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'PREFACE

This document focuses attention on the significance of manpower in
programs of economic development in underdeveloped countries. While thers,
has been a great deal written and published on the general subject of
economic development, often with some treatment of population or the work-
force, thin is the first work wholly devoted to manpower as a factor in
Gevelopment. : |

Two separate approaches to the subject will be found in the follow-
ing pages. The reasons for this duality is that although the two ap-
proaches are related, each is directed to a different audience. Part I
is designed for host country consumption. It is somewhat promotional in
tone and has its objective obtaining host country understanding of the
place of manpower in economic development. It also seeks to bring about
acceptance of the necessity for taking rational steps to bring about the
manpower planning and action essential to the achievement of economic
development. " The treatment is intentionally quite broad in scope,
touching upon many of the important considerations related to but not
specifically "manpower" programs as such (for example, health, sanitation
and housing, problems of motivation, et al). Part I is couched in simple
language in order to preserve the basic concepts in translation. It may
be lifted from this document by the USOM and prepared as a pamphlet in
the host country language.

Part II is intended for the use of U.S. officers who have some fa-
miliarity with the manpower field, or who may be expert in one of its as-
pects but not in others. With the exception of Chapter A, "The Economics
of Development" which is provided as a frame of reference, Part II concerns
itself with the central manpower problems. It deals with the problems of
getting a manpower program under way, the information and administrative
machinery needed to plan and carry out such a program from the initial
manpower assessment to producing the skills required by the expanding
economy.

While Part II is quite specific, and does not avoid technical con-
cepts and terms, it is not intended as a detailed technical handbook. It
is intended to supply a sound working grasp of the subject for U.S. offi-
cers dealing with host country officials on specific program proposals or
in probing with respect to basic program needs in the manpower area, 1t
is intended that this manpower manual will be supplemented by technical
handbooks for each of the specialized phases of a total manpower program,
Two such technical handbooks have been prepared and issued (1--"Establish-
ment of National Employment Services in Developing Countries" and 2-<"The
Forecasting of Manpower Requirements"), :



A note of caution is in order at this point. This manpower document
should be regarded as a "preliminary edition." While it is beliaved that
its coverage and‘treatment is as sound and adequate as it can be at this
stage of development of this technology, the time has not yet arrived
when a definitive treatment of this whole subject can be written. This
is a very new field indeed. Too little is known, and there has been
insufficient evaluation of the forces of cause and effect and the rela-
tive applicability of different approaches in the varying situations
represented by the underdeveloped countries in which some manpower work
has been undertaken. As experience is gained and our information grows,
this "first edition" must be revised to incorporate the added knowledge.
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Port |

PLANNING FOR MANPCWER IN ECONOMIC DEVELOPMENT

INTRODUCTION

The great phenomena of the twentieth century in the judgment of
historians will very probably not be man's conquest of space or nuclear
fission--as spectacular as these accomplishments may seem to us now.
Rather, they will mark the progressively successful efforts of men to
eliminate the age-old conditions of poverty, disease, lack of opportunity
 and hope that characterized the lot of over two-thirds of the inhabitants
sf this planet as the century opened.

Only gradually has the understanding dawned that it might be possi-
ple for underdeveloped nations to "catch up" by deliberately forcing and
controlling the essential steps in the development of their economics.

At the midpoint of this century, an intense desire to accomplish these
advances in national and individual well-being is felt in virtually every
such area in the world. The aspirations of the people are finding re-
sponse in the attitudes and actions of conscientious and dedicaled nation-
al leaders. There is alsco a strong interest on the part of the more
cconemically developed countries to help in this process through providing
technical and material assistance.

&N ECONOMIC DEVFLOPMENT PROGRAM REQUIRES CARKFUL PLANNING

In the light of these circumstances, the problem resolves itself
primarily into a matter of ways and means. While the specific nature of
the ways and means will vary widely from country to country, there is
general recognition that development requires an attack in depth. It
will not now occur automatically or by a process of natural evolution as
it seems to have done in the development of the "western" nations. Even
if this still were a possibility, no people would be willing to wait the
centuries that it would take. A country which hopes to move rapidly from
an archaic to a modern cconomic and social system has to compress into a
few decadies u complex interrclated set of fundamental changes which took
place gradually over several hundred years in the countries of original
industrialism,

A task of this magnitude, urgency and comploxity suggests the impor-
tance of careful, rational planning for economic development. All other
things being equal, there seems to be little question but that the coun-
tries which do the most careful and logical planning will achieve their
gouls sooner and with less discomfort than those which do not so plan.
Therc is also every reason to believe that the failure to plan carefully
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Part I

will 1imit that development seriously and may even cause it to fail
entirely. The result of such failure can be catastrophic.

) _BE_AN INTEGRAL PART OF THE PLANS FOR EGONOMIC
DEVELOPMENT -

Whatever the course, the direction and timing of a nation's plans
for economic development, they must assure that the development of the
country's human resources keeps pace with the development of its material
resources. It may seem strange that a proposition so basic and obvious
should be so often overlooked or misunderstood. But it is. The ascump-
tion frequently seems to exist that the necessary number of workers
possessing the ne ded skiils and training will somehow automatically
turn up when they are needed. This is a fallacious and dangerous
assumption.

It takes quite a bit longer to train a skilled machinist than it
does to build a machine shop; it takes far longer to train a metallur-
gist than it does to build even the largest of steel mills.” These
familiar truisms are only of academic interest to a static nation which
looks forward to no improvement in its ecoromic lot. 'But they take on a
vital significance in a country that expects to have a system of modern
industrial establishments -- 5, 10, or 20 years hence.

In this century's great drive for human betterment, the race will
probably not go to the swift, but to the carefully planned program of
cconomic development. And it will go only to those who comprehend and
include the basic elements of manpower planning and action essential to
the achievement of the economic goals sought.

WHAT ARE THE ELEMENTS OF MANPOWER PLANNING AND ACTION
ESSENTIAL TO THE SUCCESS OF ECONOMIC DEVELOPMENT?

Since this is not a treatise on the ways and means of economic devel-
cpment per se, no attempt is made to deal with the many plans and steps
invelved in the physical transformation of a national economy. It is,
however, intended to be useful from a manpower standpoint to countries
which have launched or contemplate launching a broadscale program of eco-
nomic development having as its objectives (1) the eventual transformation
of a largely agricultural subsistence economy to an industrialized market
economy and (2) the achievement of rates of productivity and per capita
incomes equalling or approaching those of presently "developed" countries
with attendant high consumption levels and the health, vitality, and rela-
tive well-being which characterizes the citizens of such countries.

Rcgardless of the course which economic development may take in dif-
ferent countries, and the courses will vary widely, there are certain
busic and common elements of manpower planning and action which are essen-
tial to the process of economic development. These must be handled and
synchronized in such a way that the necessary numbers of workers
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possessing the required skills will be ready and available when they are
needed to carry out each succeeding phase of the country's development.

This includes all types and kinds of skills from the most highly devel-

oped managerial and scientific skills on down.

The steps involved are neither simple nor easy, but they are well
within the capacity of any country which has the courage and vision to
dedicate its entire resources and strength to the reshaping of its econ-
nmy for the Letterment of the lives of its citizens,

Thase steps, discussed in more detail below, begin with an initial
manpower appraisal based on the current demand and supply of labkor, as
well as the future relationship of these two factors as they will be
affected by plans for economic development. Next in order is treated the
assential steps of organizing the machinery of government necessary to
carry on the planning and administration of an effective manpower program
following the initial appraisal. A brief description is given of each of
the governmental functions involved. The principal elements inherent in
the training of the workforce for the new, emerging economy are then dealt
vwith in summary form. The treatment concludes with a discussion of
related considerations which are vital to the success of manpower devel-
opment rut which are often overlooked in more rarrow technical discus-
sicrs of manpow~r pilanning., These irclude programs essential to the
propor coniitioning or preparation of the workforce from the standpoint
o' healtn ard literacy, It also includes a consideration of problems of
motivating the workforce in the new economic environment and a summary of
the all-important demographic problems, solutions to which are essential
tc the achievement of a better standard of living for the country's
penple,

Boprinning Steps_in Planning the Manpower Phases of Economic Development

In considering these elements there is an underlying assunption that
some appraisal of natural resources, and of world and home markets, has
Lot made and that resulting policzy decisions have been made as to the
dircetion which the nation's economie developments will take., Otherwise,
no' rational manpower planning can be undertaken.

As a first step, it is essential that the major phases of the plans
for economic development be consolidated, reviewed carefully and, when
necessary, clarified as to nature, scope, and timing. These plans should
then be translated as specifically as possible into manpower terms, i.e.,
the amounts and kinds of manpower that will be needed at whatever time
prhises or intervals the plans contemplate. At the same time, steps should
ce taken to obtain the best possible information of the country's current
marpower status, occupationally, in terms of present supply and shortages,
together with prospective addition to the supply (short and long term)
cxpected from existing educutional and training institutions which may be
locuted within the country as well as additions resulting from citizens
~dueated abroad, By comparing the current and prospective supply situa-
tion with the manpower requirements called for if the economic development
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plans are to be met, tie dimensions of the manpower development plans
will begin to emerge.

For example, if existing university facilities for training civil
engineers turn out only 100 per year, whereas economic development plans
indicate 500 will be needed per year, five years hence, it is clear that
manpover plans must be made to expand training facilities and teaching
staff fairly repidly so that the supply of ergineers will be adequate to
support the level of construction activities planned for that time.

Primary attention should be directed during these beginning stages
of manpower planning to the requirements of the four categories of so-
called high level manpower resources: the idea-men and planners; the
administrators and managers; the highly trained technical and scientific
personnel; and trainers of others. These are of particular importance
because of their central role in economic development. It is on these
occupations that the very success of development depenis. (See discus-
sion on this point under "Training the Labor Force" below. )

In the beginning the planning process will often be a crude, diffi-
cult, and discouraging task owing to the lack of necessary data, lack cf
systematic occupational concepts and, in fact, the lack of people trained
to do analysis and planning of this kind--and even perhaps because of
uncertainties, flaws, or omissions in essential elements of the economic
plans themselves.

The effort ies absolutely essential, however. The analytical and
planning skills and the data will develop and improve as agencies of
government come into being to provide better information and increased
ability in the treatment and solution of these problems.

Organizing for Manpower Planning and Administration

Effective manpower planning and administration depend upon the
early establishment of permanent machinery of government necessary to
accomplish these things on a regular and sustained basis. Until this is
accomplished, manpower planning and the execution of manpower decisions
will be makeshift efforts with very limited effectiveness.

Manpower planning requires relatively precise, orderly, and compara-
ble data with respect to such things as: the size of population; the
status of the workforce in terms of unemployment, employment, and under-
employment, its occupational composition, its industrial attachments; age,
sex, degree of literacy, birth and death rates; realistic estimates of
demand for labor and supply, identifying current and prospective shortages
and overages in meaningful terms.

Manpower administrative machinery is necessary to collect this kind
of information at varying intervals, and to analyze it for planning pur-
poses. Other machinery is required to carry out the plans made. A sys-
tem of modern occupational tecinology, based on occupational analysis,
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must be established as the basis for the collection and analysis of
useable manpower information and as the baslis for establishing modern
personnel management techniques in all sectors of the economy. Manpower
machinery is needed also to facilitate the employment process through9ut
the economy, through improving methods of recruitment, selection, assign-
ment, training, counseling, to organize the labor market and to facilitate
the movement of labor between jobs, industries and among cifferent parts
of the country as required by the developing economy.

While many other sectors of government, national, privincial, and
local, as well as important segments of the private sector of the econ-
omy will be involved and will play significant roles in manpower phases
of economic development, there are four key functions of government
essential to the administration of the manpower program. These four
functions may be arranged organizationally in a number of different ways,
depending upon different internal structures of government.

Acting together in close cooperation, these four units are capable:
of generating the kind of information essential to manpower planning;
making the necessary plans in relation to the steps contcmplated for
cconomic development and initiating the manpower actions which have been
planned. Once acticn is under way, they provide the continued informa-
tion on the manpower phases of the economy which is needed to gauge the
course and effectivencss of these actions, thus furnishi.g the basis for
adjus'ment of the plans and the essential data required for further
cycles of planning and action.

1. An Office of Manpower Resources and Planning

This functions most effectively as a very high level office, inde-
pendent of all operational departments of government. It often has
cabinet-level advisory particpation and makes its recommendations to an
executive of the government who possesses authority to instruct the op-
erational departments of government with respect to tiheir specific tasks
of providing information and data and taking necessary manpower actions.
This office delermines the information and analyses to be supplied, per-
Forms the overall manpower planning, and formulates the necessary recom-
mendations for action. It consults with the operational departments
affected by its planning, functions, but retains the final authority for
decisions made. It maintains the closet possible working liaison with
all government agencies and leading private organizations involved in
aconomic development,

2., Collection and Analysis of Statistical Data for Manpower Purposes

Several ugencies of government may be involved in providing the
inl'ormation cssential to manpower planning and management. Because of
the unusual administrative tasks involved, a specialized statistical
organization such as Census Agency or Central Statistical Agency normally
provides the population censuses and the agricultural and business cen-
suses which provide indispensable benchmarks for manpower planning. Such
an agency also normally provides the much more frequent (e.g. quarterly)
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labor force sample surveys which furnish information on ngtional totals
of unemployment, employment and underemployment. The National Employment
Service, when properly organized, provides actailed employment trend '
information by irdustry and occupation, employment and unemployment esti-
mates for all of the significant labor market areas of the country. Data
on output of training and educational institutions, labor turnover, con-
sumer price indexes, absenteeism reports, index of industrial production
and vital statistics are among other basic data supplied by various agen-
cies of government.

3. A Public Employment Service

This is the principal operating agency in the manpower program. It
has a major role in the organization and management of the local and na-
tional labor markets. It operates through a network of local offices
throughout the country, providing recruitment and placement services,
clearance of labor, area labor market analysis, employment counseling to
job applicants, and personnel management services to private or govern-
mental establishments. It maintains an occupational research and devel-
opment program in its central administrative headquarters, the products
of which are made available to all sectors of the economy. It provides
information on labor demand and supply by occupations and industry for
all significant local labor markets, and the national market as a whole.
It is linked closely with the OCfice of Manpower Resources and Planning
end keeps it aware of employment trends and problems, and provides rec-
ommendations with respect to vocational training needs as well as needs
for development of higher level manpower (i.e., those with the longer
"lead" time, such as engineers, scientists, administrators, et al.).

4. A Central Training Authority

A developing economy requires the preparation and output of large
numbers of workers in a wide range of complex skills, from educational
and training resources which will barely be able to keep abreast of the
minimum requirements. In circumstances such as these the choice of
curricula and/or training methods, or the determination of the numbers
to be cducated or trained for specific fields of work, cannot be left to
chance decisions of local governmental units, individual school adminis-
trators, or individual plant management. Education and training must be
geared closely to the plans for economic development and the manpower
resources required to carry them out. Secondary school resources must
be directed toward giving basic preparation for the training of skilled
workers. Certain phases of their work must also be coordinated closely
with the university curricula so that proper and coordinated preparation
is given to those who will go on to higher educational levels to complete
their training.

Industrial and apprenticeship training resources must similarly be
directed toward the output of craftsmen and skilled manual workers needed
to man the koy work stations of the expanding economy.
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In order to accomplish these things some kind of central training
authority is needed to translate the decisions of the Office of Manpower
Resources and Planning into effective educational-training terms, plans
and actions. The central training authority should also be responsible
for a «central appraisal and inventory of all existing facilities and
methods of education and training in order to assure proper expansion or
adjustment of facilities and the improvement of curricula and training
methods uith the objective of securing for the economy better occupa-
tional preparation and training in less time.

Organizationally, the central tresining authority might function well
as an appendage of the Office of Manpower Resources and Planning, or it
could be lodged in a ministry of education, if one exists, coordinated
with and subject to the direction of the Office of Manpower Resources
and Planning. Wherever it is placed, it should not be burdened with the
administration of' educational or training institutions as such. Its
character should be that of a developmental, supervisory, and coordinat-
ing mechanism.

Training the Labor Force

Providing for the effective and properly synchronired training of
the labor force in the skills required to achieve economic development
is of vital importance to such development. The determination of the
specific skills for which training is needed, the best kinds of insti-
tutions and methods, the numbers to be trained, the scheduling of the
training and the priorities to be followed all demand the most careful
and skillful manpower planning.

1. Institutions of Higher Learning: The Development of High Level
Manpower

There are key people in the labor force insofar as economic devel-
opment is concerned. In fact, achievement of economic development
depends pretty much upon the provision of the requirea number of such
individuals, properly trained and placed in government and private
enterprise. These people may be said to fall into four broad categories:
(a) the idea-men and planners; (b) administrators and managers; (c) highly
trained technical and scientific personnel; and {d) trainers of others.

The training of people for these occupations is treated first because
of their ceniral role in economic development. They are in a very real
sense the prime movers of change, the directors and shapers of develop-
ment itself. Then, too, these occupations involve the longest training
or "lead" time of all. All of thes~ "high level" occupations require
training beyond the sccondary school level, i.e., university training,
in many instances post-graduate work, training in other specialized
institutions at home or abroad, not to mention a considerable period of
on-the-job or internship training after completion of academic work prior
to reaching full competence.
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. In addition %o planning for future long-range supply (aqd the insti-
tutions which produce it), there is also a problem of improving the com-
petence of individuals who now, or will in the near future, occupy posi-
tions which require these "high level® skills. In many ways the early
stages of development, or the short-term future often appears to present
the most difficult problems because time is so short, and because every-
thing seems to depend on everything else. It sometimes often appears
that nothing can be done because everything needs to be done at once.
Time pressures preclude recourse to the longer courses of university and
specialized training which can aid so greatly in the long-term plan.

For the short-term, reliance must be placed on other means. Special
short courses in administration or business management can often be set
up in existing universities within the country, at a regional institute
in some neighboring country, or abroad in other countries. Technical
experts may be brought in to help in organizing and establishing new
ventures of government or industry. These experts can be utilized sub-
stantially as trainers of other key people.

Other key people may be sent abroad for limited periods to famil-
jarize them and train them in western methodology and management con-
cepts. Partially qualified engineers and scientific workers may be
given intensive training abroad for periods not exceeding one or two
years, sufficient to complete substantially their training to the point
of having a working grasp of their specialties sufficient to enable them
to perform adequately. Then, too, a very large amount of the very best
training will result from "doing," i.e., many skills in management and
administration are acquired and much wisdom and training accrues from the
basic and simple process of fixing responsibility and attacking the prob-
lems at home, solving them as well as possible with whatever guidelines
and advice available.

2. The Role of the Secondary Schools

The schools and institutions occupying a position between the pri-
mary levels and the university have an important dual role. They, of
course, prepare those who are to enter into the universities. In addi-
tion, upon the secondary school lies the burden of providing the basic
work-preparation of the individuals who will go on to constitute the
important body of "middle-management," the foremen, and second-line
supervisors; the whole corps of trained "white collar workers" so essen-
tial to a modern economy; the technical aides supporting the high-level
skills (e.g., the draftsmen behind the engineers, the laboratory techni-
cians behind the chemists and the doctors). In addition, many of those
to be trained in the most highly skilled mechanical and industrial occu-
pations (such as power station operators, machinists, steel melters, et
al.) will need the full basic foundation provided by the secondary
schools.

The various institutions comprising the secondary school level must
be geared to these several objectives and every effort made to create
processes that will do this reasonably effectively in the least possible
time. This will require drastic changes in philosophy and purpose in
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those countries where the secondary schools have served largely to pre-
pare a relatively few people, at a leisurely pace, for classical educa-
tions in the universities. With the emphasis of the institutions of
higher learning sharply oriented to emphasize meeting the country's
urgent needs for scientists, engineers, administrators and business exec-
utives, medical and health people, et al., the emphasis of the secondary
institutions must be directed toward giving these high level skill can-
didates the most effective basic preparation, making possible accelera-
tion of the subsequent specialized training. The secondery institutions
must in the same way direct their processes toward providing the founda-
tion for the later acquisition of the specific skills needed by the
highly skilled technicians, advanced mechanical workers, and the "middle-
management” and related groups mentioned above.

3. Industrial Training (Training on the Job and through Apprentice-

ship)

Except for the "white collar" jobs (typing, stenography, bookkeeping,
office machine operators, various technicians, etc.), training in most of
the specific semiskilled and skilled jobs is done most effectively in the
plant and on the job., With the vast variety of machines and techniques
in use today (or tomorrow in a developing economy) and the constant
changes which occur in technology, it is increasingly impractical, in a
school, to teach a particular youngster how to use a specific machine.

The schools, however, have a large and important role in aiding industry
in planning vocational training and in providing job-related classroom
instruction. The principal contribution of the primary-secondary schools,
however, is in providing the indispensable basic preparation for work
which is the essential founcation for a skilled labor force.

4. Training in Agriculture

As the industrial sector of the economy grows it naturally requires
an expanding number of workers. Since in its underdeveloped status most
of the country's labor force is engaged in agriculture, this is the sec-
tor from which the industrial labor force must come. The magnitude of
the required shift can be appreciated from the fact that 75% or more of
the total labor force may be engaged in agriculture prior to development.
In a developed country, less than 20% will ordinarily be so engaged.
While there is a heavy element of underemployment in agriculture, the
average individual's production provides subsistence at least. As the
movement of agricultural workers to industry takes place, there is a
progressively urgent need for increasing the productivity of the rapidly
increasing industrial working population. This process and the need it
creates will become evident and critical faster in sparsely settled
countries than in densely populated ones. But it inevitably occurs in
both.

The only answer to this problem is clearly to increase radically
the per capita productivity of the agricultural sector of the economy.
This in turn requires intensive training of the agricultural producers.
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Experience indicates that this training can be highly rewarding. United
' Nations experts have stated that 50% increases in yield in two decades or
less is possible through training in and application of modern techniques
(mainly in the use of fertilizers and seed control) even without any sub-
stantial increase in caplital or any substantial reorganization of the
agricultural system. Far greater gains may be anticipated if such
jncreases are made or reorganization effected.

Training in agriculture requires greatly expanded agricultural ex-
tension services, together with related facilities, such as research
stations and experimental farms, schools for training more agricultural
trainers, etc. Provision and expansion of this training apparatus has
an important place and a high priority in manpower planning for economic
development.

5. The Need to Change Traditional Concepts

In considering all of the foregoing aspects of training the labor
force it is well to keep constantly in mind the urgency of this problem
in terms of time. Economic davelopment generates astonishingly large
demands for skilled manpower even in its earliest stages. And the demands
get progressively larger as the development picks up momentum. In many
ways it bears a great similarity to the demands which war mobilization
places upon a highly developed economy, particularly with respect to the
vast expansion in the need for skills and the shortage of time in wnich
to meet the need.

Every country invariably discovers, under these mobilization urgen-
cies, that traditional training methods are often much too slow. It
also discovers new approaches and methods, discarding many elements and
steps deemed indispensable in the more leisurely times of peace, with
the result that training is greatly speeded up and the demands are met
in time. Human capabilities and capacity for rapid learning are often
underestimated in normal times. Then, too, training routines in peace
time in developed nations tend to become "institutionalized" and over-
laid with possibly relevant, but not essential, elements.

In a country engaged in a program of cconomic development there will
have to be a vast outpouring of men who have reccived no more than one
or two years of training to work in spheres where four or six years'
training may be customary in developed countries. Fconomic development
will be held up if underdeveloped countries feel compelled to adopt the
expensive standards of the more advanced countries.

Related Considgrations of Vital Importance to the
Manpower Phases of Economic_Develonment

There are policies, programs, and actions which are clnsely rclated
and essential to the achievement of an effective manpower program in
support of economic development. They are in a broader framework than
ilie specific mechanics of manpower estimating and administration and
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the gathering of statistics, and carc must be taken not to losc sight
>f them because of over-absorption in the more direct elements.

1. Conditioning or Preparing the Labor Force for Economic Develop-
ment

The "labor force" is simply a term devised by economists for tech-
iical purposes. It is composed of human beings, and if a country is to
ichieve the developmert and improvement in the economy to which it as-
ires, the work is going to have to be done by human beings.

Economic development demands sharp and continuing increases in the
roductivity of the nation's workers. An integral part of the manpower
.rogram involves planning and taking the steps which are essential to
conditioning and preparing the bodies and minds of the workers, on whom
she achievement of economic progress depends. There are two main ele~
ients involved. Both of them cost money, but they will prove as "profit-

ble" in a purely material sense as any capital investment in material
¢oources,

a. Programs to Improve Health, Sanitation, and Housing

Chronic and epidemic diseases affect the vitality of large numbers
f workers in many underdeveloped countries. Such workers have little
apacity for productive work on any sustained basis. 1In addition, these
.isease conditions (which correlate closely with poor housing, sanitation,
nd nutrition) sharply limit the productive life spans of the members of
he labor force. This in turn reduces greatly the returns of the expen=-
ive input of education and training which must be made per worker in
he course of development (quite aside from the human values involved).
lans for strong public health, sanitation, housing, and nutrition pro-
rams (and provision of the trained professional and technical sta”fs

ecescury to carry them out) must be made early in the program of eco-
omic and manpower development.

b. Establishine a Broad Basec of Literacy in the
Labor Force (Primary Schools)

Primary education is viewed properly as a prime step in conditioning
1e¢ labor force for a developing economy and equipping workers with the
«sie common tools which they must possess in order to make a significant
sntribution to that development in almost any occupational capacity.
tigher levels of education discussed above under "Training the Labor
wee" are considered as lines of preparation toward fairly specific
\d identifiable fields of work.) Effective manpower planning includes
iis essential element in the preparation of the labor force. It is not
"consumers goods" luxury as it is sometimes mistakenly regarded, to Lte
stponed until after the physical development of the economy has been
‘hieved. That development simply will not occur without it.

The great resecrvoirs of talent and abilities which are locked and
irled in a predominantly illiterate population can only be reached or
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tapped in this way. Ths vast surge of upward mobility upon which the
degg;oping economy depends to meet its skyrocketing demands for skilled
hands and trained minds must begin here.

2. tiv t bo rce

Human beings are much more effectlve as workers vhen they are prop-
erly motivated. Realistic manpower planning recognizes this tact and
incorporates many courses of action which will provide effective motiva-
tion to the workers. Important among these are:

a. Steps to assure that the people understand the economic
goals being sought and the steps planned to accomplish them. These goals
must hold out real promise of a better life if worker and farmer are to
be supplied with the necessary motive to intensify their efforts and
acquire the new technology.

b. Workers must be able to see opportunity to improve their
jots and those of their children through the chance to obtain a basic
education. Workers are aware that upward mobility in the new economy
will. be possible only for the literate.

c. The necessity for accompanying the importation of western
industrial techniques with the western methods of controlling them.
Failure to do so can be disastrous. This includes the establishment of
institutional bases for democratic control of economic and political
policy. These are believed to be basic to providing the elements of
motivation essential to an effective program of economic development.
(Among other things, these include legislation with respect to fair
labor standards of wages and working conditions as well as legal protec~
tion of the rights of workers to organize freely and to engage in collec-
tive bargaining.)

3. Demographic Cénsiderations in Manpower Planning

On> of the most scrious hazards to achieving a steadily increasing
level of per capita income (and per capita consumption) is the race
between the annual rate of economic increase or "development" and ‘the
annual growth in population. Where the rates of population increase
equal or exceed the rates of economic development the fruits of the in-
creased national production are completely offset, and the result will
be no more and in all likelihood less per capita real incceme. The eco-
nomic development efforts and hopes of millions of newly aroused people
may thus be frustated by population expansion. The internal political
implications could be dire indeed.

The essence of the problem is that modern health methods, acceler-
ated in the course of economic development, quickly bring a drop in the
traditionally high death rates characteristic of underdeveloped countries,
By sanitation, DDT, antibiotics, and present-day medical services of all
kinds, it is now possible for a rclatively few modern-trained people to
push the death rate sharply downward without much change in traditional
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ways of living. Their birth rates, however, tend to remain for a longer
time near the levels formerly necessary for the survival of the soclety.
The resulting lag between the swift fall in the death rate and the sub-
sequent fall in the birth rate means a period of very rapid population
growth unless determined measures are taken against it. In the past,
this lag has extended o sr generations.

Ary serious program of manpower planning in relation to a program of
economic development must come to grips with this central problem. While
there is a considerable body of information on the subject freely avail-
able in the more highly developed countries, these countries for a num-
ber of reasons find themselves (and the international agencies in which
they participate) inhibited from stressing or promoting actively birth
control programs in countries to which they provide other technical
_ assistance. The initiation in obtaining and applying the information in

effective programs must have its origin in the countries which are seek-
ing to achieve economic development,
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THE ECONOMICS OF DEVELOPMENT

Note: (While this manual is devoted to the Manpower
Aspects of Economic Development, it was believed that
a summary treatment of the broader aspects of economic
development might. be useful., This treatment is in-
tended to provide a more general frame of reference
for those US officials who are not economists but who
may be involved in discussing manpower matters or
providing specialized manpower assistance in under-
developed countries. It is not, nor was it intended
to be, an inclusive or definitive treatment of this
extensive subject.

1. What Is Meant by an "Underdeveloped! Country?

The term underdeveloped is a comparative one and is used to refer
to the performance record of a nation's economy. In non-economic fields
an economically underdeveloped country may be highly developed indeed in
art, social organization, religion or philosophy, or other fields. In
cconomic terms, however, it means that such a country is one which
affords its people a comparatively poor end product of consumption and
mterial well-being, and that this relatively poor economic performance
could be improved by means which are known, understood, and have already
been applied by the "developed" countries.

A number of objective measurements of economic performance have
been devised over the years which, when applied, demonstrate the above
definition fairly well., By whichever measure is used (death rates,
infant mortality, consumption indexes, per capita incomes, et al.) the
results are about the same. One group of countries, the "developed"
ones, tend to cluster at the favorable end of the scale; another much
larger group falls fairly consistently at the unfavorable end. Thus,
countries can be roughly differentiated into those which provide their
people with a relatively good end product of consumption and material
well-being, and those which do not. Those which do not occupy most of
Asia, the Middle East, Africa, and much of Latin America.

An examination of a few of these measuring devices will be helpful
in demonstrating the extremes which separate the economic performance of
the developed countries from the others. It must be borne in mind in
using these measurements that the statistical data from underdeveloped
countries tend to be somewhat inaccurate. In addition, statistical com-
parisons are difficult for a number of reasons. For example, in the
developed countries, almost wholly market economies, measurements can be
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fairly precise, since almost all items of nproduction” and “consumption"
are valued in money and can easily be "counted in." In underdeveloped

countries much of the production and consumption, such as

subsistence

agriculture, is outside the market economy and is not caught in statis-
tical measurements. In spite of this, however, the extremes are so far
apart in most cases that the pattern is clear enough. These measure- .
ments are not intended to be inclusive, but simply list enough countries

to illustrate the point in each case.

The comparison most frequently used and regarded the best broad
index of relative economic well-being or mprogress" is that of per

capita income.
| Annual Per Capita Income
0 Coun in U, S, Dollars
United States of America $1,870
United Kingdom 730
France 740
W. Germany ‘ 510

Underdeveioged Countrieg
Libya 35

Ethopia : 50
India 54
Bolivia 55
Nigeria : 64
Indenesia 89
Iran 85
Egypt - 110

(Data from Report of the:Committee for Economic
"Econ, Develop, Asst.," April 1957.)

Another generally accepted comparison which offers a

'Development.

rough relative

measurement of "well-being" is that of life expectancy. It is regarded
as reflecting in varying degrees the influences of high infant mortality,
the adequacy of medical services and care, nutrition and sanitation.

Life Expectancy of Males

~at Birth (Years) Period When the Infor-

B rs
Developed Countries (Stjllbirth Excluded) mation Was Gathered
United States of America 69.5 1955
Canada 66.3 - 1952
United Kingdom 67.5 1955
Denmark . 67.8 1950
France 63.6 1951
Sweden 70.5 1955
‘Australia 66.07 1948
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Life Expectancy of Males

at Birth (Years) Period When the Infor-
Underdeveloped Countries (Sti1lbirth Excluded) mation Was Gathered
India 32.5 1950
Egypt 35.7 1938
Belgian Congo (African Pop.) 37.6 1952
Mexico 37.9 , 1940
Haiti (M & ) 32.6 © 1950
Guatemala 32.6 1951

(Data from UN Statistical Yearbook, 1957)

In underdeveloped countries the majority of the labor force, charac-
teristically, i1s engaged in agriculture, lives on the land c¢r in small
villages in the center of the cultivated plots. Per capita productivity
is generally very low. In economically drveloped countries the great
majority of the labor force is engaged in nonagricultural activities and
is heavily urbanized. A very small group of highly productive agricul-
tural workers sustain the larger industrial sector and in addition may
provide a substantial quantity for export.

Percent of Lator Force

Developed Countries Engaged in Agriculture
United Kingdom * ' 5
Belgium 12
United States of America 13
Australia 13
Canada 19
D=nmark 25
W. Germany 23

Underdeveloped Countries

India 72
Turkey 70
Philippines 65
Colombia 60
Mexico 57
Bolivia ‘ 60

(Data from the UN Statistical Yearbook 1957)

Per capita consumption of certain key things shows a high degree of
corxela vion with the other indicators of "development" or lack of it.
ﬂWo of three of these, i.e., per capita consumption of steel and per cap-
ita consumption of mechanical energy (a substitute for human or animal
energy), are ckose corollaries of industrialization. The third, which
indicates the number of population per each physician, is a rough measure
of the availability or "consumption" of a vital service which seems to
have a meaningful correlation with the other indicators of deve}opment.
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Per Capita Mechanical

Per Capita Energy Consumption No. of Pop.
Developed Steel Consumption (Coal Equivalents Given to Each
Countries in Kilograms in Metric Tons) Physician
U.S. of America 600 8.58 790
W. Germany 417 3.60 740
Canada 399 8.25 940
Sweden 385 4.59 1300
United Kingdom 380 5.03 900
Belgium ‘ 296 4.34 920
Underdeveloped
Countries
Mexico 43 0.75 2200
Colombia 30 0.50 INA
Iraq 29 0.48 6000
Turkey 15 0.23 3400
Philippines 14 0.19 9600
Emt 10 0.2 3600
India 9 0.12 5500
Indonesia 3 0.12 71000

(UN Statistical Yearbook, 1957)

The degree of literacy among the population provides a significant
indicator of "development." Because the number of illiterates has
dropped to such low levels in the developed countries of Western Europe
and North America, most of them no longer ask this information during
the regular census. France and Belgium still do, however, and the per-
cent of illiteracy there (both sexes) runs around 3 percent of the popu-
lation. It can be assumed that the other developed countries have simi-
lar proportions. This may be contrasted to the proportion in selected
underdeveloped countries.

Algeria (Moslem popuTation only) 94.0% Guatemala 70.3%
Haiti 89.3% Bolivia 68.9%
India - 82.1% Turkey 65.4%
Egypt 740 5%

(UN Statistical Yearbook, 1957)

. 2. What Does the Process of Economic Development Involve?

How Is It Achieved?

To put it as briefly as possible, economic development is the proc-
ess whereby the people of a country come to utilize the resources avail-
able to bring about a sustained increase in per capita production of goods
and services. This is done through four principal lines of endeavor:
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Improving the technology;
Increasing savings and the formation of capital;
Improving the labor force;

Creating a climate and institutions (social, legal and
political) which makes the accomplishment of these
things possible by a self-reliant citizenship in a
free society.

The objective of these endeavors is primarily a better individual
standard of living for the people of the country undertaking the program
of development. There are often related objectives, such as increasing
the nation's strength to preserve its independence or to avoid encroach-
ment from enemies or to satisfy the desire for netional and personal re-
spect, status, prestige, and importance in the world which experience
shows is not readily accorded to "backward" weak countries or their
citizens., These related objectives seldom materialize unless the primary
one is achieved.

Thera needs to be recognition in discussing economic development
that while un effective program will raise any country from its present
levels it does not necessarily produce or guarantee an ultimate, ideally
high and uniform standard of living for all countries. Given exactly the
same skill and vigor applied in a number of different countries, the
differences in basic resources as among the countries will bestow advan-
tages or impose abhsolute limitations on the level of development achiev-
able by the individual nations. 1In short, a country very poor in
resources will rarely achieve the same levels of development that a
country rich in resources will achieve, other things being equal. Even
within highly developed countries, for example, there are regions which,
being poor in resources, lag far behind in all the naticnal indicators
of "development."

There also needs to be clear recognition that the sorial develop-
meribs and upheavals, the frustrations and early-stage hardships involved
in the process will provide fertile seed for communist exploitation or
internal moves to totalitariunism and dictatorship. As a noted economist
nas astutely observed: "Eccnomic development doesn't necessarily maxe
nice people." This is no argument against economic development, however,
for unrest and turmoil of'ten occur even in the complete absence of any
development at all, It is simply a caution against over-optimism in what
might otherwise be regarded as a guaranteed panacea for world democracy.

The task of describing specifi~ally how a country achieves a larger
income per capita (i.e., "develops") would be much easier if there were
a generally accepted theory of ecoromic growth., Unfortunately, no such
thing exists for reasons stemming from the extreme complexity of' the sub-
ject and man's present, limited state of knowledge of it, Because of
this no step-by-step blueprint can be formulated or offered here as to
exactly "how" development is achieved. There does exist a workable
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understanding of wnat development is and what it accomplishes, avd there
is agreement as to the four general 1ines of endeavor (above) which are
involved in its accomplishment. A more detailed examination of the nat-
ure and characteristics of these several lines of endeavor, moreover, ton
throw considerable light on how a sustained increase in per capita pro-
duction of goods and services is achieved.

a. Imoproving the Technology

Efficient technclogical advance, i.e., the development and use of
techniques which will do the most to raise productivity and increase
uncome, is used here in its broadest terms. Basic first steps in the
country to survey the natural resources and to survey the potential
local and foreign markets are important technological measures.

Signifjcant advances in technology are often achieved through
relatively simple and inexpensive techniques, already well known in
advanced countries. In rural India, for example, pilot projects in
community development have brought increases in farm output of more than
40% in three years, mainly from such innovations as better seeds, ferti-
lizers, and pest control. Simple seed drills drawn by bullocks have
resulted in great savings in costly seed and have improved productivity
in wide areas where the early use of power driven mechanical equipment
could neither be financed or maintained with existing capital and skill
resources. Increases of 25% in production from hand looms have been
achieved by substituting » fly for the Lhrow shuttle.

There is a desirable sequence in effecting technological advances,
partly imposed by circumstances and partly by logic and experience,
which promises better ultimate results than if no real thought is
devoted to the order of steps. Most countries start the process of
development with very little availatle capital and an unskilled, largely
illiterate workforce. The use of techniques (such as those touched
upon above) during the early period of development, which are skill and
capital saving, will often prepare an effective base for a further and
a sustained advance into more capital and skill intensive techniques.
Plunging too soon into the use of complex, costly techniques before the
scene is prepared for further advance can be highly wasteful.

As capital is accumulated (see b below) and skills are developed
(see ¢ below) increasing amounts of machinery and new techniques are
introduced, accompanied by growing amounts of mechanical energy replacing
human and animal effort. With each such step incroases raesult in a
higher output per man hour of labor. As productivity increases, national
income grows. The worker in a new textile factory produces far more clnth
than one using a hand loom. A motor truck transports far more goods and
faster than an animal drawn vehicie. And so it goes, virtually every new
element introduced as a part of the process of economic growth leads to
higher labor productivity.
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It is also important to bear in mind that improvements in the yhole
range of techniques involved in management, organization, and planning
are vital elements and have major impact on this process.

b. Improving Savings and the Formation of Capital

Economic development requires ever-increasing amounts of capital.
The rate of investmenit (money from earnings and savings) in a country
correlates fairly closely with the rate of economic growth and has a
direct causal relationship to it. United Nations' Economic Commission
for Asia and the Far East Secretariat provides a benchmark which is of
help in understanding the contrast in capital formation between econom-
ically developed countries and those which are yet economically under-
aeveloped.

In the dynamic economies of Western Burope and North America, fb
points out, annual net investment runs about 15% of national income or
more, and such rates of capital formation are associated with growth
rates which allow consumption per person to rise by 1.5 to 2 percent a
year. In Asia, on the other hand, annual net investment is about 5% of
national inceme. The Commission concludes, and with considerable logic,
that in countries where population is increasing by 1.5% per annum or
more (and most Asian nations are either close to, or exceed this rate),
an annual net investment of 5% or less of national income is not enough
to raise the standard of living and may not even be enough to keep the
standard of living from talling.

The importance of an underdeveloped country's endcavor to increase
its savings and the formation of capital for investment clearly cannot
be overestimated. Furthermore, the rate of capital formation must be
very greatly increased over the rate existing in the pre-development
period. As a practical matter, the great bulk of the capital invosted
in economic davelopment must be saved, or generated, within the country
itself., Capital supply (funds from outside the country, foreign uid,
et al.), while normally a minor portion of the total which will be
needed, can, however, play a vital catalytic rocle. This role is partic-
ularly influential and effective during the initial phases of the devel-
opment, program. It ile during these early phases that income and savings
are usually lowest, whereuas the initial development must attain a certain
minimum velocity or it will not "take" or become sclf-generating. Capi-
tal t'rom outside can assist greatly in attaining this needed minimum
veloeity.

In order to achieve the necessary internal increases in the rate of
capital formation, social institutions have to be built up and new social
habits have to be formed. These institutions must handle two problems,
because capital formation is a two-edged proposition: (a) the population
must be induced or forced 'to consume less than the whole annual output,
that is, to save, directly or indirectly; (b) the margin between total
output and consumption must be directed into productive investment which
will inecrease the country's cupacity to produce in future years.
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There ‘are several principal methods for assembling capital. These
will be touched upon here only briefly:

(1) Private savings and investment (with a corresponding
growth in institutions and organizations which mobi-
1:ze savings and channel them into constructive
activity: i.e., commercial and savings banks, agri-
cultural and industrial banks, insurance companies,
credit unions and securities markets). Government
supervision and insurance of safety and liquidity
of savings can also provide incentives for increased
savings. Drastic curtailment of imports of luxury
jtems and of money spent abroad in travel or for
jnvestment by wealthy groups also tend to increase
domestic savings volume.

(2) Government taxation, borrowing and earnings from
governmcut enterprise. In addition to bringing in
funds, taxation acts to curtail consumption which
is important in capital information.

(3) Investment in kind. Finance is only one technique,
through the mest powerful one, for bringing resources
together and organizing them for the production of
capital goods. Underdeveloped countries need small
buildings for village schools and dispensaries, wells
and sanitary facilities, roads and irrigation canals.
There generally exists either a general surplus of
manpowar all of the time, or in any case during the
long seasonal slacks in the traditional agriculture
in which most pescple are engaged. Given these needs
and these resources (plus a very small input of mater-
jals or simple tools), it is possible to form capital
in important amounts without going through any sub-
stantial amount of morey savings and money investment,
The community development schemes of India demonstrate
vividly the great merits of such schemes which foster
individual and collective effourts which create real
capital out of resources that would otherwise go unused,

¢. Improving the Labor Force

This major line of cndeavor through which the people of a country
move to achieve a sustained increase in per cepita production of goods
and savings is treated in some detail in Part I of this Manual and in
the other chapter of Part II. For this reason no discussion is believed
needed here, except to place this phase in its proper context in the
process of economic development.
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d. Creating a Climate, and Institutions, which Makes the Accom=-

plishment of the Preceding Lines of kndeavor Possible

sonomic development involves the transformation of a whole society,
and centuries of deeply rooted attitudes, patterns of thought, goc%al
outlook and social institutions. No attempt will be made here to 1§di-
cate all of the possible things which need to be done to achieve this

altered climate.

Only the major ones are touched upon to suggest the

general nature of the pattern.

Fundamental to all other factors is the desire and the will to
develop, both on the part of the country's leaders and the people.

These factors themselves are in large part the product of complex inter-
action ol other forces:

(1)

Broadening the bases of political power is a principle
which, if implemented, will greatly increase the pros-
pect of successful development and assist in making it
a democratic development. Bases of political power
are broadened when more people outside the hitherto
privileged groups acquire the means of making their
influence felt in government, in ecoromic affairs and
in society generally.

Fstablishment of conditions which assure that men can
secure the fruits of their own efforts: e.g., ejuitable
lIand tenure laws; protection of property against civil
disorder or confiscaticn; curtailing communal or tribal
distribution of individual cearnings and agricultural
resources.

Zstablishment of honest and efficient public adminis-
tration. This is clearly essential to the planning and
execution of the course of economic development itself.
In addition, failure to achieve this has an adverse and
inhititing effect on development throughout all segments
of the ecconomy. For example, capital formation and
investment is frustrated, rosources diverted or wasted
and public confidence in the possibility of development
dateriorates or disappears.

Generating a supply of cntrepreneurs and managers in
private enterprise.

Bringing about changes in prevailing attitudes toward
manual work. Prospects for effective development
require a major shift in values in many underdeveloped
countries. One of the main shifts is the removal of
the low esteem in which manual work is held. This ap-
plies not only to the performance jobs (such as machine
operator or carpenter) but to the middle groups of
foremen, supervisors, ct al. who must stand ready to
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dig in and get their hands dirty in instructing workers
and getting a project under way. Positive public atti- -
tudes and positions of the nation's political leaders
can aid in this. A heavy portion of the task will alsec
fall to the educational system, expanded, invigorated
and reoriented to the goals of national development.

(6) Creation of equitable tax structures and collections to
assure that taxes are paid in relation to ability to
pay and that all subject to the law do in fact pay.

(7) Broadening the distribution of the fruits of economic
progress (consistent with the necessity for achieving
increased capital formation) is a necessary condition
for meximum growth of per capita income in terms both:

(a) Of creating an expanding domestic market; and

(%) Providing incentives to workers to respond favorably
to changes in traditional patterns of work.

3. GConclusions

As the four broad lines of endeavor (2 above) are pursued in depth
and their effects are felt, economic development finally begins to "take"
or becomes relatively self-generating and self-sustaining. This 1s a
long-ternm proposition,ﬁ/ but as it occurs certain fundamental changes in
the economy will become increasingly evident:

a. A progressive and massive reallocation of the workforce
from agriculture to industrial and commercial activities accompanied by
a vast expansion in the production facilities in the nonagricultural
sector. Where formerly 65 - 70 percent of the workforce was in agricul-
ture, the figure moves to 30 to 25 percent or lower..

b. Heavy increases in agricultural productivity, achieved with
far fewer workers than in the past.

¢c. Widespread and abundant growth ‘in thefcountry's social over-
head capital or "social plant," i.e., roads, harbors, railroads, utili-
ties, health and sanitation, educational institutions, etc.

d. Rates of illiteracy falling from 75% and 80% to 30%, 25%,
and 15%.

*/Even ir everything else goes well, the result may be failure: 1i.e., a
lower individual standard of living instead of a higher one, unless the
anpual growth in population can be held well below the annual rate of
economic growth (or if the economic growth can be sustained at a much
higher rate than the population increase).
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e. An incrdasing proportion of high level skilled people in the
workforce, i.e., managers, scientists, engineers and corresponding
increases in skilled and semiskilled industrial workers.

f. Heavily increased consumption of machanical energy, steel
and other key industrial items,

g. Extended life expectancy, rising from 35 to 40 years at
birth to 55 and 65 years, accompanied by lower infant mortality and sub-
stantial improvement in the health and vigor of the people.

h. Finally, and as a result of the other factors, a steadily
increasing per capita productivity and accompanying increased per capita

annual income, rising steadily from the typical $45 to $75 per annum, to
$250, $300, $400 and up.
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Part 11-~Chapter B
ESTABLISHING THE FOUNDATION FOR A MANPOWER PROGRAM

Summar

The first step toward undertaking a manpower program in support of
a program for economic development is, of course, to determine the nature
and the dimensions of the developmant program itself. Unless such a
program does exist, there is little justification for investing the for-
midable amounts of cnergy and money required to establish the planning,
data collecting, and administrative machinery essential to a manpower
program, Conversely, wherr there is a tangible economic developmant
effort, its size and nature will, to a large extent, determine the size
and nature of the manpower institutions and programs needed to support it.

The second step is to identify and appraise any cxisting governmental
machinery for manpcwer planning, statistics and administration. Within
the context of the information provided through the first two steps, a
third step should be made. An initial manpower assessment should be
undertaken in order to estublish the demand-supply position (for all
cccupations vejuiring substantial training and/or education) currently
and for future periods suggested by the development plans. This assess-
ments should also include specific recommendations with respect to the
action necessary to mect present and prospective shortages, including
2stablishment of the required statistical, planning and administrative
arencies and training inctitutions,

These three steps are more fully developed below.

1. Determining the Nature and the Dimensions of ‘the Program of
BEconomice Dovelopment

If there is an A.I.D. Mission in the country, its staff will be in-
formed on this matter, and it normally will only be necessary to convert
the plun information into gross manpower terms before proceeding to the
next step.

1f this resource is not available, it will be necessary to assemble
the information from sources within the host-country government. Where a
central agency for cconomic development planning exists, it will ordin-
arily have much o' the information needed. In other situations no cen-
tr«1 information on plauning may exist, but certain of the major depart-
ments of the government (or quasi-governmental agencies, such as zentral
tatks, et al.) may have development plans of their own. The country's
anrmal tudget statement will often afford useful clues as to which
departments may be planning or undertaking particular development projects.
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This whole process is frequently less simple than ?t sounds. Compr?-
hensive, well-integrated and coordinated economic planning is the excePtlon
rather than the rule. The development "program" may consist of from.31x
to a dozen or more "plans" or "schemes," ranging from a "mas§ ?duc?tlon"
scheme, a plan for "health development,” a plan for a "rehabilitation .
brigade" and an assortment of individual industrial or agricultural proj-
ects., All may be administered by different agencies of government, with
uncoordinated time schedules, procurement and funding plans. It may be
relatively easy to identify and secure information on certain large, well-
known projects, but much harder to run down a bigger number of less well-
publicized ones. Even the terminology may prove elusive, as in the case
of government agencies engaged in activities which its administrators may
not clearly recognize as clements in an economic development program
(e.g., road building, flood control, harbor improvement, et al.).

Development plans vary widely as among cifferent countries. In some
places government economic planning and control may cover much of the
economic life of the nation. In others, government development planning
may be concentrated upon a relatively few, but very important, "central
core" projects in an otherwise unplanned sconomy. Care must be taken in
analyzing the planned development under these conditions that the antici-
pated impact of the "central core" projects on the rest of the ecoromy is
taken into account. This may have more manpower implications in the long
run than the specific projects themselves.

There is one reassuring feature in this problem, i.e., there are
almost certain to be tangible plans in existence somewhere in the govern-
ment, if there is a real economic development effort of any magnitude
either in progress or imminent. Economic development is rarely if ever
spontancous these days and is almost always founded on some conerete
proposals or plans. Such plans will normally be roasonably specific and
detailed. They will stipulate the projects to be carried out, the indus-
tries to be established, the production capacities to be provided, the
investment outlays to be made, and who is to be responsitle in each
instance.

(It is necessary to distinguish bona fide plans of this sort from a
product that sometimes masquerades as a development plan, or is mistaken
for one. "Plans" in this latter category are made without provision for
their realization, no authorities being empowered to enforce the plans or
to obtain the funds to carry them out. Such development "plans" are only
of the "target" variety with nothing but a pious hope that actual perfor-
mance will follow. Because cconomic development is a popular and politi-
cally potent subject, office holders are sometimes tempted to publicize
imposing, but substanceless, plans of this kind for political advantage.)

Economic development projects (or expansions of existing activities)
contained in bona fide plans are practically never expressed in manpower
terms, but in terms of cost, units of output, or other such categories.

In order to be meaningful for manpower program purposes, they must be con-
verted first into gross manpower totals and thesz totals distributed by
years according to time tables established for the projects.
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Conversion of these industrial projections into gross manpower tQtals
presents certain problems which justify a brief discussion at this point.

a. If the project involves expansion of an activity which
alrcady exists in the local economy, the conversion will not be too diffi-
cult. Existing relationships can be determined between the existing out-
put and the amount of manpower involved per unit of output (i.e., output
per man hour) under normul levels of production. Such ratios can be
applied to the expanded levels of output contemplated in the development
plans. There will be experienced managers to provide advice as to what,
if any, differences in the ratio may be expected in the larger operations
provided in the plans. Local experience is particularly helpful in that
it will reflect going levels of individual productivity, in-plant utiliza-
tion of manpower, and hiring practices as they exist in that particular
country.

b. If the planned project represents an activity which does not
currently exist in the cconomy, the closest approximation to the advan-
tages inherent in the situation ahove may often be obtained by securing
the cxperience of some other country within the same region which does
have such an indusiry.

¢. When the planned activity exists neither in the host country
itself or in any of the other countries in the region, experience from
"developed" countries must, of necessity, be used. Considerable caution
should be observed in translating this experience into the local environ-
ment. Loeal practices such as over-hiring due to cheap, abundant labor
supply, prevailing absentecism levels and efficiency of management must
be weighed carefully with other worker productivity factors in adjusting
the developed country staffing levels to the local situation.

Conversion of the plans into manpower totals should be done for every
phase of the contemplated program. Special care should be taken to include
provisions for the expanded needs of government itself. Economic plans
often omit the social services, training institutions and expand.d agencies
of government upon which realization of the economic plans must ultimately
depend.,

2. Identifying and Evaluating Existing Governmental Machinery for
fanpower Planning, Manpower Statistics and the Administration
of' Manpower Programs

This step in laying the foundation for a manpower program is more or
less in the nature of an inventory. It is an essential and important step
involving not only the identification of agencies and programs but the for-
mation of judgments with respect to their adequacy., It affords familiar-
ity with the apparatus and information which is available in the manpower
field, as well as providing the basis for the needed planning action
necessary to fill the gaps which are found.

Theso gaps are, characteristically, quite extensive in underdeveloped
countries, Establishing the noceded institutions to fill these gaps, and
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strenthening or expanding existing ones must be undertaken as soon as
possible. Until effective institutions are brought into being, no really
effective manpower program is possible, since rational planning cannot
occur without valid labor market information, nor can plans be translated
into action without organizations to accomplish the actions needed.

Attention is directed to:

a. Institutions capable of maintaining a continuing program of
labor market information reflecting the distribution and growth of employ-
ment; the magnitude and distribution of unemployment and the skills and

_composition of the employed or unemployed (e.g., census, national employ-
ment service, bureau of labor statistics). '

b. Institutions capable of utilizing such information for the
planning of a sustained manpower program and for directing and carrying
out such a program (e.g., an office of manpower resources and planning,
either as an independent agency or as part of an overhead economic devel-
opment planning organization; a national employment service; scientific
rosters, et al.).

c. Institutions capable of providing all, or significant por-

- tions of the education and training in the occupational fields covered in
the initial manpower assessment, (e.g., technical institutes, specialized
university courses and graduate schools, facilities for in-plant training,
including that of foremen and supervisory staff, et al.).

Ascertaining the presence or absence of the kinds of institutions
indicated above, while presenting some problems, is a much easier task
than evaluating those which are found to exist, and forming judgments as
to their adequacy. Conclusions of this kind, even if they are only rough
or approximate, are however necessary in determining what needs to be done.

A considerable amount of useful information can be obtained from
people on the USOM or embassy staff or from UN and private foundation
people who may be in the country, and who have had occasion to deal with
the agencies or use their services. Host-country officials of these agen-
cies, themselves, can often be quite helpful in pointing out the strengths
and limitations of their operations, if they clearly understand the con-
structive purpose of the inquiry. Other judgments may be formed by examin-
ing the organizational location of the agency within the government for
clues as to its status and importance. Similar clues may be obtained also
by comparing the size of its staff in relation to other governmental units,
and in relation to the size of the country itself. More specific points
of inquiry in relation to the statistical agencies and their products will
suggest themselves after a review of Chapter D, below, which examines this
subject in more detail. Points of reference of considerable aid in form-
ing judgments with respect to the adequacy of manpower research, statisti-
cal and operating functions of the host country's national employment ser-
vice are available in A.I.D.'s Manual, "Establishment of National
Employment Services in Developing Countries", (1963).
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3. An Initial Manpower Assessment or Survey

Typizally, the kind of manpower information needed in order to initi-
ate manpower planning in support of economic develcpment is not available
in underdeveloped countries, at least in the initial stages of development.
Nor ure institutions in existence capable of producing it. In most situa-
tions, however, economic development is under way in one form or another,
coordinated or segmented, planned or otherwise. There is consequently an
urgent need for some framework of information with respect to the manpower
requirements generated by the economic movement, so that some plans and
provisions, however rough, can be initiated to mecet them. This need is
too urgent to wait upon the creation of the new institutions to carry on
a permanent leng-range manpower program,

There is a method for bridging this gap. While it usually yielids
only approximate information, it does provide a workable basis for the
initiation of a manpower program pending the establishment of permanent
institutions to carry on and provide better and more accurate information.
This method i: referred to as a "Manpower Assessment" or a "Manpower
Survey,"

In summary form, the work of Manpower Assessment may be desecribed as
involving the following principal phases:

a. The study of the actual and projected population, in order
to determine the numerical, geographic and occupational distribution of
the labor force;

b. The identification of the geographic, numerical and occupa-
tional distribution of jobs, both as they now exist and as it is estimated
that they will exist at specific future periods within the framework of
the economic plans;

c. The analysis of the labor market in which labor supply and
demand mect, and the identification of imbalance between the two vith
respect to total numbers, occupations or geographic location.

d. Careful analysis of all existing training institutions (in-
cluding tangible on=the-job training schemes in private industry and gov-
ernment) and the potential rate of output per year, development of recom-
mendat ions with respect to the actions which need to be taken and the
educational and training facilities which need to be established or ex-
panded in order to meet the increased needs for th.: skilled and trained
people which the survey shows will result from the economic development.,
These plans should be specific as to the numbers of workers and the occu-
pations involved.

There are two basic principles which should be clearly recognized as
applying to all manpower assessments or surveys:
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a. Each manpower survey must be designed to meet the particular
economic development requirements of the country concerned and must be
organized in the light of the existing facilities; and

b. The value of the data resulting from a manpower survey is of
relatively short duration and the cost and effort involved is hardly
justified unless the survey leads to the establishment of a continuing
labor market analysis program which will provide the basis for determining
the trends in the qualitative and quantitative aspects of the labor
supply-labor demand relationship.

Some additional description and elaboration of manpower surveys may
be of interest to those who may be called upon to discuss them with host
country officials.

There is one common characteristic of practically all underdeveloped
countries which makes it possible to focus the manpower survey sharply
and to reduce substantially the amount of work which might otherwise be
involved. Specifically, the economies of such countries are character-
ized generally by an overall surplus of labor, combined with a severe
shortage of workers with the particular aptitudes, skills and abilities
needed for economic development.

Because of this characteristic, the main emphasis of the manpower
survey can be directed primarily to examining the present and prospective
demand and supply in a relatively limited band of occupations. Only
those which take some substantial amount of education and/or training
need to be treated intensively within the framework of the universe
established by the census-type information indicated under "a" above.
Thus the survey can proceed under the realistic sssumption that since all
skilled workers are for the most part scarce in the economy, they are by
and large all employed. The identification of the volume of such workers
in these occupations and estimating the extent of existing shortages can
be accomplished by surveying a representative sample of.employer estab-
lishments. */

An additional shortcut is usually applied to reduce the size and com-
plexity of the study. This is accomplished by confining the study primar-
ily to those particular sectors of the economy likely to be affected most
substantially by the development program. The most common sectors are:

1/§upp1ementa1 information with respect to certain skilled and profes-
sional occupations will have to be obtained from other sources. For
example, information on doctors can be obtained through the medical
society. Government is always included as employer, and in most
underdeveloped countries it accounts for up to half or more of the

+ nonagricultural employment plus employment of most of the agricultural

"~ connected professions, such as agronomists, entymologists, veterin-
arians, et al.
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Manufacturing

Mining and Quarrying

Construction (Large scale)

Electricity, Gas, Water and Sanitary Services
Public Services

Transport, Storage and Communication

This general approach will normally be satisfactory for planning
purposes during the interim period between the completion of the man-
power survey and the establishment of permanent manpower institutions
which will be competent to furnish more comprehensive, accurate and
continuing labor market information. ‘

Even by sharply limiting the range of jobs and the industrial sec-
tors to be examined, the survey is lar from being a simple task.

In making the survey several main lines of endeavor are undertaken:

a. An Extensive Study is Made of Employing Establishments
(Private and Public) in the Industrial Sectors Chosen

About the only reasonably reliable method for use in an underdeveloped
area is to complete questionnaire schedules through personal interviews
with a representative sample of establishments in the industrial sectors
selected. Mail queries are usually not satisfactory. It is necessary
to identify the occupations requiring the minimum training time decided
upon, and to train interviewers sufficiently in occupational techniques
to enable them to validate the existence of the occupations in the estab-
lishment visited. Standardization of occupational terminology can be
assured through use of ILO's International Standard Classification of
Occupations. Industrial classification may be similarly standardized
through use of the United Nations International Standard Industrial
Classification of All Economic Activities.

Information must be elicited from every employer in the sample with
respect to his current total employment #/ and the number at work in each
of the selected occupations plus the current number of vacancies in these
occupations (i.e., active need but no supply’  The employer is then asked
to estimate, based on his knowledge of and experience in the industry, the
plant's total employment and the requirements in each of the selected

# /Most studies also attempt to secure total employment in the establish-
meni at one or more periods in the past (e.g., 5 years ago) as an aid
in plotting the probable future trend in total employment, and alsc as
a frame of reference in evaluating the employer's estimates of the
future. The individuals currently at work in the selected occupations
are distributed by broad age categories, to permit estimate of future
shrinkage or wastage of the present supply in each skill owing to
death and retirement.
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occupations at a point in the near future and also at a more.distant date
(e.g., 2 years and 5 years). The periods should relate to time frames
used in the economic development plans where possible, but held to the
relatively near-term periods, normally not exceeding 5 years.

b.

A Supplementary Projection of Future Regquirements Is Also
Made

While the study of employing establishments provides highly useful
information with respect to the current situation regarding the employ-
ment of, and needs for, workers in the selected shortage occupations,
employer's estimates of the future need to be supplemented or modified
substantially by information from other sources. There are several
reasons for this. Few employers devote time to making extensive futurc
projections, and thus most employers tend to make only a hasty guess
when confronted with a request for the number and kinds of workers they
will need in some future year. Then, too, individual employers may not
be fully aware of the nature of the country's economic development plans,
nor their potential impact upon his establishment and his industry. In
addition, economic plans often call for new firms in new activities and
since they will not be currently in existence, their needs cannot be
determined in a study of existing employers.

No attempt will be made to provide technical treatment of the steps
involved in analyzing the economic and other factors that may affect
employment in each occupation, in order to estimate the future impact of
each such factor in arriving at a quantitative estimate of the future
requirements for the occupation. Suffice it to say that this is the gen-
eral approach which must be employed, since neither employer inquiry nor
projections of future employment by simple extrapolation of a trend
derived from historical data will provide sufficiently reliable answers
by themselves,

Growth of certain occupations, which are limited in number, can be
projected by relating certain factors known to affect them directly. For
example, the number of auto mechanics required is related among other
things to the number of vehicles in use (which in turn reflect population
growth, consumer incomes and business activity). The number of .teachers
required is affected by the number of pupils (which in turn may be pro-
jected by examining birth rates and trends in the proportion of children
at each age who attend school plus consideration of national plans for
stepping up educational activities). Similarly, the number of physicians
needed can be estimated by relating them by ratio to the population,
expected population growth and government plans for bringing the ratio
of physicians to population closer to those of economically advanced
countries,

Projecting requirements for most occupations (particularly in indus-
try), however, requires analysis of the outlook for production and employ-
. ment in each of the major industries employing workers in the occupation
as well as trends in the use of each occupation in the industry. The plans
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for economic development in the country should provide reasonably use-
ful bases for determining the outlook in each case. In general terms it
may be said that in estimating future trends in requirements for skilled
and specialized workers, the usual starting point is the total (pros-
pective) demand of the economy for goods and services. This can be pro-
portioned among the requirements for ecach major product or service
(classified by industry). The estimates of production can then be trans-
lated into requirements for workers--in total and by occupation.

Over-all manpower rejuirements may be derived from estimated indus-
try or production levels by estimating the change of output per man hour
{sce Chapter B, scction 1) and by making assumptions as to changes in
hours of work. Occupational manpower rejuirements can be derived from
the industry employment projections by applying appropriate occupational
composition patterns for the individual industries. If the industry
already exists in the underdeveloped country, its occupational composition
may be analyzed and the proportion of each of the selected occupations
to total employment can be established. These percentages can be applied
against the total expanded employment planned for the industry to deter-
mine the future requiremenis in each such ocrupation (taking into account
possible shifts in the use of the occupation owing to changnas in tech-
nology, inereased productivity related te addition of new capital, ete.).

Where the industries involved in the economic development program
will be new to the country, the occupational composition of such indus-
tries as they exist in doveloped countries may be used as a guide. The
Burcau of Lubor Statistics (U.S. Lepartment of Labor) has developed
occupational composition patterns for the entlre economy of the United
Stutes, broken down into about 150 industiial sectors, with approximately
150 skilled occupations broken out separately. These are referred to as
thz Qceipational-Industry Matrix, and specific individual industrial
soctors may bo obtained upon request to the U.S. Department of Labor,
Bureau of' Labor Statistics.

¢. Output of Existing Educational and Training Facilities
(Including In-Plant) Is Appraised

It is necessavy to determine the current annual additions to the
supply in each of the sclected occupations. This involves checking the
output of all of the formal training institutlons (universities, tech-
nical schools, apprenticeships and in-plant training).

Tn addition to obtaining the quantity of output, some examination
and evaluation of the quality of the current training is necessary in
order to appraise the situation adequately. For example, vocational
and trade schools often report an annual output in specific occupations,
but closer scrutiny reveals that the graduates cannot be employed in the
occupations because the training is inadequate, or has not kept pace with
t.achnological changes in the industry. Universities report numbers of
graduated in the "sciences," "humanities," or various professions or the
"arts" who are not effectively prepared for any specific occupations.

And so on.

-35 -



Part I1 Chapter B

Identification of these situations is essential not only to modify
estimates of the annual additions to the shortage occupations, but t?e
information with respect to ineffectively utilized education and training
facilities will be of value in developing manpower plans to remedy the
situation (see Chapter F below: Central Training Authority).

d. A Comparison Is Made of Demand and Supply and
A Program Is Formulated To Meet the Project Requirements

By a careful review and comparison of the occupational labor demand
information from the survey of employing establishments (item "a" above)
as modified by the supplementary projections (item "b" above) with the
occupational labor supply information (item "c" above), the dimension of
the shortfall in each occupational category will emerge fairly clearly.*/
This information in turn provides the basis for a plan of action, or
"manpower program" designed to increase the supply of trained workers in
the amounts and kinds required to meet the needs of the cconomic dovelop-
ment program within the time periods selected for the manpower survey or
ngssessment." There will be situations in which it is apparent that no
reasonable possibility exists of increasing the supply fast enough in
certain categories. Where a thorough appraisal yields this conclusion,
development plans should be modified in either size or time schedules to
meet the realities of the manpower situation (or, in the case of certain
vital "core" projects, alternative arrangements adopted for importing the
needed skills on contract to bridgs the gap).

In addition to producing a useable boedy of information, and making
possible the initiation of manpower planning prior to the establishment
of permanent manpower institutions for planning and action, manpower
surveys often demonstrate to the officials of underdeveloped countries,
rather dramatically and for the first time, the integral relationship
of manpower development to economic development.

#/ In estimating the number of workers who will have to be trained to meet
the projected requirements, it is also necessary to add a quantity equal
to the estimated annual shrinkage of the present supply through denth
and retirement. This can be a very substantial number over a 5-year
period, often equal to or exceeding the net number needed for expan-
gsion per se.
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ESTABLISHING MANPOWER PLANNING DN A FORMAL BASIS

Comprehensive planning of economic development is a relatively new
activity of government. As previous discussion has suggested (Chapter
B, 1) it is often segmented, improvised on an ad hoc basis, and frequently
lacks direction, or is poorly coordinated. As crude as econcmic planning
may be, however, it does exist and it functions after a fashion in most
countries which have launched development efforts. In this respect it is
far ahead of any formal efferts to undertake rational manpower planning
and programming. Indeed, recognition of the central role of manpower in
economic development has been slow in coming. Its significance is fully
understood in relatively’ few countries today, although comprehension is
now accelerating rapidly.

For these reasons it is not possible to present here any represent-
ative summary of experience in underdeveloped countries. Nor, for the
same reasons is it possible to provide any critique of the relative ef-
fectiveness of various methods or organizational forms which have been
tried. In ecven the one ‘or two countries which have pioneered in this
matter (e.g., India), sufficient time has not elapsed to permit evaluation
of results with any degree of accuracy. Experience in manpower planning
in economically developed countries provides little illumination. Except
in time of war, none of them plan and carry out a manpower program as
such, even though they possess the necessary statistical and institutional
resources. OSeveral do prepare "manpower budgets" annually or for pro-
jected periods, but these are primarily estimates of what it is telieved
will "happen". They are not, ordinarily, bases for action.

The need of underdeveloped countries for rational manpower planning,
however, is just as urgent as their need to plan economic development,
As pointed out previously, they are trying to accomplish in decades the
economic advances that took centuries in the developed countries. This
cannot be done without economic planning, which in turn cannot achieve
its goals in this accelerated tempo without planning for the skills neoc-
~ssary to man the expanded resources.

This situation imposes its own logic. Machinery for manpower plan-
ring must emerge, as in fact it is beginning to, in order that the desper-
ately sought economic goals can be realized. There has been a great up-
surge of interest and activity concerning manpower matters within the past
few years in most of the underdeveloped countries. Manpower surveys have
been made, new labor statistics programs initiated, national employment
service systems started, training activities and job analysis research
introduced, with technical assistance of the United States, international
agencies, private foundations and universities. It is the purpose of
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this chapter to suggest an improved organizational framework for planning
in order to tie together the many separate manpower efforts and focus
them more sharply on the achievement of the plans for econonic develop-
ment.

The first essential is to f{ix responsibility within the government
structure for developing the manpower plans necessary to support the pro-
gram of economic development. The second essential is to provide the
responsible organizational unit with the authority necessary to carry out
the assigned responsibility. This is, of course, a familiar axiom of or-
ganization and management, but onc which is too often ignored in govern-
ment,

Since manpower planning is (or should be) an integral part of plan-
ning for economic development, the most logical place to fix responsi-
bility for it is within the overall organization responsible for planning
and directing the country's economic development program, if such a body
exists. Since the recommendations of the top economic planning body are
of such magnitude and of such importance to the country, they almost in-
evitably require the approval of the cabinet and the chief executive,
Their decisions, of course, are binding upon all agencies of the govarn-
ment,, Thus, a major division of the top planning body, carrying respon-
sibility for manpower resources and planning would undoubtedly provide
the best organizational provision for this wvital function,

If no central high-level organization exists in the government ‘o
provide integrated planning ror economic development, the Lest alterna-
tive would be an independent Office of Manpower Resour:es and Flanning.
It should be independent of' the operational departments of government,
making its recommendations to the chief executive and his cahinet for
their final decision. There are sound reasons for suggesting its creation
as an independent office at a high level in the government. No one of
the regular departments of government normally encompasses Lhe whola man-
power field. 1If the OMRP responsibilities were lodged in any one of
them, it would have no effective authority in dealing with other co-
cqual departments, either in securing needed action on manpower matters
or in getting cooperation from the various governmental agencies hand-
ling individual development projects. In addition, there is the very
real probability that its decisions would be colored by the interests of
the department in which it happened to be lodged.

An Office of Manpower Resources and Planning, operating either as a
major division of an overall economic planning commission or indepenently
would tend to operate in much the same fashion. Its necessary functions
and authority aud the broad framework of its operation can be perceived
fairly clearly in the light of the particular tasks which create the neecd
for such a central body. Briefly, these would seem to be as follows:

1. 1n its formative stage the Office of Manpower Resources and Plan-

ning would, of neceasity, concern itself with the tlree main steps oul-
lined in Chapter B3, "Establishing the Foundation for a Manpower Program."
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a. Reviewing the economic dévelopment program and convertingA
the projected development into manpower terms.

b. Ideantifying and evaluating existing governmental machinery
for. the administration of manpower programs and the collection of statis-
tics essential to the planning and control of such programs.

¢. Conducting or supervising the nation's initial manpower
assessment in order to provide a starting point for planning purposes,
pending creation of permanent machinery for providing the information
essential for continuation of the planning process.

2. One of its first major planning efforts would be devoted to
steps necessary for the establishment, expansion or improvement of the
basic institutions which are essential for planning itself, as well as
for carrying out an effective manpower program in the nation.

3. Once the basic statistical resources, administrative machinery
and training institutions come into being the OMRP's modus operandi
might be expected to follow along these general lines:

a. Determining the information and analyses to be supplied by
the various agencies involved. Establishing the manpower demand-supply
relationship in total and by significant occupational and industrial
category for the broad span of the planning cycle (for example, 5-year
goals). This would be built upon and supported by similar information
established for shorter intervals within the broad span (e.g., each
year). OMRP (with whatever information and advice it could obtain) would
formulate specific plans with respect to the nature and extent of the
action which must be taken to meet the manpower goals so determined.

b. The tentative plans would be sent to all affected agencies
having manpower or economic development responsibiilities for review,
recommendations or suggestions for modification. These would be care-
fully considered by OMRP which would modify the original plans to re-
flect those recommendations which it accepted, {(In this process it
should be recognized that the facts disclosed by the manpower analyses
may in some instances force modification of previcusly established eco-
nomic development plans formutated without consideration of manpower
aspects.) This process might be formalized by the creation of a Con-
sultative Committee made up of the type of agencies indicated, provid-
ing opportunity for prior and post action consultation as well as
stronger coordination in this area.

¢. The final plan would be presented to the cabinet (or a
special manpower committee of the cabinet, such as the Government of
India established in September 1956) and the chief executive. Tt would
then be considered, and decisions made approving the plan (if disap-
proved, the plan would, of course, be re-engineered to meet the objections
raised). This would serve to ratify the plan and give it the status of
an official decision of the government.
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d. Acting under this authority OMRP would assign specific re-
sponsibility to the operating, research and statistical agencies with
respect Lo actions neceisary to implement the plan.

e. OMRP would establish controls providing informatiorn on prog-
ress being made during the planned period (both in relation to the long-
and the short-term phases).

f. OMRP would act as the coordinating agency and resolve con-
flicts in jurisdiction or timing which may arise as among the operating
agencies involved in the manpower program.

g. Following the completion of each phase of the plan, OMRF
would evaluate the degrec of achievement and report its conclusions to
the cabinet, including recommendations for future improvement, rectifi-
cation of errors, or modification of operations based on the experience
gained.

Other forms of organization than that outlined here may provide an
equally useful framework for planning, direnting ard coordinating a main-
power program. Much will depend on the circumstances in the country,
and the location of the real sources of authority which exist there.

This latter element is the key to any prospects which may exist for plan-
ning and carrying out a successful manpower program. Regardless of where
this sourcz of authority moy be found, the plans will not be translated
into an operating reality unless they have the explicit endorsement of
those individuals who have the power to cause the government to act,

The elements in the process of planning and directing a manpower
program have been sct down here in their most skeletal form, including
only the principal steps. It is safe to say, however, that regardless
of the organizational forms which may be adopted in different countries
for earrying out such a program, these essential elements in greater or
lesser degree will be common to all of them. As time passes and more and
more underduveloped countries gain experience in manpower planning, it
will be possible to establish a more detailed and specific body of infor-
mation with respect to the particular forms of organization, techniques
and methods for manpower planning and program direction which have
proved most effective.
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COLLECTION, ANALYSIS AND ORGANIZATIONAL PROVISIONS
FOR MANPOWER STATISTICS AND INFORMATION

Introduction

Previous chapters have touched in a general way upon some of the dif-

ferent. kinds of manpower information and statistics as they are related

to a particular topic. It is the purpose of this chapter to provide a
more comprehensive review of the principal kinds which have a major im-
portance to the development and administration of a manpower program for
aeconomic development. This review is intended to provide sufficient
detail to supply a working understanding of their sources and uses and
typical organizational arrangements which are made for producing them.

Because one facet or another of labor force analysis runs through
much of the material below, and because there often seems to be contii:r-
able confusion as to its meaning, a brief examination of what it invcives
might be helpful here as a f{rame of reference for the text of the chapter.

The labor force is defined to include everyone above a given minimum
age who, during the speci”ied time period (i.e., a given week during the
survey), is engaged in earning or in attempting to earn pay or profit.

The labor force analysis procedures are aimed at what the person
actually did (which provides the clearest information on current labor
market attachment) not what he "ordinarily" or "usually" does (a "gain-
fully occupied" concept still in use in many countries throughout the
world). ‘The labor force is considered to consist of all civilians of a
certain age or over (14 in the U.S.) who are not housewives cr inmates
of institutions. Of all such persons the labor force consists of two
main groups --

Those who worked for pay or profit (or had a job) dur-
ing the specified time period--one particular week, or
who worked as unpaid family workers for 15 hours or more
during this week.

Those who actively sought work during the same time
period, i.e., they were competing in the labor market
for available employment opportunities.

The remainder are then classified as not in the labor force.

Labor force analysis also includes the concept of "potential labor
supply."” This term is defined as the group in the population that could
bte drawn into the labor force providing suitable employment opportunities
were available., The size of this group is generally estimated on the
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besis of the highest labor force participation rates in an area of a
country selected because of advanced economic development. TFor example,
if the country is developing and a particular city has an expanding in-
dustrial facility providing jobs with good hours and wages it has been
found in the United States that in this city the labor force participa-
tion rate of women rises from the normal 30 to 35 percent of those 14
years or over to as high as 50 percent. These percentages are applied

to another city where the economic program calls for the location of a
new production facility or the expansion of the old ones. The estimates
so derived will indicate whether the local labor force of women can staff
the expansion or whether additional workers must be brought in entailing
sizable problems of housing, schools, water, sewer, streets and other
community facilities. Similar approaches can be used for younger or

- older men, whose labor force participation rates generally are not at
optimum., Although it may seem strange to be worrying about the problems
of expanding the labor supply in an underdeveloped country, this problem
may occur quite often in particular areas impacted heavily by large proj-
ects, and may increase in incidence as development accelerates.

Naturally, the estimates are rough. These must be quaolified by a
knowledge of local habits and attitudes towards industrial work. How-
ever, as is obvious, a rough notion of labor force potential is very
useful in planning economic expansion.

1. What Principal Kinds of Manpower Information Are
-Needed for Economic Development?

The concept of need, of course, is another way of asking what the
uses of manpower information are in the process of developing an economic
program, which in turn determine the kinds or categories of information
required for those purposes. At the risk of some repitition, it may be
helpful to recapitulate these uses briefly. Since the objective of cco-
nomic development is the improvement and development of the country's
citizens and their lot in 1life, it is essential to obtain usable infor-
mation within a country with respect to:

The nature of the human resources in terms of number,
. age, sex, literacy, education, training or occupation,
productive activity, geographic location and total
population trends. This supplies the basic framework
for development considerations.

The labor force status of the economically active
portion of the population; i.e., the extent to which
it is employed, unemployed or underemployed, not in
the labor force temporarily, and in what sectors of
the economy.

The demand for labor in total terms, by industry, by
occupation and by location, i.e., in all significant
labor market areas.
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The degree of balance or imbalance which existas in the
labor market betwecen demand and supply (total, by oc-
cupation and by labor market area), both currently and
estimated for specific future periods as determined by
economic plans,

There are several major sources and methods by which these kinds of
information are obtained.

a. Periodic Census

This familiar category of information is a tabulation of the total
population by age, sex, labor force status, occupation (in broad terms),
area and industrial attachment, and by urban, rural and district totals,
These studies are costly and laborious. Hence, they are only made at
fairly infrequent intervals, such as every ten years. While they are of
great value in providing information on long-run trends and provide im-
portant and essential benchmarks, or frames of reference against which
other data may be gauged and trends established (between censuses), the
information is not frequent enough to be of practical use in meeting the
current or shorter term problems. And change is particularly marked and
rapid in developing economies.

In the United States the decennial census is supplemented by a
sample census of the population and the labor force taken 5 years after
each decennial census. The sample census not only provides more current
information than the decennial one but, what is more important, it pro-
vides a means for correcting the monthly labor force report mentioned in
item ¢ below. This latter report is based on but a few thousand house-
holds and therefore must be corrected against benchmarks as often as
possible.

b. Vital Statistics

This category concerns itself primarily with births and deaths.
Information is derived from these data which is highly useful in calcu-~
lating the depletion of the labor force due to deaths and additions to
the labor force due to natural growth (but only where information is
available about death rate in the age groups from birth to normal age of
antry into the labor force). Annual rates are usually available at pro-
vincial or national headquarters.

In conjunction with the r'rame of reference provided by the census,
the flow of vital statistics makes possible useful estimates as to any
significant shifts in the composition of the population, year by year
(nze and sex) as well as rate of population growth. These demographic
changes are of basic signiricance in long-range manpower planning. (For
example, it is quite important, in the United States, to know that there
will be a period of very "lean years" among adult males in the labor
force until about 1965 owing to the sharply curtailed birth rates during
the cconomic depression in the 1930's.)
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Particularly careful manpower planning is necessary to meet future
requirements in the "long-training-lead-time" jobs (professional, manage-
rial, engineering, scientific and highly skilled manual workers) which
are in such short supply and so costly to produce. It is extremely im-
portant in these plans to calculate the anticipated annual losses from
the labor force in these occupations for reasons of death and retirement.
In many former Colonial possessions an additional and very large element
in the replacement needs is the foreign or expatriated workers who have
formerly held the majority of all the jobs requiring higher skill and
education. These people must be replaced ‘n addition to the net increase
in the requirements brought about by economic expansion, By using vital
statistics data, the labor force survey data (c below) and the base pro-
vided by the last census, it is possible to make useful and realistic
estimates of these prospective losses for planning purposes. (Degree of
replacement of expatriates will be a matter of government policy.)

The replacement problem is larger than is often appreciated, par-
ticularly in the beginning phases of a development program when the high-
level skilled occupations are heavily weighted with persons in upper age
brackets. In one "western® country, for example, even with no abnormal
weighting, the replacement factor for Just a 5-year period amounted to
almost 40% of the currently employed males in the 55 years (plus) bracket.
In the 35- to 54-year bracket it was about 5% in addition. Putting the
two brackets together, the manpower planners realized with a shock that
they would have to educate and train a number equal to about 45% of the
total high-level skilled group in just one major industrial sector simply
to replace losses from death or retirement in the existing cadre of work-
ers in only five years. 1In fact in any particular industrial segment in
an underdeveloped country (within the physical expansion which is possible
in a 5-year period), the number which need to be trained as replacements
for the highly skilled workers thus lost may well be larger than the
number needed for the expansion itself.

¢. Unemployment, Underemployment and Fmployment. Reports

(1) Unemployment: The Periodic Labor Force Report (Monthly
or Quarterly '

Manpower and economic planning require data which pos-
sess timeliness and currency if they are to be of prac-
tical use. These characteristics are not present in
census information. In a fluctuating and changing
econowy the government needs sensitive barometers for
gauging the broad national movements taking place as a
result of policy application and other influences.
Since a main objective of the development program is to
decrease unemployment and increase employment, the move-
ment of these factors is of prime interest to the "de-
velopers."
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In order to create such a barometer, which could pro-
vide frequent "readings," the sample labor force report
was devised, and is used in one form or another in the
U.S.A. and several other countries. By a relatively
small number of interviews in a carefully controlled
sample of households it is possible, in the U.S.A. for
example, to produce each 30 days a "Monthly Labor Force
Report." (Published each month in the U.S. Department
of Labor MONTHLY LABOR REVIEW, Table A-1.)

This report's greatest value, in a mature industrial
economy, is that it provides a monthly measure of un-
employment. In a democracy this is very important
because of pressures for unemployment insurance, relief,
and public works programs that unavoidably develop when
unemployment, is high.

In an underdeveloped country the report would be still
more useful because it indicates trends of employment.
This is the key labor market information for economic

planning. If industrial employment is rising it indi-
cates that the program is moving forward. The rate of
rise of employment is also a rough measurc of whether

or not progress is on schedule.

By contrast in an underdeveloped country there is less
unenployment per se, as defined in mature industrial
cconomies. Rather the problem is that of underemploy-
ment (see (2) below). The underemployed at times in-
clude significant prcportions of the labor force whose
contribution to society is very small and personal in-
come and standard of living very low. In fact, as the
economy of the underdeveloped country expands, both
employment and unemployment may rise as the underem-
ployed become work seekers for the better industrial
jobs, abandoning their previous unremunerative pur-
suits.

This kind of sample survey provides the basic current
source of data covering the whole labor force which
can be made available for a reasonable cost. It has
definite limitations, and owing to technical problems
incident to the measurement of "underemployment" (dis-
cussed below) it cannot be classed as an exact system
of measuremeni when applied in underdeveloped coun-
tries. It is generally viewed, however, as a valuable
tool in the collection and interpretation of current
manpower inf'ormation, .
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(2) Underemployment Measurement

The high incidence of underemployment in underveloped
countries (particularly the densely populated ones)
creates a peculiar problem when transferring the
monthly (or quarterly) labor force survey techniques
tc an underdeveloped economy. In developed countries
a worker gencrally tends to be employed full time
(e.g., 40 hours a week). In the weeks he is not work-
ing full time (for voluntary or involuntary reasons)
he tends not to work at all. Hence, such an individual
can be designated meaningfully as "working" or "not
working." His answer to the survey interviewer is
usually unequiveccal.

This is not the case in densely populated countries
where the "back-up" of large numbers of workers on an
insufficient amount of land produces huge numbers of
people nominally "employed" or "working" bul actually
contributing very little in the way of production. 1In
many cases there has been a spill-over of such pcople
into the urban areas where they put in time as public
porters, vendors of one kind or other, selling a few
oranges or razor blades, etc. The great majority of
all of these could te withdrawn from their "employ-
ment" with no noticeable effect on the gross national
product. Nevertheless, almost all of them would tend
to answer in a labor force survey that they were "work-
ing." This phenomenon has appeared in the census
studies in a number of underdeveloped countries, par-
ticularly in Asia, where the results (based on the
answers to this question) often purport to show about
the same unemployment figure, or a lower one, than
that which obtains in economically advanced countries.

In order to cope with this problem some countries have
added a question, asking the workers the numbcr of
hours he worked in the survey week. It was bolieved
that the anticipated low number of hours reported would
provide a clue to the amount and degree of underemploy-
ment. This has not worked out. Because they eke such
poor returns for their submarginal contributions, most
such individuals put little or no value on their time
and characteristically spend long hours attempting to
increase their incomes by selling a few more oranges

or picking up a few more odd jobs. Such workers ac-
tually tend to report longer hours than those on bona
fide full-time euployment.

The best solution has been developed in Puerto Rico,
and the modification made in its Quarterly Labor Force
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Survey would appear to have general applicability to
all densely populated, underdeveloped countries. Man-
power planners in Puerto Rico have been able to split
off the underemployed f{rom the employed by asking
questions which identify three groups of persons &as
underemployed.

(a) Subsistence Farmers, i.c., those farmers who con-
sume mosl of their own output.

(b) Wage and Salary Workers who worked less than 35
hours in the measured week of the survey, although
they wanted more hours of work.

(¢c) Self-employed persons (ecxcept subsistence farmers),
and unpaid family workers who looked for work in
the survey week.

Reasonably accurate identification of the volume of the
underemployed is of considerable importance to an under-
developed country's manpower plans. This group of the
population is usually far larger than the reported num-
ber of "unemployed." It represents a fair proportion
of the potential labor supply for development purposes
and is an essential facter in plotting the dimensions
of the development program. Regular labor force re-
ports hignlighting this category can be an important
"control" for the government in gauging the effect of
its programs in reducing the backlog of unemployed and
underemployad once the development program is under
way.

Employment. Reporils

As pointed out in (1)(above), the labor force surveys

do yield a broad or gross employment total as a by-
product of their primary focus which is unemployment.

It is obtained easily in the survey of households at
little extra cost and is of some interest because it in-
cludes, in addition to wage and salary workers, all
se1lf-employed and unpaid family workers. Its overall
utility, however, is quite limited because it provides
no industrial detail.

Most developed countries, however, find il necessary

to obtain more detailed and meaningful employment re-
ports on a monthly or quarterly basis. These reports
are obtained frcm a representative sample of all em-
ploying establishments by industry and provide detailed
national totals. In the U.S. the Burcau of Labor Sta-
tistics provides a monthly report of all wage and
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d.

salary employees, arranged by 8 major industry cate-
gories and some 200 sub-categories (Table A-2, MONTHLY
LABOR REVIEM), Tt also breaks out the numler of pro-
duction and nonsupervisory workers for these indus-
tries (Table A-3, MONTHLY LAROR REVIEW). From these
reports it is possible for the government and other
interested groups to observe with great accuracy the
impact of development plans, or the play of economic
forces on employment levels, industry by industry, in
ihe most specific terms.

For reasons which do not require treatment here, the
BLS Employment Series does not obtain information from

- employers as to the future near-term demand for lalor

Area

Ly occupational category. This information is secured
by the Employment Service in its Area Labor Market
Analysis program.

Reports from Educational and Training Institutions

In a growing economy, some of the earliecst labor short-
ages would be in whe key professional and managerial
groups, as well as among scientists and technicians.
For this reason the output of educatioral and training
institutions is one of the most valuable reports for
manpower purposes. In the United States the OfCice ol
Education provides deteiled annual reports by sprcinlty
(i.e., electrical engineer, mechanical engincer) of thn
number of graduates from universities and colleges ani
the number in each class (freshman, sophomore, junior
and senior). By looking over the relationship between
the size of the freshman class and the number who grad-
uated, projections can be made of the numbnr of engi-
neers, scientists and other specialists that should
beecome available 4 ycars hence. If the schouls offer
graduate work, simple ratios can be developed to fore-
cast production of Ph.D.s and M.A.s. In most under-
developed countries special reports showing students
returning from education abroad will supplement this
kind of information.

A comparison of these figures with the employer!s de-
mand figures (E.S. Area and Industry Reports) will
indicate whether the nation will have an adequate sup-
ply of managerial and professional people or whether
it will face a continuing deficit.

Labor Market Analysis

(1)

General

#xcept for the census and vital statistics, all of the
other principal manpower reports or categories of data
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have utility primarily as national totals. Essential
as these are in giving government the knewledge it must
hoevo in planning and guiding the manpower clements of
the economic development progrem, they do not provide
the needed local labor market information. The lccal
labor market areas are, after all, the points in the
economy where the btroad plans and programs are trans-
lated into reality. Local information therefore, is
indispensable in a geographically large country with
major industrial concentrations by area.

Area labor market analysis seeks to establish, within
the geographic limits of a labor market area, essen-
tially the same kinds of information about that par-
ticular area that the previously discussed analyses
and information established for the nation. In ad-
dition, area labor market analysis brings into sharper
focus and in more meaningful terms (for action) the
current Iimbalances between demand and supply (in total
and by significant occupations), both as they currently
exist and in regard to the changes which are expected
to occur., In the local analyses the occupational in-
formation can be quite exact. This precision ordinar-
ily does not exist in the national totals. For
erample, census categories such as "craftswen, fore-
men and kindred workers" will not meet the needs of
the labor market at its operating level, i.e., the
local area where specific jobs must be filled by spe-
cific numbers of workers with specific skills and
training.

A More Detailed Description

A more comprehensive description of area labor market
analysis may be useful in discussing this vital tool
with host country officials.

Areca labor market analysis deals with the evaluation
and measurement of the economic and social forces as
they relate to the employment process in a local labor
market. Area analysis concerns itself with the quan-
titative and qualitative aspects of labor demand in
all industries and occupations within the geographic
boundaries of a local area. It also considers the
number and characteristics of the total labor supply
and evaluates the factors which affect the demand-
supply relationships in the area.

Areca analysis is generally based on two fundamental

principles. The first recognizes that most workers
usually are not completely geographically mobile;
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their freedom of choice in accepting employment oppor-
tunities without undue hardship or dislocation of cus-
tomary sozial habits or living standards is usually
limited to a reasonable commuting distance. The second
and subordinate principle acknowledges the practice of
employers to recruit most workers from within a reason-
able commuting distance of the place of employment.
However, there are certain instances where these prinu-
ciples do not fully apply, as for example, in scien-
tific, managerial and many other professional occupa-
tions, large-scale construction projects, and in
agriculatural activities where it is necessary to use
migratory or foreign workers.

Because of the intimete relationships of the numerous
variables in a labor market, the measurement and eval-
ustion of any one factor cannot be made without full
consideration of the other forces which have a bearing
on it, Thus, for example, iLic number and characteris-
tics of workers who will come into the labor market in
search of employment depends on the extent and type of
employment opportunities in the area and on such con-
siderations as the period of the year when nonworkers
are free to enter the labor force (school graduation
or summer vacation), the extent to which potential
labor reserves have already been utilized, the extent
of shifting between agricultural and non-agricultural
employment, and the availability of adequate community
facilities.

An analysis of total area labor demand and supply must
evaluate employer specifications regarding wages, hours
of work, age, sex, skjll, experience, and union affili-
ation. Other considerations include competing labor
demands, and the location of plants in relation to
transportation and community facilities. The size and
characteristics of the labor force and its two major
components, employed and unemployed, in addition to
being important indicators of current economic condi-
tions in the area are important for an understanding
of other labor markel trends. For example, the siza
and characteristics of the labor force in relation to
total area population and its characteristics indi-
cate the extent to which additional workers can be
recruited to expand the labor supply. This is vital

in determining location and rate of expansion of new
plants. An evaeluation of area employment trends in-
dicates the changing character of the area labor mar-
kat outlook data obtained from employers and other
sources.
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In operating practice, Area Labor Market Analysis in-
volves two separate types of analysis and reports:

(a) Basic Analysis and Report

The basic analysis is designed to provide a com-
prehensive picture of the human resources of the
area, and to show how they are deployed and what
geographical economic and social factors influence
or characterize their activities in the labor mar-
ket. This analysis needs to be made only at
fairly infrequent intervals (once a year should be
enough). Its purpose is to provide a comprehensive
frame of reference to serve both as a starting
point and eventually as a background for continu-
ing studies of the current and future relation-
ship between the supply and demand for labor., It
serves the purpose too of cnabling changes that
are occurring in the market to he placed in proper
perspective with the whole population and labor
force.

(b) Continuing Analysis and Reports

Th= purpose of the continuing analyses is to keep
under detailed review the current and short-term
relationships between the demand and supply for
labor by arca, industry and occupation, to identify
the factors that are causing varialions and lack
of balance and to draw conclusicns as to the
courses of action that seem desirable. It may be
regarded as a technique by which long-term plans
for fuller employment can be trimmed to local and
short-term variations in economic conditions.

The frequency with which these continuing analyses
are made depends upon how effectively they can be
acted upon in the period between reports, and
whether significant changes calling for action are
likely to occur in these periods. The problems
associated with the collection, collation and
analysis of data will also influence the frequency.
A desirable objective is an analysis of the current
and short-term situation in each area at least

once a quarter.

e. Industry and Qucupational Labor Market Analysis and Reports

Both of these types of analysis are of great value in manpower plan-
ning and program administration. By singling out a specific key industry
or a specific key occupation, or related groups of occupations for
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analysis on a national or regional scale, the nature and dimensions of
the problem can be perceived as in no other way. Meaningful and well
directed action can then be taken when analysis indicates that trouble
is developing or that planned rates of progress are not materializing.
Most, if not all, of the essential information for these two special
type of analyses, is derived from the various reports previously dis-.
cussed as well as those touched upon below. A brief description is pro-
vided for reference purposes, of Loth industry and occupational labor
market analysis.

(1) Industry Labor Market Analysis deals with labor market.
factors which affect a given industry or groups of
similar industries. Such an analysis can be prepared
on an area, State, or regional basis or for the Nation
as a whole. Generally, an analysis of an industry wiil
deal with (1) current employment and past trends;

(2) required futwre employment and expected manpower
recruiting problems, if any; (3) labor turnover; (4)
working conditions; (5) hours of work; (6) earnings;
(7) wage rates; (8) technological development, and (9)
changes in skills needed.

Analysis of past trends of employment for the industry
should compare and analyze current levels with thosn of
recent years and with significant benchmarks; should
give reasons for changes in employment covering such
items as changes in demand for products (domestie
consumption or exports), financial difficulties, govern-
ment regulations, industrial disputes, shortages of
labor, materials, etc. Geographic distribution of em-
ployment and by size of establishment also provides
meaningful data and helps to identify problem areas for

.. the industry. Attention must also be given to the
sources from which workers are recruited to accomplish
employment expansion and to indicate the adequacy of
supply to meet the present and future needs.

Evaluation of short- and long-range future recruit-

ment problems for the industry is the focus of industry
labor market analysis. The volume of required future
employment in relation to current and past employment,
levels must be indicated and reasons for expected changes
must be included in the analysis, If employment in the
industry is expanding, the sources of labor supply and
the skills of the workers needed, their availability,

the timing, the hiring specifications, and the hiring
channels are all significant to the understanding of
employment conditions in an industry and for the develop-
ment of manpower programs where needed. Similarly, if
the industry expects reduction in employment, infor-
mation is needed on how such a change will be accomplished

- 52 -



3

Part II Chapter D

(by layoff or normal turnover), the timing, the oc-
cupations to be affected, and possible employment
opportunities for laid-off workers.

Information on and analysis of labor turnover for an
industry provide a management tool for employment,
service operations, especially at the local level, as
well as necessary data for economic analysis, Turn-
over is costly and represents a wastage of national
resources. Abnormal turnover rates (accessions or
separations) can be used to identify plants which have
employment problems. New hire data, particularly, are

ssential te the management and supervision of the
local office.

Analysis of an industry should also contain eval-
uation of in-plant and community conditions that affect
retirement or retention of workers. A comparison of
data on hours of work, wage rates and earnings by in-
dustry provides information on the irdustry's com-
petitive position for workers in the labor market.

Qccupat ional Lolbor Market Analysis concerns itself with
factors which affect demand-supply relationships in a
particular occupation or group of closely related oc-
cupations., It evaluates the rutwe orcupational job
opportunities ir relation to training rate. It in-
cludes a study ot the relation between the number and
characteristics of anticipated lator supply and oc-
cupationzl laior demand oxpressed in terms of job re-
quirements, employer specifications, hiring and pro-
motional opportunities, and legal restrictions affecting
employment.. hasie teo occupatioral labor market infor-
mution is a clear detinition of the occupations or oc-
cupational groups to te studied, Dopending upon the
occupations studied and the '.eed for the information,
occupatioral lator nmarket i:tormition can be developed
for an area, a State, a reg'on, or for the Nation as a
whole.

Since most workers sesk empleyment in specific occupa-
tions aud employers usually hire workers with specific
skills, occupational labor mark-t information is of
great importance to understanding of the functlioning

of" the Inbor market. The need tor ocrupitional lator
market information is widespread. 1t is necded by the
Employment Service for effective local office operations;
by training ofticials to plan suitable programs; by em-
ployers to assure themselvns of an adequate workforce
with appropriate skills; and by workers to make
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appropriate vocational choices. To meet these needs,
an appraisal of the occupational labor market (locally
and nationally) is necessary.

We live in a dynamic society with some industries ex-
panding and others declining. In any one area, the
occupational needs may change markedly as old industries
decline and new activities develop. Depending upon the
needs, the development of occupational labor market in-
formation may take a variety of forms. Several of these
are outlined below. Within each of these, variations of
approach are possible, and some examples of these varia-
tions are noted.

Appraisal of the local occupational labor market will
yield information by occupation on manpower require-
ments and resources in specific occupations, both
currently and estimated for specific future periods.

One particular application of this kind of Occupational
Labor Market Analysis was discussed in Chapter B, section
3 (Initial Manpower Assessment). Studies along these
lines in the United States are often referred to as

"Area Skill Surveys,"

Another important type of research in the field of
occupational labor market analysis involves the develop~-
ment of occupational guides. Such guides may cover in-
dividual occupations or groups of closely related oc-
cupations, occupations in important industries or they
iy encompass a numder of occupations of interest to
particular groups, such as youth, older workers, and
agricultural workers. They give information on topics
such as (1) description of the job; (2) significance of
L1e occupation in the community, the State, or the
Nation; (3) current and expected employment opportuni-
ties; (4) training and experience requirements; (5)
availability of training facilities; (6) methods of
entry and opportunities for advancement; (7) working
conditions; (8) hours; and (9) earnings,

The selection of occupations or occupationai groups for
which information is needed is governed generally by the
following factors: (1) importance of the occupation --
there are always job opportunities resulting from turn-
over, deaths and retirements in large occupations; (2)
rapidly growing occupations; (3) current or expectad
shortage situation; and (4) worker interests and needs.

There are many occupations which are not commonly known
and are not readily identifiable outside of an industry
setting. 1In such cases, the analysis may cover the en-
tire industry. For example, there may be much interest
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in jobs in plastics industries, or in clectronics.

In addition, in some provinces or States, there may be
dominant industries--such as textiles or mining. These
industries usually provide a great number and variety
of' jobs. The description of such jobs and the analysis
of employment opportunities, in such cases, can best be
hendled by an industry approach,

2. Supplementary Kinds of Manpower Information

There are a number of other continuing kinds of data and reports
which are useful for manpower planning and administration. While they
do not have the central importance for this purpos~ as those discussed
in section 1, above, they are none-the-less of interest and signifiance
to those interested in this problem,

Hefore discussing indices directly related to manpower, it is worth
noting that in the United States one of the most useful economic indices
is the Iederal Reserve Board's index of industrial productions, issued
monthly. It may be impractical to duplicate such an index in an under-
developed country but a useful index could be built up, either by using
the gross units of production of tasic industry or the money value of this
production, FEither [igure should be reduced to a percentage of a base
year which would allow economic planners ready information on trends.

With ~xpericnce, seasonal adjustments can be made on an index which shows
at a glance whether industrial production is gaining at the rate expncted.

The more common kinds of data are:

n,  Consumers Price Indox

Inflation is an ever present hazard in a developing economy. To the
extent it raises consumer prices at more rapid rates than vages increase
worker motivation suffers, labor supply from rural areas become difficult
to attract, production suffers and the developing economy is retarded in
its progress. This index furnishes the government with a fairly sensitive
indicator, which when considered in relation to data on hours, wages and
total earnings, makes it possiltle to initiate remedial action in time to
be affTectivae.

b. Reports on Average lourly Earnings, Hours Worked Per Week
and Cross Weekly Earnings

These are usually confined to production workers (nonsupervisory) in
manufacturing industries. They reveal movements and trends in a key in-
dustrial section of the economy, and particularly differentials among
individual segments which may have an effect on movement of labor, re-
eruitment, et al.
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c. Reports on Absenteeism

) Tnese can be important indicators in developing economies where the
industrial workforce, recently recruited from the villages and farms, has
not yet made a full commitment to an industrial, urban way of life. Fro-
gressive reductions in this rate is significant in measuring advances to-
vard this objective. Comparative figures among different manufacturing
industries may also suggest abnormal problems in working conditions, safety,

wages, et al.

d. Reports on Work Stoppages Resulting from lLabor-Management
Digputes

Reports of this kind usually provide information on the number of
stoppages, the number of workers involved and the total man days of idle
time resulting therefrom. Its value as a rough indicator of the state of
the management-labor climate is apparent, and it serves to measure the
severity of the disruptions caused by disputes.

e. Sncial Security Records

As Social Security programs come into being (and many underdeveloped
countries have some type or other), they can yield very useful reports,
providing data for bench mark and employment trend purposes.

3. Organizational Provisions for Manpower Statistics ard Information

Allocation of responsibility within the government struciure for the
production of the various items will of courge very rather widely among
countries depending on a number of factors which need not be explored here.
However, advice may be sought by host country officials in this point,
particularly at the time of initiation of a program, or during the course
of a governmental reorganization.

In most underdeveloped countries the choice will be relatively simple
because there are very few existing institutions for these purposes. Quite
typically there is just one agency, & Central Statistical Agency. Such a
central organization may be assigned all of the various kinds of manpower
statistics and information (beginning with the census) described previously
in this chapter with one notable exception. The field of arsa labor market.
analysis and reports (1, d above) is far better handled by a National
Employment Service than by a Central Statistical Agency. Much of the infor-
mation essential to these key reports accrues to the local employment of-
fices (located in the labor market areas) through their operating and
organizing functions in the local markets and is quite difficult to obtain
in any other way. It is possible to secure these reports by other means,
but if a National Employment Service can be justified (see Chapter E) in
terms of the size and complexity of the country's labor market areas
organizational responsibility for this kind of reports should by all means
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be allocated to it. This epplies also to the Industry and Occupational
labor Market Analysis Reports discussed under (1, e above).

On the other hand, the National Employment Service should never be
assigned responsibility for conducting Labor Force Surveys if any other
alternative is available. It is rarely, if ever, equipped to handle thig
complex and highly specialized statistical operation.

Where some choices exist, a good grouping of functions is as follows:

. Census and labor force surveys

- Area_labor Market Analysis;
Occupational and Industrial
Labor Market Information

Employment Rouports;
Corsumers Price Index

Averagre Hourly Earnings, Hours

Worked Per Week and Gross
Weekly Earnings

Abnenleoism Reports

Work Stoppage Reports

Qutput. of Educational and
Training Institutions

Vital Statistics

Index of Industrial Production

A Central Statistical Agency or
Census Bureau

The National Employment Service

A Bureau of Labor Statistics in a
Lebor Department or a Labor-Social
Security Ministry

Ministry of Education (or whatever
Central Agency provides significant
administrative funds for these
educational activities)

Collected locally by city and
province, or Statc governments.
Nationally, by a Central Stai.istical
Agency or a Health and Welfare Minis-
try.

Central Bank
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THE ROLE OF A NATIONAL EMPLOYMENT SERVICE
IN THE MANPOWER PHASES OF ECONOMIC DEVELOPMENT:

1, Summary

Previous chapters have outlined the initial steps involved in prepar-
ing & foundation for a manpower program, the establishment of a top level
planning organization and bringing into being the manpower statistics
and information essenlial to manpower planning and program direct.ion.

Manpower statistics, labor market information and manpower planning
are all vital elements in a manpower program. However, they would have
only very limited value standing alone. Manpower programs cannot be car-
ried out in a vacuum. There must be machinery to get things done, to carry
oul. the plans and to accomplish the desired results. A National Employment
Service f{ills a substantial proportion of these needs. It, together with
the education and training institutions, discussed in the next chapter,
"y constitute the points at which manpower planning is translated into
constructive action. Its important operating functions, considered
in combination with its collateral and extensive occupational and labor
market research contributions endow the National Employment Service with
urique importance in the administration of a manpower program for economic
devel.opment.,

Once established and brought to an aczeptable level of operating
efficiency, a National Employment Service provides a permanent adminis-
trative organization, with operating offices in every important community
in the country. These local offices (as well as the headquarters office)
are staffed with personnel thoroughly trained in all phases of occupa-
tional technology, and equipped with a detailed and expert knowledge of
the labor markets in which they operate. The offices act upon each of
the area labor markets in which they are located, organizing these mar-
kets by bringing cmployers and jobseekers togethei, identifying imbal-
ances between labor supply and demand and initiating actions to bring
them into talance, ltoth in quantity and in quality.

Ia oddition to effecting the internal organization to the area labor
markets, tLhe employment scrvice has the capacity and the facilities for
moving workers across Lhe country from loculities ol labor surplus to
areas ol labor demund. It can be used to manage and direct the movement
ol' migratory agricultural workers at the right time and in the right
numbers.  Reeruitment, selcction and placement of workers tor a wide
variety of public works and other public enterprises is a common task
o' the employment service in many countries. It is a key control agency
in the evenl of defense mobilizstion and provides a foundation for future
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programs of social security, such as unemployment insurance.

. The occupational research program of the National Employment Service
can be the means for introducing the principal elements of scientific
parsonnel management into the nation's productive enterprises, private
and public. Through its employment counseling services it enables J.abor
market entrants and others to choose the occupations most appropriate to
their skills, abilities and aptitudes, thus appreciably improving the
utilization and effectiveness of the labor supply.

" Because its offlice network covers the major employment centers of
the nation, the employment scrvice is capable of imaking a wide variety
of special studies on particular manpower matters of interest to the
Office of Manpower Resources and Planning or to the Economic Develop-
ment Agency. These studies are in addition to producing the regular
area analyses and occupational and industrial labor market information
reports,

2. A More Detailed Review of the Functions of a National Lmploy-
menl Service

Mission and embassy officials who have not had a close familiarity
with the manpower field may f'ind a more detailed description of the five
principal functions of an employment service useful in discussions with
host country officials.,

a. Placement

This is probably the best known and most femiliar of the functions
of an employment service. It is more or less the keystone, and tLhe
effectiveness of other functions and services performed depend to a
substantial degree upon the technical.strength of the placement function
and upon the extent to which it is accepted and used by empluyers and
workers, Described in broad terms, the placement function sounds rel-
atively simple. It consists of forming a central exchange in the labor
market through which employers can obtain (from all of the labor available
at any point in time) the particular workers best qualified to meel their
Job requirements. Convercely, it provides the same central facility
through which workers may have access to and be considered for all jobs
for which they may be qualified. 1In short,, it brings together the right
man for the right job, and provides for an orderly organization of the
local and national labor markets. It not only effects great savings in
time snd effort to both employer and worker, but effects the even greater
savings which derive from the proper matching of man and job and eliminates
or reduces the serious cconomic loss which occurs when the worker takes
employment f'or which he has no aptitude or when the employer engages
workers who lack the abilities to carry out his work satisfactorily.

While tiae essential description of this function sounds rather
uncomplicated, the actual provision for an eff'zctive, widely accepted
placement service is a complex and difficult administrative achieve-
ment. It involves among other things:
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The development and application of a precise employ-
ment interviewing technique for determining the oc-
cupational qualifications end aptitudes of work seekers
and the exact job performance requirements of employers
requesting workers.

Development within the employment service organization
of expert knowledge of all of the occupations and in-
dustrial processes which are found in the economy (to
aid in this process the offices must be organized to
facilitate this speciaslization, and there must be under-
taken the development and use of a wide body of oc-
cupational reference material, job descriptionc, oc-
cupational clessifications and codes, oral trade tesis,
aptitude tests and proficiency tests).

Maintenznce of close contact and good working re-
lationships with management aad hiring officials in ell
employing establishments of any significance, for the
purpose of achieving an understanding of their employ-
ment problems and to bring them to use the facilities
of' the employment service in solving these problems.

Maintenance of a similar contact and relatioanship with
leuders of workers' organizations io assure their under-
standing of the service snd to encourage the use ol the
service by workers,

Development of special apparatus and methods for the
clearance or transfer of workers from one city or section
of the country to another as dictnted by the rapidly
changing needs of industry and agriculture brougnht about
by a program of economic development.

The administrative tasks of selecting the proper person-
nel to carry out this work, training it to perform ex-
pertly, developing internal procedure and organization
to achieve results most effectively and economically
and providing proper supervision and direction of such
staff located in widely scparated offices throughout

the nation.

b. Occupationnl Analvsis

This function is primarily one of research, and its purpose is to
develop the wide range of occupational tools and reference matcrials
which are used by the cuployment service itself' in its placement and
employment counseling functions, and which arc furnished by the employ-
ment service to industry for its use in scientific personnel management
And improved utilization of its menpower. These products are also
furnished to the schools and other educational institutions in the
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vocational guidance and occupational preparation functions which are per-
formed therein.

The occupational analysis function has two major phases:

(1) Job Analysis, which is the scientific study of oc-
cupations in the economy, preparing a rational classi-
fication and coding structure for these occupations
which make clear their relationship and industrial
attachments, and publishing such informtion in a form
most useable for all consumers oi' it. This phase also
includes the preparation of explanatory and instructiional
material with respect to the techniques of job analysis
itself and its many uses in industrial and personnel
management,

(2) Worker Analysis, which is the scientific study of worker
characteristics, abilities, and aptitudes, involves
the preparation of methods and tools for their assess-
ment. Characteristic products of these studies are oral
trade tests, interviewing aids, aptitude and proficiency
tests.

¢. Industrial Services

This function is primarily one of aiding employers in identifying
hiring and employment problems within the plant and training or famil-
ierizing the plant management in the appropriate techniques which will
aid in solving such problems, thus advancing the firm's ability to
utilize its workforce more effectively. In short, it involves "export.-
ing" to other sectors of the economy the fruits of the employment service's
own research, techniques and methods. 1In performing this function the
employment service may utilize any or all of the techniques developed by
its occupational analysis and placement programs as well as pertinent data
from its labor market information program. Modern personnel or manpower
management pretty much rests on these fundemental techniques, partic-
ularly those of job analysis. All of the following activities are de-
pendent to a great degree upon it:

(1) job classification

(2) worker selection

(3) job training

(4) organization and ‘simplification of work

(5) 1lab relations (is heavily dependent upon clear-cut defi-

nitions of duties and responsibilities as the basis for
rational negotiations and collective bargaining)

(6) personnel efficiency rating
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(7) development of health and safety programs

(8) job evaluation and rate setting

d. Labor Market Information Program (See also Chapter D, Section
1.)

The employment service develops techniques for collection and
analysis of employment information (employment levels in total and by
industry category, employment trends and torecasts) for all of the sig-
nificant lsbor merket areas in the country. It also prepares nation-
wide summaries of such information. This information is gathered, ana-
lyzed and published on a regular periodic basis. The service also makes
longer range studies of trends in employmenti (growth or decline) and
other characteristics of selected industries and occupotions which are
of importance in the economy. All of this information is used by the
employment service itself in the planning and conduct of its various
activities, and it is also provided to other agencies of government for
their use in economic planning and action (for example, to aid in the
location of industries or public works). It is providel to schools and
other educational institutions where it is used to stimulate or medify
courses of training or in vocational guidance conducted by the schools.
Private employers and their trade associations and union organizations
also are furnished and use this type of information.

The employment service specializes in area analysis, industry and
occupational labor market information, all of which are vital to manpower
plonuing, and the direction of manpower programs in economic development.
It normally depends on other agencies of the government for periodic labor
orce data giving natioi2l totals on unemployment and employment.

e. Employment Counseling

This function involves the development of techniques and methods
(and the collection of a substantial body of organized vocational in-
formation) which are designed to assist individuals in arriving at a
vocational choice, or in solving other problems which affect the in-
dividual's abilily to undertake or hold employment (such as the presence
of a physical handicap). For its effective pertformance this function
relies heavily ypon the basic interviewing technique discussed under
"Placemrnt," the occupational intormation and reference produced through
1ol and worker analysis and the information with respect to the location
and number of job opportunities which result from an ..%ive placement pro-
pram and o sound labor market information.

The employment counseling services are provided directly to eco-
nomically active persons who requive such help, and to young persons
entering the labor market, by specialized staff in the field offices of
the employrent service. In addition, and of equal importance, the empl oy=-
menl servicze makes its techniques, tests and organized occupational in-
formation available to the nation's schools and where necessary trains
schools personnel in their use. Two purposes are served through this.

It enables the vocational counseling process to begin at its most
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effective timeé, some years before school-leaving age. In addition,

the advice and information provided to the schools with regard to current
and prospective vocational needs in industry is a powerful influence in
shaping the nature and content of the curricula and training oftered
through the schools, tending to make it more realistic and relating it
closely to the needs of the developing national economy.

3. Criteria for the Establishment of a National Employmenti Service

The employment service ceme into being as a social institution, in
response to certain needs. The first and major need was that for organiz-
ing some of the complex and dynamic industrial labor markets in the more
economically advanced countries. The establishing of a central exchange
in the local labor markets and the provision of an active placement serv-
ice was the response to this need. As the national employment service
matured, corollary and highly useful related activities or services were
added to strengthen and make more effective the basic function of piace-
ment and to serve other economic needs as well. As might be expected,
the emplcyment services were the pioneers in the development ol occupa-

+ tional analysis and the systematic classsification of jobs. In the same
way labor market analyses and information services emerged, and {'or much
the same reasons, ss did the placement-related services of employment -
<ounseling and aptitude testing.

The specific point to this for underdeveloped countries is the ele-
ment of need for these services. The existznce of needs should be deter-
mined and the degree or dimensions of these needs should be gauged care-
fully. Not every underdeveloped country needs a national employment serv-
ice and all of the functions which it performs. This is a relatively so-
phisticated and expensive institution which a poor country can ill aftord
unless it needs these services badly.

Specific and detailed criteria to aid in determining the need for a
national employment service in a particular country are contained in
A.I.D.'s Manual on "The Establishment of National Employment Servicss in
Developing Countries" (1963).

These criteria need not be repeated here, except to indicate their
general nature. They are predicated on the fact that needs for an employ-
ment service arise as a consequence of the growth of urban areas and the
complexity and "velocity" (or degree or activity) of the local and national
labor markets. Thus, a country whose economy has a certain degrce of' ur-
banization, is undergoing substantial economic development, and has a
reasonable capacity for administration would need this essential machinery
of government. Conversely, a country with little significant urban-
ization, simple, uncomplicated labor markets, and a static economy would
not need an employment service and should not waste its energy and re-
sources in trying to set one up. Nor should such a country be encouraged
to do so by U,S. technical assistance missions.
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The existence of a need for a placement service is the prime deter-
minant as to whether to set up the costly network of local emplcyment
sorvive offices throughout a country. From time to time a country which
doss not meet the criterla for establishing an employment service as such,
may huve a legitimate, if limited, need for one or the other of the cor-
ollary services. Such services or functions ac occupational analysls may
have utility for improved management in the few private or government
entorprises. Some labor market analysis and information may be desired
for various purposes. These auxiliary services can and should be pro-
vided in such cases by other means than through the opening of costly
locul, full-functioning placement offices. Specinlized occupational
resoarch activity can be provided much more economically in these .cases
by establishing the function in an existing institution of government,
preferably one responsible for the administration of governmental indus=-
trial enterprises such as transportation, utilities, or others, Labor
market analysis and information activity can be provided more economically
in such cases by establishing the function in the Central Statistical
Agency when one exists, or in the Census. The point should be made,
however, that when the country's economy is neither complex enough nor
dynamic enough to justify a system of permanent local offices for place-
ment purposes it will only scldom have urgent nced for these related
services.
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MANPOWER TRAINING: PRODUCING THE SKILLS NEEDED
FOR ECONOMIC DEVELOPMENT

After present and future needs for manpower for economic development
have been datermined both as to kind and amount, and after steps have heen
taken to create the planning, statistical and operating agencies essential
to the administration of a marnpower program, a most formidable step still
remains. This is, of course, the process of creating or bringing into
being the particular skills nceded by the developing economy.

I1. is the purpose of .his chapter to examine the major problems which
exist in this area, consider steps which offer promise of their solution
and to explore the kinds of administrative apparatus which might aid in the
accomplishment of these objectives.

1. How Skills Are Created or Acquired in the USA

In order to provide a framework for dealing with this subject, it may
b helpful to look at the way in which skills are acquired in our own
country, With this as a general frame of reference, the probilem of the
underdeveloped country may then be examined for similarities and differ-
ences. From this comparison the logical direction of the underdeveloped
countries' efforts may be perceived more clearly.

a. Skill Catepories

At the risk of over-simplification, it will be useful to divide the
spectrum of skills into three broad categories.

(1) Professional, Scientific, Engineering and Managerial

This group inciudes such occupations as doctors, phy-
sicians, metallurgists, chemists, biologists, educators,
mechanical, civil and electrical engineers, adminis-
trators of substantial government, educational or private
enterprises or major subscctions of same.

All of these skills require substantial educational
preparation (usually university graduation as a minimum)
alter high school prior to entry on the job.

(2) Technicians

This fast growing groups is of relatively recent origin.
(Except for the traditional occupations of draftsmen
and surveyors they represent new occupational groupings
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such as: engineering aides, testing technicians,
dental, medical and biological technicians, radio oper-
ators and communications technicians, et al). In gen-
eral they may be distinguished from the skilled group,
b2low, in that the functions of most technicians are
related to and directly support the work of professional
personnel., They are also more likely to be trained in
educational institutions than are the more traditional
skilled workers.

Skilled Occupations ("Manual")

This group includes such familiar occupations as carpen-
ters, brick masons, machinists, die makers, photo en-
gravers, loom fixers, molders, boilermakers and many,
many others. In general, they require as much "skill"
as the technicians who are set apart, or differentianted
from the skilled occupations largely on the basis of
their work relationship to professionals as indicated
above. Moreover, the same criteria can be used to
identify both groups and to distinguish them broadly
from unskilled or only semiskilled workers. These are
three common criteria:

(a) First the individual must possess the distinctive
abilities required for a specific_occupation.
(Tnese distinctive abilities are above and beyond
those acquired in the process of growing up, such
as reading, writing, driving a car or tractor, or
using a saw.

{n) Second, the skilled worker or technician must
achieve a particular level of competence. Every
skilled occupation has its own standards of what
tasks the worker must be able to master in a given
time, and the quality of acceptable work.

(c) The skilled worker or technician must have had
training to acquire his distinctive abilities and
competence. No one hecomes a skilled worker withe
oat some special effort.

Few skilled or technical occupations can be learned
through either formal or informal methods, in less than
two years, and for most of these occupations the training
is longer.

In rough quantitative terms the skilled segment of our

civilian labor force in the USA consists of 8 to © mil-
1lion workers and about one-half million techniciars
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(1.e., total skilled and technicians comprise approxi-
mately 14% of the total civilian labor force).

b. Acquisition of Skills in the USA

As indicated above, individuals in the professional, scientific,
engineering and administrative category acquire their skills, almost ex- °
clusively, through universities and post-graduate university training,
plus, of course, the essential experience cn the job after entering the
profession. Formal instruction in post-high school institutions is
heavily relied upon to train technicians. (This instruction may be given
in a technical institute or through formal instruction provided by an
employer, usually a large one.) The curricula of such institutions in-
variably include courses in mathematics and science, in the theory of the
specific field and in the practical application of general principle to
specific problems in laboratory or shop. Nevertheless, many technicians
do acquire their skills in the same informal manner that the majority of
the skilled category do.

The United States is generally regarded as having ample resources of
highly skilled workers, among the best in the world. It may come as a
surprise to many people to realize that the great majority of these highly
skilled workers acquire their skills through relatively informal means!

A study made for the Social Science Research Council shows that only
one-fifth of the workers who held skilled jobs in the decade between
1940~-50 had even been in an apprenticeship program. This figure included
all drop-outs in addition to the much smaller number completing the train-
ing. Prolably considerably less than 10% of the total skilled workers
during the period studied acquired their skill through completion of
apprenticeship.

In general, American vocational high schools do not equip any signi-
{'icant number with the skills essential to meet the criteria indicated
under a, 3 above.

At best they may provide its graduates with a heud start, over other
beginners, for apprenticeship or other on-the-job training. There is not
enough time in high school to train a skilled worker. Moreover, few if
any such vocational schools have the equipment or can duplicate the require-
ments of the vast range of skilled occupations in our complex ever-changing
nconomy.

If formal apprenticeship and pre-employment vocational training do
not account for the acquisition of abilities required of a skilled worker
in the majority of instances, is the answer that industry itself has
highly developed formal training programs for this purpose? The answer
is, for the most part, no., 'While there are a few exceptions most indus-
trial training is given informally on the job, and is oriented to immediate
production or services needed. It is largely in the hands of supervisory
personnel who are in charge of operations (i.e., the line officers). While
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there has been a marked growth of training departments within large firms
in the past 15 years, these generally have only staff responsibility for
advising and assisting operating departments in meeting their training
requirements. This has probably had its greatest impact in the training
of foremen and other first line supervisors. It is in this key area of
"training the trainers" that industry's training departments have hit the
jackpot in terms of multiplying their effectiveness.

Industrial training of performance-~level people is seldom a formal
and continuing program. Training is used to meet spot needs such as
those arising when a new worker is added, or an older worker changes
jobs, or when operations are expanded, or new methods or techniques
introduced.

After exhaustive study of this problem, the National Manpower Coun-
cil concluded that, broadly speakly, the process of progression from an
unskilled (beginner) to a skilled job typically consists of the follow-

ing:

(1) training and experience in a given entry job in the
plant;

(2) exposure to the work of more skilled workers (also
informal advice from a foreman or a skilled worker);

(3) incidental experience in the next highest job (during
incumbent's vacation or other absences);

(4) accumulation of seniority (providing the base for both
the incidental higher skilled experience and promotion);

(5) some specific training, usually in connection with
promotion, if it is needed. (The worker himself may in
some cases, by no means the majority, supplement this
by taking night school, correspondence scheol courscs .
or other off-job instruction.)

To these steps the Council added that of job-changing. Many workers
make the jump to higher skill classifications by the process of changing
jobs. This may occur during labor shortage periods, periods of new plant
expansion, et al, as well as during normal periods. The worker, having
many of the skills needed for the next step up is often able lo represent
himself, and get hired, as fully skilled. He does this concealing Lhe
gaps in his experience, and depending on the opportunity of acquiring the
lacking skills through self-training on the new job.

Taere is general agrcement Lhat Lhis highly informal melhod through
which the majority of US skilled workers acquire their skills owes ila
effcetiveness to two basic factors:
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(1) The existence of a substanlial body of highly skilled
workers alrecady in the employed labor force.

(2) lleavy incidence of secondary school cducation among the
young people entering the labor force., About 607 of all
17-year olds graduate from high school and about 80% of
all 14~ to 1l6-year olds have some high school education.
This educational foundation has provided a broad base
for later training. Some high schools do better than
others, but on the whole all of them provide students
with an opportunity to increase the skills which form
the very foundation for work. These skills consist of:

(a) the ability to communicate effectively in writing
and speech;

(b) hzndling elementary mathematical operations;

(¢) the ability to utilize knowledge in copying thor-
oughly and systematically with problems.

Moreover, from his secondary school experience, the
student acquires basic work habits. He lecarns to follow
a regular schedule, to meet performance standards, and
to respond to incentives in the form of grades, privi-
leges, awards and opportunities for fwrther study.

Courses of Action for lUnderdeveloped Areas: Elements of a Basic Program

As in the case of the other major phases of creating a manpower pro-
gram in support of economic development, a program of education and train-
ing (skill production) takes careful planning, money and time. Tt would
Ye n mistake, given the current lack of world knowledge on the subject,

Lo suggest that one and only one effective program for rapid skill develop-
m:nt is possible. There may be and undouhtedly are many paths to this
objrclive, The elements of a basic program which are discussed here, how-
aver, are those suggested partly by American experience, partly by the
direction which has been taken by certain developing countries, and in

parl by the demands of the situation in which most underdeveloped countries
ind themcelves,

a. The Significance of the American Fxperience

Insofar as the manual skills are concerned (and these constitute,
numerically, by far the largest calegory) the American experience indicates
that a highly developed and expanding industrial economy can be sustained
withonl the creation of extensive systems of vocational schools, or "trade
cchools" or for that matter, without a very heavy reliance upon long formal
apprent.iceship programs.
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The American experience suggests rather clearly that less formal
methods can be and are highly effective. These methods appear to have more
applicability to the problems facing developing economies than some alter-
nate possibilities. For one thing such countries do not have supplies of
skilled craftsmen and other workers who can be diverted as instructors in
large-scale out-plant vocational and trade schools in addition to those
needed to staff growing productive enterprises. In addition, it is in-
creasingly impractical, in a school, to teach a particular student how
to use a specific machine or do a particular job owing to the vast variety

‘of machines and techniques and the constant changes which cccur in tech-
nology. Furthermore, in a poor country the modern machinery nceded Lo
equip such vocational schools is much more urgently needed and will be
much better utilized on actual production of the goods needed by the

economy.

The relatively informal American methods depend for their success
upon certain underlying conditions. In these conditions lie clear guide-
lines to governments faced with the task of fashioning skilled men for
their developing economies: :

(1) Provision of a broad base for later training through
sound and thorough primary-secondary school education.
Tais basic "preparation for work" is as important and
as applicable in an underdeveloped country as in an
-advanced one.

(2) A basic cadre of skilled workers. Of course, if the
country had a large enough group it would have no skill
problem at all., The skill-short country, however,
needs to husband and utilize fully the workers which it
does have in constantly expanding the skill supply
through their help. All existing industries in an
underdeveloped country have some such cadres or nuclei.
For new industries, stop-gap measures can be adopted to
bridge the gap until a regular supply can be generated
(See section d below).

(3) "Praining-conscious" supervisors (from top administra-
tive to foremen) aware of their training responsibilities
and trained to carry them out.

(4) Labor mobility, both within the firm and among firms is
a crucial factor in the development of the skilled labor
force. The opportunity to learn through changing jobs
and through promotion is a powerful motivating force in
skill acquisition. The establishment of a strong Na-
tional Employment Service can contribute substantially
to increasing labor mobi ity among jobs, industries and
difrerent. labor market nreas (see Chapter E). Sound
personnel management can assure clear-cut, properly-
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structured lines of promotion, facilitating productive
in-plant mobility.

The education and training of professional, scientific, engineering
and administrative workers (as well as their sub-professional counter-
parts, the "technicians") follows somewhat the same pattern throughout
the world, American experience has no special or particular significance
in this area. Some suggestions touching on this skill-area, however,
are made in several of the sections below (these will have substantial
impact, particularly as suggested modifications in primary-secondary cdu-
cation are adopted and put into effect).

b. Providing a Basic Preparation for Work: A Sound Primary-

Secondary Education

(1)

—
i
~—

General

There have been protracted, if not too profound, con-
troversies in American education regarding the objectives
of the educational system. Should il prepare its pupils
for "life" or "life adjustment" or should it provide
"preparation for work"? Regardless of the merits of
the debate in the USA, it is irrelevant in an under-
developed country. In these countries undertaking the
tremendous tacsk of cconomic development with limited
resources, every efforl and every investment of time

and money must count. The objective of the educational
system must be clearly defined as basic preparation for
worlk, It is equally important that this concept be
clearly understood.

It is Not Intended To Be Specific Vocational Training

"Preparation for work" is not conceived of here as
specific vocational training. Since most manual skills
will be gained through work experience and training with-
in industry, the best preparation for work a student can
have is to acquire the skills which will make him eli-
gible for such training and facilitate his learning.

This essentianl adaptability and {lexibility is best
acquired by competence in the basic skills and subject
matter that can be used in the widest variety of occu-
pations. Refercnce here is to the basic common skills,
including the ability to read with comprehension, to
communicate understandably (both orally and in writing)
and to use arithmetical processes accurately, Comple-
tion of this preparation should find the student intro-
duced to, and with a working understanding (but not, of
course, full mastery) of the basic disciplines of mathe-
matics, chemistry, biology, physics, geography, history,
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(5)

and literature. He should in addition at this point
huve a good fund of general information, fairly sound
habits of application and work and to know fairly well
where his particular abilities lie,.

This basic preparation for work is equally essentinl
for people who will enter the "non-manual" skilled
fields by way of higher education or techrical train-
ing (doctors, scientist, engineers, et alj.

Isntt This Impractical or Academic?

The question mny be raised, as it has been at one time

or another in our country's history, "Isn't all this
basic preparation business a lot of academic nonsense,
particularly in relation to the manual skills?™ Why

not put the young to work or in apprenticeship as early
as possible without all or most of "this educational
fol-de-rol?" The simple answer is that it just works
batter the other way in an industrial or industrailizing
eccnomy. The few years that might be saved 1, a more
"practical" approach are badly offset by the less.r prep-
aration., After all, the studenis are only 12 to 17
years old at the end of primary school, and hardly prime
labor supply or .learner-candidates for industry at that
age. As a matter of fact, the two major industrial
powers, on either side of the iron curtuin, respectiveiy,
apparently have reached albout the same conclusions on
this subtiject by widely different routes. This is clearly
indicated in reviewing National Manpower Council's (USA)
"Policy for Skilled Manpower" (195Z) and the Off'ice of
Education's (HEW) thorough study of "Education in the
USSR" (1¢57).

How Much? liow Soon?

The amount of this basic preparation which an under-
developed country will be able to provide will, of
course, be governed by such factors as the magnitude

of the economic development program planned, its tim-
ing, the availability of capital and administrative re-
sources, et al. The amount, of educational plani must
bec planned in harmray with the overall otjectives,
priorities and target dates.

Qutline for a Practical Approach

Any approach adopted in an underdeveioped country
should take into account certain underlying factors.
Tne country is under heavy time pressure, its cilizens
arc truly "people-in-a-hurry." Iis resources for
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capital investment in gverything (inc]uding educational
facilities) are in drastic short supply in relation to
the development goals sought. The underdeveloped coun-
try faces a situation not too unlike that which eco-
nomically developed countries face in a time of war
medilization. Under these conditions every country
inevitably discovers that traditional methods can be
greatly speeded up and changed with no pgreat loss in
effectiveness. Tt also becomes apparent that human
capatilities and capacities for rapid learning are
usually substantially underestimated in normnl times.
Human Leings respond with unexpected celerity and
effectivencss in times of mobilization and emergency.

The approach suggested here, in the briefest terms, is
bared on these underlying factors, considered within
the frame of a country which is mobilizing in a very
rcal sense, not for war, but for the advancement and
well-heing of its people.

There is good reason to believe that the essential and
basic preparation for work could be provided in an in-
tegrated primary-sccondary process reaching completion
at what is 10th grade in American high schools, */

In addition to the academic subjects which form a part
of the basic preparation for work (see section b (2)
above), this 10-year system should include two aux-
iliary features:

(a) A good program of "Industrial Arts." In past
times called "Manual Training," this program is
intended to provide elementary knowledge of basic
tools and processes to all students. (As con-
trasted to vocational training, "Industrial Arts"
training is not intended to prepare young people
for employment in a specific occupation.) There
are two good reasons for inclusion of such train-
ing. It will be quite useful for the bulk of the
10-year graduates who will enter industry for on-
the-job or apprentice training. However, by far
the most important reason f'or such a program is
the wrgent necessity for changing the typical
fized attitudes of all educated people in

lonsiderably better utilization could be made of the limited fac%li-
ties and the student's time (than prevails in the USA) by extensions
of the school year, extra shifts, addition of half-days Saturday,
cte., where necessar, Lo the objectives sought. Students would com-
plete this work at the average age ol 15, assuming eniry at age 6.
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underdeveloped countries about manual work. Such
people generally regard all manual work as a lower
form of effort, undignified and requiring little
if any skill, It is essential to an emerging in-
dustrial economy that these concepts be substan-
tially changed. One of the most effective ways
to accomplish this can be by indoctrinating all
individuals during this 10-year educational span
with an appreciation and understanding of the
manual arts and so that they learn by first-hand
experience, the very real skills which are in-
volved. The courses should be specifically de-
signed and directed toward this end, to give this
work status and to stress the importance and the
dignity of such effort. The problem of raising
the status of marual skilled work will have to be
attacked from many points outside of the educa-
tional system; but it offers one of the most
promising vantage points for the effort.

(b) A strong program of Vocational Guidance is essen-
tial to achieving the maximum values for the econ-
omy from this period of tasic preparation for
work. It is highly important that each individual
is aided ir deciding, and selects the occupational
field for which he is best suited. Subsequent
training and education and finally the life-work
contribution of each such person will be immeas-
urably enhanced by the early and sound selection
of occupational goals. Such a program will re-
quire the fullest cooperation and aid from the
National Employment Service (see Chapter E), the
saveral statistical agencies (see Chapter D), and
the Central Training Authority (section 3 below).

At the completion of the 10-year course all further
training efforts should be sharply focused on provid-
ing specific skills (whether professional, technical

or manual) in the shortest possible Lime by mrthods and
means best adapted to these objectives. The further
steps in producing the necessary vocalional skills are
explored in section c¢ brlow.

¢, Development of a Body of Skilled Workers

Because of the wide differences in the ways the several broad cate-
gories of skills are produced, they are considered separately below.
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Skilled Manual Workers

Numerically, this is by far the largest of the several
road skill categories,

Having received a basic preparation for work in the 10-
grade institution described above, the members of this
group will ordinarily proceed immediately to employment,
It is here that they will acquire their vocational
skills, and because of their advanced preparation, will
be singled out by plant management for training in the
skilled jobs. They will acquire steadily inecreasing
skill in a wide range of occupations ns the result of

a number of different stages, personal efforts and em-
ployer actions,

(a) Informal Training

Tae "natural" or informal processes of learning
and acquiring skills which were examined in re-
viewing the American experience may be expected to
operate with great effect in this environment.
This group is composed of prime learner material
and it will he strongly motivated to progress.

(It must te assumed that the normal monetary in-
centives will exist to aid in this motivation.)

(b) Employsr Action on Training

Because the number of highly skilled workers in
the employed labor force will bLe vory, very small
by American standards, employers will have to make
up for the paucity of this "natural" resource of
informal on-the-job training.

This can be done by heavy development of, and
emphasis on, formal induction and cn-the-job train-
ing in order to assure maximum use of the existing
skilled cadre., Similar and equally strong action
can b taken to make the line supervisors "train-
ing conscious" and to train the foremen intensively
in their responsibilities for training, supervis-
ing and developing highly skilled men.

In cooperation with the educational authorities,
employers can aid the process also by arranging
for related instruction supplementary to the work
experience, to be given in the plant, or out, at
day time or night school. Similar arrangements
can be worked out for formal apprenticeships.
While skill in the majority of occupations can
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(c)

ordinarily be acquired equally as well by faster,
less formal methods, apprenticeship is indispen-
sable to certain highly complex occupations.

Government Action To Step Up Training Cutput
{Manning Table Preocedure)

In addition to its efforts in stimulating induc-
tion, on-the-job, off-job and supervisory training,
the government has available to it an additional
and useful lever to expand industrial training
activities substantially.

There was a device which was highly effective in
the WWII mobilization in the United States in
sharply increasing employer interest in and action
upon speeding up the training process, in a ra-
tional and well-managed fashion. It was called
the "Manning Table" procedure, and had its genesis
in the government's necessity to withdraw manyv
highly skilled men from industry fer the armed
forces. The government specified approximately
how many men would be withdrawn at set periods
from each major estabiishment. The employer wis
required to prepare a minning tatla, by specific
occupational categories, and prepare sprcilic
plans as to how he would train replacements, from
within the plant, to take the places of those who
were scheduled to be taken for the military.

There are striking similarities between the train-
ing problems facing a ccuntry motilizing for nco-
nomic development and one mobilizing for war.

The manning table procedure could, therefore, '

a useful and effective device in a developing coun-
try, as a major stimulus both to training and to
the orderly processes of personnel management
essential to planning and executing such training.
It would have particular applicability in indus-
tries marked for urusual expansion in the economic
development plans, The existing plants could be
used as "forcing beds" for the ever increasing
stream of skills required by the new establishments
coming into being. Planning #nd execution of such
a program can be implemented ty a suitable eco-
nomic incentives to employers and workers. The
program would be logically coordinated and directed
by the Central Training Authority (see section 3
below).
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Technicians (See section 1, a (2) for definition.)

The training of technicians has a particular imporlance
and urgency in underdeveloped countries. Since the
functions of most technicians are related to and di-
rectly support the work of professional personnel, it
is possible to multiply greatlly the effcctiveness of
scarce professional manpower by expanding the number

of supporting technicians. This augmentation can be
done much more rapidly and with much less educational
investment in this manner than by any other means.

Technician training is best done in specialized schools
established for this particular purposc. Entry into
the technical schools would be from the basic 10-grade
primary-secondary institutions. Because of the close
relationship of the work of each particular kind of
technician with the professional occupation which it
supports, cach technical school should be closely
associated with the university giving the related pro-
fessional training. Each such university would deter-
mine the curricula, length of training, standards and
other elements involved in the technician training,
subject to review of the Central Training Authority
(see section 3 telow).

High-Level Human Resources (Professional, Scientific,
Engincering, Educational, Administrative)

While the creation of these skills is treated last in
sequence, they are in fact the most important of all
and are central to economic development. In fact, the

‘achievement of economic development d~pends pretty much

upon the provision of the required numbers and kinds

of such individuals properly trained and placed in
government and private enterprise. All of the occupa-
tions involve the longest training time of any of the
skill categories. All of them require university
training as a minimum and in many cases extensive post-
graduate work in specialized institutions at home or
abroad, plus a considerable on-the-job or "internship"
or learning after completion of academic training prior
to reaching full competence in the profession.

The determination of the number ind kind of high-level
skills which need to be produced within the framework
of the plans (and the time schedule) for cconomic
development needs to be made by the Office of Manpower
Resources and Planning (or its organizational equiva-
lent). These determinations should largely control
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the number, capacity and the kinds of higher educational
facilities needed to meet the requirements.

Because of the shortage of all resources the optimum
utilization must be made of the scarce personnel and
facilities for higher education, and the output, of
necessity, must be geared closely to producing the
specific skills needed for development. This will in-
evitably call for almost exclusive emphasis on the
particular high-level skills indicated above, and a
great de-emphasis for many years in the futwre of 1ib-
eral arts, classical subjects, journalism, law and
oLhers without the occupational content required for
economic development.

In no other skill category is the time urgency greater
than for a vastly expanded production of the profes-~
sional, engineering, scientific, educational and admin-
istrative skills. The compressed 10-grade primary-
secondary school system is designed to provide a running
start to those who will go on to higher education and
the acquisition of the "high-level" skillas. With some
Adjustment in university curricula, full advantage may
and should be taken of this I=yonr head start.,

As suggested in scction b (5) alove, many things are
possible of achievement in a time of recessity of
crisis, which are not considernd feasible in a more
traditional milieu. The strained resources and the
cruel time pressures of the newly industrializing coun-
tries do not allow either for the relatively leisurely
pace of the West's higher educational processes, or all
of the traditional standards in which its professions
have wrapped themselves over the years. As UN's Com-
mittee of Experts so rightly put it in their repaort,
"Measures for the Economic Development of lnderdeveloped
Countries" (1951),

"We wish to draw attention te one point where
the training of personnel is affected. Tt is
impossible to reach the goals if only men of
the highest (formal) qualifications are to be
employed as teachers, physicians, dentists,
bridgebuilders, agricultural experts, or the
like. There must be a vast oublpouring of men
who have received no more than one or two yenrs
(specialized) training to work in spheres where
a four- or five-year training is usuvally de-
manded in developed ccuntries.......Economic
development will be held up it underdeveloped
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countries are compelled to adopt the expensive
sLandards of the more advanced countries.”

There is not a single line of preparation for these
"professional" level skills which cannot be shortened
and compressed very substantially to produce personnel
adequate to the job to be done, albeit falling some-
what short of traditional "western" standards. This
modification is a matter of the highest priority and
should be resolved as early in the development program
as possible., This can be approached through the use
of the job analysis techniques of the National Employ-
ment Service to get at and identify the essential tasks
and skills in each high-level skilled occupations.

The joint ef'forts of the Ministry of LEducation, uni
versities and the Central Training Authority (section
3 below) can then be brought to bear to plan courses
and curricula directed specifically and solely to
producing these essential skills.

Summary of the Essential Structure of the Educational-
Training Apparatus

The elements of a basic program for developing a skilled
work-force begin with the establishment of a 10-grads
institution providing a basic preparation for work
tarough a sound primary-sccondary education. This in-
sitution would graduate its students at the 15-16-year
age level. These students emerge equipped, in addition
to their academic preparation, with constructive atti-
tudes and appreciation toward skilled manual work, and
also as a result of vocational guidances have achieved
fairly specific decisions with respect to their occu-
petional poals,

The larger number of graduates will normally proceed
directly to on-the-job in-plant training in industry
(plus a small number into apprenticeships) designed

to produce high-grade skilled workers. Another smaller
group proceads to technical institutes of various kinds
designed to produce competent technicians in as short

a lLime us possible Lo support and extend the effective-
ness of the scarce doctors, scientists, engineers, et
al. The institutes would be attached to and under the
technical direction of the universities producing the
corrasponding professional skills. A third (seeded)
group of 10th grade graduates would proceed to pro-
fessional level education and training in educational
institutions, adjusted in curricula and method to re-
duce substantially the amount of time required to pro-
duce adequate levels of skill in preatly increased

guantity.
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d. Improvement and Expansion of Existing Skills: The Problem
of the Present and Near-Term

The preceding sections have dealt with the elements of establishing
a basic program for producing the skills needed for economic development.
Since these are all things "to be done" they lie in a future time frams.
Difficult as they will be Lo bring to fruition, there will be at least
some time in which to plan and carry out the necessary steps, insufficient
as that time may seem to the architects of development.

This contrasts sharply with the thorny problem of "today." In many
ways this is a far more difficult thing with which to cope. It is more
urgent, more important, as well as more difficult than any program of
action designecd to meet "tomorrow's" demands. For the very plans, insti-
tutions and programs for "tomorrow" have to be broughl into being and
constructed witi the high~level human resources®/ which exist today.

And with relativcly few exceptions these resources are in shockingly
short supply in most of the underdeveloped countries of the world.

This critical shortsge is the result of a number of causes., The
primary one, however, has undoubtedly been a failure to recognize and
understand that the development of physical resources--industrialization--
cannot be brought to practical fruition without the concomitant develop-
ment of managerial and other "high-level" skills. Today's alarming
shortages are the penalty paid for this lack of' recognition and the fail-
ure to plan yesterday for today. In far too many countries the curren?
supply is inadequate for the maintenance and minagement of' even the
threshold levels of industrialization which have been achieved to date,
largely through extensive reliance upon imported technical and managerial
skills,

What can be done to better utilize the present supply and to im-
prove its competence and effectiveness?

A number of steps or measures are suggested below. Few of them
have been fully evaluated as to their effectiveness in underdeveloped
countries. Most of them are generally conceded, however, to have made
substantial contributions to professional and managerial development in
more advanced countries.

These measures must be considered within the framowork of an impor-
tant, underlying reality. They are all based on the fact that the indi-
viduals who constitute the present, and insufficient, supply of high-
level okills are all working full time at these skills. With few

#/  This treaument is confined largely to the problems associated with
the near-term task of improving the high-level manpower skills
(particularly administrative and managerial) because of their
crucial importance to the whcle process nf economic development.
M.ny of the ideas (e.g., "counterpart" training) are equally
applicable to other skill categories.
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exceptions, the higher the skill the more overburdened the present in-
cumbents are likely to be. In short they are not available for any kinds
of improvement or training measures which will require protracted periods
away from their posts.

(1)

On~the-Job_ Training

On-the-job training is at once the most. practical and
effective of all of the methods, particularly as it
applies to administrators and managers at all levels.
(Professional persons, scientists and engineers who
come to their jobs after a long period of specific
vocational preparation can, ol course, be aided but to
a lesser extent than the managerial group.) On-the-
job training may take many different forms. In enter-
prises owned by foreign capital it may be made a formal
and systematic part of the training of every "manager"
from foremen on up. In new industrial enterprises
brought into being by foreign capital or foreign aid,
agreement may be reached for a system of "counterpart”
training, providing for on-the-job training of local
individuals in each of the key positions by the foreign
management. cadre brought in to get the plant into op-
eration. The local talent then replaces the original
group when trained.

Experts may bte brought into government or private or-

ganizations to provide advice and training on the spe-
cific subject of administration, or particular phases

of the management process.

One of the most extensive resources for providing on-
the-job training and administrators and managers is one
that sometimes goes unrecognized and has not as yet
been fully exploited. Reference is made to tie large
number of technical experts in dozens of specialized
fields who go to underdeveloped countries under U.S.
Government, sponsorship or that of private industry,
foundations and international agencies. While they

may not be fully aware of it, the great majority of
these sul jrct spacialists also have a good working
grasp of Lhe fundamentals of adminisiration and man-
agement. Some of these people discover early that if
they hope to establish their technical specialty firmly
in the host country it is necessary to devote as much
time to the vital management elements of organization,
planning, cvaluation and control in the host organiza-
tion as they devote to their particular area of spe-
cialization., Many specialists, however, either are not
fully conscious of their latent competence, or feel that
administrative and management matters are outside the
scope of their technical assignments.
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This untapped potential is much larger than is often
realized, and the amount of on-the-job training and
high-level resource development could be increased
greatly by focusing attention on it and taking steps

to exploit it more effectively. Pre-departure refresher
training for technical experts in the fundamentals of
administration, organization and management would be a
major step in this direction and would repay Lhe invest-
ment of time and money many times over. In addition to
making clear the importance of this facet of the assign-
ment, these responsibilities could well be made an in-
tegral part of every project description or individual
job sheet.

0ff-the-Job Training

For the reasons advanced previously, of f~the-job train-
ing for currently active high-level manpower must be
confined to relatively short periods away from the job
or during off-duty hours.

Establishment of evening hour special courses or sem-
inars in business or public administration in existing
institutions of higher learning is one method which has
had fairly wide acceptance. Similar classes and lec-
tures have been offered for scientists, technicians and
engineers for the purpose of updating their training
and keeping them abreast of advances in their fields.
Establishment of formal courscs in public administration
within larger government agencies has occurread in a
number of countries. The courses are held on excused
time or immediately after working hours.

Courses of relatively short duration (e.g., one to
three months) can often be accommodated without too
serious disruption to the job requirements of the in-
cumbent high-level staff. These may be organized
within their own country, or held at a repional center
in a neighboring country. A number of courser, work-
shops and other training projects 'n this category are
provided in the United States, e.g.:

Special "leader" workshops and training projects
in public and private management (such as the
VarJderbilt project, tax study project, Harvard,
et al)

Specialized confercnces and training projects de-

veloped by U.S3. professional associations jin col-
laboration with the universities (AMA, et al)
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Executive and supervisory training in indus-
tries in the U.S. (and other developed coun-
tries)

Individual and group training and observation
projects for management personnel, scientists,
technicians and government officials involving
work or study assignments in particular agen-
cies, industries or universities as well as
"guided observation" of other activities.

Other Devices for Improving the Effectiveness and
Utilization of Today's High-Level Human Resources

The formation of a professional association for manage-
ment within the country can be an extremely effective
device in bringing about increased interest in and
progress toward improved management in both private
industry and government. It focuses attention on the
problem, raises the status «f the practitioners, and
through its meetings, conventions and publications
provides for exchange and dissemination of practical
ideas in the meonagement tield. 1In addition to foster-
ing interest and discussion in the genecral problems of
administration and management such associations en-
courage the growth of etfective sub-groups devoted to
particular aspects of the field, such as industrial
relations; personnel management, production and mate-
rials controls, et al,

Other professional associations can serve similar pur-
poses for accountants and auditors, economists, stat-
isticians, marketing and sales executives, social
workers, lLeachers, el al in addition to various pro-
fessional organizations in the sciences and engineering.

There are ways of better utilizing the extremely limited
existing high-level staff resources. Jobs in under-
developed countries, even quite high-level jobs, often
tend to be made up of rather ill-assorted or illogical
combinations of tasks. Administrators in the higher
echelons ofien perform tasks and make or review deci- -
sions which should te within Lhe purview of function-
aries al the level of shop foremen or stockroom chiefs.
Vary great increases can be made in the supply of ef-
fective high-level talent, utilized on high-level work,
simply Ty a major reorganization of the work of such
individuals, delegating less complex tasks down the line
where they belong. 1In many countries where the institu-
tion seems to be unknown just the provision of such
useful office aides as personal secretaries would sub-
stantially relieve top executives of such present time-
consuming minutia.

-
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In the case of scientific and engineering personnel
similar increases in the utilization of high-level
talent on high-level work can be made by providing
technicians and skilled or semi-skilled helpers. These
in turn can often by upgraded from other jobs in the
same field, quite rapidly.

Broad avenues of progress in the more effective utiliza-
tion of high-level taleat can be opened through the
development of effective industrial relations programs
for improvement of selection, training, promotion and
compensation of such workers in both the pubtlic service
and the private sector.

Another device which may te useful in making the {ullest
utilization of scarce skill lies in the development of
professional consulting services to make such skills
more widely available, and to keep such individuals
employed full time at their highest capacities.

Better utilization may also bte obtained ty more spe-
cialized organization of the labor market for high-
level skills, including th~ usc of national ragisters
or rosters and other special placement devices; in-
cluding improved pooling and placement of' men retwn-
ing home from foreign training assignments. Follownp
can also te made of past graduates in sciences, angi-
neering, et al to identify those not utilizing their
spacialized training and to attempt to redirect them
to employment which will utilize these scarce skills.

Organizing for Skill Production: Central Training Authority

Comparisons have been made in preceding sections between the con-
ditions of full war mobilization in developed countries and the condi-
tions facing a poor country struggling to achieve economic development.,
Comparison is apt for the conditions are fundamentally similar. In re-
lation to the great and formidable tasks faced by each, they have these
things on common:

—-- There is more to he done than seems possible through human
effort.,

-~~ The pressure of time is remorsel=zss.

--- There is so little to do with in relation to the job to be
done.

And

~—- The penalty for failure is a national catastropho,
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Conditions of such urgency impose their own special requirements with
respeclt to the organization and disposition of the Nation's resources in
relation to the tasks at hand. They do in short, make necessary much
closer direction, control and guidance of the Nation's economy and its
people than would normally be the case under less trying circumstances.

In the field of producing the ckills needed for economic development,
for example, the choice of curricula, educational and training methods,
and determination of the numbers to be educated and training for specific
fields of work cannot be left to the chance decisions of municipal or
state officials, local school boards or individual plant management.,
‘ducation and training must be geared closely to the needs of the plans
for economic development and the manpower required to carry them out,
Industrial training must be similarly dirrcted toward the rapid output of
craftsmen and highly skilled manual workers needed to man the work stations
in the expanding ecconomy.

In order to accomplish these things some centrel administrative
mechanism is essential, such as a Central Training Authority. An organ-
ization of this kind might well constitute one of the principal adminis-
trative institutions in a manpower program. Its functien would be to
translate the decisions of the 0ffice of the Manpower Resources and Plan-
ning (see Chapter C) into effeclive educational and training terms, plans
and aclions. 1t would determine the need for new facilities or programs
to produce the numier and kirnds of skill called for by the development
program. It would also decide upon the modification or expansion of
oxisting tacilities.

The Authority would be responsible for appraisal and review of exist-
ing facilities and the adequacy of existing and traditional methods of
instruction and training. 1Its purpose in this would be to assure improve-
ment of curricular and training methods with the objective of securing
better occupational preparation for more people in less time.

In carrying out its role of planner, manager and director of "skill
oroduction" (under the overall direction of the Office of “anpower Resources
and Planning) the Training Authoritly would depend on either the force of
legislation or the power of the purse strings (or both) in order to
"manage" the flow ol raw manpower through the processes of acquiring the
tecessary voeational preparaticon,  Since the central government will have
to provide the lulk of the funds for expansion of the educationsl train-
ing system, the Training Aubhority will be able to make its decisions
elfective in many instances by this means alone. In other circumstances,
such as in administering a "Manning Table" program to pul industrial
training wder forced draft, it muy need both a fiscal carrot and a legal
stick.

The organizational position of the Central Training Authority will
be determined by a nunler of internal considerations in any particular
country. It protably would function best as an appendage of the Office
o' Manpower Rescurces and Planning. It might be placed in a Ministry of
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Education where such a department exists providing there is assurance
that it would not be muzzled or neutraiized by the influence of educa-
tional or training traditionalists or others in such a Ministry with a
heavy stake in the status que. As a general principle, the Central
Training Authority should not be Lurdened with the actual administration
of training or educational institutions or such., Its character should be
that of a planning, developmental, suparvisory and coordinating mochanism.

The need fo- some such ceutral administrative michinery cannot, to
over-emphasized. In akout every country engaged in a program of 2conemic
development this is one of ihe weakest and mnst poorly planned 1ni minagad
phases of the national effort., While a few countries do carry ocut pirts
of this essential function, none of them attack the protlem or a compre-
hensive basis. The lack of such machinery constitutes probably the most
serious barier to producing the number and kinds of skill- all owly
industrializing countries must have to achieve their economic goils.
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