TITLE PAGE

HUMAN RESOURCE PLANNING AS A
TOOL FOR MINIMISING PERSONNEL COST:
A CASE STUDY OF NATIONAL DIRECTORATE
OF EMPLOYMENT

BY

WURIM, BEN PAM
Adm. No.: MBA/ADMIN/4306/1993-1994

BEING A DISSERTATION SUBMITTED TO THE DEPARTMENT OF
BUSINESS ADMINISTRATION, AHMADU BELLO UNIVERSITY, ZARIA
IN PARTIAL FULFILMENT OF THE REQUIREMENTS FOR THE AWARD

OF MASTERS DEGREE IN BUSINESS ADMINISTRATION (M.B.A.)

DECEMBER, 1995



ii

APPROVAL PAGE

This Thesis has been read through and approved as having met the

requirement of the Department of Business Administration, A.B.U

Zaria for the Award of Masters Degree in Business Administration

(MBA) By: -

Mrs. M. Akanet
(Supervisor)

me"
Dean, Postgradhate School

A.B.U. Zaria

Date:

h+b0|00
A

. M., Abu-Abdisammad
iness Administration
nt, A.B.U. Zaria

p———— " —

~ .1t F Bl
P :n;;ﬂim;fﬁ;rx
3 Head,; B

.l‘l

External Examiner

Date: -




iii

DEDICATION

This piece of Research Work is specially dedicated
te God Almighty from whom all the knowledge,
wisdom, strength, health, life, inspiration and

other inputs needed for this Research are tapped.



iv

ACKNOWLEDGEMENT

Utmost in my grateful heart ia the radiating love,
providence, security, guidiance and all that the Lord Almighty
lavished on me before, during and after this research work.

I also acknowledge the debt of gratitude I owe to all
those whom God used to render spiritual/moral & financial
support, advices, criticisms or contributions in one way or
the other to my success in life; and in the writing of this
project. Space will fail me to acknowledge them individually.

However, my profound gratitude goes to the following: Mrs
M. Akanet - my project supervisor for advicing, correcting,
guiding and reading through the original draft of this thesis.
I must not forget to acknowlege the fact that she did not
hesitate to open the gates of her house and the use of her
telephone for contacts with her during the research period;
Justin James, Ayuba Padawa, Stephen Bala, Abraham Eluwa, Chall
Stephen Ndong, David Samuel and all other members of O.G.A.
(Only God is Ahlé)Fellowship who vigited, wrote, encouradqed
and prayed individually and collectively for me while I was in
school. I also acknowledge the love, support and prayers 1
enjoyed from bretl¥n of the FCS and Post graduate Fellowship
of A.B.U. Zaria.

I sincerely thank the National Directorate of Employment
State Coordinator, Mrs H.T. Chundusu, Mr. L.M, Daniel, Mr.

Mark Mato (my H.0.D.) for releasing and supporting my stay in



v
school. I also thank Mr. Yakubu Kadiya, Mr. Bernard Fayam,
Mrg. Esther B. Wurim and a host of others for making
themselves available to be used of God during thosge needy
moments in school.

I am greatly indebted to my brothers Messers Job, Luka
and Bitrus who courageously took up from where my late Parents
left in bringing me to what I am today.

Finally, I once more thank the Almighty God for taking
care of me all the days of my life and for making tI:his

research work see the light of day.

WURIM, B.P.

December, 1995



Vi

ABSTRACT

The absence of a well defined human resource plan drawn
according to the specifications of the National Directorate of
Enpl oynent has brought about short-ages and/or excesses in
human resources resulting into unmanageable and expensive
i mbal ances in personnel quantity and quality. The end result
I S excessive expenses associated with excessive turnover and
absent eei sm low productivity, I nefficient manpower ,
unproductive training progranmes and internal |abour market
i nefficiency. This research work therefore, has Dbeen
necessitated by the aforenentioned.

To tackle this problem a case study of the Directorate's
exi sting human resource programmes and strategies (if any) is
hereby undertaken with the aim of revitalising them and
t hereby reduce personnel costs and inprove perfornmance. This
is done by using a cross section of National Directorate of

Enpl oynent, Jos office as a sanple of the entire Directorate.

Both the primary and secondary sources of data have been
tapped especially through access to official records,
adm ni stration of questionnaires, face to face interviews, and
the observations and experience of the researcher. The
gquantitative data so collected is sifted, sorted and anal ysed
usi ng stati stical cal cul ations and observati ons.
specifically, the sinple percentage approach is utilised for

such dat a. Al so, where percentages can not be worked,
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quantitative data has been summarised in tables, figures and
charts. However, qualitative data, because of its nature, has been
grouped according to simlarity of occurrence.

Based on functional Human Resource plans drawn by experts as
reviewed in chapter two (2), a nodel plan is drawn and practical
situations/data of the Directorate are integrated into the nodel.
The outconme is a future oriented, conprehensive and integrated
human resource pl an.

In conclusion, the research prove:; to be very effective as a

surplus of nore than N26 mllion is declared. Al so, issues on
staff welfare, control, di sci pli ne, performance eval uati on,
redepl oynent, retirement, recruitnment and pronotion are

re-organi sed/revitalised to suit the practical realities of the

Di r ect or at e.

WRIM Ben Pam

Decenber 1995
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CHAFTER 1

1.0 INTRODUCTION

Human regsource is the mout crilical ol all ronouraes: al
the disposal of any organisation, whether private or public.
The right guality and gquantity of human resources is a measure
of an organisation's strength, security and Success;und most
organisations have recognised this fact. However, this
important resource could be very expensive to cobtain and
maintain if the right ‘'dose' is not administered. Most
organisations have not actually given thought to this fact and
as a result, their manpower costs have continue to escalate ‘at

N

alarming rates.

A look at past Federal Government budgets and actual
.expenditure sheets reveal that large sums of money is set
aside and gpent évery year for the payment of personnel costs
in Government Ministries, Parastatals and Agencies. T the
1994 fiscal year alone, Government spent N18 billion' to
cffset personnel costs. Another whopping amount of K20 -
billion’ is expected to be spent this year (1995) by the
Federal Government on'personnel salaries, wages and other
related allowances and expénses.

In a gimilor development, tho Nﬂtiona1 Dirnﬁrnrnrﬁ of
Employment (NDE) - a Government Agency is expected to spend.
about MW125 million..on its personnel c¢osts 1in the 1995

financial year! As a result of this high expenditure on
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.Eéfséhnél éalaries aﬁd other fringe benefits.of he National

Directorate of Employment, alot of thought provoking questions

readily come tc mind. Such gquestionsg are aus f[ollowa: |

1} Are these costs commensurate to the benefits derived.from
the manpower employed?

2} Are these costs justifiable? If no, then can these costs

be minimised and to what extend?

3) ‘How can these costs be minimised?

4) Is the manpower level of the National Directorate of
ﬁ&: Employment optimum in number and quality? If no, how can

this optimum number be arrived at?
5} Is the manpower as preductive as required?
6) Deces the workload justify such large spendings?

"Also, the prevailing economic recession and its tangent
effects on the Nigerian economy has brought about hardship,
reductions and delay in the releage of gsubvention to thé
Directorate by the Federal Government. Such reductons and
delays have continued to cause uupleasént situations to the
National Directorate c¢f Employment to the extent that if these
situations are not checked, all the pfogrammes/activities of
the Directorate will be grounded.

. As a result of these aiarming threats and thought
provoking questions, it has become very. necessary for a
careful research into the ways and means of drawing personnel
programmes that will not only absorb these shocks but help

reduce the root causes of these shocks in the Directorate. To
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adequately preofer solutions to the above mentioned problems,
interest has been aroused to prepare a future oriented,
comprehensive and integrated human resource plan for the
National Directorate of Employment.

In essence, this research.work will analyse the present
persconnel programmes of the .Directorate,. improve gsame O©r
generate new programmeg that will be congruent with the
present economic reality of the country and also provide
answers (solutions) to the aforementioned questions. TIn doing
this, standard manpower planning technigues recognised world
wide have been utilised to prepare a human resource plan whose
main aim is to minimise costs.

1.1.0 STATEMENT OF PROBLEM

The absence of an effective human resource planning
process in the National Directorate of Employment has brought
about shortage&dor excegses of human resources and these
imbalances have become unmanageable and expensive. Motreover,
excessive expenses associated with excessive turnover and
absenteeism, low productivity, ineffecient manpower and
unproductive training programmes have bhecen in the increage.

This absence of a weli def ined human resource plan drawn
according to the Directoirale's :.;pn_-c.:ili-uhll fons is responsible
for the unceoordinated personnel costs; low productivity, low
turnover and high rate of absenteeigm, and the internal labour
market in efficiency. Yet pergsomnel coct is very high., Thig

is the background of the preoblem of this research study to be
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éddfessed by attempting to offer sslutions to this very
problem that negatively affect the performance of the
Directorate.
1.2.0 OBJECTIVE CF THE STUDY
The main purpose of the study is to develope an effective
human rescurce plan for the Directorate that will "reduce
personnel costs by helping management to anticipate shortages
or surpluses of human resources and Lo correct these
imbalances before they become unmanageable and expensive®.’
Also, the study is intended to:
"a) Provide a better basis for planning employee developﬁent

that makes optimum use of workers' attitudes.

b} = Improve the overall business process

c) ‘Reduce turnover and absentteism, and increase
productivity. |

d} Develope productive manpower programies

e) Provide tools for evaluating the effect of alternative

human regource actions and policieé of the Directorate.
f) Aid the systematic realisatian_of personnel objectives by

‘management and persconnel functionaries.
1;3.0 SCOPE AND LIMITATIONS QF THE STUDY

“The study has consciously and/or unconsciously built some
boundaries for itself in order to ensure that the regult
anticipated is made meaningful and useful to the organisation

under consideration. .. o : o
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‘There are several other tools that an organisation can
uge to minimise costs generally and personnel costs in
particular, this study however, has restricted itgelt to the
use of human resource planning processes to bring personnel
cost to an acceptable possible minimum in relation to
performance.

‘Although, increases in personnel costs is a commen
:phenomenom in almest all Government Minlstries, Parasbaltals,
‘Agencies and private companies, this study 1is strictly
rgstricted to the National Directorate of Employment.

.Since planning 1ig a matter of i‘“éviuwing rathwer than
previewing, the study is specifically restricted to a-two yvear
period: JANUARY 1996 - DECEMBER 1997. It is expected that at
the end of this period, this human resource plan should be
.updated to take care of changes in cverall corporate plans and
objectives'of the organisation.

In the course o¢of the research work, some draw backs
{which could héve negative bearing on the conclusions of the
.study} were encountered viz:

a) Historical Foundation. As already noted, planning is a
matter of reviewing rather than previewing, as a result
this research utilised some past happenings in the
Directorate az base cdata. The conditions, situations,
prospects and problems that characterisged the
Directorate's past may change covertime. Therefore, the

utilisation of such past information and data as a
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:Starting pocint may make-dr mare ghe conclusion of the

study.
b) ~ The Nature of Human Beings. This research work 1is
| centred on planning human beings.and/ur plamning fov
. human beings. Human beiﬁgs been what they are, are
ihconéistent and unpredictable to the extent that a well
intentioned, comprehensive and reasonable plan can be

viewed by them as irrational, vindictive and ill -

intentioned. As a reoult, thig regsecarceh has at diffFevent

.stages been forced to make/take fel#ible.decisions, pdi{cies

and programmes.

cl Scarcity and Delay in the release_ of Funds. The
unprecedented delay in the release of funds by the
Federal Government to the National Dbirectorate ot
Employment also posela problem in planning for human
resource programmes like training and development,
recruitment and selection, placement, compensaLion,
retirement, etc.

1.4.0 SIGNIPICANCE OF THE STUDY
Primarily, the research will be of great ﬁalue to Ehe

management of the Naticnal Directorate of Employment being

that the findings of the study will help reduce personnel -

costs and thereby avoid virement of funds from other subheads

to pay staff salaries and allowances or even delay the payment

for some time.
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The study will also be beﬁeficial to management of the
Directorate becausge there will . bec improvement.g in
productivity, reducticn in employee turnover and absenteeism
rates and a general increase in efficiency. o

Also, the study will boost staff morale as proper
planning will 1lead to prompt settlement of medical bills,
night and over time allowances.

Since the National Directorate. of Employment i# a
Government Agency, similar agencies like the NYSC, Directorate
for Food, Rural Roads and Infrastructure (DFFRI), NEPA, NITEL,
NIPOST, Nigeria Airways, etc stand to gain from the study.
Caution must however be exercised in trying to adapt the
findings of this Research study to  other similar
organisatiocns. This is because of variations in corporate
plans, objectives and cotehr personnel data.

Lastly, the country and its citizenry stand to gain from
the expected results of this research study. A well planned
human resgource increases not only the strength of the
organisation but increases the cverall security and prosperity
of the mnation and improves the living standard of its
citizens. It is therefore hoped that this study will improve
the living staﬁdards of Nigérians and the economy in general.
1.5.0 DEFINITION OF TERM# | |

. Some words and terms ﬁill be fréQﬁently used in this
study. These words and terms may be technical in nature or

‘may have meanings other than their ordinary every day usage.



8

Care has been taken ta give their procine moating as thoey

relate to this study. They are:

1.5.1

Human Resources. Human resources accouvding t£o the
Webster's new 20th century dictionafy of English,
are the "persons employed in any work, enterprise,
service, egtablishment, etc". In this gtudy, human
resources refer to all the persons employed, either
on temporary or permanent basis to work iua the
Directorate. Also, in the study, Human résources,
personnel and manpower are used interchangeably.
Personnel Overhead. TFhis is the general teim used
for all human rescurce cogts that have NO direct
bearing on direct labour. It includes wages and
salaries paid Eo inspectors, supervisors or
foremen, material handlers, administrative and
sales staff. It is not directly linked with units
of production.

Human Resource Programmiﬁg. .Glueck (1982) asserts
that human resource programming is the process of
translating objectives into human resource
activities'.

Human Résource Planning. Glueck (1982) seesg human
resource planning as the process through which
organisational goals, as put forth in mission
statementgs and buginess plans, are translated inte

5

human xresource objectives.... Human resource
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planning helps .gb "eﬁsure that organisationy aye
ﬁeither' over nor under staffed, that the right
employees are placed in the right jobs at the right
time, that the organisational and euvironmental
change 1is anticipated and adjusted to and that
there 15 direction to an integrated set of
personnel pelicies and activities.

Environmental Scanning as used in this study is the
indepth analysis of external factors like economic,
government/legal regulations, union
interest/expectactions and societal expectations
that affect the ﬁery existence of a business. It
also includes an analysis of the factors that have
bearing on the organisation such ag: strategic
obiectives, financial conditions, technologies
employed, productivity, costs, compliance, employee
work a;titudes,‘etc.

Recruitment amxd selection, Glueck {1982) gsees
recruitment as the set af activities that seek and

attract job applicants with necessary knowledge,

skills, abilities and motivations to offset
shortages identified in employment planning. To
him, gelection isgs the ©progess by which an

enterprise chooses from a pool of applicants the

person who best meet the selection criteria for the

position available, given current environuental



10
cdnditions.ﬁﬁ:
Performance Appraisal. It ié a system (formal) of
measuring outcomes and job related behaviours of an
employee to know how and why the employee is now
performing on the job and how he can perform better
in the future to benefit himself, the organisation
and the society. | |
Compensation. Compensation as uéed in this
research means the activity through which
employees! contributions are evaluated inorder to
share fairly direct and indirect monetary aﬁd non
monetary rewards according to the companiesg ability
to pay and as stipulated by law. There are two
types of compensations - direct compensation which
include the basic pay and the performance based
pay; and the indirect cowmpensation which includes
pay for time not worked, protoction programmes and
employee services. '
Training and Development . this 1g an attempt by
the organisation to improve the present or future
performance of the employees through learning. The
main aim is to remove performance deficiencies.
Manpower inventory. This is the assessment of the
quality and quantity of exiscing'skiils, abilitiesg,
training, career interest, education and

preferences of the employces working in an organisation.
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Manpower Demand and Supply Forecasts. Manpoﬁer
demand forecast is the estimation of the quality
and quantity of employees needed for a given period
of time by an organisation. Whereas manpower
supply forecast is the estimation of the quality
and quantity of employees available internally or
externally te - an organisation for

utilization/employment.
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CHAPTER 2

REVIEW OF RELATED LITERATURE

2.0 INTRODUCTION

Many Human ﬁesource experts at one time or the other have
developed different methods of human resource planning. As a
result, there are different approaches currently in use. They
-vary from fairly simple qualitative methods based on
individual or group judgements to highly complicated wmethods
involving sophisticated statistical technigues and
computerisation. In Nigeria, most especially in the public
sector, manpower planning is governed by intuition rather than
prediction based on sgscientific numerical estimaces ol
wastages, transfer, promction, cost of absenteeism, etc.

To set a theoritical framework for this research, this
chapter has reviewed the works of some experts in Human
resource planning and related fields. The experts include
sociclaogist, an academician, a personnel consultaﬁt, top
persénnel managers, & business statistician, ete. who at one
time or the other have been confronted with problems of
planning the human resources of theilr organisartrions. At thg
end, a summary 1is drawn to highlight similarities and
important dissimilarities. It is expected that this summary
will form the 'bage model' to bhe used in drafting a Human
_resource plan for the National Directorate of Employment. The

articles are:
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2.1 PERSONNEL PLANNING - A STRATEGIC VIEW BY J.M.M de SWART

(1978}

A sociologist by training and a personnel worker by

profession, J.M.M de Swart was Head of Personnel and
organisation department at the Kon Machine Fabriek stock,
Hengelo, a large operating Dutch company. He witnegysed all
the company's trying times during his eight (8) yuaré of
‘active service to the company and in 1975 he joined Akso,.
another big company. De Swart, backed with an indepth
knowiedge and experience on personnel planning wrote the
article: "Personnel Planning - a strategic view" in 1979,

In his introduction, De Swart agreed that "Personnel
Planning is the field of dilemmas: human beings are cause and
result, subject and c¢bject of planning”"'. The central theme
of his research article deals with the question - to what
extent is personnel planning equal to or exceed material
{inventory) planning or financial planning? According Lo him,
ne difference exigt hetween personnel planning and other typeé
of planning. He asserts that “"the forecast of manpower needs
is part of the total corporate plan and should be placed on a
level with other plannings of production tcools, ‘such  as
materials and investments"’. I |
JMM De Swart's Human Resource Planning Process - This planning

.process is made up of three elements or partial plans namely:

.
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PLAN A

The perscnnel needs plan. It is based on corporate and

organisation plans. According to De Swart, these plans take
into consideration the number .of directly and indirectly
productive employees, the level of education and training,
etc. | |
PLAN B
.The internal labour suppiy resulting from a careful énuuy of
the characteristics and perscnnel preferences, education,
training, experie,nce and si{ills of available personnel or the
‘basig of ‘'rating and career dexmlopmen.t systems'.,
PLAN C
The personnel plan - it outlines the differences between
supply and demand of human resources and showing how stch gaps
- if any - rcan be bridged.

De.Swarts’ Plan C above provides the bedrock upon which
other plans covering recruitment, dismissal, training and
development, etc are based. The relationship existing between

the three partial plans or elements of the personnel planning

process i1s shown in figure 2.01 Below.
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2.1 Inventeory Current Personnel
Strength
1.2 Organisation Plan 2.2 Career Possibilities
' Available Personne

1.3 Personnel Needs Plan 2.3

3.1 PeFrsonnel

Inventory Supply of Manpower

Elan

3.2 Pull
Activites

3.3 Development &
Maintenance
Activities

2.4 Push
Activities

Make Activities:

Activities Aimed

Break Activities:

etc.

Education x at introduction, Check on

Training Job cooperation, work Recruitment,

rotation structuring Gradual Reduction
of Training
Rudget

Buy Activities: Researches into sell activities:

Recruitment & Labour Market, Dismiss, External

mediation

Selection studies,

Figure 2.01: The Personnel Planning Process

Source: De Swart, JMM. "Personnel Planuing - A strategic
velw", Long Range Planning Vol 12, June 1979, Pp
10. . -

De Swart went furtehr to explain the successive stages in hig

planning process as shown below:

1.1 CORPORTATE PLAN - This plan reveals the developments and

objectives of the organisation as they relate to products,

markets, etc. The personnel aspects of this plan include the

development of the level of labour costs; developments on the

labour markets (national, regicnal, local); deveIOpments'in

soccial law (joint consultative committees act, etc) and

general social developments {mcbility, working hours, shift

work, etc).
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ORGANISATION PLAN

This reveals the gtatus of the organisation today and
what it will be in the future. This include changes in
the .organisation structure, procedures relating to
continuity and communication, changes in jobs ag a result
of product policies, antomation and changes in
organisation principles under the influence of internal
and external develeopments (delegation, autonomy) .

PERSONNETL, NEEDS PLAN

" The outcome of 1.1 and 1.2 above provides data relating

to the guantitative manpower needs which include number
and type of productive personnel, numnber and type of
employees in supporting departments, gualitative
standards for key jobg and management style.

INVENTORY CURRENT PERSONNEL STRENGTH

Here, a manpower inventory is taken based on age and
seniority, turnover and absenteeigm data, function

classification and function data, level of education and

traning, development of department size, etc.

This include promotables' wishes, rating results,
occupational resettlement, retraining, supplementary
training, individual demotion and external mediation.

INTERNAL SUPPLY OF MANPOWER

On the basis of 2.1 and 2.2 above quantitative and

gualitative appreoximations of future supply of manpower
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-can  be made, for example, number and level of

promotables, wishes in reaspect of job rotation and career
plans and possibilities.

THE PERSONNEL PLAN

This plan highlights the activitieg designed to make
carter for quantitative and qualitative manpower
shortages and excesgses.

PULL ACTIVITIES

Where internal supply is insufficient to meet the needs,
then 'make activites' like Education and Training can be
engaged in.

DEVELOPMENT & MAINTENANCE ACTIVITIES

Closely related to 3.2 is 3.3 which is the area of study
and regearch, work structuring, cooperation, ato
depending on the management philogophy  of the
organisation.

PUSH ACTIVITIES

Where internal supplies of manpower is higher than the
needs, 'break activities' such as check on recruitment
(embargo) , gradual reduction of training budget, etc can
be applied or 'sell activities such as dismissl can be
employed.

J.M.M de Swart also mentioned methods used in forecasting

personnel needs viz: experience and intuition, and objective

methods which include different gstatistical and operation

research techniques as discussed in 2.5.1 below.



18

2.20 HUMAN RESOURCE PLANNING: THE LINK,BY GEORGE T MILKOVICH.

(1980)

George T. Milkovich (1980) while revising William
Glueck's bock - "PERSONNEL, a diagnostic approach"’' raised
four fundamental gquesticns on human resources which he
answered by a four stage human resource planning process. The
Milkovich questions are:

1. Where do we want to be? A good answer to the gquestion
will involve egtablishing human rescurce goals which
conform to "the objectives and mission of the
organigation, the condition found in the external
environment, and the interests, skillg and attitudes of
our employees"!

Where are we now? 'l'o answer this guestion, an aialysis

b3

of the current employeeg, their skitls, attitudes, work
behaviours, interest, etc must be made. It also involves
an analysis of the work to be performed, and its design
and organisation intc meaningful jobs. The individual
‘employee should also match with the work to be performed.
3. How do we get to where we want to be? The utilization of
personnel decision making and programming will take the
organisation to the desired goals. Programmes to be
designed include thoge that will "increage, unit
productivity and employee’ job performance; ensure
employee compliance with Jlegislation and societal

expectations; control costs and solve any current or
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anticipated employee problemg"*

How effective were our actions? Answers ﬁo this question
will evaluate the outcome of the personnel programmes
executed in question 3. to check if actions taken were
able to accomplish the human resource objectives ser in
gquestion one and to check any new problem(s) that might
arise.

Baged on thig four basic questionsg, Milkovich developed

a four stage human resource planning procegs asg shown in Lable

2.01 below.

Taaue Niagnostic Process

1.

tO t-";-i'.

Where do we want Scanning external enviromment

Foeonomice condit iong, govi, /legal reaulat fons,
union interests/ Cxpocbal founs, Societ ol
expectrations. .

Analyse internal organisation enviromnent
Strrareqgic chiectives, financial conditions,
rtechinologies employed.

Establish H.R. obijectivey
Productivity, costs, compliance, employee
work behaviours.

Assess Current haman resource copditions
Evaluate current emplouyees ;.

Analysge current jobs.

Assess match between employees & Jobs,

3. How do we get to Generating and evaluating H.R. Prograius did
| goals? acrions

Productivity, perfoermance programming,
Staff and allocation prograuming
Compliance programming

Problem area programming

4, Egg gig we EDE Monitor & Evaluate H.KE. results

Table 2.01

Source: George T. Milkovich, Glueck W., PERSONNEL, a

diagnostic Approach as revised by Milkovich, G.T.
(Business Publications Inc. Plano, Texas} 3rd
Edition 1980. Pp 86.
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2.30 HOW TO TIE HUMAN RESOURCE PLANNING TO STRATEGIC PLANNING

BY EDDIE C. SMITH {(]983})

Eddie C. Smith was vice President, human resources and
Public Affairs at Robbins & Myers Inc., a panelist at AMA's
Human resource conference and a Reknown writer on Human
resoﬁrce management.

In his article tittled ‘thow to tile human resource
.planning to strategic buginegs planning', BEddie Smith (1983)
pointed out that the "human resource planning process is a
continuing one with no starting or stopping point... and it
mist be tied to the apporpriate ac£i0n3 and schedules utilised
in the strategic planning process"®_.

On the 'how to do it' question of human resource

planning, Smith enumerated the following steps.

1. OBJECTIVES - The starting point in Smith's human resouce
planning process is the development of policy statement
which describes what the pregramme would Llike ¢to

accomplish.

2. ASSUMPTIONS. In order to suit/fit a human resource
. Planning program to a partiéular company or organisation,
some éssumptions must be made about the organisation's
future. These assumptions will ineclude the degsired
future growth rate of the company, the extent of reliance

on external employment wmarket for future skills, the
effect of external factors {e.qg demographics) on the

company's plans; the appropriate balance between future
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human resource needs and current financial constraints,
and the extent to which the company's future could he

limited by human resources Vs capital respources.

ORGANISATIONAL RESPONSIBILITY This involves the

devcl&pment of a "strategic human resource planning
concept which allocares specific roles, authorities and
responsibilities to corporate human resoutce departwment,
divisional human resource department, local H.R staffs,

line managers and the individual employee"’.

INVENTORY OF EXISTING RESOURCES. A gtock take of
exisgting manpower has to be conducted tor the
organisation. This include the identificaticn and

analysis of workforce demographics, preductivity, etc.

PROGRAMME DEVELOPMENT. At this point of the human

regource planning prdcess, the inventory of existing
programmes will reveal to you what additional ones are
needed. To know what additional programmes are needed,
Eddie Smith viewed the process over a three year period
where employee data from the preceeding year becomes the
base data for the current year. Also, programﬁes
developed in the preceeding year are applied in the
current year and are modified for the coming vyear;
operating plans developed in the previous year are
implemented in the current year and new plans are

developed for the subsequent year.



23
The gecond step in programme devalopment is to
relate the different human resource planning activities
to the appropriate actions and schedules utilised in the
strategic business planning process. Tc achieve this,
Eddie C. Smith gave steps to be followed.

6. AUDIT. As with cother rescurce utilization and control
functions of a business, the human resource planning
process must be audited. Alsc, inorder to insure that a
value 1s returned to the company for its expenditure of
time and money, the H.R, planning'proéess must be audited
for timeliness and guality.

Eddie Smith, in conclusion, suggested that to achieve a
funcﬁional H.R. Planning Process, top management must be
committed, the programmes must be adoéted and applied
gradually but seriously and positive changes should be
expected. | | |

2.40 STRATEGIC PLANNING FOR HUMAN RESOURCES - LETS GET STARTED

BY ASSIST. PROF. STELLA M. NKOMO (1988)

" 'Nkomo, pussled by the incomplete practices adopted in the
use of human resource planning process and thereby reducing it
to an unproductive management activity instead of an importanﬁ
component in the overall strategic planning process of an
organisation, laid down a basic but complete frame work for
strategic human rescurce planning system.
| She viewed planning as consisting of three seperate but

inter-related activities which include: (1} establishing
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objectives; (2} developing strategies; and {(3) formulating
specific plans and programmes to achieve objectives. These
activities can be achieved by the use of gix essential

. elements in a strategic human resource planning system. They

include: ) | )

1. Environmeﬁtal Analysis ~ This step involves the
systematic identification, and analysis ‘of trends and
forces in the environment which affects the management of
the organisation's human resources. For strategic human
resource planning to play a proactive role in the
strategic planning process, a huaman resource baard
ENVIRONMENTAL SCANNING system that reviews changes in Lhe
technological, economic, socio-cultural, legal/regulatory
~and labour market environment must be carried out.

2. Analysis of Business Objectives and Strategics - The
overall business objectives and strategies ol an
‘organisation must be analysed becauge human resource
objectives and strategies are largely derived from them.
In the analysis of corporate cobjectives and strategies,
the corpbrape level portfolio planning (what set of
- business are we into?); the business unir level plauning
(how to compete in a particular industry or
-product/market ‘segment) ; and . the funectional 'levei
{(production, financial, Human regource) planning should

"be carried out.
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Internal Human Resource analysis - This is an assgessment
cf the present human resource position in  the
‘organisation. there are two dimensions in this analysis
- Micro and Macro. The wicro analysis include the
examination of the current number of emplayees, their job
related skills, dewmorgraphic make up, performance
{(productivity) levels, potential performance and work
attitudes. The macro analysis 1is on variables like
organisation climate and culture, organisation structure,
guality of work life, trends in absenteeism and Lurpovel,
and the current status and effectiveness of current
:functional area personnel systems.

Forecast Future Human Resource Demand -~ According to
Nkomo, future human resource demand forecast based on
traditional methods like replacement charts is "largely
confined o providing a supply of employees as
replacements for existing'business strategiesg rather than
"anticipating the impact of future busginess strategies on
human resource needs. A strategic perspective requires
“both a quantitative and qualitative forecast of humaﬁ
resource demand. The end result should be not only a
projection of staffing needs (nuﬁber of employees for
':_each job category) but an understanding of the
qualitative mix that is needed to accomplish strategic

objectiveg"®,
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5.:: Generating and Developing Human Resource Strategies and
Objectives. This element involves the combination of
data from previous elements to develop human resource
objectives and strategies. Cnce cbjectives have been
'defined, key programme activities like recruitment and
selection/gstaffing, training and development,
compengsation and appraisal sghould be put in place for
achieving the cbjectives.

é; Evaluation and Review. A formal evaluation and Review
Praocedure that reviews and monitor the result of liuman
resource programming activities developed in step 5 above
should be put in place. The review should include
comparisons between  actual Vs  planned staffing

" .requirements; productivity Vs established gecals, actual
personnel flows (turnovers, absenteeism promotions, etc)
Vs desired rates; functional personnel programmes
implemented Vs planned programmes, labour and programmues
costs Vs budgeted amounts; and Ratios of programmes
results (benefits) to programmes costs.

The evaluation and review step is not only suppose to
"measure the costs or benefits attained from particular actions
or compeonents but to also assess the impact of a total human
resource planning system.

2.5.0 HUMAN RESOQURCE FORECASTING

The further into the future it takes to plan human

regsources, the greater will be the degree of uncertainty of
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the number and types of employees available or necded Lol
employement both within and outside the organisation. To
effectively plan for human resources therclove, foreocasts of
both the internal and external demand and supply of manpowed
must be made. Forecasting 'l.tE{JIIIl_L{JIIL 5 Lhat have becen devel oped
to cope with an organisalion‘u human resource demand, 1ts
internal supply and both the external demand and supply are

hereunder discussed:

2.5.1 FORECASTING THE INTERNAL DEMAND FOR HUMAN RESOURCE
The most commonly used techniques in forecasting the

internal demand for human regources include the expert

forecast, conventional atatistical projections and computer

gsimulations and modelling as discussed boelow.

: £ EXPERT FORECAST - DELPHI TECENIQUE
The delphi technique is a subjective method used to
predict future personnel needs of an tu‘q.n'li:':.Lt'iUIi by
"integrating the independent opinions of experts"”’.
Schular (1983) explains that the technique "involves a
‘large number of experts who take turns at presenting
their forecasts and assumptions. An intermediary passes
each expert's forecast and assumptions to the others, who
then make revisions.in their forecasts. This procegs
continues until a final forecast emerges. Thia final
forecast may represent specific projections or a range of

projections depending on the position of the experta*'.
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2. . CONVENTIONAL STATISTICAL TECHNIQUE - SIMPLE LINEAR &
MULTIPLE REGRESSION (LEAST SQUARE METHOD)
.This method has been adopted by this regearcli work bto
forecast direct labour employment needs which concerns
only the programme departments of the Directorate. This
is because the level of activity in the programme
departments can be gquantified or converred to rhe number
of beneficiaries selected, placed and monitored by the
programme departments. The recruitment & selection,
placement, monitoring and inspacﬁian forms the main
workload of these programme departﬁents and as such it
-forms one of the variables to be used in the regression
analysis. | | |

In simple linear Regresgsion (ieaét square method),

é forecast of future manpower demand 15 based on past
relationship betweeﬁ employment level and a va;iable
related to employment. For example, the number of
_beneficiaries supervised (x) determines the nuwmber of
pergons needed for employmént (i.e internal demand], Y.
As a social gpervice organisgation, the research consideré
the number of beneficiaries recruited and selected,
trained, placed and Bupérvised/mouiLored as blhie oulput ul
N.D.E and it is therefore used as a simple regression
base to forecast demand for human reséurces.

.The computation is represented by two simultaneously solved

equations'' given as:
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SR _ n h n-
b, = IIE XY - (E xi) (E Yi)
: ' i=1 _ i=1 i=1
1
n I
I (T L)
i=1 ' - i=1 :
Ibo =y - b x . . .. . .'... Ce e e e e e e e 2

Where:
bao = Coefficient of y intercept
b, = the slope used in predicting y

X = number of beneficiaries, selected, trained,
placed, monitored/supervised.

'y = manpower demand (number of persons needed for
employment) .

vi = actual value of y for chservation

xi = actual wvalue of x

n = number of samples used in.thé fofecast
¢! | ' n -
y = 2: vi; and x = 2: xi
i=1 i=1

The simple linéér.gégression fieast square method) is very
effective in.forecasting internal manpower demand where a
single quantitative independent variable - number of
beneficiaries (x) is used - to predict the quantitative

dependent variable - number of persons needed for employment
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(y).l However, where there are mare than one dependent
variables to be used for example, nunber of beneficiarieu,
productivity, turnover, absenteeism, etc. this method becomes
ineffective and gives room to "multiple regression model - one

which could utilige several explanatory variableg (x,,
xp....x;) to predict a quantitative dependent variable (y).
If the least squares method is utilised to compute the gample
regression coefficient (bo,,b, and b,) we will have the

following three normal equations"'::
n B . n o n

: .l
yi = n b‘, + b] E X,i + bz L }C.?.i . . - . . . . . 3
i=1 . . i:l i=1

It
E xi yi

t)23x1 + blﬁ: X1 + b, Z: X1l %1 c 4

i=1 i=1 . -, i=1
I o nTHeyh_ n I S .
'Ele}Il:bDE 1+b,Ex1x2 E i .. .. . .. 5
i=1 ©od=l - o el

1=1

3. COMPUTER SIMULATIONS AND MODELLING

The most common packeges z-‘avai..‘[ab]e for use when
"developing regression models for business, appllcatlonu are
the Statistical Analysis System (SAS) (Reference 11 and 18},
the statistical package for the social sciences (SPSS')
. (Reference 20), and Minitab (References 12 and 17)"".
Usingbany of the three packages, the values of the three

sample regression coefficients in eguations 3, 4 & 5 may be
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Dbtéined. That 1s to say that the computer can be used to
effectively forecast internal manpower demand even when there
are many dependent variables. o
2.5,2 FORE TING THE INTERNAL SUPPLY QOF EL

The next step after developiné'an accurate human resource
demand forecast for each job is to project the number of
persons with the .right skills avallable within the
organisation to meet this demand. The conventionai
statistical technigues used in manpower demand forecasting can
be eqgually used 1in projecting the ‘iuternal supply of
personnel. However, most projections ot labour and démand are
short range (such as the one contained in this research) and
are done for the purposes of budgeting and personnel costs
.control. Because this research 1s short ranged {2 years),
skills invéntories and replacement charts are utilised.
_1. _ SKILLS INVENTORIES
Green law (1979) observed that:
a =skills inventory 1isg device for Pinpointing
information concerning an individual with respect
to his suitability for different jobgs, for oxample, -
it may consist of the following data: age, address,
health, educatieon, willingess to travel, experience
in present and previous jobs and foreign languages.
If management has quick access to the skills of all
of its employees, the organisation will gain by

being akle to pick the 'best' gualified individuals
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2.:5.3 T AL D S '

To improve human resource decision making, an
organisation must also be concerned with its external demand
and supply human resource conditions especially within the
industry and in the economy as a whole. This can also be
predicted by the use o©of the delphi and conventional
statistical techniques or from the media.

Newspapers, magazines, trade journals, monthly labour
reviews, Federal Oftice of Statigticg, NDE, ete gerve ads
information sources for external demand and supply manpower.
Here, vacancy declarationg, interview announcements, analysis
of unemployment rates and figures, etc enables an organisation
to project the external manpower needs and availability.

Other important means of forecasting external manpower
needs and availability include the manpower needs of other
organisation in the game industry, enrollment and graduation
from educational and technical institutions (formal and non
formal) .

2.6.0 HOW TO CONTROI PERSONNEL COSTS IN OVERHEAD FUNCTIONS BY

- MARSHALL F. HOWES & BENNIE D. YATES (1976)

Howes and Yates (1976) observe that "few companies can

clearly identify on what bagig employment levels of their
overhead functions are regulated. In many instances,
employment 1level changes... are based on the departmental
managers' estimates and Jjustifications of their needs:

geperate internal controls or normal yardsticks are applied
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infrequently"!'®,

As colleagues at the American Aerojet Nuclear Company,
Howes and Yates designed a techniqge called the INDIRECT
PERSONNEL CCNTROL FACTORS when the company was forced to
expand to meet government contract needs. This expansion shot
the total company employment from approximately 2400 to nearly
3000 within 30 months. However, as a result of the indirect
personnel contrel factors technigue, an estimated aunudal
saﬁings of $750,000 was recorded for the first two years of
implementation.

Whereas the forecast of manpower demand digrugsed under
the regression analysis and computer simulations above were
based on dependent variables like units of input and/or
output, for example, number of heneficiaries; the forecast of
manpower demand for facilitative gervice departments or
©indirect labour employees is based an an.employment indicator

as provided by the indirect personnel control factors.

DEVELOPMENT AND IMPLEMENTATION

The indirect personnel control factors which ig a simple
cost control concept ig designed for a company's individual
empléyment needs and experiences. The concept has the
following elements: | _i_ 
STEP 1: Idehtification.of”iﬁdiréct ﬁeféonnel in each major

organisational unit according to job tittles (work

. functions) .



STEP 2;

P 3:

- STEP 4:

STEP 5:
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Groﬁpings ot indl;ect pcxgﬁnucl into seperate Lasic
groups (usuall? 4 to 10} based on job tittles e.g
all payroll clerks, .accounts payable <¢lerks,
records clerks, file clerks would be grouped in one
basic group - clerks. |

Determination of an "employment indicatoy” for éach
job group within an organidvatlional uanil or Loy Lhe
whole organisation. This unit or company wide
bagsed employment indicator is used instead of

direct work inputs or outputs of the unit or the

entire company. Fach organisational manager is

expébted to determine his own indicators.
Discussions with each organisational managef
determines how much the indicators must increased
or decrease. This will reveal the rate of change
required in the employment level of éach job group.
"These ratios of expected change then represent the
SENSITIVITY -~ TO - CHANGE facror (slope) 1in
employment levels for each job group based.upon
changeg in the indicator values. Once the values
for eaéh sensitivity-to-change factor are
established, they' remain constant until further
review of the control factor is considered”'

In this step, data from steps, 2,3 and 4 are placed

.. in the point/slope form for a straight line as

. shown below:
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- Let: =
X = Jéﬁ érbﬁp employmént gg.aﬁYtime
¥, = Current job - group employment level
Y = Indicator value at any point in time
Y, = Current indicator wvalue
rthen:
§ - E, = Sensitivity - to-change . . . . . . . (6)

Where sensitivity-to-change i5 a predetermined constant from
step4. ' .

Solving-equation (6) for X (job-group employment) yeilds.

"X = [X, - (Sensitivity-to-change) Y,]+(sengitivity change) y

_ Or |
X = K + {(Sensitivity-to-change) Y . . . . . . . . . . . . (7) _
STEP 6: The establishment of lead times for each jobk. The |

lead times serve as a check on the number of times
the organisational. manager Qill have Lo adjust
employment to comply with the 'level of control
resulting from equation (7). Lead times indicate
the period of time required for replacement
training or the duration of a temporary - employee
éssignment.
Having tested the.tecﬁnique, Howés and Yateg agree that
it offers the following advantages: o -
1.  Indirect employment levels are detérmined based on what
| the organisation can afford as overhead, and not juut on

intuition.
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2. The system leads to minimisation of persommel indirect
costs.
3, It is simple and cheap to implement and maintain.

4. It can alsc be applied to overhead activities in normally
direct chargeable cost centres.
2.7.0 SUMMARY
From the contributions o¢f wvarious writers presented
above, it is clear that they (writers) agree on many key
issues in the human rescurce Planning Process. However,
variations in opinion existl on some minor issues and
procedures. This section of the research hereunder summarises
these common features in addition Lo those uncommon but
important ones. The summary forms a bagis for a human

resource planning process to be used in this research. The

summary is presented in table 2.02 below.
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STEP

Step 1

Envirommental Scanning ard
fomulation of Huran Resource
hjectives and Palicies

b)

)

PROCESSES  INVOLVED

a)-Analysis of external
Erwi rorment

Econanic conditions,
goverment / legal
regulations, union
interests/expectations and
societal expectations.

Analysis of the internal
organisalional enviroment

Strategic arganisat ional
objectives and policies
e.g. Ds in business
direction

Financial conditions
Technology in use/to be
used

Fstabl ishment ot Himan
Besource Objeclives and

Policies

Productivity

Cost

Carpliance and arployee
work behaviour
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Step 2
Assesarent of curréht Human
Resource Conditions

a. Manpoaer inventory

- amloyee darography,
skills, education,
experience, training and

"preferences, productivity,
turnover, absenteeism,
organisation structure,
etc.

b. Current Job analysis

- - Characteristics

- Skills required to perfom

C. Hman Rescurce demand

- forecast

d. Budget reconciliation

e, Hnxin Resource supply
forecast

f. NMutching internal supply

wi th manpoaer davand of an
organisation,

Step 3

Generating and Devéloping Hman
Resource strategies and -
programes

a. Pull Activities

- Weke activities: education
and training - Buy -
activities:
Recruitment and
selection
- Others: Appraisal and
' carpensat ion

- Break activities:
check/arbargo on grployment
and gradua! reduction of
training budget

- Sell activities: Dignissal,
External mediation.

Control and Evaluation {(Audit &
Revien)

Monitaring and assesarent of all
programes & strategies adopted
in Step 3

Table 2.02 Suwrarised work of five Personnel Writers. .
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'~ Human resocurce forecasting which is very important in the

- planning process can be achieved by the use of either expert

- forecast (delphitechnique), conventional statistical technique
like simple linear and multiple regressiomn analysis (least
quuare method) or gompu&er simulations.and modelling. Others
are skills inventories and replacement 'charts which are
important in short range manpower ploawiig, Although
" scientific technigues can also be utilised in external demand
and supply forecasting; newpapers, magazines; trade journals,
:monthly labour revenue, college enrollment and graduation,
" Federal office of statistics and National Direnrorafe oFf
Emplbymenn publications can be very helpful in thig regard.

' Finally, it should be noted that while scientific metchods
of forecasting are effecﬁive in predicging the internal
manpower demand of direct labour in an organisation, manpower
demand not directly linked with unitsg of production (in our

case facilitarive service departments Chal can not be direutly

linked with the number of beneficiaries) is better predicted o

using Howes and Yates technique - INDIRECT PERSONNEL CONTROL

FACTORS.
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' CHAPTER THREE

3.0 HISTORICAL BACKGROUND OF NATIONAL DIRECTORATE OF
EMPLOYMENT '

3.1.0 GENERAL INTRODUCTION

The History of the National Dirctorate of Employment
dates back to the world wide depression of the 80's when per-
.capital income dropped drastically, debt figures rose and
social infrastructure became almost non existent. Perhaps one
of the worst hit gectors of the economy was the labour market .
‘Industrial output dropped to an all time low level and
commercial activities were as a result reduced, leading to the
loss of employment opportunity for millions of Nigerians.

Wage employment became stagnant, wage.structure shrank,
and youth unemployment increased as it relied.heavily on the
informal and agricultural/rural sectors. "By the end of 1985,
the unemployment situation in Nigeria had reached desperate
and alarming prdportions: In the urban areas, where the
educated tend to congregate, the ﬁnemployment rate was
especially high running to over 10%. In the rural Aareas it
was no less severe. The youths and gfaudates were the hardist
hit. 0f all unemploymed WNigerians (ranging upwards of 3
million) three quarters were under 25 vyears of age. With
growing joblessness there was growing despondency among youths

and their parents"'



Worried with fﬁis .ﬁnpleasant Situatio£:  the ﬁhen
president, General Ibrahim DRabongida on 26th March 1986,
instituted the Chukwuma committee tao dgljberate and design
strategies for curbing mass unemployment . Baced oﬂ'jfﬁé:“
recommandation of the Chukwuma conmittee, the Foederal
Government established the National_Directurate of Employment
o1l November 22, lY8¢. E ERREES .

With no precedents.to Fall back oh,.ﬁhe Directorate
immediately set to work and on 30th January, 1987, ita first
tier core programmes were formally launched by Ulie Uhilefl of
General Staff, Vice Admiral Augustus Aikhomi, on behalf of
Fresident Ibrahim Babangida. The Directorate was bestowed
with legal status, as a Federal Government Agency on the 19th

Dctober 1989 when the Federal Government endorsed the enabling

Decree - 24.
As a result of the impressive performance within the

first five years of operation, many international wrd local

organisations became interested in the scheme to the extend

that the United Nations Development Programme (UNDD) and the '
International Labour Organisation (I.L.0) started rendering
assistance to the Direcrorate,;-5~

3.2.0 MAIJOR OBJECTIVES OF THE DIRECTORATE

The Federal CGovernment in Decree 24 gection two (2) of
gth October 1989 was very clear in spelling out the major

objectives of the Directorate. The objea;ives are to: %;?5“




a) . design and iwmplement programmes to combat mass
b) articulate policies aimed at developing work programmes

with labour intensive potential;
‘¢) .. obtain and wmaintain a data bank on employment and
.vacancies in the country with a view to acting as a
icrglearing house to link job swekers witlh vacaimcic i
.-ﬂcollaboration with bther governmerlt agdgencies and;
‘d). .implement any other policy as may be laid down from time
| to time by the_board established under section 3 of this
decree”.? - o B |

3.3.0 ORGANISATION STRUCTURE OF THE DIRECTORATE

At the helm of Affairs of the Directorate ig the NDE
Bbard, which is made up of representatives of Government .and
noi-governmental Agencies. The board which is chaired by the
Minisﬁer of Labour and Productivity is.responsible for policy
fofmglation and directives. The overall management of the
Directorate is vested in the Direégdf—General who is both a
Board member and Chief Executive.

The Directorate has bhasically four (4) core programmes
which are run in four Sepérate departments and each headod by
a director. These departments are: Agriculture 5ector
Employment; Small scale Lotreprencucrship (GSE), Vooal fonad
-Skilis Development {VSD), and the $pecial Public Works (SPW).
To complement the activities of the programme departments are

service departments, branches, section and units. These are:
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i) Finance and supplies department
ii) Inspectorate department
iii) Personnel department
iv) Planning, Research and statistics department
v) Information and Public Relations Branch
vi) Loans Co-ordination Branch
vii) International Collaboratieon branch
viii) Women Employment Lranch
ix) Internal Audit Secticn
x) Legal Unit
xi) Computer Sefvices Un;r
xii) Library Unit.

The four departments, mnamely finance and supply,
inspectorate, personnel management, and planning, research and
statistics are headed by Directors. The four branches and one
section are headed by Assistant Director and report direcctly
to the office of the Director - General while the computer and
library units are under the planning, research and statigtics
department as shown in fiqure 3.1. The Headguarters staff
include Post graduates, graduates, Professionals, Diploma
holders, technicians, school leaves, etc.

3.3.1 STATE OFFICES

The Directorate has a branch office each in all the
states of the Federation including Abuja. At the head ot
affairs in each of the gtates is a state coordinator who is

incharge of the overall management of activities in the state.
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&he state coordinator chairs the management committee
meetings.

| ‘There is also a state Advisory committee (in each state)
which complements state management committee activitles by
rendering appropriate advices and liase between the
Directorate and the state functionaries.

The state management committee 1y made up of the stale
féoordinator ag chairman, and othér members who are heads of
their wvarious departments and sections, and who are mostly
IAssistant Chief Officers as shown in figure 3.2. State coffice

‘staff include post graduates, Graduates, Professiouals;

Diploma holders, technicians, etc.
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Fig. 3.02
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3.40 FUNCTIONS OF THE DIRECTORATE

The functions of the Directorate can best be discussed
under the various departments, branches, section and units
viz:

3.41 AGRIC SECTOR EMPLOYMENT DEPARTMENT

‘The department is one of the four core programmes of the
Directorate and it is concerned with promoting profitable
farming ventures among unemployed youths.

To achieve this, the department performs the following

activities:
i) Aquisition and c¢learing of farmland. for use by the
beneficiaries;

ii} Recruitment, orientiation and placement of prospective
. participants; |

iii) Disbufsement of agricultural loans ,{(ranging between
H6, 000 to N25,000) to beneficiaries;

iv) Procurrent & distribution of farm imputs such as
fercilizers, pesticides, herbicides, etc to the
participants as loan components; |

V) Provigion of tractor - hiring servicef

vi) Provision of extension services tc NDE Agric loan
honeficiaring:

vii) Provision of practical farm training to selected school

leavers.
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3.42 SMALL SCALE ENTERPRENEURSHIP (SSE}) DEPARTMENT

The SSE is also one of NDE's f@Ur core proqgrammes. The.
main. obijective of the department 1s "to promote selt
‘employment ameng job - seekers by inculcating in them the
spirit of entrepreneurship, creativity and self - reliance as
against the usual dependence on public and private sector
establishments for wage employment. . To achieve this
bbjective, the  SSE encoufages and assists potential
entrepreneurs to establish their own bﬁﬂinesses through
provision of requisite training and loan facilities"' ranging
from NS00 to H40,000.

' ' The department is also involved in appraisal of
feasibility reports of potential beneficia#ies; provigtion of
counselling and supervisory services to loan beneficiaries,
provisian of Entrepreneurship developing programmes to NYSC
members in all states and Abuja; liaising with international
bodies like UNDP and ILO to provide training to unemployed

potential entrepreneurs, etc.

3.43 SPECIAL PUBLIC WORKS (SPW} DEPT.

The SPW programme was formed hasically to offer
"transitory and temporary employment to unemployed graduates
and non graduates pending the time rhey would secure permanent
employment"*, This department is involved in engaging a
higher nunber of unemployed graduates, primary and secondary
school leavers, illitrates etc, in labour intensive (manual)

jobs ranging from direct labour construction and maintenance
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of public properties, coviromuental Doeanl 1ot Ton elwuee: Lo
community yural development works.

3.44 VOCATIONAL SKILLS DEVELOPMENT (VSD) DEPT.

This department is primarily set up as a vocational skill
development unit to train youths below the ages of 25 years in
vocations like motor mechanics, wood work, carpentry,
tailéring, hair dressing, electrical installation and
refridgeration, etc. The department ig made up of a number of
employees who are involved in the recruitment, selection,
placement, monitoring and assessing the perfeormance of the
" apprentices, They include Engineers, Architectsg, Public
Administrators, technicians, etc.lMost of the apprenticeg are
~attached to private practising technicians and craftsmen who
train them for a specific fee.

3.45 FINANCE & SUPPLIES DEPRPARTMENT

The finance & supplies department 1s one of the sérvicé
departments and it is sgaddled with the responsibility of
receiving all gfénES and subventions from the Federal
Government and other sources and dishursing same to the
various programmes, departments, branches, section and units
-of the Directorate. This it . does through the payment for
capital an& recurrent expenditures. All financial records and

documents of the Directorate are maintained by the finance and

supplies department.
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3.46 THE INSPECTORATE DEPARTMENT

The inspectorate department was established in 1988 (as
operations department ) to  monitor and inspect the
Directorate's job creation preogrammes. This involves routine
monitoring of all programme departments. The department alsgo
coordinates NDE's participation in trade fairs.

3.47 THE PERSONNEL DEPARTMENT

This department currently performs the function ot
staffing the personnel needs of the organisation, appraiging
and compensating employee behaviour, improving the employees
"and their work environment, egtablishing and monitoring

effective working relationships.

3.48 PLANNING, RESEARCH & STATISTICS DEPT.

This department is one of the service departments charged
with the responsibility for collecting, sorting and analysing
information needed for management decision making, preparation
of development plang (rolling, medium and perspective),
conducting researches into the sectors which the Directorate
has jurisdiction, sorting and monitoring of performance and
efficiency targets for various sub-divisions and staff of NDE;
and control of Data bank, computer services, Regigtry and
Library. The computer services and library units are under

the planning, research and statistics department.
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'3.49 INFORMATTON AND PUBLIC_ RELATIONS BRANCH
This service branch performs the function of promoting
public awareness and enlightenment of N.D.E programmes and

activities.

3.4.10 'LOANS CO(.)RD.INATION BRANCH

The loans coordination branch (establighed in Auggﬁt
1989) is also a service branch charged wtih vl responagibility
of disbursing and recovery at maturity all loans granted by
the programmes departments like the VSD, Agric and SSE. The
branch helps in formulating loan granting paolicies.

3.4.11 INTERNATIONAL CDLLABORATION BRANCH

Established in 1991, the branch is saddled with the
responsibility of liasing with internatiounal bodies such as
UNDP, ILO, etc to execute bilateral asisted projects. It is
concentrated at the Headgquarters.

3.4.12 WOMEN EMPLOYMENT BRANCH

This branch is concentrated at the Hegqadgquarters and it
is primarily concerned with the involvement of women
participation in the Directorate's job creation programmes.
It liases with other women organisations 1like the National
Commission for Women, the Family SuppOit Programme, the

Council for Women Society, etc.

3.4.13 INTERNAL AUDIT SECTION

This unit of the Directorafé”réports directly to the

office of the D.G and it performs on a continuous and periodic }ﬂ

bagis, the examination ol Lhe Dircultorato’s aceoanm ioand ot ot
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vperational activitieg to make sure that they are in line with
prescribed accounting procedures. 5 a result, the section
"agsists in the enforcement and maintenance of checks and
balances needed in the internal budgeting control system of
the organisation®®.
3.4.14 LEGAL UNIT

The legal unit is a newly created arm of the organisation
charged with the responsibility of handling legal matters,
such as loan defaulting and other legal matters.

3.50 PROBLEMS ENCOUNTERED BY THE DIRECTORATE

The Directorate which was established with the major aim
of revamping the ailing ecoﬁomy ig today sick itself. It is
faced with the following problems.

1) Inadequate funding. The insufficient and untimely
arrival of subvention from the government is militating
againgt proper execution of NDE programmes. Trainees
(workshop owners) are not promptly paid and this ﬁan
resulted in the poor training of apprentice::. Laak e
arrival of farm inputs has also rendered beneficiaries
farming programmes useless and uvaproduct ive.

2) Logistic problems. Due to lack of vehicles and
travelling allowances to move into the interior parta of
the country where most beneficiaries are, monitoring and
loan retrieval/recovery activities have © become

virtually absent.



3) Loan Recovery. The obnoxious I'Jt’"hil\fiDllr. ol  most
beneficiaries who gee the loan sums given to them ag
their 'part of the naticnal cake' has also jeopardise the
locan recovery exercise of the Directorate. This 1is
coupled with the lack of wvehicles needed by officers to
move round and recover such loans.

4) Lack of condusive office accomaiiation. Thre NDE has nor
been able to erect office buildings both at the
Headquarters and state officegs to accomodate its staff.
The rented buildings which are not very suited for office
work Townrs prodae i_vil'y Al ol ficieney, and Aalan Tendn
to turnover and absenteeism.

5) Lack of adequate motivation. The abgence of adequate
medical provisicons in the state offices, delayed or
aenied.promotions and confirmation of staff appointments,
and the lack of career development programmes within the
Directorate has aggreviated the problem of turnover,
absenteeism and inefficiency.

3.60 SUMMARY.

Established in 1986, the Naticonal Directorate of
_Empldyment is saddled with the responsibility of designing and
implementing programmes that combat mass unemployment.

‘To facilitate the implementation of these programmes the
directorate is divided into four programme departments, four
service departments, four branches, ocne section and three

units. Although the Directorate has achieved alot since
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inception, this very important government agency is faced with
the problem of poor funding, logisticg, accomodation loan

recovery and staff motivation.
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CHAPTER FOUR

4.0 RESEARCH METHODOLOGY

To give a more intensive and longitudinal approach to the

preblem under review, the case study apprcach is hersby .

adopted in the research, An  indepth study of the
' Directorate's Human resocurce programmes and sStrategles is
‘undertaken with the aim of rovital igiug proguanmen /ar ) ot ogien

that will minimise personnel costs and improve performance,

4.1.0 TYPE OF DATA IN USE
| In undertaking a researﬁﬂl work of this nature, both
primary and secondary data have been utilised. The pirimary
data is basically sourced througﬂ the “collection of sémple
j_opinions, attitudes and or feelings"' of management starff,
personnel department staff and scaff from other departments of
the Directorate. This gsource of data has enriched thé
regsearch by providing exact dara wanted in order to estimate
the overall personnel strategies, prograhmes and ﬁlahs for rhe
) Directorate. S Lo e e g s

“.”:Aléo, secondary sources of data have been tapped; "data
callected for some other purpese",” mainly for administrative

.use in Directorate have been uCilised lLoibr Lhe rLesearclh.

E ~4.2.0 METHODS OF DATA COLLECTION

In sourcing the necessary data needed for the research,

the following metheds were utilised:




a)

(o}
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Accesgs to official records. The regearch has access to
cfficial gazettes of the Federal Republic of Nigeria like
Decree 24, Section 2 (Gazette No 61L. Vol 76 ot 20th
Octeber, 1989; C(ivil Service [Re-organisation) Deciree
1988; Pension Act (Decree 102 of 1979} and Decree 17 of
1984. Other official records available for the research
include the Directorate's Financial gtatements like
personnel emolument tables and records, 1991 - 1493
annual reports, code of conduct, time bocks, etc.

The administration of Questionnaires. The research
administered one set of questionnaires to staff of rhe

National Directorate of Employment's office in Jos. This

questionnaire whose main aim is to scale down intormation

from the large sample (which the Directorate represents)
contains 24 short but simple questions spread into the
classification and subject matter sectionsg as shown in
Appendix "1". In dfafting the questionaire, ofteusive
and influential/leading questions have been omitted.
The aim of administering the questionnaire is to
collect information on employee's personal data, interest
and preferences, training and development needs, reasons
fox low productivity, absenteeism and rurnover,
appropriate compensalion and wellale packaygeds, elo.
Face-to-Face interviews. Personal contact with staff of
various departments provided virtal information for the

regearch. According to Olomolaiye (1983}, interview is
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a special way of obtaining information from people by
asking rather than watching them behave as is the case
with obgervations. Interviews reveal fresh and
illuminating 1light on problems under review. The
research also felt that there are problems under review
which the regspondentgd' verbal  ecxploanat rong oo e
controlled to provide solutiong.

Ap  a ‘l"f':"lll'lt of thegse mmeroun  advant oegess of
interviews, face-to-face discussionsg were conducted with
a c¢rogs section of staff, Heads of departments,
management, senior staff of the Directorate,

d) Observations and Experience. The regearch algo trapped
the wealth of experience gained by the regsearcher while
working with the Directorate. Also, careful but reievant
obgservations by the researcher during hig pix (6) years
of work with the National Directorate ol Employment is ol
immense help to the research. The researcher is directly
involved in the processing and payment of personnel
Emolument. He also had the opportunity _ of
treating/handling promotion, deployment and dismissal

cases.

4.3.0 DATA ANALYSIS AND INTERPRETATION

According to Osuala (1993), a "research must be
interpreted in the light of the conditions under which it was
done.... congistency of regults should be considered in

arriving at conclusions tegarding the applicability ot the
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interpretations of various research studies"'. In order to
adequately interprete this research work, collected data hasg
been broken down into constituent partgs. Consequently,
statistical caleculations have been performed with such raw
data 1in an attempt to provide answers ta the numerouc
questions raised in chapter 1.

However, qualitative data because ot ité nature, have
been grouped according to similarity of occurence. Alsao,
wheré percentadges can not be worked, quantitative data has
~been summarised in tables, figures and charts.

It is important to neote that a sample (Naticnal
Directorate of Employment, Jos office) of the entire National

Directorate of Employment was ONLY used for analysis involving

turnover, absenteeism, late coming, etc. However, corporate
policies, human resource policies and objectives, Decrees,
Anﬁual reports, personnel emollument figures, elc are data
that generally affect the Directorare nationwide. The
utilization of documents and information that have general
applicability on the Directorate as a whole is so used to give
the research a complete covarage of the organisation while the
gample used (National Directorate of Employment, Jos affice}

ig to give it an indepth understanding of the subject matters.
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CHAPTER FIVE

5.0.0 DATA PRESENTATION AND ANALYSIS
5.3:0 INTRODUCTION

This chapter presents all the relevant data gathered for
the purpose of the research. The data are hereby organised
and analysed for the purpose of clarity, applicability and foz:
drawing conclugiong toward acquiring and maintalining
comprehensive and costs saving human regource plan for the
National Directorate of Employment.

As stated in chapter one (1), borh primary and secondary
data have been collected through ofticial records,
questionnaires, face-to-face interviews, and observations and
experience. A total of 28 guestionnaires were administered,
27 were returned while one was not returned. Official
documents like National Directorate of Employment's Annual
reports, Federal Republic of Nigeria official gazattes, civil
service rulesg, etc. form a substantial source of Data while
interviews, observations and experience of the researcher to
the Directorate's set up were also put into use.

Equipped with facts and figures from the atorementioned
sources, this chapter moves forward to present and analyse
such data in line with the Human regource 'Model Plan'

designed in chapter two (2) as follows:
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STEP ONE (1)

5.2.0 ENVIRONMENTAL SCANNING AND FORMULATION OF MANPOWER

OBJECTIVES/POLICIES OF THE NATIONAL DIRECTORATE OF
EMPLOYMENT
5.2.1 ANALYSIS OF THE EXTERNAL ENVIRONMENT OF THE
: DIRECTORATE

This human resource plan starts by identifying the key
trends and forces in the external environment of the
Directorate as having a potential impact on the managément of
human resources.l - | R |

The National Directorate of Emplé?ment iike any other
~organigsation {private or public} does not operate in a vacuum.
The environment in which it finds itself considerably detects
the way and manner in which human resources ol the Directorate
are managed. The following external forces were identified.
A)  ECONOMIC CONDITIONS. | |
h The present economic predicament of the Nigerian Natipn
state has to a very large extent affected the corporate and
organisational plans of the Directorate. This has in turn
affected human resource management. The original plan of the
Directorate to implement programmes aimed at combating mass
unemployment through self employment and labour intengive
programmes has been adversely affected due te inadequate
funding from the Federal Government. The present economic
conditions have forced the Federal Gnvernﬁﬂnt to reduce its
subvention to the N.D.E and this has in turn resulted in the
withdrawal of the Fifty Naira (M50) stipends given to the

National Open Apprenticeship Scheme (NOAS) participants. The
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sudden withdrawal of these stipends discouraged  many
participants from continuing their training. As a result of
this decrease in the number of NOAS participants, some
monitoring and inspectorate gataff  have  been  rendered
redundant . Also due to poor economic conditions in the
country, the sgpecial public workd department of the
Directorate did not cxecute any meaningful project in most of
the states during the period 149l 19945, ‘I'hig bass podected
manpower utilization as most employees have been made
redundant .

The high/galloping inflation rate in the country has made
it very difficult for the Directorate to import or even buy
locally produced Agricultural imputs like chemicals, sprayers,
fertilizers, etc. for its Agric loan beneficiaries. Thias has
drastically reduced the number of loan beneficiaries and
subsequently reduced the number of loan beneficiaries to be
monitored or ingpected by Agric and monitoring officers. Tn
like manner, the Enterpirses Development officers have been
made almost redundant as very limited motorcycles, grinding,
threshing, socap making machines, etc¢ can be purchased and
given as loan packages to beneficiaries. the multiplier
effect of these economic gonditions is posing a serious threat
to the continuous pregence of many employees in the

organisation. '



68

'B) - GOVERNMENT/LEGAL REGULATIONS.

| Continued Governmenthegal regulaﬁions on the.ééonomy as
a whole and on Government ministries, parastatals and Agéncies
in particular has affected the management of human resources
.in the directorate. The just lifted ban on employment imposed
by Government on all its ministries and parastatals made it
difficult for the Directorate to employ the few workers needed
te man some of its key positions.

Secondly, Decree No 24 of 1989 promulgated by the Federal
Government completely changed the managemenﬁ structure of the
Directorate. Section 3 of the Decree establishes a Board
which is vested with the responsibility of formulating policy
'guidEliness for the Directorate, making, amgnding or revoking
any regulation for the furtherance of the Directorate's
objectives. The Board is alsoc vested with the resgponsibility
of appointing and removing employees. DecreelNO 24 of 1959
also stipulates that "the Chief Executive of the Directorate
shall be appointed by the President, Commander in Chief of the
Arﬁed forces on the recommendaticn of the Minister of Labour,
Employment and productivity“.‘..

Thirdly, Govefnment/Legal fégulations like the c¢ivil
gervice rules (Revised Edition of 1st April 1974), Civil
Service (re-organisation) Decree Ng 43 of 1988 and the
constitution of the Federal Republic of Nigeria have oo a
large extend affected the‘management of human Rescurces in the

Directorate.




69

Fourthly, the high exchange rate of NB2 to the U.2 dollm
and K130 te the pound sterling as fixed by the Sani Abacha's
Government has made funding assistance from International
bodies like the Internatiocnal Labour Organisation (I.L.0) and
United Nationg Development Programme (UNDP) worth while. This
is because such fundings (which come in hard currencies) when
converted to the Naira become more valuable., As a result of
this, manpower needs are increasingly met in the wvarious
departments where such funds are channelled e.q. small scale
Enterprises (S5SE), Women Employment Branch (W.E.B) and NOAS
resettlement .

C) UNION INTERESTS/EXPECTATIONS.

Trade Unions like the Nigeria civil service union (NCSU)
and the Association of Senior Staff of Nigeria that operate
within the Directorate have coutinued-to resist any form of
retrenchment or dismissal of its memberg from service. HEven
premature retirement of members has mel stitf opposition by
union members. The persistent outcry of the central labour
(N.L.C) in 1992 led to some upward adjustments in the unified
Grading and Salary structure (UGSS) which was paid with arearsg
from 1st June 1992 to the Directorate's staff.

Despite the 1992 salary increase, union members have
continued to agitate for pay increase. It is their
expectation that the salaries and wages structure in the civil
service be harmonised with those found in the private sector

of Nigeria and other countries and should more importantly
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reflect the current ccouowmic coﬁdil..iuu:; of tlu ‘.'.'mm'. vy . Thoun
' salary increase agitations make it very difficult . for
management to employ more hands as the meagre subvention from
the Federal Government becomes overstretched,

D) SOCIETAL EXPECTATIONS.

Nigerians expect too much from the bireétorate. Infact,
they expect the Directorate to provide job oppertunities to
most, if not all unemployed Nigerians. They also expect rhe
Directorate to provide thte collar jobs instead of self
employment. - They believe that, all loan sums givén to
beneficiaries should not be seen as loans but their share of
.the national cake'. The implications of such societal
expectations on the Directorate is an increase in the number
of beneficiaries.and participants to be recruited hence an

increase in the manpower needs of the organisation.

5.2.2 ANALYSIS OF THE STRATEGIC OBJECTIVES AND POLICIES OF

' THE DIRECTORATE

~ The stratregic objectivéé.éﬁd.pbiiéiéélbf fhé diréctorate
as provided by Decree No 24 _Section 2 of 1989 and as
'enumerated'in ﬁhapter three {3.2) of rhis rpseérch are qeared
Ebward_the reduﬁtion of unemploymentlrates to the bearest
minimam in the Nigeria économy by providing éelf employment to
the teeming number of unemployed youths in thelcountry. The
Directorate's objectives and policies are also geared towards
reducing the degree of idleness among retired civil servants

by engaging them in meaningful but unstresszstiul employmcut} I
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the short run the Directoratre has a responsibilitry of training
unemployed primary and secondary school leavers in vocational
skills that will provide a source of livelihood. Also, the
N.D.E grants small scale lecans to unemployed graduates and
retired civil servants and monitors the application of such
loans to ensure proper compliance.

In corder to achieve the objectives @sot oub in the
enabling Decree No 24 of 1989, four well articulated
programmes represented by four programme departments and aided
by service departments branches and units were set up.
Details of these departments, branches and unitg are given in

chapter 3 (3.3).

5.3.0 ESTABLISHMENT OF HUMAN RESOURCE OBJECTIVES AND POLICIES

Since the major objective of setting the National
Directorate of Employment is to create employment to the
teeming unemployed Nigerians, all human resource objectives
and policies must be geared towards the achievement of this
goal. As a result, the following human resource objectives are
drawn up for the Directorate:-

i) To relate human resource needs to the overall corporate
plans of the organisation;

ii) to build and maintain a team of efficient and dynamic
employees which c¢an adeqguately cope with Dboth
government's cbjective of establishing the Dircctorate
and still cope with the present economic conditions,

Government /Legal regulations and societal expectations.
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iii) to consciously improve the etficiency, productivity and
morale of employees by implementing proper personnel
programmes like training and development, rational
compensation policy, performance appraisal, comprehensive
recruitment, selection and placement policies, etc;

iv) to minimise personnel costs through the means of proper
manpower forecasting;

V) to anticipate shortages or excesses of human resources
and managing these imbalances before they become
unmanageable and expensive.

vi) to make long range estimations of the organisations
manpower needs.

vii) to maximise the return on investment in human resources
through effective manpower utilization.

viii) to eliminate duplication of duties that may arise from
time to time between the various departments.

ix) to attract more qualified professicnal staff in tields
like Engineering, Accounting, Personnel, Research and
Development, etc.

To adequately achieve these human resource Oh'iiﬂ(‘i'ivplﬂ,
the following policies should be vigorously pursued.

5.3.1 RECRUITMENT, DISCIPLINE & PROMOTION
Subject to the provigions of the general guidelines on

the implementation of the civil service reforms get out in the

schedule to civil service (Re-organisation) Decree 1988, the

Directorate has the power to ensure that:
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iii)
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vi)

vii) -

viii)
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. vit employs such number of persons to offices and

posts as may be approved by government from time to
timen? . v .
all employees on GL 01-06 be 'indigenes of the state
where a parficular NDE office is located. o

the minimum qualification for any officer between

GL 12-17 is the Bachelor Degree or its eguivalence

-in a related field of study. Officers gualifieq to

occupy such positions must have put in not less

than 10-20 years of meritoriouy uervice,

confirmation of all probational appointments

SConbinue tu b carcicd out by Choe NDIE,

existing vacancies shall Dbe filled through

promotion of serving officers provided they "are

" qgualified. On the event of their not qualified, an

* external source shall be sought .

for any officer to be qualified for promotion or
appointment as a secticnal Director, he must have

spent a pericd of not less than two (2} years in

- the Directorate and must not be below Grade Level

officers with ouétanding performance can qualify

for accelerated promotion of not more than two

grade levels at a time.
except otherwise decided by management, only women

can be employed, tranaferred or seconded to the
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women Employment Branch.
except under accelerated promotion conditions, all
-officers must spend a period of not less than three
years on a particular position before they are
promoted to the next grade level and position.
seniority and merit determined through the Anﬂual
Perforamnce Evaluation repcri shall be thé major
paramaters for ptomotion "seniority has a weighting
of 5%, training 15%, APER 50% and interview 30%"’
with due respect to policy (viii) above any
Director, his deputy or Assistant can be transfered
to any department of the organisgation at any given
time.
any cfficer found redundant will be retired.
any officer found going contrary to the code of
conduct of the Directorate will be dehoted,
terminated or retired depending on the gravity and

freqﬁency of the offence.

5.3.2 COMPENSATION SYSTEM

'All permanent and pensionable staff of the Directorate

are entittled to a basic salary and fringe benefits equal

tc the one obtainable in the Federal Civil Serviqe. Staff

' on secondment and temporary appcintees are not eligible

for pension and gratuity from the Directorate. -
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ii) Upon satisfactory performance of his duty, a permanent

employee is entittled to a salary increment of one step

per year.
5.3.3 TRAINING AND DEVELOPMENT
i) Only confirmed staff of the Directorate are qualified for

study leave/in service training.

ii) Aall staff who wish to go on study leave must obtain
recommendation to the Director General from their heads
of departments or state coordinator.

iii) courses must be related to the present or future job

schedules.
5.3.4 RETIR
i) The Directorate, which is a Federal Government parastatal

has a retirement policy that is directly' in line with
section four (4) of the 1979 pensions Act (Decree 102 of
1979) which states that "the minister may 4l any ULime
request an officer to retire or retire him in the public
interest if he is satisfied that his services are no
longer reguired".’

ii) Decree No 17 of 1984 is also in use in the Directorate.
This Decree reinforces the above quotated clause in (i)
and covers all mass retrenchmenté. Such mass
retrenchments can not be questioned in the court of law
provided the phrase "retired in the public interest"’ is

used. .
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iii).ExCEPﬁ Dtherwisé statéd:rbf Govarment Decrec oy
legisglation, an officer can retire or be retired at the

age of 50 years or aﬁter putting in a minimum of 10 years - .

e ervion T S
iv) An cfficer who has put ih 5 yeéfs.aﬁd aﬁo&e of servide

qualifies for gratuity.

Tn conclusion, the human resource cbjectives and policies
6f the directorate éims at ensuring productivity, cost
effectiveness, compliance t¢ set goals and targets, and a
honest and cbedient work behaviour. ) ' -

voeae .- STEP TWO (2)

5.4.0 ASSESSMENT OF CURRENT HUMAN RESOURCE CONDITICNS OF THE

+

. DIRECTORATE
This Humén resourcé-planning stage involves a careful
"analysis of manpower inventory, current jobs, Human resource
demand forecast, budget reconciliation, Human Resource supply

forecast and matching internal supply with demand.

"5.4.1 MANPOWER INVENTORY
The National Directorate of Employment has a total staff
strength of 3,430 personnel both at the headguarters and the

30 state offices of the country including Abuja as shown in

Table (ii) below. -
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CURRENT HMANPOWER INVENTQORY

Um@ﬁ..wmu%maw&mw.m”mrbmnwwdmn SP¥W Fzrs| Inspl SSH wmm F&S rnL nfol WEY ICH IA | Legal Total
Level Office L i
Direcsor | - 1 - ; - 1= - - - - - -] - f- - - 1
Genergl i
Directar | 17 ~ 1 1 1 1 o 1 1 1 - - - - - - 8
Peputy 16 - 1 1 1 2 1 1 1 1 1 z - - - - 12
Directior _
Assistant! 15 - 3 3 3 1z 2 3 2713 3 z i 1 1 1 40
Direc:tor
Chief 14 - 4 4 4 T 3 4 3 3 3 4 3 3 3 3 51
Officers _ _
AssitChief 13 -~ 43 41 + 40 | 48 & 42 140 | 13| 8 i4 1281212112 333
Officers :
C Principal] 12 - 5 5 5 &g 5 5 5 8 5 5 5 5 5 5 78
i~ Officars
Lae Senior 10 2 28 18 | 18 | 1§ 7 7 17 |8 |7 |7 7 87 |7 |7 147
Cfficers
Middlevel 7-% | 5 119 1105 109 108 | 113 j104 39 | 83 | 80 | 34 191813 |10 971
Qfficers _
Junior i-6 |19 124 157 Hmj 386 (133 (1022 72 | 163 731107 1 92)75 1 10H 30 1781
Cfficers
Total 27 326 1335 310 592 1280 | 269 170 283 180 174 | 139 125 157 68 3,430
TelE SO .

mocﬂnm" ncwwmamnoBZmnwonmwUHHmnnOHmanH _maﬁwowamnn_ Hmww_MbnﬂwH mwwoannmnmmm
— disposition by state and Grade Level (Table vi) Pp.19. _ ”
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5.4.2 QUALTFICATION, EXPERIENCE, SKILLS & AGES OF

‘ is

ii)

EXISTING MANFOWER

DIRECTORS. No officer in this Catégdry was served with

the questionnaire but investigations reveal thar 11
directors, deputy and assistant Directors are holders {of .-

~a minimum) of first degfees or their equivalents. Their

ages range between 40-60 and have put in not less than
20-25 years of meritorious service in various capacities
in the Nigerian private and/or public sector(s). They

are on salary Grade Levels 15-17. . They are well talented

and conversant with the various types of managerial

" jssues, Dynamics and current problems in corporate

cycles. They exhibit maturity and wisdom in handling
managerial issues. They have formilated standard

policies for the Directorate.

QFFICERS. The officers of the Directorate include Chiel,

Assistant Chief, Principal, Senior‘and‘Ordinary-Officers.'
about 52% of the respondentg to the guestionnaire fall

under this categdfy'and their responses are shown below.
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 TABLE 5,02

RESPONSE TQ EDUCATIONAL QUALIFICATION

Qualification " | Response % age

WASC/GCE O/L- - o -

HSC/GCE/IJMB - -

'A'LEVEL

QOND L = - - -

HND s ' 36% N

DEGREER 7 o | s0%

POST GRADUATE 2 14%

DEGREE

TOTAL - 14 100% |
0f the 14 respondents in the oflicer codge, nonc ﬂnn

either WASC/GCE 'O' and 'A' levels or ofdinary Diplomé as his
highest gqualification. However, 36% possess the Higher
National Diploma, 50% first degree holders and 14% hold Post
graduate degrees as their highest qﬁalifications._;. -'.

‘Since most of the senior ofticefs ot the UiréCﬁQLQLa.Qre
.:‘gfaduates, their intelligent quotienr/appreciative abiliry and
literacy level is expected to be high;. R | .

In response to the guestion on their respecfivé'agés, the.

-~ response show that the senior officers ages range between 30-

4¢ years.
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AB

'RESPONSE TO YEARS OF EXPERIENCE GAINED TN PRESENT EMPLOYMENT

Question 8. - How

employment?

long

(OFFICERS)

have

111 your present

Duration Response Percentage

Less than 3 years 1 7%

3-6 years B 29% -
7-10 9 64%

Over 10 years

Total 14 LOO%

Based on the 14 respondents in the officer cadre, only 7%

indicated that they have served the Directorate tor less than

three years, 29% have served the Directorate for a period of

between three (3)

Directorate for a pericd of between

te six (6) years, 64% have served the

{7 to ten (10)

years while non indicated to have gerved for over ten (10)

years.

This means that more

worked with the organisation

than half of the

senior staff have

Eime  and  are

conversant with the modus operandi of the organisation.
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TABL 4

RESPONGSE TO YEARS OF EXPERIENCE BEFORE JOINING THE DIRECTORATE

~ Question 9 & 10 - Did you work else whére before joining your
present employer? If yes, for how long and in what capacity?
79% of the respondents in this cadre worked in other places
befere joining the Directorate. Their axperiences ave

contained in their answers to question 10.

Years of Service Responge ' % age
1 - 7 yeai:s 7 S 64%
8 - 15 years 2 : o i8%
Not specified 2 e 1 18%
Total . 11 100%

Out of the 11 respondents who answered positively to fhe
questicn, 64% have additional experience for a periocd of
between 1-7 years in cother organisations while 18% acquired
additional experience of between 8-15 years; and 18% did not
specify the years of experience they acquired from their
former employers. From the'ébove'finding, most of the senior

staff have worked else where before joining the Directorate.
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RESPONSE TC THE POSITION OR RANK HELD IN FORMER EMPLOYMENT

Question 10: If yes ( to Question 9 above), in what position

or Rank? .

Position Served Responée ¥ aqge
Education Officers 7 64%
Cash Officer in.the 1 9%
Bank .

Asst. Manager in 1 9%
the Bank

Advert Manager 1 9%
Tecgnician 1 - 9%
Total T 100%

o |

64% of the respondents in the officer

cadre served as

BEducation officers while 9% each served as cash officer in a

Bank, Assistant Manager in a Eénk, Advert Manager and

Technician respectively.

were college teachers and instructors.

Most of the staff in this category

This 1is to suggest

that most post entry experience are irrelevant to the

requirements of the Directorate except for the vocarional

skills Development (VSD) department where teachers/instructors

are required.
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In summary, all the officers in this category possess a
minimum each of a University degree or its equivalent while
others have masters degrees. These officers have put in not
less than 1-20 years of meritorious service in the private
and/or public sector(s). Théir age range is between 30-40 and
are on salary Grade level 8-14. This category of sgtaff
possess the skills of implementing policies emanating from the
Directorate's management . In this cadre, most of the chiet
officers have acquired adequate skills and know how to occupy
managerial positions. .
iii) JUNIOR EMPLOYEES

The employees in this category include Senior Personnel
Agsistant, Personnel Assistant T - TI, Senior Finance
Asgistants, Finance and Audit Asgistants, etco. About 48% of
the respondents to the questionnaitre Lall under thiy cadre and

their responses are as analysed below:

. TABLE 5.06
RESPONSE TO EDUCATIONAL QUALIFICITION ATTAINED (JUNIOR
OFFICERS)

Qualification Responge % age
WASC/GCE/Primary 5 38.5%
Certificate
HSC/GCE/IJMB 'A' - _
Level
OND 4 31%
HND 3 23%
Othérs 1 7.5%
Total 13 100%
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_Based on the 13 respondents in this éategory, only 23%
"are Higher Natiocnal PBiploma {(HND} hélders, 31% are National
Diploma holders, 38.5% are primary school, GCE/WASC holders
. while others formed about 7.5% of the total.
From the above findings, this cadre of staff are the most
' backward in terms of education and training despite the fact
;hat it - is the actual work implementatién/execution. work
" force. The implication of this is that jebs, duties and
detail policy execution will not be understood, let alone
.execﬂted by thege Juuior umployeeu ag it.should be.

'5.4.3 INTEREST AND PREFERENCES OF EXISTIN’G‘ MANPOWER

The interest and preferences of the Divcectorate's staff
to their present jobs as cowmpared to other jobs have been
looked into. The finding is to help in effective internal
selection and placement of staff to existing vacancies. The
following responses were received from the 27 respondents to

the guestionnaire administered. =

TABLE 5.07 RRETI .
RESPONSE TO_ INTEREST IN PRESENT JOB -

74% of the 27 respondents have interest in their present

jobs while 26% do not have interest. This is to suggest that .
employee interest/preferences in their present job placements
is generally high. The 26% who regsponded negatively to
Question 12 (Do you like your present Job?) gave various

reasons as to why'they have no interest in their present jobs.
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Such reasons are given in response to questions 12 and 13 and
shown below.

QUESTIONS 12 & 13: DO YOU LIKE YOUR PRESENT JOB? IF NO, WHY?

Reason Regponge | %
age

a) Does not interest one

b) Does not fit my present qualification 2 29%
c) Does not pay well 3 413%
d) All of the above 1 14%
e) Others ] 14%
Total 7 100%

29% of the seven (7) respondents who answered negatively
to question (12) do not like there present jobs because it
does not fit their present qualification, 43% because the job
does not pay well, 14% because of all the above mentioned
reasons and 14% because of other reasons like lack of
challenges in his/her present job. This suggest that some
'staff in this category are not satisfied with their salaries
and will need to be placed on other jobs that fit their

present qualifications.
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' TABLE 5.08
RESPONSE TO NEXT LINE OF ACTION (For employees who do not like

their present jobs)

Next line of Action Responsge % age

a) Develop in interest in my
present Jjob

b) Switch to another job within
the organisation 1 14%
o8 Retrain in other fields

within the organisation

d) Look elsewhere 5 72%
e) Others L 14%
Total 7 100%

Based on the seven (7) people who answered negatively to

guestion 12, 14% will like to awitrch to orher jobas within the
organisation and 72% will like to leave the organisation

entirely for other more interesting jobs elsewhere. 14%
prefer to watch,the trends of events before taking their
decision. This suggests that most of the officers who do nol
have interest in their jobs are likely to quit if they are not
replaced/posted to jobs that fit their gualification(s) or if

salaries are not improved.

5.4.4 PRODUCTIVITY, TURNOVER & ABSENTEEISM

A) PRODUCTIVITY

The performance level of staff of the Directorate is very
low. Like any other Government establishment, the

productivity level of the Directorate is generally poor. The
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performance level of the junior cadre is comparatively lower
than the officer cadre. Managerial estimate puts it at an
~average of below 10%. From careful observation and analysis
of the situation, low productivity levels in the Directorate
is as a result of poor salary structure, eratic welfare
schemes, delayed promotion and complete absence of other
incentives enjoyed by other organisations that exists within
the same environment. Infact the current harsh economic
predicaments of the country have further worsen the situation,

b) OVER
As already shown in tables 4.07, 4.08 and 4.09, about 26%
(892 peoplé) of the 3430 employees of the National Directorate
of Employment do not like their present jobs and out of this
892 employees, about 72% (642 people) indicﬁted their desire
to look elsewhere for other jobs. The turnover rate therefore

is put at:

642 x 100%

3430
- 19%
Where: approximate no of people leaving = 642
Total no of employees = 3430.

Many of the potential.resignees are leaving because of
the poor salary structure, delayed and denied promotions, lack
of adequate motivational programmes like study leave, upluiont
payment of Housing Allowance, Medical Services, Night

allowances, etc.
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c) ABSENTEEISM

The rate of absenteeism is very high in the Directorate.
A detail analysis of senior and junior time books in one of
the NDE state offices reveals that out of the 104 gtaff in
that state office, only about 40 employees report for work
daily. Out of this number, about 10 come in late and 20 leave
before time.

Some of the staff interviewed reveal that lack of
adequate wmotivational tools, delayed payment of salaries,

inadequate transport allowances, absence of welfare packages,

ete are some of the reasons contributing to thia hiqgh rate of
absenteeism.
5.5.0 CURRENT JOB ANALYSIS

To adequately analyse the various jobs currently in the

Directorate, a careful study of the characteristics of such
jobs and the skills required to perform them is carried out in

table 5.10 below.
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TABLY, .00

CHARACTERISTICS ANRB SK ‘sKll LS REQUIREN T{} PERF {]RM CURRENT

JOBS IN THE DIRECTORATE

Jobh Clhamacierislivs

Posi Grade Qualification & Skills Reyuired ¥Yeaes o
level expericnes
L. Birector Geaeral - Lst depree in any libeeal sciences, Post | 26 & - Chiel excuutive ot the
' Graduate qualification will e an added ihove directorae
advantipe. "Phe person must be very Member, NG Bioard -
ativulale, highly cxposel & Clairmnn, NI My,
experienced in sciemtific Mat. amd must - Responsible 1 e
e conversant with the civil service Minister,
rodinms & natgrer il A onding Avvanntume nfficer of
privgiphes the Dhreclurale
2. irectors: R g ahove Hemdt af” Depuatinent
a) Ditectors 17 23-26 member, NDE Mgt 2(a)
by Deputy Directors 6 20-23 acts in Lhe sihsence of the
) Assistant 15 14 21 naG
Directors
3. (Mficers - Must possess 1t degrec ot its Supervisiondexeiution ul’
i} Chiel t3 weptivalent in g field rebded o heie al 13 1A day 4o day pelivies and
) Assistant Chicf 13 present work. by 12-13 duties ol the organization
¢} Principai 12 - Must possess el know how (o vyl
d} Senior )] supervisel excoute organisationa d) 6.9
gl& N -9 palicies o) Ikf
4. WINIOR OFFICERS Must possess GOEOCTAT level with . Diret excontion of
atlcast 3 credits incheting g, Laag, a) 12-44 7 policies/lunetions o) e
GROUPM) 10 ONLY for Conlidentisl Secretaries ONIL { b) 912 TPLRRITEST P
Y is anadded advimbage for posts 4 a o vy h Y
a) Clidel’ Ansistant ] Practicd exprertise i men/schedafe o dl B o
by Ass, Chiel 7 dty, ey | S
¢l Principal 5-6 : [ -4
) Nenior Hi
e) Asststant P& N
Iy Coutidential
Secruetaries
5, JUNIOR OFFICERS For position (), employee must
GROUP 1l pussess o masimuom of GCLE O level,
For position (b} employee must passcss Cil
a} Ofice Assistant 2-5 a good Driving Licease, iade o1 | or - a0 -
b} Drivers/iMechanics 1-7 1 and should be a practicing mechanic, | a) §-6
¢) CleanersfGandeners 1-3 lior posifion {¢) coployec shioutd be
very comversant with modern saifory f L-iet

cguipments.

< -6
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5.6.0 HUMAN RESOURCE DEMAND FORECAST
To predict/forecast the future personnel needs of the
Directorate, both the internal and external demand condirions
have been taken into congideration,

a) FORECASTING THE INTERNAL DEMAND FOR HUMAN RESOURCES

i) SERVICE DEPARTMENTS - Because the demand fLor perponnel in
the service departments can not be co-related with the
level of activity (quantity of output), the managerial
estimates have been used and the following personnel
needs are present in the various sgervice departments of
the Directorate.

TABLE 5.10

MANPOWER DEMAND IN SERVICE DEPARTMENTS

Department/Rank Director Deputy Assist, Chiet Assist Principal Senior NMuduble
Director Director Ollicer Chiel Oflicer Ollweer Level
Olhweer

Plunning Res &
Slatsucs

Persopnel

Finanee & Supplics B w ool
Information
Internal Audit | 1)
Legal

n T

Tuotal : i

Source: Managerial estimates.
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60 typists are needed.- in the Personnel Deparrmeﬁt, 40
gsenior finance cfficers in the finance & supplies department,
and 1 Deputy Director, 15 Internal Auditor IT and 16 Principal
Audit Assistants are needed in the Internal Audit Unit . |
ii) PROGRAMMES & MONITORING DEPARTMENTS

To predict future Personnel needs of the programme and
monitoring departhents, thé workload and manning levels method
Iis used. This is because the necessarf information needed to
utiligse the linear E?formation gquations_ or computer
programmes given in chapter 2 1s not comprehensive.
.Management has given an estimate of the workload per projecat
or monitoring officer. The total number of beneficiaries in
each department is di?ided by the workload per project or
monitoring officer to determine the furure manpower demand as

shown below:

Manpower dd. = No of beneficiaries/dept

Workload Per Project/Monitoring Offlcer
Using the abkove formular, the future manpower demand for -the
directorate is calculated to show a net difference from the

current manpower needs as shown in table 5.11.

Vet
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Y e e TABLE S : o

- . (B

MANPOWER _DEMAND IN PROGRAMME/MONITORING DEPARTMENTS

Deparunent Workload No of current Iure Met Remarks

Per officer heneticinrivs mapperwer WRApOWeT | DRpoer

need ueed

Agriculture 3 INas - HYP.O) 1224P.0) +5 needed
S PW. 250 Toon ly 280 K1 redisndank
v.5.D ® :

20010 216225 105 " 108 +73 needed

ok : .
58E 210 23,000 ng " 114 16 ey
W.EB ) Vs 1y 20 ! atl-
*
1.C.B 50 - [WEPR] 1% 2 [ e
TeHal . 474 412 -62
PO = Project Officer ~© -+ T n

* 14993 figares, ¥+ Bxcluding One Million Jobs and Mass Apricallural Schemes

5.6.1 DUPLICATION OF DUTIES/FUNCTIONS

The fgrmation of the loan coordination Branch (3060) and
.thé insPeqtorate deparﬁment (1988) led to the duplication of
loan coordination and monitoring functions which were hefore
then performed by the various programme departments. As =a
result, managemenﬁ is now compelied to closgse down these Ewo
departments. The implication of this closure will lead to
redundancy and the possible mass retrenchment of the affected

employees as shown below.
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~ . . TABLE 5,12

REDUNDANCY AS A RESULT OF DUPLICATION OF DUTIES

Pogition . GL. Loars Lnspectorate | Tolal
SR - Coordination NDepartment

Branch
Director 17 - 1 1
Deputy Director 16 ' 1 ] A
Agsisc. Directar 15 3 3 6
Chief Officers 14 E ‘ 3 6
Agsist. Cﬁie} - 14 B L 1 1
Officer ) )
Principal Officers 12 5 5 10
Zenior Officers 10 7 7 14
Middle Level Officer | 7-9 80 119 199
Junior ' 1-6 73 133 206
Total 180 ' 2R, 460

In addition to the 81 redundant workers revealed in Table
5.11, 460 in the loans coordination and inspectorate

departments are redundant.

'4.4.8 EXTERNAL DEMAND FORECAST

. Recent trends in the employment market reveal thar the
private sector is_saturated and not in need of any personnel
fof;héﬁi However, very few middle level and Chief Officers
are in need. With the-recent lifting of ban on employment by
the = Federal Government, some  ministries, Government
parastatals and Agencies have declared some few vacancies

ranging from Grade Level 1-14.

s
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»5.7.0 HUMAN RESOURCE SUPPLY FORECAST
Ai.a} FORECASTING THE INTERNAL SUPPLY - Becauuﬁ.. Lhe
projédtion/forecast of the internal supply contained in
this research work is short range, replacement charts
‘have been used,
REPLACEMENT CHARTS
Replacements charts of positions and officers who are
likely to occupy such positions are here under drawn to
visually display the ages,‘current level of performance and
.potential promotability of such staff.
| Figure 5.01 reveals that Chiaf 'T;T‘ oni. 1" qun.'lifilmd ro
£fill the vacant past of the Deputy Director (Audit) while Mr.
G.G. Gwong and 15 other Senior Audit Assistants who recently
passed the promot}on interview should be promoted to the rank
of Principal Audit Assistants in the Headguarters and other
Stétes of the Federation where such vacancies exist. Also,
Mr; M.J. Matoc and 29 other. Finance Qfficer I who scaled
through the promotion interview should be promoted to the rank

of Senior Finance Officer.
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FIGNRRE 5_01 REPLACEMENT MrHART FOR NDE
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h)  FORECASTING THE EXTERNAL SUPPLY - The high number of

| unemployed people that characterize the employment market
makes it very easy for almost all types of vacancies to
be, £fill. "In 1%85 alene, over 3 million people
repregenting 10% of the Nigerian labour force"" were
unemployed. The record today stands at approximately 15
million. From this number is found a good number of well
experienced people who lost theilr jobs as a result of the
economic recession of the 80's to date. Wich the re-
occurence of distress banks, many professionals like
Accountants, Managers, Engineers, Confidential
Secretaries, etc loét their jobs. fThis is to say tiat
the employment market ccntains both ekperiencea and
potentially qualified technccrats that the N.D.E. can
fall back to. o

5.8.0 BUDGET RECONCILIATION +

.The Directorate receives an aﬁerége.of N130 million as
annual personnel subvention from the Federal Government
- through its parent ministry (Ministry of Labour, Employment &
Productivity) . But the total current personnel costs is
N124,9%00,979 per annum. However, 1f the redundant workers
revealed in table 4.12 and 4.13 are to be retrenched and the
‘few existing vacancies filled, the new total personnel costs

- will be Hi03,157,317 as shown below.
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TABLE 5.13

NEW (FUTURE) PERSONNEL COSTS

Rank GL No of No of Total Total Personnel
Personneld Pesr sonne ] Vieer Samatiey ) Ciessd o iNew) LA
(01d) {New) Costs (01d)
P.A.
Director 1 i N300, 000 N 2049, 000
General
Directors 17 L) H TRT7,841 JR7, 841
Deputy 16 12 10 D46, 656 H53, 685
Direcrors .
Assist. 15 40 i 1,254, 144K S L 0 1 £ R I
Dirveotaryg
Chief 14 51 a5 3,738, 41F $,221,°1
Officers
Assigrt. 13 333 i1/ 21, HHB4, 852 0,813, 3.7
Officers
Principal 12 76 A6 4,542,234 3,944,578
Of ficer
Seniorx 10 147 * B, 191, 3144 T PY A1 TP BT
Ot ficerx 173
Middle Level 7-9 971 o 40,911,569 31,220, H7R
OLficer 75"
Junior Level 1-6 1781 L 40,243, 4'H 37,641,916
M ficer 1604y . 3 ]
Bk i “an 307 Ni124, 000, " lNII | LIS S B B
* See tables 5.11 & 5,13
% ¥ See tableg 5.11, %12 & 5,13

A Balance of H21,743,662 will be realised if the new

strategy is executed as shown below:

Less:

Total personnel

Total Personnel

cogts (01d)

(New)

costs

N124, 900,979

N103,157,317

N 21,743,662
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5.9.0 MATCHING INTERNAL SUPPLY WITH DEMAND OF THE DIRECTORATE

To actually meet the manpower demand (needs) of the
Directorate, matching processes between the internal supply of
manpower and the job demands (SKA & PIPS) has been made with
the aim of filling job vacancies by using the current
workforce potentials. At the end of the matching process, if
the manpower demand of the Directorate can not be met
internally, then external sources shall be sought. Here, two
(2) matches have been made viz:

i) MATCH ONE: SELECTION ON THE BASIS OF SKILLS KNOWLEDGE &

ABILITIES (SKAa)

Tables 4.11 and 4.12 reveal that one (1) Deputy Director
(Audit), 60 typistg, 40 Senior Finance Officers, 31 Tntornal
Auditors and Principal Audit Assistants, 31 Audit Assistants
and 19 monitoring/project Officers are needed to fill such
existing wvacancigs in the organisation. To Lill lllL'.:;u
vacancies, the following proceedures are tollowed:

a) DEPARTMENT: Internal Audit

POST: DEPUTY DIRECTOR (AUDIT)

VACANCY: 1

Since there is an Assistant Director in the Audit who has
been heading the department for more than 5 yearg now, and
since he possesses all the necessary skills, knowledge and
abilities, he should be promoted to the post of the Deputy
Director (Audit). However, the officer will only be qualified

for his next premotion in six months' time (June 96). This is
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becauéé an officer is expected.fdzgpend atleast three (3) full
years on-a particular Grade Level before he is promoted to the
next step {except under accalerared prnmnrinn}: As a reanlt,
the cofficer should bé made an acting Deputy Director for the
six months and be converted to a full fledge Deputy Director
on 1st June 1886.
b) DEPARTMENT: PERSONNEL MGT.

POST: TYPIST

VACANCIES: 60

15 of the €0 vacancies can be filled by the 15 typists to
be retrenched in the loans coordination Branch and the
Ingpectorate Dept. (because of duplication of duties). The
balance of 45 typists should be sought outside,
c) DEPARTMENT: FINANCE & SUPPLIES

POST: SENIOR FINANCE OFFICER

VACANCIES: 30.

Tﬁere are more Ehaﬁ 60 finanée offi;éf I who have not
been promoted for the past €-8 yearé. 30 most gualified of
them should belpromoted to the Rank of Senior Finance Officer.
The femaining should keep in view pending the availability of

vacancies, S : O e

d) DEPARTMENT : INTERNAL AUDIT
POSTS/VACANCIES: 15 INTERNAL AUDITOR II, 16 PRINCIPAL

AUDIT ASSISTANTS & 31 AUDIT ASSISTANTS.
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Since there are no degfee holders in the Audit department
who are currently below the rank of internal auditor II, the
15 Internal BAuditor II needed can not be recruited £from
'within.' However, from the 20 Seﬁibr Audit Assgistants
currently available 16 should e promoted to £ill the 16
Principal Audit assistant vacancies available in this
.Eategory. From the 206 redundant junior workers {iikely to be
retrenched) in the Loan coordination Branch and InSpectoraté.
31 of them can be trained as Audit Assistants to fill the

existing vacancies in this category.
| A toral of 19 momitaring officers afp heeded in the
Agric, VSD, SSE, WEB and ICB departments/Branches. These
vacancies should be filled by any 19 hardworking Project
Officers to be retrenched from the Loan Coordination Branch

and the Inspectorate department.

ii)y MATCH THWO : SELECTION O©ON THE BASIS OF INTERESTS,
PREFERENCES & PERSOMALITY. o B | |
:Out'of'the 26% of respondents who do not like Eheir'
pfesént jobs, only one (1) indicated his lack of interest in
his job as his reason fcor not liking the job. Instead, they
gave other reasgonsg such as poor salarf, and the mismatch of
their qualification and current job. As a result of this,
interests and preferences are not be taken inﬁo consideration

when filling the available vacancies.
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4.9.1 MATCHING EXTERNAL SUPPLY WITI ITHE REMATNTHNG
INTERNALDEMAND | |
a)  DEPARTMENT: PERSONNEL MGT.
VACANCIES: 45 TYPISTS
A total of 45 typists are to be recruited and selected
from the pool of unemploed typists in the labour market.
b) DEPARTMENT : INTERNAT, AUDIT
VACANCIES: 15 INTERNAL AUDITOR IL
The 15 Internal Auditor II are to be employed from the
NYSC members just entering the employmént market . -
| | STEP THREE (3)

"5.10.0 GENERATING AND DEVELOPING HUMAN RESOURCE STRATEGIES &

PROGRAMS

In thig step, an analysis.of existing manpower strategies
and programmes of the Directorate is done. This will help in
the actual generation and developﬁent of human resource
strategies and programmes. The following pull, push and sell
manpower activities are currently purgsued ‘in the Directorate:
1) RECRUITMENT AND SELECTION. For the past yearg, the NDE

has continued to employ new hands. "In 1991, 176 persons

were employed. 72 and 156 were employed in 1922 and 1993

respectively"’. - | |
2)  PROMOTION AND UPGRADING, For the pas£ four years the

Directorate has continued to promote and upgrade.

qualified employees., A total of 146 Senior and 53

Junior Staff have either been promoted or Upgraded"’.
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3) STAFF TRAINING AND DEVELOPMENT . Since inception, the
Directorate has trained its staff in the following
conferences, workshops, seminars and induction courses:

i) Executive management workshop stage 111 for Senior
Finance Asgistants.

ii) Annual National Personnel Management workshop for Senior
management staff.

iii) Management appreciation corusge for executive secretaries.

iv) Computer Audit conference for internal auditors,

v) Contact Plamming Production and control,

vi} Small scale Enterprises In-Plant Training Programme for _
Enterprigses Development Officers,

vii) Workshop on Efficient use of Energy

viii Effective gecretaried course and _introductory word
processing.

ix) Improvement course for Account Officers

x) international Workshop on how to set up and manage civil
service efficiency centres for Senior Officers of
Personnel  Management and  Planning, Regearch  and
Statistics Departments.

x1) Improvement course for clerical officers

xii) Computer/Word Processing for typists

xiii Training Workshop on Research and Planning Techniques

xiv) Advanced Personnel Management and Industrial Relations

Workshop.
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xv) Management consulting and script writing workshop for
Regearch Officers.
xvi) Training workshop for improving monitoring performances
of inspectors of programmes.

4) STAFF WELFARE. The Directorate provides adequate medical

services alt the Headquarters. It has some gpecialist
Hospitals earmarked for staff. However, such services
are not found in the state ffices. in the state

offices, employees hardly get reimpursement for out-of-

pocket expenses incurred on medicak treatment even if

such treatments were done in specified Government

Hogpitals. A staff canteen exists at the Headquarters

while non of this exists in the gtate offices.

STEP FOUR (4)

5.11.0 CONTROL AND EVALUATION

To assess whether the strategies and programmes generated
in step three (3) of the Human Resource Plan were able to
solve the Human Regource issuesg/problems, an 'on-going review
and wmonitoring' mechanism should be put in place. The
Directorate has the following mechanisms for checking:
1] CONTROL MEASURES

The Directorate has ingtalled the following control
measures: -

a) Time Registers Most of the state coffices operate

two time registers; one each for junior and seunior

gtaff. A careful study of such reqgisters reveals
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that only 18% of the senior sﬁaff report on duty
early or on time, and less than 10% stay in the
office uptill the 4.00 pm closing time, Infact,
about 30% of the staff absent themselves from work.
b) Movement Book. To curtail the number of man hours
spent on loitering about, a time movement book is
operated by most NDE offices. However, compliance

by staff is very poor.
(o3 Discipline. Disciplinary action ranging from
querries, letters of advice, suspengion to
dismisgal are issued to ensure compliance to

corporate goals and objectives.

2) EVALUATION
The following evaluation tools are utilised in the

Directorate.

a) Personnel Audit. The Directorate conducts an annual
Personnel Audit for the purpose of ascertaining the
actual staff strength and the ‘'existence of ghost
workers, if any' at both the Headquarters and all the
state offices including Abuja office. Thig staff Audit
shows the actual manpower position and reveals the rate
of turnover.

b) Performance Appraisal. The Appraisél method in use in

the Directorate is the APER method where each state
office/department gerwds in its APER {(Annual performance

Evaluation Report} form annually to the personnel
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department at the Headquarters. The appraisal exercise

is to enable the Directorate know the rate of

productivity of its employees.

Summarily, this chapter presented and analysed relevant
Human resource data that are required by the Human Resource
plan model desgigned in Chapter two (2). The analysis reveal
the external foreces and key trends that have potential impact
on the management of the Directorate's human resources,
strategic objectives and policies, Human resource objectives
and policies, manpower inventory, productivity, turnover and
absenteeism; employee interests and_ preferences,. Others
include current job analysis, Human resource forecast (demand
& supply) duplication of functions, Budget recconciliation,
matching supply with demand, Human Resource gtrategies and
programmes, and the control and Evaluation of the Human

Resource Planning processes of the Directorate.

5.12 .0 GENERAL DISCUSSION

§:32.1 INTRODUCTION

This part of the chapter passes a search light on the
theoretical framework of the study (contained in chapter 2)
and the actual manpower plamming strategies and programmes
currently in use by the Directorate (as contained in chapter
4) with the aim of reviewing areas of weaknesses. It is also
the aim of this part of the chapter to design strategies and

programmes that will meet the manpower demand and supply needs
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of the organisation. As a result, only programmes that need
partial or complete review are discussed he;eunder.
5.12.2 REDEPLOYMENT & RETRENCHMENT

The formation of the Inspectorate Department and the
loans Coordination Branch has brought about duplication of
leoan coordination and monitoring duties/functions hithertoe
performed by the programme departments (i.e. Agriculture,
National Open Apprenticeship Scheme Dept., Women employment
branch, special public works and International Collaboration
Branch) .

In order to reduce wasteful investment on human
resources, this human resource plan (whose main aim is to
minimige personnel costs) calls for the closing down of the
Inspectorate department and the loans coordination branch.

A total of 460 employees of thege (2) department and unit
(see tableg 5.13) are to be retrenched. However, out of this
number, 15 typistg are to be redeployed to the personnel
department and 31 Junior staff to be tFained as Audit
Assistants and redeployed to the Audit Department .

Also, this human resource plan calls for the gtrict
compliance of the workload per nonitoring/project as ghown in
Table 5.12. As a result, 62 project officers are to be
retrenched from the special public works department . While 1°
are to be redeployed to the following dm‘arrﬁi‘:nl'”:

Agric 5; VSD 3; SSE 6, WER 1 and ICB 4.
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The retrenchment of a total number of 476 employees is in
line with section 4 of the 1979 pension act (Decree 102 of
1979) and Decree No 17 of 1984 which forms part of the
Directorate's human resource ocbjectives/policies and which
formed part of the contract agreement between all the
employees and the Directorate.

This human resource plan calls for a pre-retirement
coungelling that will help the 476 workers to be retrenched.
Upon approval by management, their pension and gratuity
entittlements should be worked and paid to them immediately.

5.12.3 PROMOTION, RECRUITMENT, SELECTION & PLACEMENT

a) PROMOTION. This human resource plan, having carefully
studied the Directorate's human resource objectives and
policies (as contained in section 5.5.0}, the current job
analysis {as contained in table 4.10) and the replacement
chart in figure 5.01 calls for the following promotions.e

LIST OF STAFF PROMOTIONS

Vacant Post (8) Name of Officer Ef fective

for Promotion date

gt AL _...1 _______________ __—]

Deputy Director Chief S.E. Oni W.I.F
(Audil)
30 Senior Finance 10 Formey [inance "
Cificer Ir'rivor I _
16 Principal Andit l 17 former Senior "
BER I s AELE Aneinbonts S
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b) RECRUITMENT, SELECTION & PLACEMENT. To f£ill the 60
vacancies (45 typists and 15 internal Auditors II)
existing in the Directorate, this human resource plan
calls for adequate publicity through the mAass media to
prospective applicants, encugh pportunity to apply,
absence of discrimination and proper ranking of
interviewees. Candidates who satisfy the conditions set
in table 5.09 should be employed.— |
To effectively match the skills, knowledge and abilities,
and preferences, interest and persgonality of the newly
selected employvees, an induction (corientation course) should
be organised, This placement course should be able to
introduce the worker to the general work environment of the

Directorate and the human resource policies/objective.

.5‘12'4 TRAINING AND STAFF DEVELOPMENT
Apart from the on-the-job training given to staff of the
Directorate, Seniority and the manpower needs of the
organisation should be used to send employeés for iwmportant
and related professional courses outside the organisation but
‘within the countyy. To sngage in such courses, conditional

study leave should be given to thbse gualified.

The 31 Junior Officers to be redeployed te the Audit
Department as Audit Assistants should he sent to the
Polytechnic for a 12 wmenlh training programme  on basic

rudiments of Auditing.



109
This human resource plan intends to identify the training
needs of individuals by using job analysis, Annnal Performance
Evaluation report (APER), Diary method, self reporting,
questionnaire, structured and unstructured interview of
questions, questionnaire Administration, Observation,
Brainstorming, critical incidence, etc.

5.12.5 PERFORMANCE APPRAISAL, COMPENSATION AND STAFF WELFARE

This human resource plan will appraise workers on
quarterly and yearly basis. This is aimed at "improving the
management of staff resource by helping employees realige and
fully utilise their potentials while striving to achieve
organisational goals and to provide .aanagers the information
necegsary for decision making in several areas of personnel
management"® (e.g promotion, training, digcipline, etc).

"Because of the problems and 'difi'icu'l.tius that have
plagued the issue of how best to appraise staff performance",’
the appraisal within the plan period will examine the

individual using the APER which will contain the individual's:

1. Foresight

2 Numerical ability

3% Penetration

4. Judgement

5. Expression on Paper

6. Oral Expression

7 Relations with colleagiing

B Relations with public
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13.

14.

155

16.

L
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Acceptance of responsibility
Reliability under pressure
Drive and determination
Application of knowledge
Management of staff (where applicable)
Qutput of work
Quality of work

Punctuality.

.6 DISCIPLINE, CONTROL & EVALUATION

To ensure discipline and control, the following areas of

lapses are to be given adequate consideration.

1)

2)

Late coming, leaving the office before time and
absenteeism. As already stated, a look at the time book
reveals a case of chryonie late coming, loiteving, leaving
before time and not reporting for dnty at all.

Low productivity. The prodncri?ity rate of the
department is very low and this calls for proper centrol

and motivation.

Migconduct. The work behaviour of the Directorate leaves

ﬂ'“]r_'lt to 11"‘ fi'-"f-‘-iT'f'_‘{}. 1 vore' e A18) RO '1‘r".' i LI
officers, fight on duty and lick out qgouoprpment ey o
Proper digciplinary act ions should be put in plas

check these excesses.
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5.12.7 A POST MORTEM ON PERSONNEL COSTS AFTER IMPLEMENTING
THE NEW HUMAN RESOURCE PLAN

The major aim of this resesarch is to develop an effective
human resource plan that will reduce the Naira amount of
personnel costs. The current Naira value of permonnel custs
of the N.D.E. is N124,900,972 (see table 4.14). However, with
the implementation of the pull, push and sell programmes
designed in chapter 2. Personnel costs will drastically be
reduced to N103,157,315 giving a surplus balance of
21,743,663 as seen below:

Total Personnel costs (old) N124,900,978
Lessg: Total Persomnel costs (new) N103,157,315

N 21,743,663

With the reduction of over N21 million from the total
personnel costs of the Directorate, the human resource plan is
said to have accomplished its major functions of personnel
costs reduction. The reduction in pe :onnel costs would have
been higher than this if isrsues like union interests and
societal expectations were overlooked. However, it is not
possible to over Iook such vita] 0nvirn;mﬂnfﬂl factrors hecange
the Directorate is directly or indirectly affected or linked

with the environment in which it finds itnelf .
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CHAPTER SIX
6.0 SUMMARY, CONCLUSION & RECOMM IDATIONS
6.1.0  SUMMARY

The fact that manpower is the most critical of all
resources placed at the dispnsal of An organisat ion and that
the right quality and quantity of this regsource is a measure
of an organisation'sg strength, security and prosperity can not
be overemphasised. However, because of the high personnel
costs incurred by the National Directorate of Fmployment, it
became very necessary to find out whether the right guality
and quantity of manpower is employed by the Directorate and
whether the over NWN120 million spent annually on personnel
costs is justifiable and if not, to find ways of reducing
these huge expenses.

The solution to these problems is to design a
comprehensive and future oriented human resource plan aimed at
reducing these perscnncl costs. This need gave rise to a
research work tittled: Human resource planning as a tocl for
minimising personnel costs, A case study of the National
Directorate of Employment .

This research contains six chapters and oprne np with an

Introductory chapter - chapter cone, In thig chaprer a olen
picture of the major probl=m tn bte golved in painted in Lhe
statement of problem. The lack of effective howan resomyoee

planning process in the DNirectorate jg soon as one n!f the
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causes of high personnel costs. Therefore, the aim of the
research is to develop an effective human resource plan that
will help the Directorate's management reduce personnel costs
through human resource demand and supply forecasts, A
defination of terms that are technical in nature or have
meanings other than their ordinary daily usage is contained in
chapter.

Chapter two sets a thenretical backgroomd for the
research. The works of six relnown ﬂxpﬂrrﬂ-&n human reascnrce
planning (who have been confionted ar one time or the ot her
with similar problems) hav~ bean reviewed. Thiea is to sob a
theoretical base for the resecarch.

Among the personnel eyperts' works reviewed; JMM De
Swart, Bddie C. Smith, George T. Milkovich an’'® Stella M. Nkomo
all agree that a comprehengive human resouce plan shonld
include a detail strudy of the environment in which the
organigat ion finds iteeli, | he corporate and human resomrce
objectives and policies «f the prganisation, analysis of
manpower inventory and porcoomnel programmes and strateqies
that will carter for any lapses (excesses or shortages) in
human resources. Such programmes include recinitment and
selection, placement, promotion, appraisal, compengation,
retirement, training and development, etco. A aummary of
findings from the works of all the experts reviewed formed a
'‘model plan' which is used for the Homan resource plaming of

the Directorate.
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In chapter 3, the His!orical background of the National
Directorate of Employment is given. This Historical
background revealed that the Directorate gtarted operations on

30th January, 1987. The enabling decree No 24 of 198

9 sets
out the objectives of the Directorate to include the design
and implementation of programmes to combat mass unemployment,
the development of labour intensive proarammes, the
maintenance of data bank on employment and vacancies in the
country, etc.

The Directorate has at its helms of affairs, a Board
while the overall management of the organisation is vesgted on
the Director-General who 1is the Chief Executive, The
Directorate has four (4) core programmes which are run in four
seperate departments headed by a Director” each. There are
eleven (11) other gervice departments, branches or units
headed each by either a Director, Deputy or Assistant
Director. The Directorate has an office in every state of the
Federation inecluding Abuija.

Degpite the beauntiful master plan set in motion to curb
unemployment by the Government, the Direcltorate  ia ot
adequately funded. Other problems include logiz=tics, loan
recovery, accomodation and employee motivation.

Researclhi methodology is outlined in chapter four (1)
while the real human resource planning starts in chapter [ive
(5) with data presentation and analysis. Poth primary and

secondary data were collected, presented and analysed in line
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with the 'model plan' drawn up in chapter two (2). Step one
(1) of the human resource plan scanmmed the énvironment in
which the Directorate exists and it is discovered that key
trends and forces like economic conditions, Government/legal
requlations, union intereata/expectations and scciestal
expectations have potential impact on the management of human
regsources.

Secondly, the strategic objectives and policies of the
Directorate are analysed and these helped in establishing
effective human resource objectives il policies for the
organisation. The manpower inventory reveal a staff strenqgth
of 3,430 both at the Headquarters and the 30 state offices
including Abuja. Ithe composition of ;atnff is made up of
Directors, Deputy and Assistant Directors who are mainly
University graduates, have gserved in wvarious management
capacities within and outsgide the organisation for between 20-
25 years.

The officers of the Directorate include Chief, Assistant
Chief, Principal, Senior and Grades 1 & 11 Officers who are
also University graduatea or holdera of equivalent
qualifications and who are saddled with the regponsibility of
implementing policies emanating Erom managoment e detail
execution of the Directorate's policies is made by the Jurim
officers who are holders of HNational diplomacs,
tests I & II and confidential secretary corvtificatos. Others

in this category include primary school certificate holders
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and illitrates. They have 2-20 years working experiences,

74% of the respondents to the quegtionnaire administered
like their present jobs. 26% do not like their present jobs
because of the following reasons: 8% because it does not fit
their present qualificarions, 11% because il does not pay well
and 4% because it lacks the necegsary challenges. On what
line of action to take, 72% of those who do not 1ike theix
jobg intend to look ontaide for otheyv jobs agiven an overall
turrniover rate of 149% {or 642 people) for the Dirertorata.

Employee productivity is very low and absentaeicm rate
very high. Not more than 45% of the staff in the state offices
report for work daily. Even when they do, they leave before
closing time.

A human resource demand forecast reveals that one Deputy
Director, 40 Senionr Finance Officerg, 15 Internal Auditor 17T,
16 Principal Audit Assistants and 31 Audit Assistants and 60
typigts are currently needed in the organisation. Baaed on
current workload per monitoring/project officer, the Agric,

VSD, SSE, WEB and ICB need 5,3,6,1 and 4 extra project

officers respectively whil L spocial  poblic  worle
department has to retrench ciahty cne (81) proje offigere
However, Nineteen of the o ta b vedap) I oty ot B
programme departmants as <l on in table 4 12 Mhiiar i ma
due to the drastic reducticn 1 worlload in Ly it sl
works Department U L Bt R {1 et ST SR

manpewer reveala oanoand i tod ol of jeshy e Vg

o
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Duplication of duties arising frnm-the formation of the
inspectorate department (1988) and loans coordination Branch
(1990) to perform the monitoring and loan coordination
functions hitherto performed by the regpective programme
departments became very unnecessary. As a result, the two
departments (loans coordination Bran.h -~ and inspectorate
department} are to be closed down thereby leading to the
retrenchment of 460 employees as shown in table 34.13.
However, 55 of them are to be redeployed Lo other departments.

In forecasting the internal supply of human resouurces,
replacement charts are used and they i1eveal (as shown in
figure 5.01) Chief S5.E. Oni to be the next qualified pevson Lo
take up the vacant post of Deputy Director, Audit. The
replacement chart also reveal Mr. G.G. Gwong, Sunday Bot an-?
14 others as those to be promoted to the post of Principal
Audit Assistants. While Mr. M.J. Mato, Ibrahim I. and 28
others are to be promoted to the rank of Senior finance
Officers. Moreover, matching of Inteinal supply with the
current job requirement is in favour ol the above mertioned
of ficers. However, 45 typists and 15 Internal Auditor 11
vacancies can not be filled internally. Ag a result, they are
to be recruited and selected from outside.

A budget reconciliation shows that i1 the 476 redundant
workers are retrenched, persomnnel costs will be reduced from
its present level of N124,900,978 to N103,157,315 leaving a

balance of W21,743,663. However, the Directorate receives
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from the Federal Government, an annual subvention of N130
million as personnel costs. Therefore, the implementation of
this human resonrce plan will yeild a surplus balance of
MN26.84 million as shown below:

Annual subvention from Federal Goverpment N1320, 000, 000
Less: New total annual personnel cots MN103,157,131%8

. H26,R42, 685

To effectively accomplish the above mentioned personne]
excepses and shortages, the Human resource programmas alhvie
strategies were addreszed in  the plan. They includs
redeployment and retirement, recruitment, =selection and
plarement, promotion, training & aff development ,
performance appraisal, compensation and staff welfare., Orhore
include Disgcipline, control and Bvaluation. Steps 3 and 4 of
the human resource plan in chapter 4 reviewsd the way sguch
programmes are currently practiged in the Divectorate and
chapter 5 develops new methods to be used to effectively solve
the pending excesses and shortages in manpower as follows.

Redeployment and retirement. The chapter calls for the
closure of the loan coordination branch and the inspectorate
department. A total of 15 typists are to be redeplioyed to the
personnel department and 31 Junior Staff are also to be
redeployed to the Audit Section to be trained as Andil
assistants from the 440 to be retrenched. At a rsult of
redundancy in the special pubiic works department, 62 project

officers are also retrenched.
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One (1) Assistant Director, 30 Finance Officer I and i6
Senior Audit Assisbants are to be promoted to fhe posts of
beputy Director, Senior Finance Officer and Principal Audit
Asgistant respectively. A recruitment , gelaction and
placement machinery is put in place to fill the 60 vacancies.

Professional training courses are to be provided for
gqualified serving members of the Direct ‘,*-ni.r;. The nature and
type of such courses is to be determined by the individual's
training needs and the neads of the organisation

Compensation will be based on a comprehensive performance
appraisal of individuals and ' motivate the gtall, a mouth
watering welfare scheme is to be installed. -~

The human resource plan calls for strict disciplinary
actions on erring employees so as to serve as a deterrant to
potential culprits.

As already metnioned, a post mortem check on personmel]
costs after implementing the new human resource plan reveals
that a surplus of about H21.7 million will be deciared should
this human resonrce plan be implemented in the National
Directorate of Employment .

6.20 CONCLUSION

From the aforementioned of fective manpower programmes and
strategies to be implemented and the expected sumiplus of more
than N21 7 million to be declared as a result of the
implementation of this human resource plan, it is glaringly

clear that a future oriented, comprehensive and integrated
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5;human resource plan such as bthig one witl serve ag a tool for
hinimising personnel cosrs. |

This human regource plan, besidé ieducing personnel costs
by N21.7 million hags also forecasted an optimum number and
quality of personnel to be hired or ffred/retreuched. 1t hag
also put in place a machinery to increase productivity and
reduce employee turnover and absenteeism rates. Finally, this
human resource plan has provided a betier basis for plauning
employee development, improving the overall business planningy
process, provided greater awareness of the importance ot sound
human resource management throughoutt all Jevels of the
organisation and serves as a tool for evaluating the effect of
alternative buman resource actions and policies.
6.3.0 RECOMMENDATIONS

From the findings of this resgearch study, the followina
recommendations are herehy made with the aim of ensuring
continuity and ‘'reaping the abundant apples that grow on the
trees' of human resource planning.

1. ESTABLISHMENT OF A MANPOWER PLANNING UNIT (M.P.U)

Management shounld establish a functional manpowes
planning unit that will ensure dynamic continuity and
implementation of the human resource plans. This planning
unit should be headed by an Assistant Director under the close
supervision of the Director of persomnuel management. The unit
which ig to utilise existing manpower in the ?ersonnel

management department will perform on a continuous basgis the
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following functions,

i)

ii)

iii)

iv)

v)

vi)

]
e
[

analysing the external environment of the Dhirectorate
analysing the strategic objectives and policies of the
Directorate.

assessing the  human 1 esoNree condiliongs nf the
Directorate,

reconciling personnel costs with personnel bodgets.

be represented in and to give expert advice to the
recruitment salect ion and placemant , promotion,
retirement, training  and  development per formance
appraisal, compensation, staff welfare, and Disciplinary
committees.

"promote greater awarenegs of the importance of sound
human resource management throuabout all levels of the
organisation and to provide a tool for evaluating the
effect of Aalternative human resource actions and
policies". . '

providing a Dbetter basgis for plamming employee
development that makes optimum use of workera attit ades
CONTROL MEASURES AND D1SCIPLINARY COMMITTERS

To ensure strict compliance to action plane, improve

productivity and reduce laxity anongst- employees, {he

following control measures should bhe institnt o4 (n

instituted) by management .

i)

Time Registers. Three rvegisters shall be opened, one

each for management, middle and junior ofiicers for the
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purpose of recording time in and out. Every sectional

head is to ensme compliance by middle level and juniom

officers while the Director General is to be directly in
cvharge of the management staff.

ii) MOVEMENT BOOK. To curtail the number of man hours lost
in leitering avound, a time movement book 1o be kept in
the office of each sectional head is to be opened.
vermigsion mist be granted by the secticnal head before
an employee is allowed to sign out. On no account should
a staff be allowed to leave his duty post fot more than
30 minutes wil hout seesking for permission and signing the
movement book. Under special arrangements, staff are to
utilise 12-1 p.m period to pick/collect their
children/wards from school .

iii) DISCIPLINARY COMMITTEES. To check excesses and to serve
as a corrective mechanism, two digciplinary committees
are to be set up to handle disciplinary cascs emanating
from senior and junior staff.

All staff are expectd to cown it themselves well.
However, upon investigation and confirmation that a staff is
found going countrary to the c¢ivil service rules and
regulations and the N.D.E. code of condﬁct, depending on the
gravity of the offence, the Disciplinary committee(s) shall

take appropriate actions,
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3) PERFORMANCE EVALUATION

To ensure proper compliance to the action plans, improve
the management of human resomrces, and to provide managers
with information necessary for decision making in aveas of
promotion, training, discipline, elc¢, performance appraisal
must be carrvied et fiom fime Yo time and workeir o be fed on
how they have peiformed.

Because of the lapser discovered in the o¢miraent civil
gervice 1reforms by the Task lMoree on cwmrrent civil gervice
reform which gave "no indication of the actual pe formance of
the officer reported upon®.’ +The Direr orate ghomid cont inme
to use the open reporting system but with the following

changes. 2

al The present annual performance Evaluation  acheme in
respect of individual civil sarvants should be replaced
with one which emphasises concrete and wmeasurablie
performance, with appropriate rewards and san) ions I'ring
based on performance rating;

b) A modification of the former r:c-ianmah based  on fom
criteria, suitahly weighted and differentintod between
categories of gtaff should be introduced The Fou?
evaluation criteria are;

i) Actual performance compared with prescribed
performance standards;

.

ii) Character traits,
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iii) Attendance and punctuality at work; and
iv) Leadership performance.

Job targets are hereby sel based on time, cost, quantity

and/or quality.

4)

i)

ii)

iv)

STAFF WELFARE

To motivate staff, improve productivity, reduce employee
turnover and absenteciom, a M1,000 per year bonus pen
pmployee acronags the hoard ig fﬂiﬂ“ﬁ"“ﬂldLW] for payment to
all the 29%4 gtaff that will be Jeft aftey Lhe
reltrepchmenl exereise This money (NM2,9%4,000) is 1o he
paid from the over MU million swplus bo bhe real ianed
through this human resource plan.

NZ2 MILLION REVOLVING FUHD FOR STAFF CANVEEM. The sum of
N2 million is recommended as a revolving fand for the
establishment. of subsidised self gervice canteens to be
run in all the 30 state offices including the Abuja
office.

HOUSING ALLOWANCE. Housing allowance top all staff should
be paid upfront at the beginning of the year to enable
staff pay for the 12 months rent advance demanded by
Landlords.

MEDICAL EXPENSES. It is recommended that any medical
treatment above N2,000 he referred to the Headgquarters
for immediate settlement. This is to reduce the pressure

on medical vores sent ' the state offices.



=) STAFF WELFARE RilnEs . Fram the eaurplus H21 .7 million roe
be 1ealised by Ihia nmnan resonree pian, H2 oillion is
recommended to be releacsd 1o all atate offices inelud g
Abuja to repair rheir broken dovn Kombi Unlkswaaen buses .
This ig to help convay wwaloae to and Tro theis G0 jenrn

vi)  TRATNIMG AND STARFE DEVELOPMEIID . The 1 Junioy of ficera 1o
be redeployed o the Andit Dapart ment shedilad b cont b o
a nearby polytochnic for o P2 mot v training.  From 1 jme
to time, staff ahonld bhe releaaged to ga on in eervjes
training. The salect ton of caployeos chiowld bee Toyeed om
ganiority and the npeed of the job, percon & the
organisation.

vii) REDEPLOYMENT, PFETIREMENT, PECRUTMENT AMD PROTITON n
committees to comprioco ol afficerys of the jpoereonnmel
department shonld be appointed to rendery expert aduvice o
manacgement on iaRuen temehing 1) redopdayment,
retirement, recriitment | placement and promol ion.

It is recommemnded that the loans coordination ioanch and
Inspectorate department be c¢lose down and the 460 edundant
statf be retrenched. 15 typists and 31 junior stali out of
the 460 redundant staff to be 1ot renched chondd be codoptoy d

to the persommel department and Audit unita respootivel .

Also, 19 out of the A1 redundam =taff in the gpecial puhia

-

works department aro 1o be redeployed 1o o5 ie dept | Fiat jooal
Opsn Apprent iceship doprt, small ccate Enterprenuerchip dep',

women Employment Branch and International Collaborat ion Dran b
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(ag shown in Table 5 _12) .

It is also recommended that one H‘) Asktigltant Direol e,
0 Finanee Officer 1T and 16 Senior MAudit Acciarantsa b
promofed to the posts ol Deputy Divector, Seorvor Finanes
Officers and Principal Andit Asgistanbo rempect iooly

The Redeployment, retirement, recruitment, pdacement and
promotion commit ! @e should put the machin=ry in e fon foc e
recruitment, seleckion and placement: of 45 typists and 1%
Internal Auditeoxr 11,

Conclusively, to achieve organisational obj ol iven gl
human regource policies/object ives which are curiont |y gedaned
towards pergonnel cost veduct ion, homan recouves pobang pnst e
congeienl iously tollowerd. 11 personnel] costs oo o hes bopd
at its bearest minimum/optinum level, the prococines vl
steps set out in this plan proposal and the yecoaumondal ions
given above should be pursned/implemented :-:.itls Al g
Finally, management and personnel management depan b ment siveild
study the proceedures and steps set out in this huwan resonren
plan and should implement them using the blne print given in
gtep 4 (control and evaluation) aszs a means of cnsning plan
compl iance . In doing g0 an attempt mmst be made 1o adjus

-

with prevailing changes in the oenvivonment from 1 ime to §ime
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APPENDIX 1

. QUESTIONNAIRE

Please answer each guestion to the best of your ability

by placing a check mark {(tick (¢} in the appropriate blank or
by filling in the blank spaces with the required informatiomn.

1.

10.
11.

12.

13.

'HSC/GCE or ILJMB A/L

Department :»-------~~--v---uo-ooonn wmm s e i

Age:—_—-_-_——-—_— --------- (3) Sex: Male I[ 1 Female [ ]
Marital Status: Single [ ] Married [ |

What is your pregsent sgalary Grade level? --wc--wcn—wo o=
What is your present rank or Job tittle? -------v-------

How long have you been in your present position?

Less than 3 years [ | 3—6'years [ 1 7-10 vears | ]
over 10 years [ ]

Did your work else where befdfe'joining your presgent
employer? Yes [ ] No [ ]

If yes, for how long and in what capacity?----=--=------
Your highest Educational Qualification:
WASC/GCE O/L
COND

HND
Deqree

——r——
d bt b 7 b
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15,

1%

18.

b

20.
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If no, why? Because it:

a) does not interest me [ ]
b) doesg not fit my present qualification [ |
<) does not pay well [
d) other reasong (BpeCifyl:---+-cccccocncencncna-nue

1f your answer Lo question 1.2 1g no, what g your next
line of action? T will:

a) develope interest in my present job l
b) switch to another job within the organisation [
¢} retrain in other fields within the organisation |
d) 1look elsewhere l
e} others (pleasge specify)i----r-c—cerrcmrrmrename-

I o W g S

How many are you in your department? ----------
How are your skills/abilities currently utilised?
a) Over-utilised [ ]

b) averagely utilised [ ]

o) poorly utilised [ ]

d) not utilised at all [ )

If your answer to question 17 above is (a), how many
extra hands do you need to help you and others perform
your work well?

If your answer to question 17 above is either (c¢) or (d),
what is the ideal number needed to work in your
department?

Have you ever been trained by your present employers?

Yes [ 1] Neo [ |

If Yes, what kind of training did you receive?

a) Induction [ ]
b) On-the-job training [ ]
cl Off the job training (|
d) Workshops and Seminars [ ]
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22.

23,

24 .

25.
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What type of training would you recommend for your
organisation?

a) On-the-job training [ ]
b) Unconditional study leave without pay [ |
c) Conditional study leave with pay [

What selection critericn should be used for employees who
went to go on training?

a) Seniority [ ]
b) Need of the organisation [ ]
) Need of the employee [ 1]

How is your meal subsidy paid?

a) Luncheon Vouchers [ 1]
b) Provisgsion of meal during official hours [ ]
c) Paid with salaries [ ]

d) UElerE (EPedify] irrrmmmmrrrrrometemmm e n e e a—n
Is your salary commensurate to your work?
Yes [ ] No [ ]

List in order of preference the following fringe
benefits:

Housing, Transport, Medical, Health, Insurance, Cafeteria
Service.



