cost advant-
ages it can offer." It can be accepted that the initial
introduction of a Manpower Information System, and
Manpower Planning and Programming can be costly, but
after the original 'one time?! costs of the installation,
running costs of operating these systems are not excess-
ively high while the benefits should be continuing and
long term in nature. As a comparison, external re-
cruitment of personnel is almost always a costly
business on an on-going basis, both in its preliminary
stages of advertising and screening, and in the later
stages of induction training not to mention the guestion
(and likelihood for that matter) of the cost of import-
ation of labour from other countries, where immigration
and resettlement costs can be very high. If gocd man-

power planning can reduce the need for external search,

by means of correctly exercising operations such as
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Manpower Inventories, Manpower Programming, Cover,

Planning, Manpower Training and Development, perform-
ance Appraisal and suitabie assisted Self Educational
Schemes, then the benefits to the company in the

direction of a motivated and dedicated work force are
almost boundless. As previously stated, clearly
identifiable promotional prospects should provide
increased motivation and alsc to a degree the align-
ment of individual objectives with organisation obﬂect-
ives, and direct financial benefits will accrue to the
company through a reduction in cost of external search
and external manpower reeruitment. Finally, somewhat
intangible benefits should also assist the company
blessed with a stable and well motivated work force.

One could possibly be the development in the long ter;
of a healthy organisational culture* and another poss-
ibility the growth of a company image which will attract
the fype of people which the organisation will find
necessary to recruit from time to time.

As a final thought on the need for Manpower Planning,
to survive today, all enterprises need manpower and
management of the highest abilities to meet the chall-
enges provided both by competitors and a c¢onstantly
changing environment. The general need for high
performance by personnel notably at the higher levels
of a company is obvious, and here quoting Burack
(ibid.p.133) "making good decisions, planning in the
use of resources and managing manpower and communications
are the skills which are considered most likely to
yield high level performance." Again, the same author
(p.30) has said "Too often, manpower 'planning' assumes
the form of ‘'reaction management' or muddling through

-

with little potential for the optimal programming of
manpower assets. Vetter (ibid p.1l2) has this to say
"Actions taken today in the manpower area influence

the quantity and quality of the company's future man-

power:;" and again "when management development programs

49 /......
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are tied to the short range needs, they frequently
fail to produce the gualitative product fieeded for
the future."

In summing up, the only means of reducing future un-
certainty appears to be to plan as effectively as
possible now, for both the short term and the long
term. One of the most uncertain resources needed by

an enterprise is the human one, in the contexts of
supply, skills and potential, and therefore the company
with its sights set on survival, continuing profitabil-
ity and growth will endeavour to plan its human resource
needs for the future to the utmost of its ability.

This has been stressed frequently by authors such as
Burack, Vetter, McBeath, Cassell, Bowen, Drucker and
Strauss and Sayles among others.

Manpower Planning.

Hopefully, at this point, two things have been estab-
lished - firstly, the definition of Manpower Planning,
and secondly, certain justifications of the need for
Manpower Planning. At this point very briefly, con-
sideration can perhaps be given to both management and
manpower, and their. associated problems. Bowen (ibid
p.80) makes the succinct comment "history seems to
indicate good managerse have always been in short supply.
And so it is likely to be in the future." Mc Beath
(ibid p.3) observes, "Too few organisations think
sufficiently about their real manpower requirements,
on about what is going to happen over the next few
years to their organisation and to the people the

employ." It must be accepted that while both these -_

comments are basically correct, the forward looking
organisation which is prepared to use its human resources
to the fullest extent in a properly planned and trained
basis could have a considerable edge over its competit-
ors on an ongoing basis.

In the previous section ¢f this chapter, thought was

given to the needs for manpower planning. At this
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point it is opportune to look at the needs of manpower
planning before investigating the methods and systems
required for its introduction. ‘McBeath (ibid p. 77)
states "Manpower Planning is an imprecise art, based
on shifting bases. Successful results depend heavily !
on appreciation of thé factors at work and sensitive |
evaluation of the data." This comment highlights

the need for maximum possible reduction of uncertainty,
and in fact prior to this warning note, the same author
has said "Manpower planning demands an increasing
clarification of organisation to the point of stating i
the function of each individual job within it. The
degree of accuracy shou;d be sufficient to sketch man

specifications for completely new roles and for a
reasonably correct appraisal of the number of posts.
This enables the outline plan of manpower requirements

to be developed towards an intake and training program,
which may be speéded or slowed as the plan unfolds." 1
Burack (ibid p.54) endorses this view with the state-
ment "a viable approach to manpower planning is virt-
ually dependent on a thorough underatanding of organ-
isational characteristics and of the problens and
features of general planning.” The focus here is on an
intimate and detailed knowledge of the organisation,

its objectives, structures and future planned strategy.

In dubbing ménpower planning an imprecise art, McBeath

is correct, since it is future oriented, and long term

(or should bej in nature. However, the gpod and

intimate knowledge of the organisation specified

above can usually reduce the uncertainties to manag-

eable proportions. -

Finally a further majof need to be met, if manpower
planning is to succeed, prior to looking at systems for
manpower planning, is that of acceptance at all levels
of the management structure. It is useless to have
acceptance and support at the higher levels of manage-
ment, and opposition, obstructionism and disbelief at
the lower levels, or vice versa.
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Committment to thé concépts, principles ahd- aims of
manpower planning needs to bé universal within the
organisation otherwise the best developed system

cannot work satisfactorily.

Turning now to the theory of Manpower Planning, in the
development of this consideration has been given to
two models, both of which are illustrated here. The
first illustration is extracted from Burack (ibid p.l0)
and the second illustration has been reproduced from
Vetter (ibid p.29). Both models have merit, but it is
felt that the model developed by Burack shown first is
preferable, since an additional step in the model

identifies Training-and Manpower Development.

FIG. 3.2 BURACK'S MODEL.

STAGES OF MANPOWER PLANNING AND IMPLEMENTATION.
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FIG. 3.3 ' VETTER'S MODEL.
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This step is missing in Vetter's model, and it is for
this reason, since otherwise the models are similar in
approach and content, that the model of Burack is
preferred. Therefore Burack's model will be used to
establish the ground work of a Manpower Planning system
in this chapter. The model, as can be seen, is divided
into six steps: covering the whole process of planning
and programming, and it will now be discussed stage by
stage.

§§§§e 1l - Corporate Inputs.

These corporate inputs take the required form of a

new set of organisational committments for the future.
'I‘hey form the result of all forecasts covering marketing,
technological, production, social and environmental
changes, together with growth, decay and obsolescence

of products being marketed, and anticipated organisation-
al structural changes in areas affected by the above
factors. The strategie and long range forecasts have

a direct and major impact on the future manpower
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requirements of the 6rganisa§ion, and as a result

are the first influence on thé whole process of man-
power planning and the later implementation of this
plan. It can thus be deduced that the prime requisite
for Stage 1 of the model is for comprehensive realis-
tic future corporate planning, as far ipto the future,
ag can be seen of every aspect likely to affect the
activities and operation of the enterprise in anf way,
since either directly or indirectly, these factors
will have an influence on the manning of the organ~
isation in the future as far as the numbers of skilled
manpower and levels of training of people required, are

concerned.

It must be stressed here, that decisions on the
input described above would have to be made at the
highest level of management, and would accordingly
provide the guidelines and references for the activ-
ities carried out at the lower levels, which would
carry the organisation in the direction of achieve-
ment of the pre-set objectives. Here Burack (ibid p.1l1l)
"Taken together, such inputs amount to a new set of
organisational committments which directly affect and

structure the process of Manpower Planning."

Stage 2 - Projection of Impact on Organisation.

At this stage consideration is given to the effects

on the organisation of the inputs frOm.corporate level
from Stage 1 - in particular, the production of reactions
within each major organisaﬁional area in relation to
manpower. At this point estimates would be formulated
of the various categories of manpower needed to meet
the future requirements and objectives of the organ-
isation as forecast and planned, the basis here being
corporate strategic objectives in the long term and
budgets and action plans in the short term. Resulting
from forecasts of changes in the organisation's activ-
ities proposed for the future will come the need to
phase out, re-train or re-deploy manpower in obsol-
escent and decaying areas of the enterprise and ident-

ification of new skills and knowledge required for

growth areas, together with the levels of skills and
54/......
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numbers necéssary to meet these objectivesd.

At this point further essential inputs to Stage 2
must be recognised. These inputs would derive from
comprehensive Manpower Inventories and Manpower In-
formation systems, and full and up-~to-date details

of all employees would be required. The requirements
for manpower inventories and manpower information
system will be dealt with later in this chapter under
3.4.

Stage 3 - Organisation Changes and Manpower Forecasts.

In this stage, two processes are indicated in organ-

isational change, and manpower forecasts. As far as

the question of organisational change is concerned if |
Stage 1 is recalled, the view was presented that the ;
new organisational committments for the future would mean
probably change in the organisational structure result-
ing from perceived opportunities and constraints pre-
sented by the environmental forecast and assesment,

as being applicable for future operations. Further-
more, in Stage 2 it was suggested that, as a result

of these corporate inputs from Stage 1 estimates would i
be prepared for future manpower needs and - the necessity
for a manpower inventory was recognised. On this basis,
Stages 1 and 2 would become the basic inputs to a man-
power forecast. Burack (ibid p.11/12) describes this

as "a complex of activities", and continues to say "It

is in the forecast that the manpower planner must
guantify to the best of his information and ability

the projections of Stage 2, and the organisational
changes identified or anticipated at Stage 3." Fin-

ally the distinction is proposed by Burack (ibid p.1l2) -
between manpower planning and presonnel management

with the comment "manpower planning is intrinsic to and
triggering element of organisational change, whereas
personnel management as commonly constituted is reactive
and adjustive to the organisational environment as it
finds it," and in stressing this distinction Burack
(ibid p.59) states "Manpower planning is a future
oriented process whereas the functional orientation of

the personnel staff requires them to work mainly with
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‘givensa' determined by manpower planning. On the

basis of thid Aistinctidh, Paference will in future
be made to the Manpower Planner as identifying and
enbodying the person or persons resposible for the

various activities under consideration.

Stage 4 - Internal Manpower Search, Defined and Out-

side Recruiting. If it is accepted that Stages 1 to
3 identify the need for a manpower inventory and
manpower forecasts resulting'from the needs and oper-
ations of these three stages, it is now logical to
consider at this point that the manpower planner is
faced with the specific problems requiring his pres-
ence in the organisation. Manpower forecasts will
have identified the future manpower requirements -
covering skills, numbers, experience required, etc.,

and at this point comparison with the current estab-
lishment, as derived from the manpower inventory, will
indicate the presence or otherwise of manpower deficits,
and if deficits are present, the nature, scope and
level of these. 1If these deficits exist, then, states
Burack (ibid p.l2) "These deficits must be met (a)

from internal sources (b} through the conduct of intra
organiéational manpower searches or (c) fram outside
sources through a planned program of recruitment and
selection.”

Internal search procedures will naturally be governed
by the quality of the manpower inventory, which in turn
will be dependent on the status of the manpower inform-
ation system, and here a major factor could also be the
time horizon basis of the manpower forecast under
study, since a sufficiently distant time horizon of the —
manpower forecast could allow enough time for function
on internal and self developmental training programs.
This aspect could also apply in the case of intra div-
isional or intra organisational manpower searches, with
its added possbility of related transferahle skills.

In the event of internal and intra organisational search
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procedures showing positions'which it is hot possible
to f£ill from wihin, an internal deficit is identified
and based on this identified internal deficit, the
required outgide recruitment plan would be formulated
to ensure that the required reople in terms of skill
and numbersg are employed from the essential labour
market.

It must be borne in mind that persoﬁnel recruited

a result of identification of intermal deficit from
outside the organisation would almost undoubtedly need
varying periods of training and development to be
fully effective. Hill and Harbison (1959 p.64) have
commented thus "Of all economic resources, high talent
manpower takes the longest time to developand then it—
demands the most careful planning for the future."
Necessary lead time for these activities should there-

fore be built into a manpower plan if it is to be

sound and workable.

Stage 5 -~ Training and Manpower Development; Evaluat-

ion and Feedback. This stage covers the implement-

ation of the manpower plan and manpower training and
development. These aspects, together with evaluation
and feed-back will be dealt with in more detail in 3.5
and 3.6 in this chapter. However, one point worth
noting here is that evaluation of recruitment and
training is done as an exercise by both the manpower:
planner and the operating managers with a view to
identifying possible improvements and/or modification
to the whole manpower planning and programming system.
Alsoc, at this point, corrective action can and should
be taken, if necessary to bring the manpower forecasts
closer to reality, and to take further projections of
possible organisational changes.

Stage 6 - Emergent Issues. On Buracks model, this

deals largely with considerations affecting graduate

employment and recruitment and training of culturally

disadvantaged employees. Some thought will be given

to the latter aspect in this chapter in 3.7, when

ooooooo

gl Syt gy Sy

S —— R —

—— T B i =




CHAPTER III -~ Continued Page 37.

ethnic considerations receive attention in conjuction

with other factors affecting Black labour.

To close the consideration of a Manpower PBlan, two
quotes from Burack are made {ibid p.187) "Top level
planning traditionally has focused on economic and
physical elements rather than manpower aspects”, and
(ibid p.59}) "manpower planning, like any business
planhing process is built around objectives or results,
a target approach which many organisations are now
practising. This approach fits completely into a
'management by objectives' policy framework." Man-
power planning must therefore be considered in modern
business practise as an extension of the normal plan-
ning activities of the enterprise.

When taking an overview of manpower planning, it would
be both unwise and inéorrect to regard it as solely
concerned with growth and expansion. Decay and cb-
solescence are ever present, and the manpower plan
and the planner must take cognisance of these factors
as they would of any other factors of importance to
the organisational manning. Burack (ibid p.180)
defines managerial obsolescence as "the growing dis-
crepancy between the individual manager's expertise,
and the changing demands of jobs and work structures.
Further, (ibid p.181) he goes on to say "In fact
managerial skills and knowledge display the same
vulnerability to obsolescence as does equipment.”
The point which has to be accepted here, is, that
when preparing a manpower inventory and a manpower
information system, this aspect must be given the
closest possible attention.” Commenting on efforts
to combat obsolescence, Burack (ibid p.18l) remarks
"Business management must reckon with the need for
managerial up-grading, as well as recruitment of new
skills. Thus there must be greater attention to
individual development and re-training, which will
entail spectal costs." Again (ibid p.194) he states-
"It is only through a well thought out procedure for
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identifying job needs and for evaluating and training
needed managerial skills that a program for meeting
obsolesence cah succeed. Such programs reguire the
full and informed support cf top management."

The results of a well designed and successfully im-
plemented manpower plan provide immense benefits to

an enterprise and here it is worth requoting a portion
of the definition of Manpower Planning given in 3.1 -
"the securement of adequate numbers of satisfactorily
trained people to man in the present and in the future,
the current and proposed organisation structure so
that the most effective use of manpower and other
business resources in conjunction may be attained, to
secure the optimum results for both the individual .
and the organisation in terms of objective achievement

and long term benefits."

Manpower Inventory Compilation and Manpower Information
Systems.

Prior to the investigation of the mechanics of Man-

power Inventory compilation and Manpower Information
systems in detail, general comment on their place in
manpower planning and programming and succession plan-
ning would be valid. Without certain facts on which

to rely (certain in this sense meaning definite), the
finest plan would be difficult to execute, and the -
factual bases on which manpower planning and programm-
ing have to rely are the manpower inventories supported
by satisfactory manpower information systems. McBeath
(ibid p.7) states "we go on to take an inventory of
existing personnel strength, from which we can see our
assets, how they are employed, how good they are at
their jobs, what special skills they have and how they
are expected to develop. We also analyse their qualif-
ications, training and experience and such factors as
age distribution." Later (ibid p.%l1) he observes "In-
ventory of existing personnel sets out what we have in
'stock' and can expect to have in stock at future dates.
By setting these situations against requirements we have

an immediate assessment of shortfall." 1In any plan,
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a schedule of resources and assets together with their '
production value is essential, and this is highlighted !
by McBeath's comments quoted above. Vetter (ibid p.84) 2
sums it up b& saying "Inventory programs are a key

element in manpower planning because they reveal the i
current manpower capabilities of the organisation."

The planning can therefore proceed from a known base

of sure facts.

power inventory should be supported by a comprehensive
manpower information system to ensure that the invent-
ory is continucusly up to date.. Cassell (ibid p.16)
states "The manpower. information system ..... links

|

|

1

When carefully considered, to be effective, a man- 1

administration with information." The information - ‘
referred to here would be obtained from data in the
information system. Thought on what should be produced
in broad outline by the manpower information system for
the inventory of manpower is given by Burack {ibia p.111)
when he says "The overall manpower capabilities of the
organisation are achieved to an important extent through
the knowledge of the skills it requires." Prior to this
(ibid p.l08) the same author comments "Clearly an

accurate description of skill substantially increases

- P
e e e T W m— W

the usefulness of information derived from the manpower
information system." Assembly of all relevant data for
the inventory by means of the manpower information
system is clearly a 'must' - although care must be
exercised to ensure that redundant or irrelevant inform-
ation is not accumulated. The manpower information
system must be scrutinised-on.a continual basis to

e

ensure that time and money are not wasted on the
collection and storage of useless data.

With the advent of computers, an alternative now
appears to the manual approach to inventories and ..n-
formation systems which would, not too many years ago,

have been the only available method of compilation

and storage. On the question of computerisation Burack
(ibid p.93) observes "Within the factors shaping the
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l
characteristics of manpower planning and programming, l
the computer often reigns as a symbol of the newer ]
concept and innovative approaches." Again (ibid p.96) |
he follows this up by saying "In short,changes which 3
are increasingly characterising a wide variety of
business/service intitutions.....argue strongly for

the organisaticn of manpower procedures and compel

serious consideration of a viable manpower information

system (increasingly based on the computer).” |

3.4.1 Manpower Inventory Compilation. To éommence g
consideration of this section, a definition |
of Manpower Inventory is recorded here as given
by McBeath (ibid p.94) "By way of definition,

a manpower inventory resembles any other invenft:
ory of stocks or assest; manpower may be likened
to other assets: in fact the work force may be
one of the company's most valuable assets, even
though it may not appear in the financial books.

The inventory, this stocktaking of People needs
to be as complete and detailed as possible.*

Giving further thought to what a manpower in-
ventory is comprised of McBeath again states
(ibid p.94) "A manpower inventory does not
consist of just one analysis, but of a number

of basic analyses which may be separate or

cross related." These separate aspects will now
be discussed briefly, based on the headings given
by McBeath (ibid pp. 94-103), since these provide
a sound basis for compilation of a Manpower
Inventory.

fHeadcount" covers the total number of people
employed, and shows the various categories in
which they are employed. fThis section of the
Manpower Inventory can be either relatively

simple in lay-out or extended to provide details

or fluctuations and comparisons with preceding
periods of time together with a host of other
information; this headcount provides much
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needed data on the employee make-up of the
enterprise, and thé direction of change of

the mix of employees.

"Qualifications, training and experience" This

analysis covers a detailed consideration of |
the individual skills and abilities of the

organisations personnel, where they are used and

of what they consist.

"Employment" This provides an extension of the

headcount analysis by indicating how people are
employed and should give a detailed indication ;

of the department, division etc.; in which the i
individual is placed. By means of suitable _. '
coding and programming it is possible to com-
puterise this information so that immediate
identification of employee function is possible.

"Age distribution analysisg". This analysis

provides a pattern of age scatter in posts, and
can highlight future problems, such as coming
high retiral figures in certain areas, or "age
clustering" where too many people of similar age
and promotability in one area can lead to frus-
tration and loss of people by termination of
service voluntarily as a result of restricted
prospects of promotion and opportunities, as
seen by post incumbents.

"Age structure in management". Although this
appears to be merely an extension of the previous

category, it can be valuable in making a rapid
check of the managerial inventory possiblé in .
emergencies, and it would highlight specifically
possible problems arising from restriction of
opportunity for advancement at managerial levels,
thus giving the chance to take remédial action
before valuable management skills are lost to

the enterprise by voluntary departure of managers.

"Age X Grade Distribution” Again this appears to

be an extension of the two previous categorisat-
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ions, but its major usefulness appears from the
fact that it can be linked to remunerations and
therefore salary variations can be identified,
thus enabling a possible source of dissatisfact-
ion for employees to be corrected. '

"Graduates X other factoxrs." In this categor-

isation, a governing factor is the organisation%
policy regarding employment of graduates and

this analysis is of benefit in checking the real-
isation of the organisations objectives in this
regard, since it provides a means of appraising
the success or failure of their recruitment
policies in this area, thus permitting correct-

ive action to be taken where needed.

"Manpower: losses" Analysis of the information
availablé under this heading can frequently

cause attention to be focusedon a problem area,
by pinpointing divisions or departments that

aré subject to a dréin on personnel. This should
lead to investigation and corrective action to
stem the flow of people away from the company

once the problem has been correctly identified.

As stated the proposals given above for categ-
ories in a manpower inventory have been re-
produced from McBeath (1969) and are based by
him on manpower inventory systems in operation
in existing organisations.

Manpower Information Systems. 1In consideration
of this component of manpower planning, a basic

assumption will be made that an in-company
computer is available, and the approach therefore
used here will be rooted in Computer based Man-
power Information Systems. Quoting from Burack
(ibid p.9%94) "Company manpower information systems,
frequently based on computer usage provide a
1ogicallbase for policy formulation and systems
programming for emergent needs. Forward looking
manpower forecasts, analysis of emergent demand

trends in terms of various manpower and job

requirements, Jjob métching and career planning -
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all suggest the use of computer based inform-
ation'. Two further observations by Burack
are worth noting. Again (p.95) he comments in
"The Role of the Computer in Organisational
Changes", the ability and desirability of
interchanging manpower between departments for
day~to~day operational convenience, or longer
term individual development necessitates the

development of broader bodies of manpower in-

formation and are further justification for
extending information and personnel alternatives®, 1
while just prior to this (ibid p.94) he has this i
to say "it must be acknowledged that operating |
experience with computer-based manpower systems. !
is highly limited." Accepting the last comment '
quoted, it still appears in light of Buracks
observation about the need for broader bodies

of information, that in all but small organisat-
ions, the best method of recording, storing and
subsequent use of data on employees would be
through a computer. The reasoning for this
approach is based on the contention that a major !
factor in Career Planning would seem to be the

development of wide experience for suitable and
selected employees and consequently a large
volume of data would need to be assembled and
stored, which could be highly laborious if done
manually. Also, in view of the relatively rapid
change rate for the data, in order to keep it !
up-to-date, manual operationof a comprehensive ]
manpower information system could be cumbersome,

expensive and time-consuming.

An example of basic data for a manpower inform-
ation system is given below, which indicates ~
what could be described as the bare essentials !
required for manpower planning. This has been

taken from Burack (ibid p.109 Exhibit 5.2).
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FIG 3.4 Exhibit 5.2 Data for Manpower Systems.

1. Personal Factors.

.Age .Marital status .Status of parents
(1living) -

. 5ex .Dependents .Birthplace of
parents.

.Citizenship .Handicaps .Occupation(s)

pf parents.
-Military. status.Security clearance

.Military serv~ . Birthplace
ilce

2. Bducation and Training.

.Highest level of education .Schools attended
.Last year of formal educat- .Class rank

ion. :
.Degree areas .Special educational
programs.
.Other educational
programs.
3. Experience and Skills. ;
|
.Job areas .Last year of experience |
.Job titles .Duration of experience

.Job dates |
.Certification/licences X
.Ratings (Civil Service) E

4. Supporting Information

.Salary information (present and desired)
.Travel and geographical preferences

Certain of the headings listed, such as Ratings
(civil Service) and Certification/Licences
would probably not be required in South Africa, -—
and perhaps a few others could be included under
Supportive information, such as Interests and
Hobbies, Promotion Potentialand Mobility, but

for the balance,.the data collected would form

a foundation for a manpower information system.

Moving towards a more elaborate system, a very

much more comprehensive assembly of data headings

is shown below.
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This again is reproduced from Bura
123). Once again a number of categ
appear to have little or no releva
licability, and as far as possible
been omitted. This data schedule

Burack's book as Exhibit 5.3 and i

here.

Page 63.

ck (ibid p.l20-
ories would

nce or app- |
these have
ig listed in

8 so described

FIG. 3.5 Exhibit 5.3 Basic manpower information system

data.

General employment data.

Employee name. Telephone number.
Payroll or identification Permanent address.
number. —_

Date of birth. Occupational group
code.

Date of hire. Department code.

Sex code. Subdepartment code.

Marital status code. : Ethnic group code.

Number of dependents. Military status code.

Medical status code. Physical limitation
code.

Education _and Training.

Highest educational level.

Colleges or trade or technical school fields of

study.
Degree or certification.
Year of degree or certification.
Part~time internal training programs.
Post-hire external training programs.
Tuition reimbursements.

Prior Emplovment Histeorv.

Military Service.

Military service branch
Date in

Date out

Highest rank
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Prior Emplovment - External.

Industry
Occupation
Length of time worked at occupation
(Repeat for each occupation - maximum of 5 latest)

Number of employers in last 5 years.

Employee Work History at Current Employer.

Department
Position
Type of work
Date started

(Repeat for each position held - maximum of 10
latest)

Current status at latest permanent position.
Date of current status '
All personnel actions processed.

. Salary Information.

Monthly basic salary
Date of increase’
Type of increase.
(Repeat above for each increase for last 5 years)
Salary grade code
Percentage of last bonus
Date of last bonus

Assegsment and Appraisal Information.

Performance Rating
Assessment Data
Promotability
Assessment centre scores

College graduate review system data
Observation

Vacation Data. -

Recruiting Resources Information.

Recruiting source
Geographic area of home town

Geographic area of last school
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9. Termination.Data

Terminatien daté
Reasons for termination

Rehire recommendation

In connection with this model, it is worth
noting, that it was in fact developed for a
company in the steel industry in the U.S.A.
and was successfully introduced and implemented

in progressive stages over a five year period.

Manpower Programming.

When looking at Manpower Programming, it would be
correct to regard it as the action part of the over-
all manpower planning system. It is the stage at
which thought is given to the aspect of what requires
to be done to bring the plan to fruition. Burack
(ibid p.61) describes the situation by saying that

there are two components which comprise the actual
conduct of manpower planning as a whole, of which the
first component is forcasting built in a manpowex
inventory and manpower information systems, linked

to the overall plan of the organisation. Quoting him
on the second component, he says "2. A programming
component whichspecifies the implementation steps
responsive to the forecast e.g. how to and where to
recruit needed numbers and types of future employees;
how to audit personnel already within the organisation
to determine the degree to which future needs might be
met through organisational training and educational
opportunities; and related matters." Perhaps the
simplest means of illustrating Burack's statemenf,

is to reproduce here his Exhibit 4.3 (ibid p.62)
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FIG 3.6 EXHIBIT 4.3

THE MANPOWER PLANNING PROCESS.
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Steps 4 and 5 help to illustrate diagrammatically the
programming activity which is subsequent to, but
supportive of, the planning function. Burack continues
(ibid p.72) to define manpower programming, and then
also to differentiate it from the traditional personnel
function as follows "Programming encompasses the
translation of manpower plans into a series of integ-
rated activities for the achievement of objectives,

it is an indispensable part of manpower planningconcepts.
Manpower programming differs from the traditional

personnel function because it is:

1. Directly related to implementing the manpower
plan, and

2. Typically carried out in future time space in the
goalsmeans fashion previously described (see
Exhibit 4.7 in 3.2}.

Programming is made up of an inter-related system of
activities which, when adequately co-ordinated satisfy
the objectives of particular manpower plansg. These
activities include:

l. Recruitment and placement: screening, selection
hiring, staffing training and specifications.

2. Manpower audits: replacement, performance app-
raisal, analysis and performance review.

3. Appraisal: good setting, standards and perform-
ance review.
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4. Education/development: individuals, groups and

organisations, career and skill development."

In closing he (Burack) (ibid p.72) further states
that program design is a matter of strategy. This
proposition would also seem to be valid, since one
factor which applies to manpower programs no less
than any other program is the question of time
horizon, in which the time horizon of the overall
organisation strategy is a major influencing factor,
together with such aspects as the state, both present

and future forecast, of the external labour market,
education and development level and culture of the
available labour, present level of manpower audit. etc.

It is accepted that a continuing appraisal of the -
performance of people held in a manpower inventory is
essential, and appraisal will therefore be dealt with
in fuller detail in this chapter in 3.6.3 under Per-
formance Reviews, as a vital component of the man-
power program. -Indeed Burack (ibid p.75) makes the
point "Appraisal is an integral part of programing,
since it provides the basis for determining individual
education and training needs as well as promotion
potential." As a guide to the need, or otherwise,

for external recruitment, valid appraisal against
well set performance standards cannot be bettered.

Two further views of Burack on manpower programming
are worthy of study and may be accepted: Firstly
on control (ibkid p.72) he observes "Monitoring, sign-
alling and regulating capabilitiesmust be integral
parts of a programming system. The systems approach
suggested in Exhibit 4.10 is a prototype of the support -
indispensable to timely, economic achievement of man-
power goals." Exhibit 4.10 (ibid p.74) is reproduced
here, and apart from the monitoring and control corr-
ection action loop, it also depicts very accurately
the tie-up between organisation objectives, manpower
planning, manpower programming and organisation per-
formance.
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FIG. 3.7 EXHIBIT 4.10

CONTROL IN PROGRAMMING APPROACHES.

coRPotATE
obILCTES
- ~ - |
F
MANPOWER NANPONER '
DOVISIONAL c‘
OB TECTIVES, PLARNGRS PROGRAMS. fE i
OFFICakS ;
DAPT. HEADS t
MANAGERS I
O ACLS. :
uxoaue.r. |
b e ar e m = COMTADL cm = i e o e o o e o e e ek
t A
1 §
3 i
Vv
:> PRRAFORMANCE
e 1TER 1.

e
TRAITS / o RFORMANLE
In considering the above exhibit, it is suggested
that there is one possible improvement in the inclusion
of a loop to link 'Divisional Objectives' to 'Perform-
ance Criteria' thraugh a step marked 'M.B.O. - Managers
and Subordinates, to identify the source against which
the Performance Criteria are evaluated. Secondly
Burack (ibid p.85) cites certain guideposts which he
considers to be indispensable to manpower programming
success, which are presented in his Exhibit 4.15.

RN

This exhibit is produced here.
FIG. 3.8.

Bxhibit 4.15 Guideposts for success in manpower program-—
ming.

Corporate/Institutional Planning.
.Planning that is in sufficient detail and far enough
in advance to permit the formulation of manpower

obijectives.

Manpower Policy.
-A well thought out, believable plan, communicated to
all authority levels, which establishes the climate

for participation and support of all managers.
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.Resource committments and budget line which demon-
strates top mahagement active endorsement of the
program.

.Demonstration of fairness in selection and comm-
ittment.

-Reflection of a reward climate demonstrating program

importance.

Consistency.
.Development on a continuing basis over an extended
time interwval avoiding any c¢onnotation of a "one

time" program.

Resident Management - Supervisory Support.

.Developing the whole-hearted co-operation of en- -
lightened understanding of men who assume working
roles of leadership, decision making and those
other attributes of a successful manager.

-Reward climate consistent with efforts of partici-
pants.

Co-worker Support.

.Developing the understanding and co-operation of
personnel who functbn as co-workers of those in
training.

.Installing confidence in the logic and choices of

candidates for manpower development programs.

Information - data Base.
.Information that is in sufficient detail to permit

the various assessment centre activities to take
rlace,

Audit/Control and Review.

.Continuing review of the brogress of manpower resources
as they pursue their careers.

-Review of the activities of the assessment centre
relative to goal achievement and redirection towards
promising new areas of activity.

These 'guideposts' of course bear a close relationship
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to the steps shown in the systems approacH given in
Exhibit 4.10 already shown, but provide considerably

more detail of the requirements at each stage. Three
aspects stressed are perhaps worth noting, although

they are not expressed in precisely these words, they

I e = =

are none the less implied and can be thought to be
mandatary-honesty of purpose, committment and a support-
ive climate. In addition of course, both plan and

program must be workable and financially viable, other-

- — =

wise it will fail to gain ‘acceptance at the highest

e

levels of the organisaticn, and be another system that
has failed in its purpose. '

3.6 Manpower Training and Development. !

Manpower Training and Development have a number of
components, and attention will now be given to these
in some detail, but before considering the activities
that make up Manpower Training and Development an
initial lock is necessary at who is affected Dby, and
interested in this most important aspect of manpower

mr i -

planning. Basically two groups have interest in, and
are affected by the cutput from Manpower Training and
Development in the organisation and the individual

i e 3

employees of the organisation. The organisation view-
point is well summed up by Strauss and Sayles (1967
p.449) "Few organisations can take for granted that
there will always be enough workers available to fill
all the jobs that must be manned. Consequently, one

of the most pressing responsibilities of management

is to attract teo the firm and develop within the organ-
isation enough people to handle present positions and
to move into vacancies created by changes in the com-

pany's business, retirement rate and other factors.

A stream of qualified personnel must be kept flowing
into the organisation and through the various promot-
ional, training and transfer channels designed to
allocate scarce human resources. This is a continuing

responsibility for no organisation is static. Employ-

SRS e S

ces are always leaving:; and shortages are always

developing at certain points, surpluses at others."

The organisation thus has a vested interest in the
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training and development of its manpower, since
attempting to operate under conditions where the:
human resources 6f the enterprise are not as efficient
and effective (i.e. well trained and developed to the
maximum possible of their potential) as they can
viably be made, places a strong competitive edge in
the hands of more far-sighted and pro-active competit-

ors,

Considering now the view of the individual, this has
been well put by McBeath (ibid p.4) "The individual...
taking his own view of his career plan, needs both
encouragement to develop his abilities and help to
understand and appreciate the factors which apply
generally, and especially, to himself, He must be —_
able to see an effective staff development scheme,

see the potential scope for his own career to develop
and obtain reasonable job satisfaction currently and

in the future. Hé needs to see these clearly." This
seems perfectly logical, since, lacking job satisfaction
and future prospects, an employee will seek these else-
where, and if nothing is available, the result will be

a dissatisfied, ineffective and inefficient employee,
who is a liability to his employers in place of being

an asset now and in the future.

Manpower training and development, should therefore be
of paramount concern to the organisation in the intro-
duction and maintenance of a good manpower plan.

3.6.1 Career Planning. Career Planning (a most import-
ant aspect of manpower training and development)
is 1argély a company or organisation% responsib-
ility . The individual employee. has, of course,
his part to play as he must use to his best
advantage, the advancement opportunities and
training offered, with the proviso, that the
future use which his employers propose to make
of him in higher and more responsible levels
of the organisation agrees with his own personal
future objectives to an acceptable degree.

74 -
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However the initiative to a very large extent
rests with the emplay&tr, and since,as has been
said,people are the most important normally of
the resources and assets of the company, Career
Planning is a most important area in an organ-
isation’s planned efforts to survive and grow.

In this context McBeath (ibid p.6) has commented
"Existing employees are valuable assets and their
development to fit evolving organisation demands
can be tailored to provide increased remuneration
potential and job satisfaction, and therefore
achievement.” Later {ibid p.8) he extends this
to say "While a company plans to staff its
organisation effectively and with continuity, -

it must take into account the needs and desires
of its employees to develop, and indeed, take’
heed of this growth in abilities,to how it em-
ploys them. The pattern of individual careers

s s e ——

1s, therefore, an important part of the whole.
It is the key to success with the overall plan
or may destroy the plan which dares to ignore
it.," Burack (ibid p.l41) also links the organ-
isation and the individual by saying "Career
Planning unites organisational manpower planning
with individual needs, capabilities and aspir-
ations." It must seem apparent therefore, that
the overall manpower plan must extend through
the manpower inventoryand manpower information
system to career planning, which in turn must
be supported Training and Development, which

in turn are maintained and corrected by Perform-
ance Appraisal - all these forming the manpower
programming activities which are the 'action’

section of the overall manpower plan.

The aspects of paramount importance to the

company in careér planning, are whether optimum 4
plans are laid for best use of the talent avail-

able (recorded in the manpower information

system)is the future provision for long term

manning requirements adequate, and are the

employees as a whole satisfied with the measures
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taken to ensure their continuing advancement
in their careers as far as is posaible for
them to risa.

As far as the individual view point is concern-
ed, McBeath (ibid p.141) has this to say "The
man of high calibre, and with his sights set
high, is unlikely to accept any work situation
in which he feels he may not grow satisfactorily.
The effect of his loss on the company's growth
potential is unlikely to interest him, his
*loyalty' (if that is the right word) will only
be held by prospect of advancement." Hill and
Harbison's cémments quoted in 3.3 under Man-

power Planning have much relevance here as well.

Hence it would seem obvicus that not only is a
good career planning scheme necessary, it must
also be apparent to the employees that it exists
and is operating satisfactorily, as only visible
results carry conviction to employees in the
areas of promotion and advancement. A statement
by Vetter (ibid p.53) is also applicable here
"Mapping of strategies to achieve overall man-
power goals must usually be accompanied by efforts
that will assist in directing the careers of
individuals.....the objective.....is8 to assure
that individuals are given full opportunity to
demonstrate their capabilities and skills.™ This
comment focuses on ‘opportunity’ and is worth
noting since training and skill development for
employees will only lead to their frustration,

if opportunities to use the additional skills
developed are denied to them.

Since, as has been said, career planning is
largely a company responsibility and function,
it may be rewarding to consider the company's
viewpoint in further detail. In the company's
eyes, career planning should fill a vital role
in making provision for future succession to

posts left vacant by retirement, death or term-
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ination of service of the past incumbent for

any reasoh. In a8ditidn, when linked through
the manpower plan, to the corporate strategy for
the future, it becomes possible to plan in
advance for both growth and obsolescence in
specific areas of the organisation operations.
It is a major weapon in removing the reaction
element to change facing the organisation, and
enabling the company to¢ be innovative and to
anticipate the changes which continually face
it. On the company's viewpoint the statement

is made by McBeath (ibid pp 146/147) "from the
company's career planning viewpoint, future
pdtential replacements for all key positicons —- 1
should be identified and the individual's

weaknesses in relation to the requirements of |

the post marked out tc enable them to be reduced
gradually, as part of an insurance policy. ....
To cover its requirements, the company must

make a series of further appraisals of individ-
ual employees. For each vacancy, which will or
may exist, not only dces the company need to
know who is most'able to fill it, but also what
further development and training he requires
before he does so." Perhaps one extension could
be made to this statement of McBeath's - the
process is ongeoing and continuous, evaluations,
appraisals and up-dating of career planning are !
never ending.

Finally. looking at the scope of the career

plan, McBeath (ibid p.159) discusses the effect .-
of organisation size on the plan. “The smaller

or medium sized organisation can generally loock

at its complete career development at one time.
The group of companies, whether operating through
a series of subsidiaries, divisons or regions

will tend to have plans prepared in each major

unit."

This seems an acceptable approach, since McBeath
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comments further that these plans must be
brought together for audit to enasure the best
possible future use of staff. This is essential,

o B i i KT T S S S

as prospects for promotion of good potential

=

people may be overlooked on a group basis,
udess' the divisional plans are co-ordinated at
high level in the group. High level co-ordin-
ation would be necessary, since it is possible
that resistance to inter-divisional mobility
would be encountered with the divisions due to
reluctance to lose staff of high calibre and
potential te another division, despite limited
opportunities_existing for the progress of
people in the division concerned. Under these_.
circumstances it would undoubtedly become necess-~
ary for high level pressure to be brought-to
bear tc gain acceptance of the desired and

R B e e v e S S R

planned staff movements, and to overcome par-
ochial divisional opposition.

Training and Development. These two areas,
training and development, can perhaps be re-
garded as the first steps in the implementation
of the company's career plans for its employees.

Through training and development, the company
hopes to see the career plan that it has drawn “
up for it s employees bear fruit, and ensure |
an adequate and cortinuing supply of people |
with the required skills and capabilities needed
to man its operations, as effectively and eff-
iciently as it desires.

A simple definition of training could pérhaps
be deemed the provision of tuition course,
whether in—compaﬁy or company sponscored external
training to inculcate the necessary theoretical
knowledge into employees at varying levels, to
equip them with the theory background required
for the next promotional step.. However the

step between theory and practice is frequently

a big one, and while an employee may possess
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all the theoretical knowledge necessary, he |
may 8till fail to makd a success of a higher

post due to inadequate development as a manager
for the post concerned. Bowen (ibid p.86)
expresses it this way "What then is management !
development? It is a process in which an in-
dividual increasingly makes more important

decisions under pressure and makes them right. 3
Moreover most really important decisions require

the weighing of intangibles, and most of the
important intangibles are related to human
attitudes and eapabilities." The problem now
arises - how is the process of management
development put into action? Very little appedats
to have been written on this aspect of manpower
planning that has much substanceé, and .Bowen in
fact says (ibid p.85) "the way to achieve real
management development goals, is té test people
under fire, Under this system growth is demon-
strated when the individual makes consistently
good decisions in increasingly complex situations
inveolving higher and higher stakes....Thus testing
under fire achieves development by simply expos-
ing candidates to progressively more difficult
situations, so they can develop the confidence
that makes them more effective decision makers.*
The difficulty here is that the whole basis for
this idea is experimental, and can be costly if
wrong choices are frequently made of people

for development. Burack proposes an alternative
method where candidates for development and —
training are considered and screened by an assess-
ment centre team consisting of managers from

a fairly wide spectrum of disciplines to evaluate
people for possible future potential. McBeath

(ibid p.91) does comment "Training and develop-
ment plans are implementation plans which follow
identification of what we need to do." The

problem however as mentioned lies in the selec-
tion of people through whom the plan must be

.
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implementedafter training and development has
been done, and here it is felt that Burack's
assessment centre concept is worth trying.

The problem of identifying people with potent-
ial for development is indeed a knotty one and
French (1969‘p.24) has this to offer "Most
individuals have drives towards personal growth
and development and these are most likely to

be actualised in an environment which is both
supportive and challenging. Most people desire
to make, and are capable of making a much higher
level of contribution to the attainment of
organisation goals than most organisational
environment will permit." Bowen {ibid p.86)
looks at the question of identification of
potential this way "identification of suitable
people is made on the basis of their demon-
strated potential and involves decisions much
like those associated with investing in a new-
venture and the same author (p.87) elabor-
ates "The key requirement is that individuals
who show promise (must) be given the opportunity
to make real decisions, and that they (must) be
judged on their performanceq Both Bowen and
French appear to be advocates of the !'junior
boad formation' school of thought, and what
they are in effect advising is judging people
on their past performance record on the assump-
tion that success will breed success. In fact
French's approach appears to assume that people
will rise to meet the demands of given situations

Uncertainty is rife in these approaches to ident-

ification of potential for development, and while
it would be foolish to disregard individual

past performance, subjective judgement of poten-
tial can to some extent be eliminated by the use
of Burack's proposal of a multi-disciplinary
assessment centre panel to screen possible
candidates.
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Accepting now that candidates have been chosen

for training and development, an important

!
'

aspect is the one affecting the manager of the
person undergoing training and development.
McBeath (ibid p.l35) expresses a view on this
point "While most individuals are interested

in advancing their own careers, managers and
supervisors also have a responsibility for
advancing the careers of their staff. If this
is to be done successfully, the development re-

guirements of each individual must be appraised

and his career assignments planned accordingly."
This stresses the major role played by line
management in manpower development, and makes
obvious the need for encouragement of, and the f
provision of opportunity for the subordinate,
by the senior.

— o e

A method of development that has been sometimes
recommended is that of job rotation, but, it is
felt, this method must be used with care, and

a constant watch must be kept on the trainee's
progress to ensure that the desired results

are being achieved. A warning note is sounded
here by Vetter (bid p.72} "Job rotation and |
transfer, important as they are to the devel-
opment process must be tempered by the recog-
nition that mere exposure to a variety of jobs |
does not insure that the desired learning and
development are occurring ", and also Bowen

{ibid p.86) "It is always possible that a can-
didate may adapt to working in a field that | o
differs widely from the one in which he has

been engaged, but the odds are not good."
Changes of field are best made, perhaps, in a
series of steps, if that is possible.

The objectives of training and development
should of course be to ensure that the full
potential of employees is available to the

company, if and when ultimately required, since
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buying the skills and capabilities needed

in the extérnal labour market is expensive,

and can be particularly so, if high talent
people, or people from disciplines or tech-
nologies in short supply need to be recruited
continually from outside the company. McBeath
(ibid p.7) has this to say on this point "Prop-
erly planned development is designed to bring
out all the usable latest abilities of one
individual (and reduce limitations set by any
faults)." BAgain he says (p.130) "The growth
rate of an organisation is likely to be limited
more by its personnel then any other factor....
The ability to maintain and hold good people. ...
is influenced to an ever greater extent by the
ability of a company to provide opportunities

to each individual to develop fully, to utilise
his abilities to the full, and to find continu-
ing job satisfaction", and finally the same
author (p.131l) "The initial function of train-
ing in industry is to assist in developing and
providing the skills which the employer requires.®

Failure to extend to the fullest the potential
available within the company at all levels by
means of training and development will mean
that the company in turn will never achieve
its best possible performance and it will thus
fall short of reaching its established goals.
Von der Embse has stated (1973 p.%08)"Organ-
isational objectives should be the ultimate
concern of any training and development effort"
while Vetter (ibid p.24) makes the point "The
manager operating below his capacity in a non-

-——

challenging assignment, however, may depreciate
in value through a lack of use.". This last
comment illustrates perhaps the danger of allow-
ing an asset from amongst the company’s most
valuable resources - its people - to decline in
value through neglect.
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Implicit in the requirements of a good man-

.power training scheme is the need for in-company

courses and seminars designed to improve know-
ledge of company products, markets systems
procedures etc. However, equally important
though not always recognised is the need for a

) good scheme to support and encourage self educ-
ation via external tuition. Burack (ibid p.l154)
comments on this aspect as follows, *"Stimulating
individual initiative for occupational growth

is a sigrificant dimension of manpower develop-
ment. Efforts to stimulate the individual
through tuition reimbursement plans are now wide-
spread, vet there are substantial grounds both
for doubting the sincenty of organisatonal
committments to such plans, and for questioning
many of the individual features." He goes on to
say (p.l154) “A fundamental point is that every
tuition plan acquires substance through explicit
acknowledgement in corporate policy. "No
argument is advanced here for indiscriminate
study - the criteria should be aims of improved
knowledge and improved job performance, a prep-
aration for a future assignment or promotion,
not merely the collection of diplomas or degrees
on a haphazard basis. Again quoting from
Burack (ibid p.186) "Corporate value systems are
needed which will encourage individual develop-
ment” and also (p.lé4) "A viable effective

tuition support program cannot be achieved with-
out systematic managerial attention." 2as a
closing thought on lethargic management in this
field he observes (p.164) "It is likely., that
only as an organisation places high priority

on its overall manpower programming efforts

will its tuition support programs become the

| subject of intelligent scrutiny." There is

| also a powerful case for tuition support in
certain directions to overcome or combat obsol-

escence of people. Suitably motivated, people
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| can be given (internally and externally) add-
| itional training in rélated spheres to their
normal occupations to maintain their value to

the company and in certain cases increase

their potential uses further rather than allow-
ing their talents to be wasted. As Burack (ibid
p.189) comments "A premium is being placed on
ability to comprehend and to adapt to changes.
Policies and programs designed to foster such
abilities are the essence of efforts to control

managerial obsolescence".

Reasons commonly found for the absence of, or 5
luke warmness in relation to tuition support

programs in many companies, are given as loss —

of money in unrecoverable expense of employees
terminating within a short period of completion
of the tuition, and termination during tuition
period, or excessive numbers of people who are
unsuitable wishing to participate in the scheme,
and the feeling that this type of thing is
unnecessary, that it is cheaper to buy needed
skills from the external labour market already
trained, and finally the view that a comprehen-
sive tuition support program is too unwieldy to
control properly. Here it is worth reproducing
from Burack his Exhibit 6.7 (p.l157/8) which
lists a summary of the features of successful
tuition support programs already developed and
in operation. Since these features are already
embodied in successful .program, they should make
a worthwhile basis for such a program.

PIG. 3.9. Exhibit 6.7.

A workable program of tuition support is possible

1. Wwhen the organisation decrees that organisat-
ional units need not be 'large' to partic-

ipate.

2. When organisational policy is clear as to
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elegibility for participaticn in terms of

gourses, programs and individual criteria.

3. When the relevant organisational unit assumes
an active role in surveying local education-
al resources and stimulating the previsiens
of added facilities and programs, such as
vocational training, technology programs,

l broadening of university extension programs
and educational seminars. Organisations
may have to experiment with support of new
educational formats.

4. When improved profit performance, higher
productivity and lower costs - along with-.
new higher performance equipment and/or
computer usage - require '‘thinking smarter
and faster'.

5. When the organisation recognises that some
elements of 'thinking smart' increasingly
require new structured areas of knowledge

not provided by work experience above.

6. When some kind of tangible connection is
established and cultivated between partic-
ipation and work-related benefits; that is
when there is:

a) A clear stand by management on the extent
to which educational participation bears

on salary increases on promotion; and
b} Specific recognition as a part of period-
ic performance review sessions.

7. When time-off-work adjustments are made

which present individuals,to meet class
schedules, including travel time.

8. When management and supervisors reguiarlx
'talk up' subordinate participation and
make sure that the program is communicated
to all relevant levels and personnel
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3.6.3

9. When the organisation recognises that 'going
back to school'! may cause personal conflicts
for potential participants and seeks to
overcome them. These typically include
anxiety over possible failure, complications
of family life, and adjustments to school
work load {(homewcrk) demands.

10. When organisation support is at least 75 per
cent of tuition cost - with no delays in
reimbursement or special conditions such as

future employment agreements.

1l. wWhen periodic audits of participation rates
and participation experiences are made.
This information shoudl be consolidated for
purposes of (a) counselling with future part-
icipants, and (b) removing bottlenecks to
effective utilisation of the tuition support
program.

12. When the organisation make ‘the assumption
that the effectiveness of educational app~
roaches for participants requires continuing
study of both costs and benefits, to avoid
premathre cutbacks on excessive expenditures
of funds.

Management by Objectives, Performance Standards
and Performance.Appraisal. To be truly success-
ful, and effective, Manpower and Succession
Planning depend on a constant feedback of
evaluating information regarding the performance
of employees at all levels. These are essential
if potential is to be gauged and the internal
deficit of suitable employees is to be identified
in sufficient time to enable either the internal
training or external recruitment steps to be
accomplished. This evaluatory information can
only be provided, and be meaningful, if the app

raisal of performance achieved is measured again-

-——

st set standards which in turn are linked to
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agreed objectives for employees. These compon-
ents of Manpowet and Succession Planning will
now be considered.

Management by Objectives requires interaction
between manager and subordinate at all levels.
Rieder (1973 p.64) states "Management by object-
ives and performance development go hand in hand,
as long as the individual can be a true part of
the action." He further goes on to say (p.65)
"Reinforcement of strong performance breeds more
strong performance. Goal setting must place the
premium on what an individual can or could do
uncommonly well." This reviews the individual's
part in the setting of objectives'and stresses
the need for the participation of the individual,
and also seeks individual committment. On this
aspect of committment, Koontz (1973 p.l5) obserw
ves., "One'lof the great advantages of managing
by objectives is that it elicits committment for
performance." Xoontz then goes on to comment

on attainability of cobjectives and states (ibid
p.15) "One of the major problems is getting
obijectives that are attainable, but not easily
so." He places the onus for this rightly on

the manager and says (ibid p.18) "The question
of whether goals are adequate can only be
answered by the judgement and experience of the
man's superior," and finally (ibid p.l1l8) "There
is no question that the superior must approve
and have the last say on the subordinates goals.
But there is also no question that completely —
setting goals for subordinates is self-defeating."
This would seem to indicate clearly that while
there must be participation, agreement and
committment from the subordinate, the respons-
ibility for the setting of attainable goals
which are also satisfactory to the company rests
with the Auperior. On management by objectives
generally, Koontz makes the following statement
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(ibid p.14) "Managers are forced té6 think of
planfiihg £6r résults, rather than merely plan-
ning activities on work;! and again "delegation
should be done in accordance with results ex~
pected, and to the extent possible goal assign-
ments should be consistent with a position that
carries clear responsibility for their "accomp-
lishment." Objectives must thus be agreed, att-
ainable and within the responsibility of the
person committed to their achievement. The

ideals of management by objectives are further
illustrated by Koontz (ibid p.1l8) where he
states "Management by objectives must be a way |
of managing, a way of planning, as well as the
key to organising, staffing, leading and control-
ling." He also gives a word of warning on the
relevance needed, by saying (p.18 ibid)"For a
manager to try to achieve an obsoclete objective
is as foolhardy as to have him work towards
accomplishing an obsoclete project." Thus the
objectives set should be future oriented if the
danger of obsoclesence is to be avoided in reach-
ing agreement.

Finally Koontz (ibid p.l4) links appraisal to
management by objectives by saying "Once a
program of managing by objectives effectively,
appraisal is a fairly easy step."

Hand in hand with management by objectives,
must be considered Performance Standards, since
the acceptability cr otherwise of performance
must be measured against a yardstick. A good
definition of a performance standard appears to
be given by Widdop (ibid p.l15) is the need for
‘interaction in'agreeing performance standards
"More and more, managers are coming to realise
that the real value of performance standards is
not the "statement', but the human interactiocon
between a man and his boss in dgveloping the
standard."
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Finally, areas in which problems can arise with
performance are highilighted by Widdop (ibid p.18),
with his observation "Similar performance areas
may be measured for similar jobs, but the specif-
ic measurements arée agreed to individually for
each man," and McBeath (ibid p.109) has this to
say "we need to ensure that acceptable standards
of performanceare both identified and communicat-
ed. The individual who is highly motivated by
achievement will strive to beat any agreed tar-
get, but will remain frustrated and less effect-
ive if he lacks a standard."

The need for ‘clear, agreed, attainable and
progressive objectives and standards seem to bé&
obvious if the individual is to be motivated and
committed to producing his best possible results,
and interaction between boss and subordinate !
must be of a high quality.

Unless appraisal is carried out, and that, effect-
ively, time spent in setting objectives and
standards is wasted. BAgain a major feature

would be the nteraction between boss and sub-
ordinate and a harmonious relationship is needed
to ensure that the apprecach to appraisal comm- !
ented on by Rieder (ibid p.61l) is avoided." All 1
too many recipients of reviews perceive this

vehicle as a reward/punishment process." The

need for interaction and indeed partnership

between boss and subordinate is stressed by the o
same writer (p.64 ibid) “"the partnér relation-

ship of mangger and associate in making joint -

progress" and again (ibid P.65) "A yearly app-
raisal pales by comparison with supportive
managerial relations on a regular basis," and
(ibid p.66) the manager must show his personal
involvement and freedom from strictly mercenary
considerations. Koontz {(ibid p.l1l5) also adds

weight to the need for major management guidance

and leadership" an atmosphere of the superior
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| working with and helping his subordinate - not
sittihg in remote ludgement or him."

It appears that the superior or manager must
take the lead in forming the partnership aimed
at developing the subordinate and assisting him
' to meet the agreed objectives and standards.

| This naturally enough would require trained and
developed managers.with skill in human relation-
ships, from the highest level of management
downwards.

In a criticism of managerial appraisal Koontz
(ibid p.l1l) notes that "despite the great strides
made in management quality and sophistication in
the past quarter century, appraisal of management
is s8till largely ineffectual." The failure
appears to lie in a lack of understanding of what
should be appraised, and here Koontz (ibid p.ll)
comments "management appraisal should measure

performance as a manager in reaching goals, for
which a manager in whatever position he occupies
is responsible." Koontz feels that a valid
appraisal of a manager should judge his perform-
ance in goal and plan accomplishment, and his
performance as a manéger. He suggests, a five
point appraisal program for managers, which
would require that the program should (1) meas-
ure the right things:; (2) be operational: (3)

be objective:; (4) be acceptable; and (5) be con-
structiire. This approach links well with the
requirements for the successful setting and
performance standards for management. Kellogg
(1965 p.l7) recommends for attention “subjectiv-
ity does limit the value of a managers apprais-
al" but extends this later by saying (ibid p.21)
"managers should apprcach employees appraisals
as a thoughtful serious matter, for which they
are accountable,.

Thought on the potential of, and need for per-
formance appraisal is given by McBeath (ibid p.%l)
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with the observation "Appraisal of existing
performance supplements the inventory, telling
us a great deal about the effectiveness of our
present deployment of skills and identifying
immediate needs. Burack {ibid p.75) supports
this approach by saying "appraisal is an integ--
ral part of programming, since it provides the
basis for determining individual education and

training needs as well as promotion potential."”

Features of performance appraisal needing special
attention are pointed out by Rieder (ibid p.65)
"A wide spectrum of skills abilities, potential,
aspirations, levels of existence and personalit-

ies are represented in a corporate community.
Eppraisal systems must take this into account. l
Slavish adherence to rating forms, strict pro-
cedures and limited hand copy reports can place
obstacles in the way to unleashing human talent".
Koontz (ibid p.l1l8) warns of poor control of
appraisal "In every program, progress toward
goal accomplishment is not adequately monitored®,
and finally Burack (ibid p.77) states "An app-
raisal program based on imcomplete personnel
files or poor supporting information is self- !
defeatlng and may lead to serious misstatements
of avallable manpower resources in terms of
immediate job relevance and promotability.

} Strauss and Sayles (ibid pp 550-567) comment_”

on ratings and appraisals and concern themselves
to a large degree on the problems of subject- —
ivity, varying standards of appraisal by managers,
and the deficiencies of traditional rating -~
scales. The same authors E.559) observe “Eval—'
uation interviews are not easy. Poorly handled
they may lead to hostility and greater misunder-

standing. Consequently many companies have
spent a good deal of time and effort on training |
their managers to handle evaluation interviews,

giving particular emphasis to skill in the use !

gl/-ttoo
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of non-directive techniques." During the
appraisal session, the evaluation made of the
individual centres largely around strength and
weaknesses as identified by the senior during
his appraisal of the subordinate. Here, al-
though it is accepted that limitations will
exist, a rating form which considers independ-
ently such performance aspects as Job Knowledge,
Judgement, Organisating Ability, Attitude,
Dependability, Creativity, People Relationships,
Delegation, Leadership, Personal Efficiency
etc., could be considered useful, as they should
give indications of where the strengths -and
weaknesses of the individuals appraised lie. —
Perhaps it could also be considered advisable
for the rating forms to be considered by a comm-
ittee consgisting of the two levels of management
. above the individual appraised, together with the
personnel manager, and any other seniors in a
position to appraise the performance being con-
sidered. This may help to focus on the stren-
gths and weaknesses of the individual concerned,
and bring some measure of uniformity into ratings,
while reducing the impact of subjectivity. A
further possible advantage here may be that
strengths and weaknessescould be considered in
light of their weighted impact on the post
evaluated, since the influence of a particular
strength or weakness will vary from job to job
according to specific circumstances.

Management by Objectives, setting of Performance-
Standards and Performance Appraisal would seem

to require a high degree of dedication and under-
standing. from the senior in particular. To be
effective communication must be good, and a
partnership approach must exist if the interac-
tion between superior and subordinate is to be
well directed and useful. The superior must
exercise control and monitor results, so that

corrective action can be applied if the sub-

2/, .....
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ordinate is moving away badly from the set and
accepted objectives and performance standards.
It is only by frequency of contact - largely cn
a socmewhat informal basis - that both parties
to these vital functions will improve their
techniques and performance in their areas of

the Manpower and Succession Planning systems.

Ethnic Considerations.

The increasing role played by the Black population in
business and industry in South Africa would seem to
necessitate some thought being given to the need to
prlan the deployment and use within an enterprise, of
this section of the population. Not much informatioch’
appears to be available here, but in some respects a
parallel can be drawn between the position of Black
employees in South Africa and the section of the pop-
ulation in the U.S.A. by Burack (ibid p.l195) as "dis-
advantaged". He observes (again'P.l95)“A£tempts to
integrate disadvantaged people into work forcés have
encountered many barriers including

l. Racial intolerance and lack of empathy for the
plight of people who have known little of good homes
and adequate living standards. |

2, High costs of training and support for up-dating
basic knowledge areas {(reading, writing and arithmetic)
let alone skill training for specific jobs.

3. Dead-end jobs, which provide immediate employment
but are not part of a large range strategy of employ-
ment. The individual is provided only with capabilit-
ies to meet immediate needs, not with reasonable
chances for upward mobility.

4. Lack of managerial sophistication in putting organ-
isational ~ behavioural concepts to work."

To a large extent, these same barriers seem to apply

in South Africa today, but with the ever-increasing

- demands for labour of all types in this country,

attention must be given to major training schemes for

Black workers, industrial, clerical and professional.

e -
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Already in industry Black supervisofs controlling
Black labour are common, and it seems essential that
an approach to Manpower and Succession Planning be
applied, if the best results are to be achieved from
Black supervisors and managers in their employment.
The same systems of planning, programming, inventory
compilation, information systems, training and dev-
elopment could be used, and should be used, if a
company is to optimise the use of the whole labour
force (within the limits of Job Reservation): This
would no doubt be arcostly undertaking, but a.start
could be made with the supervisory levels of Black
labour, with full scale aptitude and intelligence
testing being done of the rank and file of the Black ™
labour force in an effort to find and identify pot-
ential for higher training and education. In the
future, it does not appear possible to control and
administer this field of manpower on a haphazard and
largely uncontrolled basis.

Comments.

In closing this chapter, a few final points should be
stated and stressed.

Without a supportive climate from management at all

task, Burack (ibid p.185) and Vetter (ibid pp 37,59
and 192) have commented strongly on this point.

levels, the manpower planner cannot succeed in his i
1
The company controlling, planning and ﬁrogramming'its ‘
manpower needs can capitalise on opportunities and ‘
gain advantages over its competitors. McBeath (ibid

p.8) states "real effectiveness in the case of man-

power resoﬁrces is often the crucial advantage in a
company's long term success over its competitors."

Burack (ibid pil94) observes "Positive managerial man-
power activities clearly require continuing and soph-
isticated attention to forecasting of manpower needs,
monitoring changes in terms of their impact on managers

and alerting individuals to opportunities as well as

the hazards of technical change.
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Vetter (ibid p.26) comments "Success is measured by
whether the orgariisation hias the management personnel
it requires when needed," and (ibid p.30) regards
the main thrust of the planning and programming as
being directed to the movement of the manpower of

the company from its current status to its desired
status in the future. He cdénsiders success (ibid p.38)
to be a large extent dependent on the controls used
to check performance, and regular reviews of the work
by the manpower planner. This can be accepted since
the point has been made that Manpower and Succession
Planning must be ongoing processes.

Vetter (ibid pp 191-194) makes further recommendations
for the manpower planner which seem sensible. He
suggests that in an organisation undertaking manpower
planning for the first time, that it is advisable for
the planner to gain credibility by attacking initially
a few manpower activities where the benefits will be
both visible and quick in coming. A further suggestion
is the compilation of a manpower inventory to identify
possible weaknesses in the structure due to a large
number of impending ketirals. He further focuses on
possible opposition by some managers and the need for
behavioural skills in the planner to avoid frustration
and confrontation.

Finally the position in which the manpower planner should
be located in the organisation structure requires some
thought. Argument exists in favour of placing him .in
the Personnel Department. However the danger here is
that additional irrelevant duties may be forced upon
him to the detriment of his true function. Perhaps

in a major divisionalised corporation the right approach
would be for the manpower planner to report at corpor-
ate level with functional links to the personnel de-
partment in the division to ensure input information for
inventores and information systems held at those sources
whence would also come the latest evaluation and app-
raisal results. This structure would free him to set

the group manpower and succession plans, and draw up

and implement the program and institute a training and
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development brogram.

Chapter 4 will analyse the existing situation in the

group in relation to the normative theory given
above.
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CHAPTER IV

Comparison of Existing Activities with Normative Theory.

Wwith the establishment of the normative theory in
Chapter 3, it should now be possible to investigate
the differences between the existing situation con-
sidered in Chapter 2 and the theory base with a view
to later making recommendations for the course to be
followed by the group in the future.

Manpower Planning.

In the discussion in Chapter 3 on thé normative theory
required, a definition of Manpower Planning, and the
need for Manpower Planning to an organisation were -
illustrated in the appropriate sections (3.1 and 3.2).
The point was made clearly that to be successful Man-
power Planning must be linked tightly to long term as
well as the short term objectives of the firm, to en-
sure a steady and adequate supply of workers at all
levels. The need for centralised co-ordination of
divisional plans was also pointed out, as was the

need for review and secutiny of the overall plan, in
addition, to the relationship to the required economic
performance of the group. It was further made clear
that for sound corporate health*, the most effective
deployment of the group's most valuable asset ~ its
human resources - was vital. The need to face change
innovatively rather than reactively was stressed, this
in a world where change is occuring at an ever increas-
ing pace, and the need to prepare for future growth

and expansion was highlighted. Accent was put on the -
need for ever higher skills from management today, and
the danger of disregarding obsolescence, and wastage
through retirement and termination of service were also
noted. As has already been remarked, limited available
personnel place a very real restriction on the future
potential of an organisation.

Turning now to look at the specific group under scrutiny

a number of serious lacks and omissions became apparent

*Corporate health has been defined on 9745.
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in their approach to Manpower Planning, and also in
their awareness of the need for it as a management
tool. On the information available it would seem

that other than at divisional level, in a rudimentary
form, manpower planning does not exist. There is no
attempt to co-ordinate formally the divisional plans
into an overall master plan. Long range planning for
manpower requirements is nebulous and ill-defined at
best, even at divisional level and can in fact be re-
garded as virtually non-existent. This of course could
be due lérgely to ignorance or mis-understanding of

the corporate long term objectives, plans and strategies
insofar as'they affect specific divisions. However no
meaningful manpower forecasts appear to exist, and
what planning is done appears to be by divisions on

the basis of a mainly financially oriented budget and
annual operating plan, covering the next financial year
of operation. No assessments are made of staff required
for the future, nor are the necessary skills and cap-
abilities forecast. Contact between divisons over man-
power deficiencies has, as previously stated, been
informal in nature, and only takes place after often
laborious internal search to satisfy the divisional
internal deficit. This is all highly indicative of
'crisis' management and also leads to the conclusion
that even divisional long term plans objectives and
strategies are not communicated properly to managers
who should be planning the uses and deployment of the
human resources within the group. Haphazard planning
and the absence of any controls to modify and improve
the plan and forecast by means of monitoring and feed- ~
back of danger signals cannot fail to lead to sub~-opt-
imal results of the group. For the future well-being

of the group, this area needs study by corporate manage-
ment to decide whether in fact the group can continue

to operate unplanned in this fashion.

In Chapter 3 (3.3) when Manpower Planning was considered

in terms of normative theory, comments were made on the

need for a supportive climate from corporate management.
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There appears to6 be no reason to doubt that this could
be achieved in the group, onée understanding has been
reached of the need for such a climate, for a compre-
hensive and suitable manpower plan to survive and

flourish.

The theory of manpower planning presented has been
built up from Buracks model shown earlier, and it can
be accepted that this model would give a sound basis
for the installation of a manpower plan and program.
Logical sequences are followed in the steps shown and
provision.is made in the model for control, monitoring
and feedback. It is accepted that minor modifications
of the model might have to be made to cater for certain

organisational exigencies but in the main a solid
foundation for a manpower plan would be provided.

In the group, referring to the model, the manpower
informations system input to Stage2 is sadly deficient,
and non-existent might not be too harsh a description,
while there must be sdme doubt as to whether the major
input to Stage 2 - Corporate Inputs from Stage 1 - are
as fully detailed and well communicated as could be
desired. This comment is made in light of the observ-
ations in Chapter 1 (1.3) regarding the companies
taken over, and the subsequent difficulty in manning
them at management level adequately.

The input to Stage 3, which calls for manpower forecasts,
would alsc seem to be exiguous, since manpower fore-
casts in any detail for the long term appear neither
to be developed nor available in any detail, covering
skills, capabilities, qualifications or any other
attributes.

Stage 4 which covers internal seaxrch, identification of
internal deficit and outside recruitment, takes place,
as already stated, intéinally largely on a division-
al basis, with at best informal co~ordination operating
between the divisions. A danger here is the. problem

of possible reluctance by a division to Ipse the services

of a person of high calibre and poténtial permanently
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to another division. This could be prevented by the
co-ordination of divisional manpower plans and programs
at corporate level.

S%ep 5 is in existence to some degree, but the emphasis
is almost entirely oh in-hduse training development,
evaluation and feedback and still in a somewhat embryo
stage, with evaluation largely being of a subjective
type, mt well linked to management by objectives or
well founded performance standards.

Further, as also stated previously little encourage-
megnt is given to self education programs, the initiat-
ive to study to a very large extent being left in the
hands of the employee. Formalised feedback on progress
and potential of employees is also very sketchy, re-
liance being placed to a large extent on the annual
appraisal for salary incremental purposes.

Sumnihg up, only portions of Buracks model appears to be
@n operation in the group, and in fact it seems that
large areas are largely or totally missing.

4.2.1 Manpower Inventory. The theory on the form that

a manpower inventory should take has been largely
adopted from McBeath, and appears to cover the
bulk of the requirements which would be needed
for the basic installation of an inventory of
manpower. In the categories where age is a
factor it is suggested that five year intervals
be used to identify age groups rather than
cluttering the inventory with a very wide range
of clarifications. Again it is accepted that
changes to suit specific organisational needs
could be made (i.e. exclusion of certain headings
considered not relevant) but in the main the
headings listed would provide the backbone to a
good manpower inventory system. The manpower
inventory must of course be linked to the man-

power information system, where all personal

details of employees would be stated.
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In the group, there dées not appear to be a
manpower inventory at all, complete reliance
being placed on a personal details file, which
tends'to'concentrape on only personal data. No
record appears to be- available giving informat-
ion on the present deployment of employees,
their numbers, age, qualifications or post held
in the organisation. Presumably this information
could be compiled by the division, but it does
not appear to be held in any readily available
form, nor doeg it appear as if the divisional
information available could be easily integrated

to present an inventory for the group as a —_
whole, covering all levels of salaried and super-
visory staff.

Manpower Information System. During the con-

sideration of manpower information system theory
in Chapter 3 (3.4.2), the assumption was made
that an in-company computer was or would be
available, and the normative approach to a
manpower information system was built around
that assumption. Two models, both by Burack were
considered, the first being a fairly rudimentary
and simple one, and the second rather more com-
prehensive and ambitiocus in scope. For a small
or medium sized organisation, the first model
would be satisfactory, but it is felt that for

a large multi-divisional company with an in-
house computer the second model offers more
rewards from the scope and detail of the inform- ..
ation available. Further consideration however
will be given to the guestion of choice between
the two in Chapter 5. It is accepted that since
these models are based on systems in use in the
U.S.A. some of the data may not be relevant in
this country, although an effort was made to
ensure the omission of these details from the
reproductionj Howéver, additional items of data
may be found to be desirable, and the proposed

102/.....
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system could be extended at a later date to

incorporate these. In any event a useful start-

ing point can be found in either of the models.

As far as the group is concerned, two aspects
must be recognised at the ‘outset, before don-"
sidering deficiencies. Firstly it is a multi-
divisional group of fair (if not large) size,
and secondly, an in-house computer is available
for use in manpower information systems. In
fact, to some extent, manpower information is
already being storedin, and extracted from the

computer,

-

Investigation of the data stored in the CompOt-

erised Information File (see Chapter 2 - 2.3)
shows that only sixteen items of information
are held about individuals in this file. To
some extent, the information in the Personal
Details File supplements the Computerised In-
formation File but only a further nine items of
information about the employees are available
from this source.

Clearly the information held by the group re-
garding the past, preésent and future, in detail,
of its employees is far too scanty to support

a manpower plan and program of any scope as it
exists. Too much necessary information regard-
ing employees is missing notably of previous posts
in which employedand performance therein in full
detail. Combination of the two files referred

to could give a basis on which to build, but the™
files as they stand, and the systems in use are
far from providing as full a picture of employ-
ees as Burack's model.

4.3 Manpower Programming.

In the theory of Manpower Programming in Chapter 3
(3.5), it was proposed that manpower programming is

the stage in the overall plan at which implementation
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takes place. Three exhibits of Burack were reprod-
uced (Exhibits 4,3, 4.10, and 4,15) to illustrate
particularly the programming portion of the manpower
planning process, control in programming appraisals,
and.guideposts to success in programming. These-ex-. -~
hibits (nofably Exhibits 4.3 and 4.10) depict very
clearly where programming fits into the manpower plan-
ning process and demonstrate the important role of
manpower programming in moving from a plan (statement
of intent)} to actuality. The steps to be taken in
programming are shown to be clear and logical, and the
links to both the plan and organisational performance
with the control loop (Exhibit 4.10) are clearlf defined.

There appears to be absence to a major degree in the
group of any clear and definite steps in implementation,
and in addition the controls and monitoring of perform-
ance seem to be almost totally non-existent. It is
likely that this is attrieutable to a large extent to
the absence of a full scale long range forecast of
manpower, as it is extremely difficult to implement
something which is ill-defined and vague. In addition
the somewhat parochial nature of the operations of the
divisions would seem to make the operation of any co-
ordinated overall manpower plan impossible at present.
At all events the formal co-ordination is entirely
absent, so that in effect it could be said that man-
power programming does not exist in the group even
ineffectively. This can definitely be considered as

a major flaw in the overall group planning performance,
since it appears highly indicative of a failure to
expleoit its human resources properly.

Manpower Training and Development.

In the normative theory discussed in Chapter 3 (3.6),
the proposition was made that training and development
of personnel was an organisaticnal necessity, to feed

the company with the best possible supply of adequate-

ly trained manpower to ensure the best possible future
for the company. The truth of the need for the fullest
104/....
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possible training and development of manpower, must

L ot a2 L .
be recognised, but it is in the planning ‘and implem-

entation of these activities that the failure frequent-
ly occurs to carry out these operations to their full-
est,»so that the maximum benefits for the company are i )
achieved. Slnce in the original consideration, man-
power training and development was analysed in three
separate components, the same procedure will be foll-
owed here.

4.4.1 carxeer Planning. Summarising the theory on

career planning propounded in Chapter 3 (3.6.1)
it could be said that career planning for em-
ployees embraces the planning of the future of
the employee to ensure that with suitable train-
ing the employee would be able to achieve his
full potential effectiveness in the employ of
the company. At the same time through the

use of good and judicious career planning and
using it as an extension of the overall man-
power plan, the company is assured of satis-~
factory Succession Planning for management,
and should never find itself in the situation of

crisis management or expediency planning.

Some attempts have been made in recent times in
thef@fdﬁb at management succession planning, but
these have been largely divisional in nature and
not on a group basis. Further the lack of ad-
equate manpower inventory and information systems
have severely hampered the efforts that have
been made to implement and operate career plan-

ning. An essential pre-requisite to career,
planning and management succession planniné is

a back-up of systems giving comprehensive and
relevant information about the skills, capabil-
ities and potential of current employees. In

the absence of these support systems in the group,
the approach to Career planning should be re-
garded as héphazard at best.
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4.4.2

development may be regarded similarly in relation

Training and Development. In the same way that

manpower pfogfémminﬁ“bould be regarded as she
‘action' part of the overall manpower plan, or

perhaps the implementation stage, training and

Ayiger

e

to career ﬁlanning. Points worth remembering are
the need for in-company training, support for
tuition programs, and the assessment centre
approach to identification of potential recommen-
ded by Burack, to screen people for development. -
This last is particularly worthy of use, as is
Burack's tuition support program guide already
shown.

The in-company traininé provided by the group
has been described in Chapter 1 (1.3.3). It
could be ‘thought that the training provided on
this basis provides a start to real in-company
training, but there is also the question of
whether this training should not perhaps be in-

creased in scope, and upgraded in level to gain
increased benefits in terms of better trained

and skilled managers. The support program for
tuition has been reponed in Chapter 2 (2.7) and
here it could be thought that scope very defin-
itely exists for enlarging the ammount of supp-
ort and encouragement provided to personnel who
wish to follow the path of self-education. ‘Support
and encouragement in this field could bring
benefits of great value to the group in the

long term in solving manpower and management
problems. "

Selection of personnel has been found to be
largely in the higher levels as reported in
Chapter 2 (2.9) and here it might also be ob-
served that subjective judgement plays a big
part in assessing promotion potential in the
lower levels. It can perhaps be doubted whether
the personal opinion of one manager should carry

so much weight at the lower levels, or whether

perhaps an assessment centre system might not
106/....
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provide a more selective basis for development
of people. In cloéing,-it must be said that
in the past personnel have from time to time
béen ‘selected for further training¢fr6m fan="
égement‘positions at universities full time
for degree training - notably the degree of
M.B.A., but these opportunities have never
been advertised, and the selection appears to
have been made on a purely subjective basis at

corporate level.

Management by Obijectives, Perxrformance Standards
and Performance Appraisal. The importance of '

this section of the manpower plan cannot be aver-
emphasised. As has been stated at length in the
normative theory, this is the point at which
individual objectives in relation to the company,
and performance standards are set, and the
measurement of the performances of the employee
is undertaken on a formal basis of review sess-
ions between manager and subordinate. The needs
for interaction between the participants and
understanding and support from the senior have
been stressed at length, as has the necessity
for frequent (and informal) appraisal sessions.
The theory of these processes has been well
established and documented by a number of
authors.

In looking at the group's activities, on these
aspects, it is perhaps appropriate to recall

the observation.of Koontz quoted in Chapter 3 ..
(3.6.3) regarding the ineffectial dppraisal of
managers today, despite the progress in manage-
ment quality and sophistication in recent years.
The group can be thought to suffer from this
problem, as the setting of objectives with sub-
ordinates is not widespread in the organisation,
and where done, it is usually ineffedtually done

and then seldom effectively monitored by a

serious appraisal session,whether formal or
informal. 1In fact, as has been reported before,
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appraisal of performance.tends to take place
once a year, as the justification for award-
ing or not as the case may be of an annual salary

* < increment. Frequently, it may be added, even ’
‘the” annhiual appraisal seesion is omitted, and

increments are awarded on a purely subjective
basis. |
Formal techniques and systems for setting ration-
al, attainable objectives, performance standards,
and for performance appraisal appear to constit-
ute another major and serious lack in the group's

approach to Manpower and Succession Planning.

—

4.5 Ethnic Considerations.

In this field, as previously noted, there does not
appear to have been much attention given to problems
arising, by any writer, and this is specifically the
case in relation to South Africa. However a parallel
was drawn with certain of Burack's thoughts on the
problems affecting manpowet planning as related to
disadvantaged people in the U.S.A. In addition a
suggesfion was put forward, that manpower planning in
full for the long term could be nndertaken for the
higher levels of Black labour in this country, and
later be extended, to the lower .levels, as the man-
power plan indicated the need for it.

In this respect, the group has a system in operation -
largely in the Tubes division for planning for Black
labour. The system is in the process of being extended
and developed to cater for the current levels of Black --
management and supervisory staff and should ultimately
encompass all the activities of Manpower and Management
and Succession Planning for Black labour, as the use

of this labour became acceptable under law in higher
levels of operation. There is no guestion, but that
the use of Black labour at higher levels will become
more common in the foreseeable future and in this

area the group has made more progress than in its

planning for white labour,
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Comment.

In this chapter, discrepancies were noted and analysed

well informed sources and the position actually obtain-

ing in the group as far as Manpower and Succession

Planning were concerned.

It is perhaps opportune to state here that the inform-
ation regarding the groups systems and practices have
been obtained from observations and also from dis-
cussions with senior and corporate managers, notably
in the Personnel Department.

At this point no recommendations will be made, as .
these will be put forward in Chapter 5 together with
some comment on and assessment of financial cost of

the proposals.
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CHAPTER V.

Recommendations.

In considering the needs of the group in the areas of
Manpower and Succession Planning, perhaps the first
point to consider is the co-ordination of what is
curréntly being done. Co-~ordination of the present
efforts, it is felt would best be achieved by the
appointment of a Manpower Planner as part of the body
corporate, to pull together the operations at present
being carried out divisicnally in manpower planning,
and to collect centrally the information available
from these cources. The suggestion is made that the
appointment be at corporate level, to secure for the-.
incumbent, the necessary acceptance and support
initially at highest level in the group, and by the
example set at this level, it is hoped that the lower
levels in the group would be prepared to aid and assist
actively in the furtherance of the planners duties and
designs. There would naturally have to be functional
responsibility from the divisional personnel managers,
to send all information of any relevance to the Man-
power and Succession Planning scheme to the planner,
although their line responsibility would still be to
the Group Personnel Manager.

The appointment of a Manpower Planner at corporate
level is advised as a first measure, to enable the
incumbent of this post to study a number of aspects
which would need definition before a full scale program
is launched. The initial consideration would perhaps
be the feasibility of introduction and implementation --
of manpower planning into the group, with the next
considerations being possibly, what initial steps to
take, how to bring the scheme intoc operation, what
systems to use, and the possibility and desirability

of computerisation. Finally, the question of time
horizons of the groups planning operations in the

long term must be considered, and the links between

corporate strategies objectives and plans to the man-
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power planning system. It would be necessary that

the manpower planner, regardless of his original
discipline have a wide spectrum of management know-
ledge, covering such aspects as Human Relations,
Finance, Systems and Methods, Computers etc. Certain
of the functional relationships have been given above,
and in addition it would be necessary for some control
(again functional) to be exercised over in-company
training by the manager. The current planning horizon
for the group is five years, and this time horizon

should be maintained.

At this juncture it is desirable to study Buracks model
already shown to consider the rest of the deficiencies
highlighted in Chapter 4. The corporate body must
ensure that all corporate inputs applicable to div-
isions are communicated to the divisions clearly and

in full detail, further-more, the manpower planner

must be kept fully informed, and at that point the
assessment of the inpact of organisational objectives
and strategies in the group must be determined by the
body corporate.

In addition to this, manpower inventory and information
system must be installed on the lines and with the
scope suggested in Chapter 3 (3.4).

Satisfactory attainment of such inputs, and the logical
assessment of the effect of these on the organisation

will then enable the organisation changes to be fore-

.cast, and the manpower forecasts to be made by the man-

power planner. The manpower forecasts must then be
read in conjunction with the centralised information, —
fed in by divisional inventory and information systems,
and the situation must then be analysed for identific-
ation of an internal deficit if one exists. Should an
internal deficit exist, liaison must be exercised with
the Personnel Department to facilitate external recruit-
ing, with its concomitant processes of screening eval-

uation and selection of suitable applicants.
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Next, satisfactory systems of objective and perform-
ance setting as recommended must be instituted, and

a formalised system of performance appraisal brought
into operation, to enabie evaluation of existing staff
performance to be carried out, and the necessary feed-
back for control purposes to be made. At the same
time, training and development programs must be in-
stalled for both existing and externally recruited

staff. Here the recommendation is for an extension

and upgrading of in-house training, together with a
support progrém for sélf-education basically in line
with that recommended by Burack. In addition the,
establishment of dssessment centres in all divisions

is strongly advised. It is felt that in the main,
these assessment centres could be manned from the
disiplines available within the divisions, supplemented
as the need arose by representatives from the corp-
orate body. This would provide a better assessment

for future potential, it is felt, than purely subject-

ive individual judgement.

The recommendations given above encompass also the
steps shown in the two exhibits of Burack previously
reproduced in BExhibits 4.2 and 4.10.

For the recommendations inasfar as Black labour is
concerned, a sfart should be made with the junior
management and supervisory levels on similar lines to
the overall scheme proposed with an accent on training
and development, for the immediate and long term future.

The manning envisaged for the above recommendations
should be small in numbers, provided that computerisate
ion of the inventory and information systems is instit-
uted. An increase in training staff could well be
needed for the extension and up-grading of the in-company
training scheme, but Management by Objectives, and
performance appraisal are normally accepted management
tasks and should be carried out as such. Thus the only
increase in manning should be the planner plus perhaps
two assistants, and possiblyme or two additional train
ing staff for in-house work. ‘
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FIG, 5.1 PROPOSED PLANNING AND PROGRAMMING STEPS.
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Figure 541 indicates a diagram of the proposed steps which should be followed
by the manpower planner in his investigations.
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Step 1. Manpower Information Systems coverirg details

as given in Fig. 3.5.

Step 2. Manpower Inventory Compilation from cata

supplied by the Manpower Information Systems.
Step 3. Organisational Inputs.
Step 4. Manpower Forecasts.

Step 5. Financial Evaluation of cost of Labcux to
implement plans and availability of lzbour
immediately and after training.

Step 6. Training and Develcopment.

Step 7. Evaluation, Monitoring and Feedback £f Organ-

isation Performance.

It should be noted in closing, that the feasizility
and viability should be thoroughly investigated at
each stage before implementation to awvoid excessive

and unwarranted costs.

Assessment of Cost.

On the question of cost, before proceeding fucther,
quotations from two writers will prove of interest.
Burack (ibid p.l1l08) states "the time (and cos*) of
creating a useful file are considerable with zuch of
the pay-off in terms of future periods, and frzguently
variables difficult to guantify! Van der Embtsé (ibid
p.909) makes the point "A low cost program which is
inappropriate - to the organisations needs, is more
'expensive' than one which is appropriate, bu: higher

in cost."

-

As pointed out, a number of the benefits of 2 gcod
Manpower and Succession Planning scheme are intangible
and difficult to quantify, such as motivation ci
people, job satisfaction, the benefit to the zrsup of
having the appropriately skilled and capable managers

in key posts, decrease in voluntary terminati:zrs etc.

However certain tangible benefits on which a +alue can

be set may accrue. For example the group has Icr some
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time been pursuing a policy of overseas recruitment

of artisap and managerial staff. It is estimated that
with costs of travei, accommodation etec., the initial
outlay per person recruited is approximately R5 000
apart from inductibn and training costs after .commence-
ment of work. In a twelve month period, some 60 people
have been recruited at an approximate total cost of
R300 000. The wastage rate is high due to inadequate
screening and poor selection and at present appears to.
be an ongoing process. .

Against this it is felt ‘that in the first year intro-
duction of suitable manpower inventory and information °
systems as suggested, together with the manniné needed _
for proper Manpdwer and Succession Planning, and to
up-grade in a company training would not cost more

than the cost of one year of overseas recruiting at

the present rate. Thereafter the system operating
costs would be much lower, and it is felt that these
would be of the order of R50 000 per annum. Success

in reducing the need for overseas recruitment by only
50% would mean that within 2 1/2 years the scheme would
show a justifiabie return. It is also worth noting
that the wastage rate over one year on overseas recruit-
ment was rather higher than 50% within six months of
employment.

As a final observation, it is felt that no group or
company can face the future with ease, unless the best
possible attention is paid to its most important asset
- its people ~ and the use and deployment of them in
the coming years.
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APPENDIX 1
T.0.5.A.
RECORD OF CAREFR PLANNING AND PERSONAL DEVELOPMENT.

Cpuld the following information be completed for all male staff members
between the Grades 10-7.

Significant changes in responsibility gince lasSt review:!.iiivseeionisenssseranss
Significant changes in performance, skills, interests, attitudes

Since 1&St reViEW:.......--.n-oa--o-..------.-.....-c---.....a------o-: !!!!!! .

Performance since last review:| Poor | Below Ave.]Y Average | Above Ave.| Superion

What are Employee”s Immediate...oviernierennrnncnscaranans cersesneas

i 1 2
Vocational goals? Long Termuesveeeasansnea

Are these currently being used to fullest extent on present job?........ fteens
If nOt, ‘d]-at Ca..n. be done about it?!!.l".l IIIII 8 63 450 9 2 0984088848893 d 8088

Who Will dO it?---.. ----- 'l'll;.llll..l.lll..I'.!Illli..llllllll.'...l.'!.ll.'

what are hiS major limitationS?o.------o----.------....--..-..-n..oo.---.-.o--

TRAINING - The following training courses are at present offered by the
Tralfing division. Could you please indicate whether the individual could
benefit by any of these courses -

PRODUCT KNOWLEDGE ¢YES/NO OTHER TRAINING REQUIRED

Plastics/CoPPeraccserscasecesndesrsesloserenrsncsnrssssssesseenssnssnasnansasd
Technical ProductS.icessssessaderosrsfosssnnsonsssasssacsscsnasssansssssnsonsd
Val Ve S eeenseaconsncsssassncssqosnsnslonnoccesisenanasaseanstnssasnsnnrssssossesy
TransmisSion.ccececsesssasasssdsssssslocasesssiosnacssansancssnsncsssnsssnnsss
Commercial Products -
Tube/FittingS LRI S RN N B B N RE AN BN N BN BN BN N ) L R R I N B AN B R A N N R A A A R A A R A RO R R RU R A W )

" SALES COURSES

S&Les LR IR R R B L B R O B B O BN R I B BN N [ IR I IR AR A B B B R SN I B I S I I A I L I I L LB R B B

GENERAL COURSES

SKide Rulenncontonuonio--nt--.l-lo-un CRE R R N R R B I A I R I AR S I B R I BN BB A RO B A O BB I

Surveyinglu-n..uoo.-!.oo.tlulo10'.--- [ R N N N N N N NN NN LR ]

MANAGEMENT COURSES

Louis A, Allen.uieevonvanontsodeseasadocnnsnonnrtanrscaiscssnnsansassassssnanss
Marketing Appreciation.....vsedsceessfocsncstssveossnessnsossrsssanssanssnsosns
Finance for non-financial
EXECULAIVES v venresnsosrsivsnoodovioselossncancannnans esesrranaas ceriaaarnes

PRODUCTION ORIENTATED COURSES

Safet¥.iiinrinnennas sesesmerie Jeresaetesenscorsnssanranans ctsciusrsreasrteans
Supervisors,...... T easescseruasroans Cirersaeasen Cirsesnans
Job MethodsS...eeeeveaveeervoaadanroealennsoannnas te et rasensrrvesaasrsasnnnan
Job RelationS..veiveesesvarssodiossnshensronnnnsersnssossnassascsnass ceerresas
Job Instruction ....iveveeracedocennectenenns U g

work Study Appreciation srvessdPoessnefacrsrrsnanans L RN IR N IR U N "'..."ﬂ
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PROMOTIONAL PROSPECTS: Comments on the individual's potential for

gI‘OWth il'l. the firm.-llul.-lloa---olucucooun-r-cuo----l-oolooo-l-olclloinlct--

P A N R ) L N N N NN NN LR N N N RN R R R N R A S O A N A B B O R NI B B

------ L R R N N R N N N N N NN NN R RN R I AN B A B N AN B A N

SUCCESSION PLANNING -

1) Has this man a successor: YES NO.

2)  If 'YeS', WhO! .uuueeciiusocatsssnncocrsoncnnnaanns

3) Is he fully trained to take over the post: YES NO.

4) If 'No!, comment on training/experience required to take over the post:

L R R I N N R N N N N R N N N R T R )
LR R N A R R R A A R I R N N N N N N R R R R R R R R R R R R E T
LR R N R A A N RN NN NIRRT RIS NN DO N B B R ) L I A A I A A R R I

P N A R N N N N N N N N N N N N N R R R R ]

COMMENTS N A A N Y R R R R I N N R N N R B R A I R A S A R A N SN NN A IS

R A R N AR A I A I AU I N B IR A I B A BN I B L IR I S B RN N B I I N N R O B R S A A I N U B B N N S N

Manager's Signature: . ..cvssscerrasosvsrssncrrsensrssesDBECiernersncnnrsennsnne




APPENDIX 2

STEWARTS AND LLOYDS GROUP” OF COMPANIES
RECORD OF CAREER PLANNING AND PERSONAL DEVELOPMENT INTERVIEW.

Name Positicn Date

Branch/Dept. Division Date_Employed

Significant changes in responsibility since last interview

Rate of growth(since last interview): down level slow moderate rapid very
rapid

Immediate

What are employee's
vocational goals? .
Long term

What are individual's areas of greatest strength?

Are they currently being used to fullest extent
on present job?

If not, what can be done about it?
Who will do it?

What are his major limitations?

PLANS FOR DEVELOPMENT ON PRESENT OB,

Action Needed By Whom When

As of present time, hawwould you rate this employee?

Immediately promotable to such positions as

Promotable after training &/or to such positions as

Possibly promotable to by years

Not promotable because of current evaluation of present
potential —

Not promotable because of age, health, etc. -

—
—
—/
3 Ready for largerresponsibility at same level
—
—
—

Too soon to evaluate potential

-

f not promotable, no need to complete next two sections.

What specific abilities, skills or knowledge does he need to
develop in order to qualify for positiens listed above?
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What short range and long range program should be undertaken to enable him
to qualify for one or more of these positions?

rd -

(Include consideration of special assignments, job rotation, understudying
present occupant, formal development programs both inside and outside
the Company).

What Who will arrange When

On basis of his performance to date, what do you consider to be the long
range potential of this employee? -

Branch Manager, Plant Superintendent, or equivalent in other departments.
Regional Sales or Production Manager, or equivalent in other departments,
Possible Senior Executive calibre, ready within years.

Senior Executive calibre, ready within ‘years,

SUMMARY OF DISCUSSION WITH EMPLOYEE:

Date of Interview:

REVIEWED ,BY:

Supervisor's Supervisor Bete: ©  Supervisor Date

1

Manager, Persomnel Development Date




APPENDIX 3

STEWARTS AND LIOYDS GROUP OF -COMPANIES FORM A.

OBJECTIVES AND REVIEW OF RESULTS FOR SALARIED PERSONNEL.

Name: For Fiscal Year FEnding

Position:

OBJECTIVES. RESULTS. EVALUATION OF
(To be proposed by ' . PERFORMANCE .

incumbent at beginning
of period and reviewed
with Supervisor)

Objectives Reviewed:

Subordinate Supervisor Date

Prepare in duplicate, One copy is kept by subordinate, one by Supervisor.
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of getting results seem to be well chosen for long

ternm effectivengss,

Consider especially.use of managerial skills of planning, ‘
organisation, development of people, follow-up, control)

COMMENTS: (Note specifically extent to which employee's methods 1

QVERALL EVALUATTION OF PERFORMANCE,

: r—3 Unsatisfactory - failed to complete several important or a
number of less important objectives.

! ) Acceptable - For length of time he has been on job.
(Objective not set in relation to full scope
of position description)
(Indicate which
applies) OR

— - Satisfactorily completed at least some major
objectives, progress, but less than satis-
factory in others.

— Good ~ Satisfactorily completed most objectives,
—3 Superior - Satisfactorily completed most objectives

and usually on one or two kep objectives.
—— Outstanding ~ Usually good results on most of the important

objectives; satisfactory on all.

THLS EVALUATION HAS BEEN DISCUSSED MUTUALLY. -_—

Signed

Subordinate Date Supervisor Date

Supervisor's Supervisor Date

Received in Personnel Division




