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Fundamental's of educational planning

The booklets in this series are written primarily for two types of
clientele: those engaged in educational planning and administration,
in developing as well as developed countries; and others, less
specialized, such as senior government officials and policy-makers
who seek amore general understanding of educational planning and
of how itisrelated to overall national development. They areintended
to be of useeither for private study or in formal training programmes.

Since this series was launched in 1967, practices and concepts
of educational planning have undergone substantial change. Many of
the assumptions which underlay earlier attempts to rationalize the
process of educational development have been criticized or
abandoned. Even if rigid mandatory centralized planning has now
clearly proven to be inappropriate, this does not mean that all forms
of planning have been dispensed with. On the contrary, the need for
collecting data, evaluating the efficiency of existing programmes,
undertaking awide range of studies, exploring the future and fostering
broad debate on these basesto guide educational policy and decision-
making has become even more acute than before. One cannot make
sensible policy choices without assessing the present situation,
specifying the goals to be reached, marshalling the means to attain
them and monitoring what has been accomplished. Hence planning
isalso away to organize learning: by mapping, targeting, acting and
correcting.

The scope of educational planning has been broadened. In addition
to the formal system of education, it is now applied to all other
important educational effortsin non-formal settings. Attentionto the
growth and expansion of education systemsis being complemented
and sometimes even replaced by a growing concern for the quality
of the entire educational process and for the control of its results.
Finally, planners and administrators have become more and more
aware of theimportance of implementation strategies and of therole
of different regulatory mechanisms in this respect: the choice of
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financing methods, the examination and certification procedures or
various other regulation and incentive structures. The concern of
plannersistwofold: to reach abetter understanding of the validity of
educationinitsown empirically observed specific dimensionsand to
help in defining appropriate strategies for change.

The purpose of these bookletsincludes monitoring the evolution
and change in educational policiesand their effect upon educational
planning requirements; highlighting current issues of educational
planning and analyzing them in the context of their historical and
societal setting; and disseminating methodol ogies of planning which
can beappliedinthe context of both the devel oped and the devel oping
countries.

For policy-making and planning, vicarious experienceisapotent
source of learning: the problems othersface, the objectivesthey seek,
theroutesthey try, the resultsthey arrive at and the unintended results
they produce are worth analysis.

In order to help the Instituteidentify thereal up-to-dateissuesin
educational planning and policy-making in different parts of theworld,
an Editorial Board has been appointed, composed of two general
editorsand associate editorsfrom different regions, al professionals
of high repute in their own field. At the first meeting of this new
Editorial Board in January 1990, itsmembersidentified key topicsto
be covered in the coming issues under the following headings:

Education and devel opment.

Equity considerations.

Quality of education.

Structure, administration and management of education.
Curriculum.

Cost and financing of education.

Planning techniques and approaches.

Information systems, monitoring and evaluation.

ONoURrLNE

The series has been carefully planned but no attempt has been
made to avoid differences or even contradictions in the views
expressed by the authors. The Instituteitself does not wish to impose
any official doctrine. Thus, while the views are the responsibility of
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the authors and may not always be shared by UNESCO or the I EP,
they warrant attention in the international forum of ideas. Indeed,
oneof the purposes of thisseriesisto reflect adiversity of experience
and opinions by giving different authors from a wide range of
backgrounds and disciplinesthe opportunity of expressing their views
on changing theories and practicesin educational planning.

One of the subjects which have figured most prominently in
discussionsinthefield of educational planning isthe extent to which
the devel opment of education should and can be planned in thelight
of the needs of the labour market. In actual fact, it isbecoming lessa
matter of devel oping education strictly in accordance with employment
needs, if only becauseit isincreasingly difficult to estimate such needs.
Thus planning is now more concerned with the functioning of the
labour market and itstransition from school to work, in order to guide
the development of education systems. Neverthel ess, there are many
countrieswhich also seek to definetheir policy inthelight of various
indications of the probable evolution of the economy in the medium
and long terms.

To take stock of methods of planning human resources, the
Institute asked Olivier Bertrand, of the French Centre d’ études et
de recherches sur les qualifications (CEREQ), to prepare a booklet
on thistopic. The present edition isan update of that booklet, which
takesinto account the latest methodol ogical developments. Inavery
clear and concise manner, the author reviews previous methods of
forecasting and analyzing training requirements before describing
present-day proceduresinindustrialized countries, where, although it
isnot alwaysadmitted, recourseisstill had to planning. Fromall these
experiences, Olivier Bertrand drawsanumber of important conclusions
concerning a possible pragmatic approach which can be adapted to
different contexts. TheInstitute wishesto thank him for hisexcellent
and lucid contribution to the series.

Gudmund Hernes
Director, I1EP
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Preface

Should the education system be devel oped in such away asto match
the needs of the economy and the labour market? That is a question
which quite anumber of human resources planners have been asking
themselvesfor along time, without finding a compl etely satisfactory
answer.

The so-called *‘manpower planning’, which advocated a strict
matching of training to employment, fell short of expectationsin many
respects. Much criticized from atheoretical point of view by reason
of itssimplified assumptions concerning determinants of job structures
and the relations between education and employment, the method
served mainly to justify the very rapid increase in the number of
enrolments at the post-primary and post-secondary levels; but it
contributed littleto lowing down or channelling thisincrease when it
became necessary to do so. Therate-of-return analysis often proposed
asan alternative al so raisestheoretical and technical problems. Inany
case, thislatter method gives only an a posteriori evaluation of the
effectiveness of agiven education policy, and can provide no indication
of the state of the labour market and the evolution of the rate of
returnsin the future.

Thedifficulty of forecasting employment by leve of qualification
and specializations is further aggravated in industrialized countries
by the acceleration of technical changes which affect very many
jobsand sometimes radically modify the corresponding qualifications
and skills required. In developing countries, it is the uncertainty
surrounding the economy and the repayment of debt which make
any attempt at forecasting hazardous. Must we conclude that no
attempt should be made to forecast the future and plan human
resources? Obviously not. It takesmany yearstotrain asenior scientist
or ahigh-level administrator, and anything now done, or left undone,
can have serious future consequences. Furthermore, the number of
young people who enter the labour market every year in developing
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countriesis, in many cases, so great in relation to the total popul ation
of working age that the authorities cannot avoid giving thought in
advance to the question of how these young people are going to fit
into working life. Asthese two examples show, planning isbound to
continue exploring the future; and it must al so set up mechanisms of
evaluation and research so asto control the quality of training, and to
keep an eye on how people who have successfully completed such
training fit into the working world and on how the skills required for
various occupations change. Educational strategies place more and
more emphasis on the quality of training which is conducive to a
greater adaptability of manpower, the permanent updating of skills
through various out-of-school education programmes, and flexibility
inthe organization of training systems.

Thefirst version of thisbooklet, published in 1992, was used to
train generations of educational planners. Some 10 years later, the
conclusions reached in this work are till valid. The Institute asked
Olivier Bertrand to carry out an update of the challengesidentified by
planners and the methods used in the planning of human resources.

Hislong experiencein devel oping countries, and subsequently in
the Centre d’études et de recherches sur les qualifications
(CEREQ) (Centre for studies and research on qualifications) in
France, makes Olivier Bertrand well qualified to describe both
traditional methods and new procedures where human resources
planning is concerned, and to deduce the lessons to be learned from
what has been done in this field. The approach which he suggests,
i.e. combining prospective studies and qualitative analysis, will be of
interest to human resources planners in the relevant ministries of
both devel oping and industrialized countries.

Francoise Caillods
Co-Genera Editor
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Introduction

It isevident that the purpose of education and training, in the widest
sense, is not merely to prepare young people for employment.
Education must first and foremost help to develop the individual’'s
personality and enable him or her tofit into society. It should also, as
far aspossible, help to provide equality of opportunity. But this does
not mean that it doesn’t take into account the occupational future of
young people. Thisaspect is of primeimportancein establishing the
direction to betaken by occupational training. In most countries, this
isanincreasingly pressing need, and criticismisfrequently levelled at
the inadequate matching of training to economic requirements,
especialy in cases where unemployment among qualified workers
co-existswith ashortage of skilled manpower.

Such criticismiswidely expressed not only by the genera public,
but also by the media, employers’ representatives, and sometimesthe
public authorities, who demand that training be more closely matched
to employment. But isthis possible? If so, how? The analysis of the
respective experiences of very different countriesin recent decades
pointsto the need for considerabl e prudence. The problemsinvolved
have been more thoroughly grasped, but this hasled to a heightened
awareness of their complexity and difficulty. At the present timethere
is no completely satisfactory answer to the question of whether itis
possibleto predict training needs stemming from technical and economic
changesandto plan (or givedirection to) thetraining system accordingly.
Some authorities even wonder whether this should be done, for
liberalism and the free play of market forces are nowadays muchin
fashion, such that the very idea of planning may seem outdated.

What follows makesno claim to provide amiracul ous solution to
these problems. Its purposeisto take stock of what has been learned
from recent trends, mostly in advanced industrial countries, and to
clarify practical experience in relation to theoretical analyses. It is
intended, in particular, for those responsible for the orientation and

13
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management of training systems subsequent to the period of
compulsory education, in devel oping countries or in countrieswhere
planning is centralized and afresh start is being made; in both cases,
what they want to know is to what extent the experiences of
industrialized countries can betransposed to their own context.

Consequently, thismonograph iswritten more from the standpoint
of the public authoritiesand initial training than from the standpoint of
employers and further training. It is slanted mainly on aspects of
planning relating to therel ationshi ps between training and employment,
leaving aside other aspects such as costs, funding, the provision of
premises, and teacher training.

A review of existing methods of forecasting and an analysis of
training needsin their historical and national context in Chapter | is
followed in Chapter Il by some examples of recent experiences.
Chapter Il attempts to draw conclusions from these experiences
and suggests possible steps of a pragmatic approach, adaptable to
different contexts, to the establishment of a permanent planning
processincorporating the follow-up of results.

14
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Where training-employment relations are concerned, theory and
practice have evolved along thefollowing lines:

With effect from the 1940s, the adoption of acentralized planning
system in what was then the Soviet Union, and the aim to meet
the manpower needs of industry led the authorities to extend
planning to include the eval uation of the manpower requirements
of the economy and to rel ate these requirementsto the output of
the education system. Thiswasthe emergence of the  manpower
approach’, which was adopted in the 1950s by the satellite
countries of Eastern Europe which took the Soviet system as
their model.

Towards the late 1950s and the early 1960s, renewed concern
with the problem of development and the realization of therole
of education aroused the interest of various countries and
international organizations in a form of planning which
incorporated the correlation of employment and education as a
development factor. More or less elaborated versions of the
manpower approach were experimentally adopted by OECD
countries in the Mediterranean area and Latin America, by
industrialized countries such as France, and by developing
countriesincluding Indiaand Pekistan. All these countries shared
the same concern: to ensure the supply of manpower (and in
particular skilled manpower) necessary for their growth.

In the late 1960s and early 1970s, this approach lost favour.
Therewere several reasonsfor this. Liberal economistsin Anglo-
Saxon countries criticized the manpower approach for itslack of
theoretical justification, and proposed an alternative approach.
Planning specialists a so realized the shortcomings of the manpower
approach.

At the same time, the economic context changed radically with
theadvent of thecrisisinthelate 1970s. Inindustrialized countries,
the problem was no longer meeting manpower requirements, but
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coping with unemployment. Generally speaking, planning fell out
of fashion asaresult of the changed political climateand forecasts
that had often proved erroneous. Devel oping countries, on their
part, encountered difficultiesin forecasting training-employment
relations dueto lack of data and shortage of resources, and they
perceived the political obstaclesthat were created by such aform
of planning.

For all these reasons, the manpower approach as an instrument
of forecasting and planning was abandoned practically everywhere,
but without being really replaced by anything else. Nowadaysamore
pragmatic and reserved view isgenerally taken. Attemptsat forecasting
are confined more to a given sectoral or regional level. Thetrendis
towards obtaining more reliable and useful information, and the
improvement of instruments ableto provide better short-term guidance
and a better management of the training system.

Neverthel ess, speciaistscontinueto questionthe utility and validity
of forecasts — or rather prospects — concerning employment and
occupations. Many countries do indeed still make such forecasts, but
in another context and along adifferent line of thought.

After analyzing experiences based on the manpower approach,
thisfirst part reviews some alternative approaches.

1. Educational planning based on the manpower

approach and the logic of matching training

to employment

Thisapproachiswell known and critical literature on the subject
isabundant. It may nevertheless be worth while reviewing anumber
of experiences in order to show their diversity and to learn lessons

from them which are still applicable. The reader who is pressed for
time may prefer to pass directly on to the next chapter.

16
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The principle of the approach

This approach stemsfrom the ideathat “educational plans must
be established in the light of economic and social development
objectives’ (Parnes, 1962). It supposesthat it is possible to estimate
future manpower (and particularly skilled manpower) needs on the
basis of assumptions concerning the evolution of the economy and its
occupational structure. These needs can then be set against the
expected output of the training system in order to bring the two as
closely into line as possible. The approach comprises the following
stages:

(@ It startsfrom economic projections, up to agiven future date, of
thelevel of national production and its breakdown by sectors or
branches of activity. It makes assumptions asto the evolution of
productivity in each sector, thus giving estimates of the number
of people employed.

(b) Thenext step isto estimate the breakdown of these numbers by
occupations, occupational categories, or socio-occupational
categories. Todothisit isnecessary to know the present structure
by sector and to estimate how this structurewill change over the
period in question. Theapplication of these structural coefficients
to the estimated numbers per sector gives the breakdown of
numbers by sector and by occupation. The recapitulation of all
the sectors gives an estimate of the total employment available
(or number of jobs on offer) by occupation for the final year of
the period.

(c) Tomeet thisavailable employment (or manpower demand), itis
then necessary to estimate the manpower resources which will
be available at that time. These resources are drawn from:

() the numbers at present employed, making allowance for
deaths, retirementsand, if possible, occupational mobility;

(i) the expected output of the training system over the whole
period from start to finish.

The addition of these two components gives an estimate of the
manpower which will beavailablein thefinal year of the period tofill
the jobs offered by employers.

17
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Potential job offers Manpower resources or
or manpower needs availability

Jobs corresponding to ‘Residual’ manpower
economic forecasts by (after deduction of
occupation/skill retirements + deaths)

+ predictable output of training system

(d) All that remainsto be doneisto set these estimated needs of the

economy against the predictable resources so as to produce a
balance-sheet of shortfallsand surpluses, and establish thetraining
policy accordingly.

Thisapproach raisesfundamental problems, to which subsequent

referencewill be made. It also raises problems of application, such as:

The duration of the period under consideration. In a planning
process, this duration is often equated with the duration of the
overall economic development plan, whichisusually 4 or 5 years.
But this creates aproblemin so far asit takes much longer than
that to put an education policy into effect and for it to produce
results. It takes about 10 yearsto establish guidelines, make the
necessary capital investments, train teachers, complete astage of
education or training, and introduce the trained individualsinto
the labour market.

The level of detail of the analyses relating to occupational
structure. The desire for detailed forecasts is not merely a
complicating factor; it aso clashes with the fact that there are
considerable possibilities of substitution among specidizationsor
levelsof training that are closeto one another. Selecting alevel of
detail also means selecting a system of classification of
occupations.

The methods and assumptions adopted for forecasting numbers
and occupational structures.

Below are some examples of the use of this approach, showing

how these problems have been solved in countries whose contexts
differ.

18
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The experience of socialist countries

Theformer Soviet Unionisthemost typical example of manpower
and educational planning.

» It waspart of an overall process of directive planning covering
all sectors of economic activity and imposed on all production
units.

*  Thisprocess involved a mechanical matching of all those who
left the education system to the recruitment needs of business
and industry. These needs were evaluated by the business and
industrial undertakings themselves, by reference to planned
production goalsand the application of technical coefficients. The
planning authorities then added together the needs of these
undertakingsto evaluate national needs.

e Inthe case of the former USSR, the logic of the matching was
reinforced by the fact that it was the planning authorities who
decided upon the allocation of qualification-holdersto each unit
of production. Furthermore, the country’sbrand of socialism did
not recognize the existence of alabour market (or of a product
market either) and hence took no account of workers' freedom
of maobility apart from factorsprovided for by the planning system.

It isinteresting to note that Hungary, which wasthefirst socialist
country to set the exampl e of economic reform, distanced itself from
this model as far back as the 1960s. The planning authorities took
critical stock of the Soviet model adopted in the 1950s. Firstly, the
five-year period initially set (because it corresponded to the normal
planning period) was considered too short — and this was also
recognized by the USSR, where the period was extended to 15 or
20 years.

Subsequently, voluntary planning based on the extrapolation of
the high growth rate during the early years of industrialization often
resulted in unrealistic forecasts. Thistrend wasintensified by the fact
that in formulating their plans, state undertakings proceeded in
accordance with their own logic and tended to boost their forecasted
requirementsin proportion to the shortage of skilled manpower.

19
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This assessment led the Hungarian authorities in the 1960s to
set up a system based on arather different approach to that used in
the previousdecade. The hew system merely involved the mechanical
matching of educational output to manpower needs. It adopted a
comprehensi ve soci 0-economic approach covering along period (15-
20 years) and was largely based on demographic data to avoid
imbalance between the long-term trends displayed by the education
system, the economy and society. Hungary thus shifted from rigid,
directive planning to more flexible and indicative planning. This
approach was subsequently used in anumber of developing countries.

With the fall of socialism, however, planning based on the
manpower approach fell into disrepute in the countries of Central
and Eastern Europe. Aswill be discussed below, their thinking then
turned from strictly applied planning to forecasting of therelationship
between employment and education.

The work of the OECD

This international organization, most of whose members are
devel oped countries, gave thought in 1960, or thereabouts, to therole
of education in economic growth (Parnes, 1962). It sought to evaluate
appropriate levels of educational development corresponding to the
economic and social objectives of a number of what may be called
‘semi-devel oped’ countries. Initially, six M editerranean countrieswere
selected: Spain, Greece, Italy, Portugal, Turkey and Yugodavia. Teams
of specialistswereformed in each of these countriesand assigned the
task of preparing detailed plans covering along period up till 1975.

The main difference by comparison with theexperience of socialist
countrieswhich had planned economieswasthat these were countries
with amarket economy. Consequently the task consisted principally
of estimating predictable manpower shortfalls and the investments
required to cope with them.

Part of the value of this experience was that it was followed
some years later by an evaluation making it possible to compare the

initial forecastswithwhat actualy happened. The evaluation comprised,
in particular, analyses of sensitivity revealing the margin of error
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committed in the various assumptions made. It was observed that
the greatest errors concerned the overall economic growth rate. This
pointed to the probability that the difficulties encountered were
essentially those of any economic forecast and were not specific to
training-employment relations.

The French experience

French planning, as introduced after the war to speed up
reconstruction, was of a flexible and indicative nature and lay in a
mixed economy operating in accordance with market forces, and hence
inavery different context from that of planning in socialist countries
with acentralized planning system. Initially geared towards material
production, it gradually embraced human resources, because a
considerable part of thetraining system wasin the hands of the State,
which had to decide what directionto giveit. Thisplanning devel oped
against a background of growth, the concern being to meet those
skilled manpower requirementswhich were considered important (Goy,
1978).

The 1960s and 1970s witnessed a gradual refinement of the
methodology used. The econometric modelsthat served asthe basis
for forecasting and analysis of occupational structureswerefine-tuned.
Most importantly, an attempt was made to assess manpower
requirements in order to take into account the need to replace those
leaving the workforce dueto retirement or death.

Thismethodological progress was accompanied, however, by a
change in the understanding of the task. There was notably greater
scepticism regarding the possibility of planning education-employment
balancesin amarket economy that wasincreasingly opento the outside
world, particularly at atimewhen skilled |abour was becoming plentiful.
Theoil crisesof the 1970sled to genera questioning of thevalidity of
projections and theoretical advances pointed to the uncertainties and
sengitivity of forecasting. “ Therewasagradual shift from an approach
based on the ‘needs’ of the economy to a firmly trend-based
perspective (extrapolation of past trends and analysis of their
consequences)” (Goy, 1978: 120).
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Attempts to apply the manpower approach
to the Third World

Below is an example of a country that wished to engage in
planning, but in the context of adevel oping market economy.

The case of India

India’'s attempt at planning began at about the same time as that
of France and displayed some of the same characteristics. Indeed, the
starting point was a desire for planning as a means of dealing with
shortages, yet in afree-market system that rendered such planning
indicative rather than directive in nature. However, the context was
completely different: Indiawas an immense country at afairly low
level of development, in which the central government had more of a
co-ordinating role over its 22 states and nineterritoriesthan any real
power (particularly where education was concerned).

Thisexperience was characterized initially by the priority given
to high-level scientific and technical manpower (engineers, doctors,
agronomists, teachers, etc.). Other categories have been moreor less
neglected, firstly because of lack of data and also because they raise
no problem of shortage. Indian plannershave alwaysregarded shortage
asmore prejudicial than surplus (Verma, 1985).

Another feature where Indiais concerned is the vast size of the
country and the fact that a large share of responsibility is borne by
22 states and nine territories. The central government co-ordinates
rather than exercises real controlling authority. This partly explains
why manpower forecasts have had only alimited impact on educational
policies. For the same reasons, the central government does not always
have access to the detailed data necessary for practical planning.

Theevaluation of the Indian experience hasrevealed in particular
that most forecasts of manpower needs have been over-estimates,
firstly because estimates of economic growth have themselves been
over-optimistic, and secondly because specialists tended to boost
manpower requirementsin their own respectivefields. Furthermore,
jobs which, according to the planners, should have been filled by
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skilled personnel have actually been filled by personnel who do not
possessthe skillstheoretically required but who are paid less. Thisis
the conseguence of not taking remuneration into account in planning.

Another limiting factor, recognized a posteriori, isthat manpower
planning has not made allowance for occupational or social mobility.
The lack of reliable statistics on occupational structures has been a
considerable handicap in this respect. We will return to the use of
forecasting in various countries in Chapter I1.

Evaluation of the manpower approach
Several conclusions can be drawn from these experiences.

Firstly, recourse to the manpower approach largely depends on
the socio-political context inwhichit isadopted: whether the system
is planned or market-controlled, and whether thereisashortage or a
surplus of manpower.

From amethodological point of view, apart from the difficulties
of application and the inflexions noted in this account, the manpower
approach raises at |east three fundamental problems:

* Thebasicideaisto compare future manpower recruitment with
theoutput of thetraining system. But thisdoes not make sufficient
allowancefor thefact that aproportion (avery high proportionin
some countries) of recruitment isaccounted for not by the output
of the training system, but by mobility; that isto say by people
who were previously in adifferent job, unemployed or inactive.
So adistinction must be made between the most elementary form
of manpower approach, which takes no account of these
phenomena, and the form which attemptsto evaluate mobility at
least.

e Another criticism is that the manpower approach takes no
account of the conditions under which manpower supply is
actually matched to manpower demand, in particular where
remuneration is concerned. It is assumed that objective
requirements exist, and in order for them all to be met, it only
requirestraining the corresponding number of people.
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A few examples suffice to show that thisis not so. For instance
in many developing countries, the training of a large number of
agricultural technicians has not in itself remedied shortages in this
speciality; the remuneration of this category of personnel is not
sufficiently attractiveto compensatefor the difficult working conditions
(remotelocation and lack of material comfort) and the negativeimage
of this occupation by comparison with others. There is no point in
training specialistsif they refuse to work in the speciality for which
they have been trained. Similarly in many industrialized countries,
blue-collar jobsare held in low esteem, and though training facilities
have been created or expanded in areas such asthe building industry
and sheet metal work, not enough peopl e take advantage of them.

These examples alone show that the education system is often
unfairly criticized for itsinability to meet the needs of the economy. If
training is to be better matched to employment, the matching must
not be one-way; both sides of the balance must be adjusted.

Wefindthisideaat another level too. Assuming that thedifficulties
just mentioned have been circumnavigated, the question remains as
to how to define the correspondence between a type and level of
training and an occupation. In the first place, such a correspondence
cannot berigid, for there are several types of training which provide
accesstoamost all occupations, and amost all types of training open
theway to several occupations. Thisisthe principle of replaceability
already referred to in the case of Hungary.

Medicineand afew other regulated professionssuch asarchitecture
and law, which require aspecific formal qualification, are exceptions.
But engineering is not; some (and in certain cases many) of those
who are classed as engineers do not possessthe corresponding formal
qualification, whileasubstantial proportion of peoplewho do are not
engaged in engineering; they may occupy financid, salesor management
posts. The same applies, mutatis mutandis, even more so to people
employed inthe commercial sector.

It should be noted that this correspondence between training and
occupation variesaccording to supply and demand, and also according
to salary level, al of which may vary from one time and place to
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another. Employers have a wide margin of adaptation. If they find
secretaries on the market who have received higher education, they
will often givethem preference; if they can only find candidateswho
have not completed their secondary education, they will make do
with them. Canthelevel of training required of asecretary be defined
objectively?

The same reasoning could apply to specidities in the tertiary
sector. A case in point is that of banks, which in many countries
recruit their future senior employees without much regard for the
speciality for which they have been trained; what matters more to
them isthe level of training. A certain degree of non-differentiation
isalso found in many areasin the tertiary sector, and to some extent
also in some areas of industry.

Variationsfrom onetimeto another in agiven country arejust as
marked when we compare one country with another. The type and
level of training judged necessary for agiven job depend not only on
the structure of the training system and how advanced it is, but also
on how the social system recognizesthelevel of training in question.

The comparison by the OECD of levels of economic and
educational development follows the same lines as this analysis,
confirming that factors of demand alone are insufficient to steer the
development of an education system,; factors of supply must also be
taken into account in the analysis.

Thisbeing so, one may doubt the existence of objective needs of
the economy and question the idea that planning should consist of
matching training to those needs. Again, the matching cannot be a
one-way process.

Despitethese criticisms, the matching idearemainsfirmly rooted
in many people’s minds, for it gives the reassuring impression that
technical solutionscan befound to the problem of training-employment
relations.

In order to passfinal judgement on the validity of the manpower
approach, westill haveto seewhat the possible aternative approaches
are.
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2. Two alternative approaches to the evaluation
of training needs and priorities

The manpower approach is not the only approach to human
resources planning. Others have been adopted or have been proposed.
Some of them adhereto theidea of matching; othersfollow adifferent
line of reasoning, based on the evaluation of the effectiveness of
training as an instrument for orienting it.

Questioning employers

This is not really a method, and would not even be worth
mentioning if it were not so frequently resorted to. It is simply a
practice, and the simplest of all; it consists merely of asking business
and industrial undertakingswhat their training needsare. In an overall
planning perspective, there arethree major objectionstoit:

»  Firmsareusually uncertain of what the future holdsin store, and
they rarely make medium-term forecasts. Even more rarely do
such forecasts relate to employment and manpower. The
evaluations they can offer are therefore liable to be completely
groundlessand unredlistic.

* Theestimatesareaso liableto be biased if the firms questioned
feel that their replieswill have apractical outcome, for example
on the allocation of manpower. If the manpower concerned is
scarce, they will tend to over-estimate their needs.

e Theoveral planning problem cannot be addressed by questioning
employers. Themechanical totalling of the requirementsof firms
and production units cannot provide the manpower datademanded
by an attempt at long-term planning. “The economy is a
complicated living organism which undergoes constant changes:
some elements of the system die away and are replaced by new
elements. Existing organizations can hardly be expected to
forecast their own destruction; on the contrary, they are generally
unawarethat their survival and future devel opment may depend
on aradical transformation of their production profile, their
structure and work. Beyond these considerations, aggregation
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of the needs of existing enterprisesexcludesthe ‘ new born’ firms
fromtheplanning” (Timér, 1990: 54).

While questioning employers cannot provide a quantitative
forecast of the number of people to be trained, it is nevertheless an
essential component of the qualitative analysis of the content and
evolution of jobs and of the assessment of the functioning of the
labour market.

Referenceto social demand

This approach makes no claim to be scientific, but implicitly or
explicitly it playsanimportant rolein establishing educational guidelines.

The preceding analyses may raise a question briefly referred to
at theoutset: Can and should the devel opment of training be determined
solely by economic needs?At first sight, the answer issimple: Purely
vocational training should be determined by economic needs, and
general education by what might be called social needs.

In actual fact, the problem is more complex. Firstly because
educational development obviously depends on available economic
resources. Secondly because the borderline between vocationd training
and general education istenuous. Thetwo are closely interlinked; the
development of vocational training depends on that of general
education; conversely, an extension of thelatter which did not lead to
any training with aspecific god would bevery liableto create problems.
Lastly, it may be noted that particularly — but not exclusively —in
various Third World countries, vocational training programmes often
have asocial goal. Not knowing how to keep young people occupied
and not knowing what jobs to train them for, the authorities shunt
them into vocational training courseswithout any specific objective.
Thispracticeisquestionablein view of the acute shortage of resources
of the countries concerned.

If, instead of regarding the question from the theoretical and
methodological point of view, we consider the practical conditions

under which educational decisions are made, it hasto be recognized
that while the decision-makers are faced with the extremely difficult
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task of evaluating economic needs, they are also subjected to social
pressurewhich usually takestheform of ademand for more education.
Unlike the former task, this social demand is fairly amenable to
planning.

This being so, the authorities may be tempted to base their
decisions more on the latter approach, which moreover appears
perfectly democratic at first sight. But on closer inspection it is seen
to befar from democratic. Experience showsthat it enablesthe most
privileged social categoriesto benefit most from education.

The conclusion must be that taking social demand into account is
not ascientific and objectiveway of estimating training needs, though
it isan essential factor which hasto be bornein mind by plannersin
so far as planning is not an academic desk-top exercise but alargely
political processof reconciling conflictinginterestsand priorities (Klees,
1989).

3. Approaches based on the evaluation
of the efficiency of the training system

The approaches analyzed so far have been aimed at predicting
future trends in order to make a quantified estimate of training
requirements. Another approach isto evaluate the functioning of the
education system a posteriori. This approach can take two forms.
Thefirst aimsto evaluate the benefits of training in accordance with
an economic calculation similar to that applicable to physical
investment. The second consists of examining the position on the
labour market of those who have been trained, and how closely the
jobsthey hold correspond to the type of training they have received.

Both these forms of approach may be considered as methods of
at least steering thetraining systemintheright direction by successive

corrections, if not actually forecasting its output. Some examples of
their application are given bel ow.
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Economic efficiency. cost-benefit analysis,
or analysis of the return on investment

Thishasbeen proposed mainly by neo-classical economists, many
of them Anglo-Saxon (Blaug, 1968; Psacharopoul os and Woodhall,
1985). It stems from a criticism of the manpower approach relating
in particular to thefact that thelatter takes no account of remuneration.
Theideaisto seek abetter economic basis for establishing training-
employment relations. The advocates of the cost-benefit approach
find this basis in the theory of human capital, according to which
education and training are an economically worthwhile investment
from the standpoint of both theindividual and the nation. The approach
lies in an economic perspective, with emphasis on the mechanisms
of natural regulation which operate on the labour market through
wages and incomes.

In this perspective, when individuals choose a course of action
they implicitly analyze what it is going to cost them and what benefit
they will derive from it. For instance if a young person decides to
continue his or her studies, say at a university, the cost of doing so
can bemeasured intermsof fees, and especially intermsof opportunity
costs; that is to say the loss of earnings resulting from not having
entered remunerative employment instead of attending a university.

On the other hand, a person who attends a university can hope
to enjoy a higher income for the whole of his or her working life,
whichwill morethan compensatefor theinitial lossof earnings. Taking
into account theinterest rates applicable to these different periods of
activelife, itispossibleto establish abalance-sheet in terms of return
oninvestment.

Thisanalysis can be transposed from the individual level to the
community level, provided it isaccepted that individual remuneration
isequivalent to the benefit the community derivesfromtheindividua’s
activity. In this way one could evaluate the cost and benefit to a
country of different types of training or their future development.
Thereis, however, adifferenceintheway the calculationismade, in
so far as the community usually bears all or part of the cost of
education. Thisimpliesthat continuing education beyond the normal
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compul sory period must logically be more profitablefor individuals
than for the community.

A seriesof studies covering some 50 countries at various stages
of development was conducted, notably by Psacharopoulos (1993).
The latter drew a certain number of conclusions, which may be
summarized asfollows:

* Thereturnto education at all levelsis generally higher than the
return to capital investment.

* Thereturnis highest for primary education; it then declines as
the educational level rises.

* Individualsreceiveagreater return than does society, particularly
in the case of higher education, which constitutes grounds for
having individuals bear more of the cost of higher education.

e Thereturnto education remains stable as countries develop and
education remains an attractiveinvestment.

These conclusions are now disputed. A study of 10 Asian
countries, based on a different interpretation of the data, found no
confirmation of them whatsoever and suggested that the social return
to education was low in countries such as India, Pakistan and the
Philippines, which have a surplus of educated labour with respect to
their level of economic development. The author concluded from this
analysisthat studying rates of return wasnot areliable enough method
to ground decisions on investment in education, owing to the
inadequacy of the data and the role of non-economic factors
(Bennel, 1998).

Finally, arecent study of the relationship between education and
economic growth in 16 emerging countries offersyet another insight.
The study concludesthat economic growth isfaster when secondary
and higher education reach alarger share of the population, using the
examplesof Chile, Malaysiaand Thailand (UNESCO/OECD, 2003).

Although these studies apparently obtain conflicting resultsasto
therespectiverolesof thevarious educational levels, they alow usto
draw at least two genera conclusions:
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*  Thereispraobably athreshold level — corresponding perhapsto
thelower secondary level or to pupilshaving at least eight years
of basic education — at which education becomes an important
factor in economic takeoff. In any case, however, countries that
have reached the stage of broadening access to education at
this level have generally more or less achieved universal
enrolment in the early years of basic education. In addition, a
certain balance between levelsremainsdesirable, if only to avoid
exacerbating social disparities.

e All the studies regard investment in education as generally
beneficial.

This approach has the great merit of highlighting therole of the
incomefactor in adjusting training to employment, and hence of filling
an important gap in the manpower approach. It could be used more
for analyzing, for example, the question of the shortage of teachers
in relation to theincreasein salaries required to make the profession
more attractive.

Thoughit generaly givesonly broad indications concerning major
types of education, it is commonly employed, at least implicitly, in
connection with thework and the decisions of funding organizations
such as the World Bank, which are naturally concerned with the
guestion of return on investments. Nevertheless, it is open to
controversy and raises problems (Kl ees, 1989):

* Itnecessitatesagrest deal of dataonincomes, whichisnot always
available.

» Basedasitisonapurely economic analysis, it givesasomewhat
schematic picture of reality, leaving out the lessons of
contemporary sociology. To assumethat income differencesare
linked exclusively to investment in education isto overlook the
complexity of the relationships between education and social and
family background. Some economists recognize this and adopt
moreor lessarbitrary assumptionsto assesstheweight of factors
other than education in income differences (Klees, 1989).

Similarly, theidentification of individual incomeand socia utility
may be contested. The fact that in Third World countries people who
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have received higher education often find relatively highly paid jobs
inthecivil servicedoesnot provethat thistraining and thesejobsare
economically justified, but rather that they are sustained by social
pressure.

Furthermore, assuming that cost-benefit analysis does indeed
reflect the existing relationshi ps between training and income, it tells
us nothing about how these relationships may change in the future.
But training must be planned sufficiently far ahead, and the balance
of factorscan change over this period of time. Many newly independent
countries started off with a serious shortage of skilled manpower to
fill the senior posts previously held by expatriates. But therewerefew
such jobs, and the shortage of qualified personnel soon became a
surplus. When, at the outset, people saw the advantages enjoyed by
those holding such jobs, demands and expectationswere created which
could not be satisfied, and the result was frustration. The cost-benefit
approach could not have prevented thisfrom happening.

Analysis of the circumstances of trainees’ transition from
school to work, and their subsequent follow-up

For some time past, an increasing number of countries have
realized that thereislittle point in trying to forecast and plan training
requirements without knowing the outcome; that is to say what
becomes of the young people who are trained, how they enter the
working world, and the rel ationships between the training they have
received and the jobs they hold.

Thisknowledge can be acquired in several ways. The choice of
method depends firstly on precisely what one wants to know, and
also on the financial resources available and the practical means of
pinpointing and questioning the popul ation groups concerned —these
means being tied in with theinstitutional context. Where the content
of the questions is concerned, a distinction may be made between
purely factual surveys analyzing young people's circumstances and
experience, and surveys intended to reveal their attitudes and
motivations, notably vis-a-vis educational and vocational guidance.
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Survey methods may be distinguished asfollows:

Observation over aperiod of time (the panel method), consisting
of questioning the sameindividuals several times over aperiod
which may vary, but which is usually fairly long. This method
lendsitself well to attemptsto establish the rel ationships between
family and social characteristics, the subject’s educational record,
and hisor her occupational history. But it means having recourse
to specialized field workers, it can cover only small samples, and
it does not produce results for some time.

Surveysof transition from school to work, covering people who
haveleft the education and training system at aspecific timeand
stage. These surveys, taking training establishments as their
starting point, facilitate contactswith young people, makeit easier
to define the scope of the survey by selecting specific types of
training, and produce rapid results. Their drawback liesin the
fragmentation of the field on which they are based. They do not
makeit possibleto compare different training streamsand isolate
each survey from the context of the labour market.
Retrospective surveys (tracer studies) attempt to identify former
students after a certain lapse of time, not on the basis of their
studies, but in another context — usually their occupational
environment. The questionsthey are asked try to trace both their
educational and their occupational history. The difficulty isto
identify a homogeneous population group and establish a link
withitseducational past. Doing so also raisesthe problem of the
reliability of the respondent’s memory.

Below are some examples of surveys conducted in different

countries and contexts, and which have different objectives.

Surveys of the International Institute for Educational
Planning (I1EP)

ThellEP hasrepeatedly taken theinitiative of conducting surveys

on the transition from school to work.

From 1978 to 1984, with the co-operation of 21 countries, the

Institute undertook surveysof higher education in order to gain better
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understanding of itsinteractions with socio-economic development,
identify imbalances and shed light on the factors that determine
entrance into higher education. To analyze the demand for higher
education, integration into the working popul ation and the functioning
of the labour market, three methods were used:

e The method that brought the most valuable results involved a
longitudinal study of a group of university students, graduates
and employers. However, this entailed remaining in contact with
the same individuals over anumber of yearsand along interval
before survey results were obtained.

e The simplest method was to work with census data. However,
thisrequired that the relevant databe available.

e The easiest method to implement was analysis of past trends
regarding school-to-work transition via a survey of a sample of
university students, graduates and employers. The problem here
was how to obtain accurate answerswhen individual swere asked
to reconstruct events that had occurred many years ago.

The individuals in the sample filled out closed questionnaires,
which were supplemented, in some cases, by direct interviews. The
guestions sought to elicit both factual information and opinions on
their preferences in education and employment. These opinions had
to beinterpreted with caution.

The survey results led to a number of conclusions of potential
interest to planners on the determining factorsin demand for higher
education and on the school-to-work transition.

In addition, the llEP conducted aseries of surveys of companies
and their employees which, with the follow-up studies, have the
common feature of providing an a posteriori analysis of the output
of the education system at various levels.

France's observatory of the transition to working life

In the early 1970s, when France was still engaged in

comprehensive planning of relationships between education and jobs,
it was recognized that planners did not have data on the situation of
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young peopleon completion of their training and on thereal conditions
under which they joined the working population. This concern was
subsequently intensified by theincreasein youth unemployment.

It wastherefore decided to set up apermanent national systemto
observe entriesinto the labour force. This entailed observation, over
asufficiently long period, of the annual streams of graduatesfrom all
levels and types of education. The sample had to be large enough to
allow evaluation of job opportunities available on completion of an
educational level or stream, or within agiven geographic region.

This system consists of two components:

*  Anexhaustive survey conducted by public and private secondary
schools via the postal service. Results are subjected to a first
stage of processing and anaysisby the educational administration.

* Inthe last few years, a second survey has been periodically
performed by the Centrefor Study and Research on Qualifications
(CEREQ) on asample of graduating students several years after
they leave the education system. Thelatest such survey, conducted
in spring 2001, covered asample of 55,000 young people out of
the 750,000 who graduated in 1998 from all levels and types of
education and training. The survey involved sending out
170,000 letters, aswell astelephone contactswith 135,000 young
people through 150 telephone interviewers. On average, each
interview lasted 20 minutes.

Thissecond series of surveysisintended to provideinformation
onthevariousstepsinthe processof individuals' integration into the
labour force by studying all the situations — employment,
unemployment, training — through which they pass during thisperiod.
This analysis, over alonger period, supplements and often changes
the picture that emerges from the initial survey: Some educational
tracks can lead to an immediate job, but one that is insecure and
badly paid, while others bring results more slowly but are, in theend,
more satisfying (CEREQ, 2001).
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The experience of Tunisia

Using the French system described above as a model, Tunisia
has carried out several series of surveys of graduates of higher
education and vocational training since 1989.

The first survey of vocational training, conducted by post, was
limited to asingleregion and asingletype of training. Thefollowing
year, asurvey covered young peoplewho had graduated ayear earlier
from all training centres. Individuals were asked to complete a
guestionnaire and return it by post. The rate of response was 65 per
cent for the pilot survey, and 52 per cent for the comprehensive survey.
To ensure arepresentative sample, interviewswere arranged to reach
those who had not responded to the surveys. The questionnaire
contained fivetypes of questions:

*  Questions to be answered by all respondents. These identified
the person, thetype of training received and hisor her employment
situation. They served as a filter to determine which of the
following series of situation-specific questionswoul d be asked.

e Those with a job were asked to identify the nature of their
employment and describe how they had found it.

e A separate set of questions were asked of the unemployed.

e A third set of questions was used for those who had not yet
joined the working popul ation.

*  Findly, al respondentswere asked questionsrelating to continuing
education.

The datawas processed and analyzed by the regional vocational
training bureaux, but it was also planned to have training institutions
fill out questionnaires. At the sametime, other surveyswere conducted
within training centres and companies so as to obtain their own
assessments of thetraining provided.

At the same time, another series of surveys covered graduates
from higher education, particularly holders of amastersor engineering
degree from universities located in Tunis. To take into account the
fact that integration into thejob market isalong process, the surveys
were concerned with the period lasting from 242 to 4% years after
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these individual stook their degrees. The surveyswere conducted by
interview using a questionnaire structured around three main subject
areas. identification of the socio-economic circumstances of graduates
families, education, and adetailed account of jobsand situationswith
respect to the labour market over the entire period of observation of
the school-to-work transition process (Plassard and Ben
Sedrine, 1998).

The population to be studied was reconstructed from lists of
names provided by educational institutions. A uniform sampling rate
of 25 per cent and subsequently 30 per cent was applied to each
cohort. Survey staff succeeded in interviewing over 70 per cent of
degree-holders in this sample. Some were missed owing to the
difficulty of obtaining correct addresses, but outright refusal to answer
the interviewers was very rare.

Conclusions

Surveyson school-to-work transition are now conducted regularly
in most European countries. Different procedures and methods are
used: In Germany, for example, observations are mainly concerned
withthoseleaving the‘ dual apprenticeship’ system, whileinthe United
Kingdom surveys cover a given age bracket rather than a specific
type of training. However, those working in this field in different
countries co-ordinatetheir effortswithin the framework of aEuropean
network.

Many studies have been conducted in devel oping countries, often
on the initiative of the World Bank, who considers these surveys a
means of assessing the effectiveness of education systems. The
approach taken often resembl esthat adopted by the [IEPin the studies
described above, asthe aimisnot simply to collect factual data, but
also to analyze the motivations of young people. These studies are
not always carried through to compl etion, however, and do not aways
receive support from governments, who may sometimes bereluctant
to disseminate results which would give anegative image of theway
the education system in their country works.
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[1. Recent trendsin human resources planning

1. Forecasting and prospective studies concerning
employment and skills

Hardly any countriestoday practisethetype of planning described
in Chapter I, in which a deliberate effort is made as a part of a
comprehensive economic planning process to achieve a certain
balance between education and jobs based, among other things, on
forecasts of manpower needs. Such methods are being abandoned
due to both the methodological difficulties described in Chapter |
and theincreasing uncertainty that hangs over modern economies as
a result of globalization, which is making countries increasingly
interdependent. At the sametime, thefailure of the centrally-planned
socialist economies and the ascendancy of free-market economic
ideology have combined to discredit the very concept of planning (a
point to which we will return in the conclusion).

At this point, we should recall some conceptual distinctions
(Godet, 1983):

A projection is the protraction in the future of a past trend in
accordance with certain assumptions of extrapolation or deviation. A
projection isnot aforecast unlessit involvesaprobability.

A forecast is the assessment, made with a certain degree of
confidenceinits probability, of what will happen between now and a
given future date. The assessment isusually quantified, based on past
data, and subject to certain assumptions.

An exploratory prospection is a picture of future possibilities,
that is to say scenarios that are not improbable in the light of the

determining factors that have shaped the past and in the light of the
comparison of projects contemplated. Each scenario (aset of coherent
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assumptions) can be assessed quantitatively, that isto say it can be
transformed into a forecast.

Planning consists of conceiving a desired future, as well as
mobilizing the means of achieving it. It is therefore a normative
prospection. Theclassic error, which occursall too often, isto confuse
forecasting with planning by equating awrong forecast with what is
merely adeviation from objectives.

Many developed countries regularly produce forecasts or
prospective studies concerning employment, occupations and their
relationship to education. Such studies follow, to some extent, the
rational e of the manpower approach analyzed in Chapter 1. However,
aswewill demonstrate, their methodol ogy savesthem from the most
serious criticismsraised inthat chapter regarding the understanding of
educational planning asaprocess geared towards satisfying projected
manpower requirements. Rather they are undertaken for the different
purposesdefined asfollows:

e either to establish a decision-support framework at the public
policy-making level to study the conditions under which change
in employment structures could be made consistent with that of
the education system, which presupposes two processesthat are
partly autonomous and partly interdependent;

e ortoinform university students, guidance counsellors, employers
and the public of employment prospects in order to guide their
individual decisionsand thus hel p balance supply and demand.

The former function seems to predominate in Germany and
France, while the latter prevails in the United States of America
(USA), the Netherlands and many other countries. A French study
of the experiences of various countries published in 2002 offered
three further observations:

»  The method adopted by the OECD during the 1960s is still the
most widely used, but it would be advisabletolook for alternative
methods and to undertake Europe-wide studies.
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»  Theapproaches studied are based on asingle central institution,
whereas France now prefers a networking approach involving
variousinstitutions.

»  Forecasting studies are quantitative, yet it is also important to
produce qualitative studies.

Taking these observationsinto account, this chapter will discuss
regional and sectora studies, whilethefollowing chapter will address
gualitative approaches. Several references are also made to one-off
studies conducted in devel oping countries. Unlike developed countries,
these do not have the institutions and resources needed for regular
forecasting studies, and hence often call on outside expertise.

National forecasting systems
The USA

The situation of this country is diametrically opposed to those
discussed in Chapter I. The USA relies on market mechanisms and
individual decisions, and responsibility for education is highly
decentralized. It is felt, however, that if the market is to function
properly, all those concerned must be well-informed, which means
providing them with information on job prospects. For this reason,
the USA was one of thefirst countriesto produce scenarios of future
trends concerning employment and occupations in connection with
education and training. The Department of Labor’s Bureau of Labor
Statistics, which is allocated substantial resources, uses a
macroeconomic model to turn out regular forecasts displaying the
following characterigtics:

e The period covered is approximately 10 years (projections
published in 2001 are valid for the period up to 2010) and
projections are updated regul arly.

*  Anenormousvolume of datais processed, with ahighly detailed
breakdown by economic sector and by occupation (projections
are made for 698 occupations for the period 2000 to 2010).

*  Macro-economic changes are the subject of scenarios relating
to broad socio-economic trends. Changes in occupational
structures are not only calcul ated by models; they are the subject
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of reasoned assumptions made by experts on the basis of
qualitative studiesand in consultation with professional s possessing
practical experience. The projection of this structure takes
account of factors such astechnical change, formsand practices
of production, and market demand.

e Theforecastsdo not solely involvethe breakdown of employment
by sector and by occupation. They are also concerned with the
evolution of thelabour market and the composition of manpower
(therising proportion of women and ethnic minorities).

* Results are very widely distributed, notably over the Internet
(www.bls.gov) but also via two publications which are
fundamental tools for academic and career guidance: the
‘Occupational outlook handbook’ and the ‘Career guide to
industries . Projectionsare frequently debated, and these debates
may haveanational, or even international impact. | nterpretations
of the data are, at times, contradictory. Some commentators
emphasize the growth rate, in which case the focus is often on
the most highly-skilled occupations (e.g. in computer science).
Others place moreimportance on thetotal number employed, in
which casetheincreasein absolute valueis often viewed in terms
of jobs that require fewer qualifications (e.g. in sales) but that
make up amuch larger proportion of the labour market.

To sum up, the USA produces highly elaborate and detailed
forecasts on jobs and occupations with indications concerning
education. However, they do not use them directly as planning
instruments. Rather these forecasts serve as a source of information
underpinning the socia debate and made available to all interested
parties. Matters are very different in Europe.

European countries

In France, after the period of disillusionment with planning
mentioned in Chapter |, private-sector organizations produced ad hoc
studies of future trendsin employment and education. These studies

used much the same methodol ogy asthose described above, but with
far lessample resources and more aggregate data.
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In 1991, a government mission on future-oriented studies of
occupations and qualifications concluded that thistype of researchis
useful, but that the required information and expertise were scattered
among several organizations. It proposed aco-operative structurethat
would allow for the pooling of resourcesin thisfield. These suggestions
were not adopted, but a working group on this subject held further
meetingsin 2002 and revived theidea of collaboration among several
institutions using different methods.

In Germany, responsibility for education lies with the states
(Lander), meaning that centralized planning would have been precluded
inany event. Nonethel ess, amanpower approach based onthe OECD
model was used in the 1960s. This approach was subsequently
abandoned as a planning instrument, not only due to methodol ogical
objections but also because it seemed incompatiblewithindividuals
free choice of educational specialization and career.

Thisdid not prevent thedevel opment of forecasting studies, which
were produced not only by the Institute for Employment Research
(IAB), but also by other bodies (academic and private). These studies
useavariety of methodol ogieswhile attempting to avoid thetraditional
manpower approach model, criticized for itslack of attention to the
real levers of adjustment between education and employment. The
studies consider broad functional categories rather than specific
occupations and striveto factor in socia demand, substitution between
labour categoriesand thefact that studentsin higher education choose
their subjects of study more according to their own preferencesthan
toavailablejobs.

An assessment of the first experiments conducted in the 1980s
offered someinteresting conclusions:*

»  Thevdlidity of forecastsdid not seem to depend on the complexity
of the methods used.

1.  Thenew context hasanumber of implicationsfor forecasting, some of which
will be discussed in the conclusion.
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»  Forecastsconcerning highly-skilled labour appeared morereliable
than thosefor less-skilled labour.

» Forecasts proved to be accurate concerning the factors and
direction of change, in particular for broad aggregates, whereas
at afiner level of disaggregation, more serious errorswerefound.

Nevertheless, forecasts are not considered reliable enough to be
used to inform the public. Another concern is that massive public
acceptance of their conclusions will reverse the outcomes — a fear
that seems not to be shared by most other countries where forecasts
are generally not known to the public and where they appear to have
littleimpact.

In the United Kingdom, forecasts have been made regularly by
the Institute of Employment Research at the University of Warwick.
However, they have been very little used and have merely served asa
basisfor debate on the adjustment between educati on and employment
and asasignal to draw the attention of decision-makers.

A study of the countries of Central Europe conducted within the
framework of the European Union’s Leonardo Programme concluded
that these countries would be well-advised to begin producing the
same type of forecasts as in Western Europe. However, thisrequires
both the political willingnessto do so and the necessary data, which
were not always present or available.

Examples of studies in developing countries

This section provides brief descriptions of three ad hoc but fairly
€l aborate studies based on the manpower approach.

In Algeria, afirst long-term study with forecasts to 1990 was
carried out in 1973 by an international mission along the lines of the
Hungarian experience. Starting with rough source data—owing to the
lack of statistical information — the study called extensively on the
authors judgement and on international comparisonsto givean overall
picture of the comparative development of employment and the
education system. It suggested that the growth rates posted by the
education system and the observed shortages would not continue for
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long and that it would be advisable to reorient educational policy (in
favour of thelower levelsand scientific and technical training).

In 1985, estimates made by the Planning Ministry and based ona
rational e of matching educational output to manpower requirements
were discussed with outside consultants. The subject was revived
circa 2000, butinavery different spirit. Emphasiswas placed on the
need for longer-term research, thus requiring the mobilization and
co-ordination of thevarious actorsinvolved.

In Sudan, econometric methods were used to produce forecasts
for the years 1976-1981, particularly for higher qualifications. The
methodol ogy used for theseforecasts hasreceived detailed commentary
(Abegaz, 1994).

In Céte d’'lvoire, the Office national de la formation
professionnelle (National Vocational Training Bureau) began to
investigate the rel ationship between education and employment inthe
1960s by carrying out surveys on the labour force. These surveys
were used as the basis for forecasting studies on employment and
education in the modern sector over the 1982-1990 period. This
research served to illustrate some of the problems that arise in a
devel oping country such as Céted’ Ivoire:

»  Taking into account the modern sector alone resultsin a deeply
flawed picture of the overall employment situation. However, the
traditional and informal sectors reason very differently when it
comesto education.

*  When the modern economy is not highly developed, the public
sector isthe main employer of those with formal qualifications.

* There was likely to be a serious shortfall in employment
opportunitiesfor personshol ding post-secondary diplomaswhere
the modern economy was under-devel oped.

»  Problems of adjustment between education and employment are
at least asqualitative asthey are quantitative.

These experiences highlight theimportance of the political factor.
Indeed, not only isall forecasting work (projections of demographic
growth, expected economic growth, the unemployment rate, economic
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activity of women and so on) based on highly sensitive assumptions,
but the usefulness of these studies depends at least as much on the
interest shown by the government as on their scientific value.

Regional studies

One shortcoming of national forecasting concerning the
education-employment relationship is that such forecasts are often
rather abstract, disconnected from the socio-economic environment
and far removed from the decision-making sphere. As may be
expected, thisis especialy true of countriesin which responsibility
for education is decentralized. With theinception of decentralization
in France in the 1980s, the regional aspect took on increased
importance and regional forecasting systemswereimplemented. We
will return to thesein the final part.

Sectoral studies

Another example of a French experience is that of prospective
study contracts, initiated circa 1990. These are contracts concluded
between the central government, vocational organizations and trade
unionsto allow public servicesand educational, career guidance and
job placement institutions to anticipate changes and to orient their
policies and decisions accordingly. From 1989 to 2000, 45 studies
were made of a great variety of occupational fields, most of them
representing economic sector activitiesaswell as some occupational

groups.

The methodology adopted varies with the organizations that
conducted the studies. However, it dwaysincludesthree components:
analysis of the sector; development of scenariosfor the future based
on an analysis of the factors of change; and the definition of action
plans. All the studies have both aquantitative and aqualitative aspect
(nature of jobsand skillsrequired) but only afew contain quantitative
forecasts. L et ustake the example of thefirst of these studies, which
was carried out in 1989 and focused on the large-scale food retailing
sector.
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Thisstudy included three supplementary approaches. asynthesis
of al the statistical data on employment, labour and training in the
sector; surveysof asample of companies; and surveystakenin certain
other countriesin order to alow cross-country comparisons. Cross-
checking of these elements made it possible to arrive at an initial
diagnosis of the current situation from the standpoint of the structure
and activity of the sector, employment, the characteristics of thelabour
force and initial and continuing education. The study paid particular
attention to analyzing workforce turnover (very high in this sector)
and recruitment methods, examining which skillsemployersrequired
for various types of jobs. Job types were also analyzed in order to
define the most characteristic profiles.

After consultation with experts and with representatives of the
food retailing sector, hypotheses were formulated as to the six-year
activity trend in the sector, itsdistribution according to the main types
of businessand productivity. From these hypotheses, setsof projections
were produced concerning the growth of employment and recruitment
and their breakdown by level of qualification and education. Finaly,
the identification of three factors of change (socio-demographic,
technological and economic) madeit possibleto suggest futuretrends
affecting corporate strategy, the structure of qualifications and the
management of thelabour force. Thisanalysisled, among other things,
toanumber of conclusionsasto the orientation of training, particularly
that of further training provided by companies.

Inview of thediversity of the objectivesassigned to the prospective
study contracts and of the stakeholders who are supposed to benefit
from thisresearch, it is difficult to estimate the impact of studies of
this kind. It may be pointed out that, in this case, the attempt to
guantify forecasts did not fully satisfy the corporate directors, who
would have preferred quantitative targets to be used to match
educational output to manpower requirements, which, as we saw
above, is not realistic. However, this attempt helped to spotlight the
role of thevariousfactorsthat determine future trends, some of which
depend on companies themselves. Above al, the involvement of
stakeholders (employersand trade unions) madeit possibleto reach a
measure of consensus on the diagnosis and to clarify issues and
responsbilities.
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2. Qualitative analysis of work and training content

The foregoing analyses are purely quantitative; they concern
the number of peopleto betrained per level and type of training, and
how many of them enter which jobs. Where initial and further
vocational training are concerned, it is equally necessary to define
training objectives in terms of content, adopting for that purpose a
purely qualitative approach. We shall review the essentials of this
approach before describing some national experiences.

From work analysis to education

Work analysisis mostly done in large companies where it may
serveany of several purposes. the study of working conditions (human
engineering); the organization and assignment of employeesto posts
in accordance with their abilities; and, most importantly, the
classification of these posts in order to determine salary scales. In
the last two cases, the various methods of job evaluation used by
consulting firms or by companies themselves generally consist in
defining anumber of criteria, for examplethe degree of responsibility
and autonomy in a post, the number and complexity of thetasksto be
carried out, etc. A weighting isthen assigned to each criterion, making
it possible to attribute a certain number of points to a post and to
classify it within ajob category.

This approach raises several problems. Indeed, to what extent is
it possible to make an objective assessment of something as subjective
as the degree of responsibility or autonomy? A fortiori, what
justification can be given for the weighting of the different criteria?
Does the problem consist in assessing a particular job or the person
who holds it at a given moment, in the knowledge that this person
may change jobs? The answer to these questions depends on the
specific context of the company and particularly on the balance of
power between employers and empl oyees, asemployee representatives
want classificationsto be associated withindividualsand their persona
qualitiesrather than with their temporary job.
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Training must be designed so that trainees are capabl e of holding
certain types of jobs. It istherefore essential to analyze the abilities
requiredfor this. Theapproach hereisrather different fromtheprevious
one, but it raises some of the same questions: Isit necessary to start
from an analysis of specific jobs and the skills they require? In that
case, how can job requirements be expressed in terms of the skills
that must be imparted through training? Or is it possible to define
these skillswithout going through the work analysis stage? And who
iscompetent to assumethisresponsibility?

To address these questions, we will describe four stages in the
process of work analysis, followed by the problem of anticipating
trends and that of translating all thisinto training objectives. Wewill
conclude with some examples of the approaches taken in various
countries.

Four stagesin the analysis of work and training content

(@) Thefirst stageisthe determination of training content either
according to expert authority or simply according to
tradition without regard for any direct connection with the
working world. Thisobviously createsarisk that thetraining
thus defined will bear very littlerelation to the occupation
of those who have received it for severa reasons. The
working world isconstantly changing; expertshaveonly a
partial view of it —perhapsthey arefamiliar with only one
firm, whereas in fact things are much more diverse.
Expertiseisoften thetransposition of knowledge from one
context to another, as, for example, when foreign experts
reproduce training schemes from their own countries in
devel oping countries where the technol ogy, the conditions
of production and the organization of labour are different.

(b) Itistherefore necessary to bring occupation into the picture.
This can be done merely by asking employers what skills
arerequired to performagiven job. But it must be bornein
mind that they do not always have afirst-hand knowledge
of the actual work done by their employees, and they are
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liabletolack objectivity and exaggerate the demands made
by thisor that job.

An apparently morerigorous approachisto analyzejobsinterms
of the activitiesthey involve and deduce the skillsrequired to perform
those activitiesand the training programmesthat will incul cate those
skills. This was the approach adopted in Algeriain the early 1970s
when institutes of technology were set up as an immediate and
practical response to the urgent needs of the economy.

Thisapproach encounters several difficulties. Firstly, it assumes
that job content can be translated into terms of knowledge, know-
how and behaviour patterns. Thiscallsfor collaboration between job
analysts and educational psychologists. But the latter are faced with
the fact that little is known of the mental processes by which an
individual mobilizeshisabilities and bringswhat he haslearned into
play in order to perform agiven task.

Moreover, apart from further training meeting very specific
objectives, ajob-centred approach comes up against objectionsalready
made in connection with the matching approach: a given course of
training does not lead to one single job, and a given job is made
accessible by several different courses of training. All the more so if
account istaken of the fact that job contents are changing ever more
rapidly and that training must henceforward be aimed not so much at
a specific job as to aworking life which will demand an increasing
degree of versatility and mobility.

(c) These considerations can lead to a third stage, which is
the definition of training objectives in function not of a
particular job and aspecific skill, but of agroup of jobsand
adiversified activity.

Thiscould, in particular, lead to an attempt to i dentify occupational
families or groups, which could be constituted in three ways. They
could group job circumstances which are homogeneousin respect of
the way they fit into the productive system (i.e. into the activities of
business or industrial undertakings), but they would be liable to be
heterogeneous in respect of job content and level of skill.
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The second way isto group together, on the basis of the analysis
of job content, those which are common to different job circumstances,
eventhough they may liein very different sectorsandindividua firms.
Thethird way isto observethe career paths of individuals, and group
together the successive jobs which an individual can hold if he has
received agiven type of training.

These approaches, which correspond to different lines of
reasoning, can lead to different results; for in actual fact, occupational
mobility isdetermined just as much by wages, opportunity and working
conditionsasby job content. Inthefirst case, moreweightisgivento
mobility between one firm and another where agiven type of job is
concerned; in the second case, precedenceisgivento the eventuality
of mobility between different types of jobswithin the samefirm. This
latter case is more frequent in Japan, whereas the former case
predominatesin Western countries.

These approaches directed towards versatility are more
appropriate than the previous onesin so far asthey correspond more
closely to recent trends in the organi zation of labour and lead to less
narrow courses of training. Problems nevertheless subsist, firstly to
the extent that versatility involves at |east an approximate knowledge
of the occupational circumstances with which an individual may be
faced inthefuture. And thefuture looksincreasingly changeable and
uncertain. Furthermore, too great an extension of thefield of training
would clearly beliableto entail adispersion and adilution of knowledge
and sKills.

(d) Itisonthebasis of thisanalysisthat anumber of training
specialists give transferability of skills preference over
training for versatility. This means training for a specific
type of occupation, but with the inclusion of components
that will enable the trainee him-/herself to transfer what
he/she has learned to a different context or a different
technology. In mechanical engineering, for example, itis
not possibleto train apersoninall typesof machining and
the use of all machinetools, but an attempt can be madeto
ensure that the training given on one machine can easily
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be adapted to another. Similarly, in the banking profession
one cannot expect a beginner to be familiar with the very
many products a bank offers nowadays; but he can be
taught the basic principles underlying al of them, and this
will enable him to get to know each of them more easily.

Anticipating future trends

Here, again, an important distinction must be made. A training
course intended to address immediate and specific needs, which is
often the case in a corporate context, can be organized primarily on
thebasis of the current situation. When it isaquestion of setting up or
adjusting aprogramme of initial training, however, it is necessary to
consider future implications for the education system and to train
learnersfor asufficiently long period. It therefore becomes necessary
to consider that the jobs for which trainees are being prepared will
undergo significant changesin thefuture.

There is no scientific method that can provide easy answers to
this. Rather, it is necessary to correlate a mass of information and
opinions and to synthesize these through the exercise of judgement.
Thismainly involvestrying to identify factorsthat will probably affect
future trends. In this respect, the first thing that usually comes to
mind istechnical change, particularly therole of the new information
and communication technologies (ICTs). Thesetechnol ogies certainly
play a very important role in modern economies, both as work in
themselves and astools for performing other work. However, thisis
not the only factor that comesinto play. According to the occupational
field considered, other factors such as company organization,
heightened competition and globalization may also berelevant.

To understand and appreciatetherolesof thesefactors, it isuseful
to compare the viewpoints of experts, employer representatives and
especially those exercising various corporate responsibilities. We have
seen that the latter are rarely in a position to quantify their future
needs for qualified personnel, but they must be able to explain how
various factors influence change in both jobs and the qualifications
required of their staff and giveindicationsasto the direction of change.
Themost technol ogically advanced compani es shoul d be approached
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first. However, bearing in mind that education must be able to satisfy
requirementsintherelatively longterm, it will be necessary to consider
to what extent they are representative of the future.

Synthesizing the opinionsthus collected should allow those who
perform this kind of study to consolidate them and to make their
judgement. They will beled to circumscribethe range of possibilities
and show that the futureisnot determined, but that it dependslargely
on theroleplayed by the protagoni ststhemsel ves— notably employers.
They will, no doubt, also be led to relativize training needs and skill
requirements, and to show that they can be satisfied differently
depending on company policies and contexts. The sectoral study of
theretail trade provided an example of this.

Some European examples

Four European countries with very different traditions and
institutionswill be used asexamples:

»  France and Portugal, where training is traditionally one of the
coreresponsibilities of the state.

* Germany, where vocational training is primarily the joint
responsibility of employers and organizations representing
employees.

e The United Kingdom, where a highly fragmented system of
vocational training has recently been replaced by an innovative
national system called the National Vocational Qualifications.

Many countries havefollowed these models, particularly that of
the United Kingdom, which hasgivenriseto agood dedl of controversy.
The paragraphs bel ow provide abrief description of theinstitutional
framework in each case, aswell asthe methods and i nstruments used.

In the early 1970s, France set out to develop an instrument to
provide better information on the rel ationshi p between education and
employment, thusimproving its planning system. This project wasan
ambitious one, astheinstrument in question —the Répertoirefrancais
des emplois (French job directory) — was supposed to meet
simultaneously the need for information on employment, the need for
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career guidance and placement, and the need for training, by providing
precise definitions of the tasks performed. On the basis of observation
of 10,000 job situations, the directory described 800 characteristic
situations, or ‘standard jobs (emplois-types). Jobs were analyzed
primarily in terms of the function performed by the job-holder; the
production process to which the job contributed; the job-holder’s
rel ati onshi pswith documents, equipment and people; hisor her degree
of responsibility and autonomy; and the observed and desired profile
of job-holders.

The Répertoire was deliberately limited to analysis of the
characteristic features of the occupation and made no claim to draw
any conclusionsfrom thisasto the knowledge and skillsrequired for
thejob, asit wasfelt that these aspects could not be assessed objectively.
It left to training managers the task of interpreting the observational
datawith aview to drawing conclusions about the knowledge, skills
and know-how required, and hence about the content of the training
needed for each type of job (see below).

This instrument was supposed to be updated regularly so that
trends over time could be analyzed, but asit wasavery elaborate and
costly system, the update was never performed. It was open to
criticism, because without the updatesit offered an overly static and
limited picture of employment, focusing asit did onindividua situations
observed at a given time. However, the methodology based on the
‘standard job’ concept served as amodel for many activities related
to the management of employment and continuing education. Today,
analysisof training needsisbased on more selective studieslimited to
certain areas of activity.

Inthelate 1990s, Portugal set up asystemtoidentify occupational
profilesand training requirements. It is partly based on the Répertoire
francais des emplois, seeks to build on that experience and pursues
equally ambitiousobjectives, sinceit isintended to serve simultaneousy
asthefoundationfor devel oping initial and further training programmes,
for skillsevaluation and certification, and for career information and
guidance. It goesfurther than the Répertoirein severa ways: it takes
an approach geared towardsforecasting, it placesjobsin their context,
anditincludesan analysisof the skillsrequired to hold agivenjob. It
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also has some pointsin common with sector studies, asthe job market
isdivided up by sectors of activity, and the dynamic aspects of each
sector are analyzed.

Each study includes an analysis of the sector, a description of
the main occupational profilesfound therein, the skillsthey require,
methods of recruiting and managing the labour force, and an analysis
of thefactorslikely toinfluence all these aspects. When thisanalysis
is matched up with the types and quantity of training available, it
becomes possibleto draw conclusions about training requirements.

Asof the end of 2002, this system was still under development,
with the participation of employers, labour representativesand training
organi zations. Twenty-two occupational sectorshad been studied and
236 job profiles defined.

In contrast to the preceding cases, Germany has no permanent
national system for analyzing jobs and qualifications that serves a
number of different objectives. However, the Federal Institute for
Vocational Training (BIBB) conducts in-depth studies on trends in
gualifications and skills as and when requested to do so by
management and |abour organi zations, when the latter are preparing
for an update or reform of the various occupational fields covered by
apprenticeship.

Until the late 1980s, the United Kingdom was characterized by
the absence of nationally recognized degrees, the lack of clarity and
unity of itsvocational training system, and the low skill level of much
of the labour force. To address these shortcomings, to bring training
closer to the real conditions obtaining on the labour market, and to
facilitate accessto training for adults, England and Scotland established
theelaborate systemsknown asthe Nationa Vocational Qudlifications,
which may be characterized as follows:

e Training is defined in terms of occupational objectives to be
attained rather than in terms of conditions for access, duration
of training or type of institution attended.

»  Theoccupational objectivesrefer to skillsor the ability to perform
aspecific occupation rather than to theoretical knowledge.
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* These skills are specified in a number of modules, which are
grouped infamiliesand classified in several levels. They can be
evaluated independently and by various means, not necessarily
intraining institutions but a so in abusiness context.

This system required aconsiderableinitial investment to define
skills, atask performed by specialized occupational organizations
under the responsibility of a National Council of Vocational
Qualifications. Skills are defined independently of their context (i.e.
the company, working unit and individual job), and they may be
common to several types of jobs and sectors of activity (which can
be conduciveto job mobility).

The approach was extended to initial vocational training, with
the idea of making such training better suited to the requirements of
businesses. A number of countries— Australiaand New Zealand, but
also some African and Latin American countries—havetakenit asa
model (Bertrand, 1997).

Trandation into training objectives and content

Once occupational tasks and activities and the ways they are
likely to change have been identified, the subject of training objectives
and content raises at least three types of questions:

*  Thequestion that should be (but is by no means always) tackled
first, and which stems specifically from the planning of training-
employment relations, ishow jobs corresponding to the evolution
of occupational activitiesareto befilled. Will an attempt be made
to adapt people aready in thosejobsto changed conditions? Will
thosewho hold other jobsbetransferred or promoted?Will newly-
trained young peopl e berecruited? The consequenceswhereinitia
training isconcerned are quite different in each case. Theanaysis
isall themore complex in that whilejobsfrequently change, they
rarely disappear atogether, nor do completely new jobs often
comeinto being.

» Itissolely infunction of thisinitial diagnosis that the question
arises of creating new courses of training or modifying existing
courses. It is then necessary to undertake (unless it has been

56

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Recent trends in human resources planning

initiated directly, as in the British case) a psycho-educational
type of analysis, in which the components of thejob analysisare
interpreted in terms of competencies, skills, knowledge and
untapped potential.

» Atthisstage, aclassic question ariseswheretraining isconcerned:
To what extent should training have a specific occupational
objective, and to what extent should it be of a general nature,
aimed primarily at devel oping theindividual’s general abilities?
We shall revert to thisquestion | ater; an overall answer cannot be
given, for differencesin context haveto be allowed for. We shall
confine ourselves here to reporting the experiences of several
countries.

Methodologies of analysis are tending to shift from the study of
tasksto the study of skillsand abilities, and the skillsand abilitiesin
which firms in the modern sector are interested are no longer what
they were. Nowadays, employers are interested less in technical
knowledge and know-how than in behaviour-related skills: the ability
toanalyze, to engagein rational discussion, towork asone of agroup,
to show evidence of creativity, adaptability, autonomy and a sense of
responsibility. These elementsare given prominenceinwork currently
in progress on the forward-looking management of human resources.

Thistrend poses several problems. Thefirst stemsfrom the fact
that while job analysis and the analysis of technical knowledge is
amenableto quite well identified and recognized methodol ogies, the
analysis of these new abilities is more difficult, for it covers more
subjective and less clearly defined elements. And these arethe skills
and abilities most sought after on the labour market.

In this context, one may wonder whether there may be a
tendency for responsibility for theinitial training system, which falls
upon the public authorities, to be shifted on to employers, who will, to
an increasing extent, be better able to define and develop the skills
and abilitiesthey require. M oreover, the gap between employersand
the public authoritiesin this respect is liable to widen; for while the
demands of theformer arelessclear-cut, they are even moredifficult
to meet, the more so since most education systems do not customarily
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pay much attention to the development of behaviour patterns which
are nowadays considered desirable.

This analysis raises a final question: the connection between
guantitative planning, which has received most attention in previous
Chapters, and qualitative planning, which is the subject of this one.
Both are necessary, but they are not alwaysclosely linked. Thisleads
to acloser consideration not only of planning methods, but also of the
institutional mechanisms and practical conditions surrounding their
application. Thisisthe subject of thefinal part.

In France, vocational training certification is the exclusive
responsibility of the Ministry of Education. It involvesaformalized
procedure which has changed over the past few years. Various
government departments and representatives of the social partners
concerned meet in advisory committees and participate in this
procedure. After having decided in principle on the expediency of
creating or modifying acertificate, these committees (or small groups
within them) first define a frame of reference of the occupational
activitiesfor which thetraining in question providespreparation. This
frame of reference is often based on descriptions of standard
occupations taken from the French job directory.

Then, with amore active participation of teachers, the frame of
reference of the certificate defines the skills and abilities which its
holder is expected to possess. This definition takes account of how
the candidate proves his worth and the criteria on which he will be
assessed. Thisisan important innovation, heralding the transition to
teaching by objectives, as compared to the traditional system which
was concerned essentially with the acquisition of knowledge that
was hot necessarily of any real use.

In afinal stage, these frames of reference are translated into a
set of regulations governing certification, followed by training content
and pedagogic recommendations. It should be pointed out that the
definition of an occupationa profiledoes not preclude great importance
being attached to general education and to the development of the
ability to think for one’'s self and to adapt to circumstances.
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In Germany, thereismoreto it than consultation with the partners
and cons deration of their opinion. Certificationsand vocationa training
programmes are defined by joint agreement among representatives of
employersand trade unionsin groups headed by the Federal Institute
of Vocational Training (BIBB), which also consults the regions
(Lander), which are responsible for the teaching component of
training, while employers provide the essentials of apprenticeship.
These different forms of concerted action necessitate numerous
meetings of various committees, aswell asthe participation of experts.
Theend result is aset of training regulations defining what subjects
are to be taught, and the knowledge and know-how to be incul cated.
Thelatest regulations place increasing emphasis on the integration of
theory and practice and on key skills. They acknowledgethe abilities
which trainees must acquire to plan, perform and control a task
autonomously.

In the United Kingdom, where the National Vocational
Qualifications are concerned and in the light of the form of analysis
and evaluation which they involve, there is no real problem of
‘trandation’. The analyses, grouped in modules, aready define the
skills and abilities required to perform a given task. It is precisely
these abilitiesthat are eval uated, not knowledge and know-how. They
are evaluated by people with on-the-job experience rather than
educators.

This is the most extreme example of training and evaluation
directed towards apractical and specific occupational objective. The
approachiscriticized by some educators, who consider that too much
emphasis is placed on practical know-how and not enough on the
broader, and sometimes more abstract, understanding required by the
intelligent exercise of an activity; it does not |eave enough scope for
adaptability and does not pavetheway for advancement. Itsadvocates
reply that on the one hand they are thinking increasingly in terms of
the complementarity of the modules and of their interconnections,
and on the other hand work isin progress to bring the curricula of
technical schoolsin linewith the modules of occupational skills.
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In the United Kingdom, the approach used for the National
Vocational Qualifications does not involve translation as these
gualifications are already defined in terms of modules that, in turn,
define the aobjective of a training programme: the acquisition of a
demonstrabl e skill. The documents comprise three components:

» definition of the capabilities needed to exercise an occupation;
» skillsand knowledgerequired for thisoccupation;
» performance criteriafor evaluation of these capabilities.

The British approach is attractive in its apparent simplicity and
its flexibility, notably from the standpoint of the evaluation and
certification procedures for the general public aswell asitsfocuson
directly satisfying the needs of companies. The approach has
occasioned considerable controversy, however, asit raises anumber
of issues, including thefollowing:

*  Preparing and updating a complete inventory of skills requires
considerableinvestment, which not al countries can afford, and
theresulting tool islikely to bevery rigid.

*  Does this method place excessive emphasis on demonstrable
practical skillstothe detriment of the more general, and sometimes
more abstract, understanding required to perform a job
intelligently? And, assuch, doesit prepare people sufficiently for
career development?

* Isthere arisk that evaluation procedures — including those of
employers—will be overly lax?
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The experiences reviewed in Chapter | show that planning isnot an
exact science and that there are no ready-made solutions to the
problems posed by forecasting. Furthermore, the divergences between
what is forecast and what actually happens are not solely due to
methodol ogical inadequacies, but moreto the difficultiesencountered
when it comesto taking action.

What conclusions can be drawn from this? Can one confine one’s
self to criticism and scepticism? That is the easy way out often
proposed by outside observers and theorists; but those responsible
for the planning and administration of education and training are faced
with difficult practical problemswhich haveto be solved. They cannot
afford not to make decisions, especially in theleast devel oped countries,
wherethese mattersare of particular urgency and difficulty by reason
of the shortage of resources of all kinds.

Thereisno simpleanswer, no universal solution. Planning isnot
a pure technique, but rather an art of pragmatic adaptation to
circumstances. And circumstancesvary considerably from one country
to another.

After analyzing the factors on which planning depends, and
especially thetransition from objectivesto achievements, thefollowing
chapter suggests an approach, stages of implementation, and priorities.

1. Human resources planning today

The shortcomings of forecasting have exposed it to a certain
amount of facile criticism, and the idea of planning may seem
somewhat outmoded inthelight of the prevailing liberal interpretation

of amarket economy and the collapse of centrally planned socialist
economies.
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I sthe scepticism surrounding planning likely to be more marked
in developing countries which are more dependent on the outside
world and which, faced with inadequate data and lack of resources
and expertise, are more aware of how unrealistic many previous
attemptsat planning have been?

Though the validity of quantified forecastsis open to question,
this may be regarded as a question of circumstances rather than of
principle; weshall reverttoit later.

In any case, bearing in mind that educational decisions are
necessarily binding for a fairly long period ahead, and that such
decisions have many and complex consequences, some form of
planning is seen to be necessary.

Planning does not necessarily mean the adoption of an
authoritarian and centralized system embracing al economic activity.
It may simply mean adopting rational prioritiesand making coherent
decisionsthat are binding for the future. Decisionsof thiskind are, in
any case, essential when it comes to financing the construction of
schools, creating new streams and recruiting teachers — who quite
often will spend their whole working life in the teaching profession.
These decisions are indissociable from a consideration of what isto
become of those who are educated and/or trained, evenif their future
cannot be accurately charted. Planning should be regarded not so
much as a technigue as a permanent process.

Differing circumstances

Thereisno single approach to planning. Allowance must be made
for differences between national contexts and between types of
education and training.

Differences between national contexts

These are linked either with the level of development of the
country concerned or with its political and education system.
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The level of development: the need for human resources
planning in the Third World. The need for some form of planning is
even greater in developing countries for several reasons. Firstly
becausetheir availableresourcesare morelimited, and it isimportant
for priorities to be established. But also — and this point is not
sufficiently emphasized — because the circumstances of most
developing countries are different from those of industrialized
countries. Their population growth ismuch higher, which meansthat
the flow of young people joining the active population every year is
proportionally higher in relation to the existing number of people of
working age, and that young people account for asignificantly higher
proportion of recruitment (see, for example, Figure 1). The planning
of thisflow of young people should therefore be given higher priority
than inindustrialized countries.

This difference is further accentuated by two phenomena:

e The rate of growth in school attendance often outstrips the
population growth rate; thisislogical in that the least devel oped
countrieswish to make up for lost timeand try to achieve 100 per
cent school enrolment. But thistrend has repercussions on other
levels of education and exerts a social pressure which — at the
secondary, and especially at higher levels—can giveriseto growth
rates which are out of proportion to the absorption capacity of
the economy.

» Thisisall themore so sincethe size of the modern sector (which
isoften theonly sector which recruitsyoung people holding formal
qualifications) isusually very limited, while job prospectsin the
public sector arerestricted by ashortage of budgetary resources.

If, for example, the situation of an ‘old’ country is compared to
that of a‘young’ country, it can be seen that in the former the inflow
of young peopleamountsto only 3.5 per cent of theworking population,
whileinthelatter it representsnot only 7.3 per cent of thetotal working
population but also 17 per cent of total employment in the modern
sector, which isthe sector best ableto absorb educated young people.

The combination of these phenomenacarries much more serious
risks of imbalance in developing countries than in industrialized
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countries. A certain amount of planning is essential to anticipate and
avoidtheserisks.

But, it may be objected, isit not also much more difficult? Are
not the shortage of information and skills, the weakness of
administrative structures, and many countries dependence on the
outsideworld making it moredifficult to control trends—factorswhich
reduce planning to ahollow theoretical notion?

Unguestionably, these difficulties are real, which is why it is
essential to take stock of what is necessary and possible, and deduce
prioritiesfor action adapted to each particular context. Thereare also
factorswhich makeit easier to forecast and plan training-employment
relations in developing countries. The under-development of the
modern sector makes it easier to identify and analyze. In some
countries, theinvestigation of afew firms sufficesto give an outline
of the existing situation and potential needs.

Different political and education systems

As noted in Chapter I, the attempt to match training to
employment ismore coherent in acentrally planned systemthanina
market economy. In the extreme case, areal matching would involve
anintegral planning of supply and demand, and notably acompulsory
directing into the jobs of young people under training. Thisapproach
isfalling out of favour at atimewhen almost all countriesareturning
towards a market economy. This realignment creates difficult
problemsin some countries, for an education and training systemisa
complex entity asaresult of aset of historical and cultural traditions.
It isnot possible to sweep away the past and disrupt everythingina
short space of time; there must be a transition stage, and it may be
tricky to negotiate.

But the market economy can operate in extremely varied
institutional frameworks. Thedifferenceliesparticularly inthe degree
of decentralization.

Lastly, the role of planning necessarily differs depending on
training systems and structures. An initial distinction must be made
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between countriesin which educationismainly public and those (such
as the USA, India and the Philippines) where private institutions
play an important part. Obviously, planning is more important in a
public system in which the state is responsible not only for
management, but al so for financing. Conversely, when education and
training arelargely in private hands, planning haslower priority. Itis
also more difficult, because the state has less power of action. But
all the same it cannot completely neglect to give direction to afield
that is so essential to economic and social development. It hasindirect
means of encouragement, such astax exemptions, subsidiesfor priority
schools or subject areas, and quality control, if only by reserving the
exclusiveright to grant certification.

The particular role of planning for different types
of training

The problem of planning does not arisein the sametermsin the
case of general, technical higher education and vocational training.

Technical education, asthe French seeit, isnot designed to prepare
young people for specific jobs; at most it is an initial orientation,
normally complemented by training of a more vocational type. Its
planning, like that of general education, is based mainly on the
reconciliation of social demand onthe onehand, and financial resources
and pedagogic factors on the other. Social demand may be evaluated
in relation to demography (the number of children of school age) and
to the flow of pupils from one level to another, which has a certain
inertiaand is therefore fairly easy to evaluate. The main thing isto
predict the intake at the beginning of each level of education.

But planning must not overlook outflows of school leavers to
higher education, vocational training, and finally the labour market.
As has aready been noted, though thereis no direct and preciselink
with employment, thereis an overall relationship between the level
of educational development and the level of socio-economic
development. It istrue that educational supply isfairly independent
of educational demand, and that thereisacertainlatitudewith regard
to the level of education corresponding to a given category of
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employment. But thereisalimit to thislatitude, and allowance must
be made for pupils’ job expectations, even if they are vague.

Thisanalysisisall the more applicable with all the more reason
to higher education. Thoughitisnot necessarily of avocational nature,
higher education nevertheless normally leadsto ajob. It is aso the
most costly level of education. Its planning is therefore particularly
necessary. Three special features must be taken into account:

» Higher education isthelevel of education that requires the most
timeto bear fruit given thetimerequired to design the curriculum,
build and equip premises, and recruit teachers — all before one
can begin to deliver instruction to students. One must therefore
plan aconsiderabletime ahead; longer than thefive yearscovered
by most plans.

»  Generally speaking, the higher thelevel of education or training,
the greater the mobility of workers. For instance, thelabour market
for graduates of higher educational establishmentsis generally
national and is beginning to be international. Thusregional and
local planning are of limited valuein thiscase. Onthe contrary, it
would bedesirablefor small countrieswith few resourcesto pool
their efforts and plan how to meet their needs through a joint
agreement. But the nationalism of young nations has prevented
much progress from being made along theselines so far.

»  Many countrieshave atradition of university independence. This
can run counter to the demands of national planning. Itisnormal
for the university to be completely independent in respect of its
internal management and teaching, but it should recognize
planning imperativeswhen it isaquestion of co-ordination with
the capacities and needs of the economy.

The planning of vocational training, whether in school or not,
should correspond more closely to specific and local needs than the
planning of other levelsof education and training. In many developing
countries, what is called ‘technical education’ should be regarded
rather asvocational training, which should be planned in the light of
job opportunities. But the question is complicated by the fact that
training for jobsinindustry isusually public, whiletraining for jobsin
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thetertiary sector isprivate, becauseit isless costly and hence more
financially worthwhile.

The evaluation of needs and employment opportunities is
necessary in both cases, but more so intheformer, sincethefinancial
repercussions are greater. Where the private sector is concerned,
questions of flow control and resource allocation arise differently, for
control can only be exercised indirectly by informing families and
school s of job opportunities, checking state examinationswhen private
schools prepare pupils for them, official acceptance (supposing a
control) of certaintypesof privatetraining, or recognition of thequality
of certain schools, possibly inliaison with asystem of subsidies subject
to conditions of quality.

Inacountry likethe USA, it isan accepted fact that regulationis
exercised by the market. In developing countries, it is to be feared
that the conditions of a satisfactory functioning of the market (fully
informed protagonists and conformity to therules of fair competition)
are less well met. Complete laisser-faire is not desirable, for it can
lead to abuses, but the planning of the sector is not easy, for it
encounters social pressure.

Institutions, the organization of planning and individuals

The situation varies greatly from one country to another where
the responsibility for, and organization of, planning are concerned.
These situations reflect the historic and cultural heritage of each
country.

Thereis no ideal model for the organization of planning; here,
again, adaptation to the context is necessary. What is clear is that
ministries of education usually do not have the vocation, competence
or motivation to establish aform of planning which takesinto account
employment opportunities. In view of the many subjects covered,
and especially of the many different points of view arising from the
planning of vocational education and training, somekind of concerted
effortisessential. It should lie, asfar aspossible, at different levels:
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* At the nationa level, of course. When a ministry of planning
exigts, it should be the normal forum of consultation. Otherwise,
there should bean ad hoc structurewhichisableto meet regularly,
enjoying sufficient prestige and operating permanently,
independently of successive plans.

e But national consultation isnot enough. The establishment of a
closer training-employment relation must take into account the
practical realities of the government apparatus on the one hand,
and the labour market on the other. Everything depends on the
size of the country, the degree of decentralization, and the way
the government apparatus works. Thereisawaysarisk that the
setting up of schoolsand universities may be subject to political
pressures (see below), and it is desirable for them to be
counterbalanced by a sufficient presence of employers.

* This presence is also desirable within training schools and
universities, for example on their governing boards. Failing this,
mechanisms should be provided to ensure a link between
employersand educational establishments.

Essential thoughit may be, consultationisnot planning; itisonly
one aspect of planning. Planning proper involves the gathering of a
widerange of information, followed by its consolidation, the definition
of the optionsand orientations open to the decision-makers, and finally
the monitoring and evaluation of theresults. The Ministry of Education
usually gathers and processes data which comeswithin its own orbit
(enrolments and pupil flow), and, where applicable, makes related
projections. But it cannot seethingsin asufficiently broad perspective,
nor does it have the time or the capability of assuming all these
responsibilities. The Ministry of Planning should bein abetter position
to do so, but it risks being submerged in routine work and being
unableto give sufficient attention to certain in-depth analyses.

For this reason, it is important to arrange for varied and
complementary resources to be pooled in order to handle both the
technical and political aspectsof planning. Wherethetechnical aspects
are concerned, four solutions cometo mind: universities, consultants,
ad hoc bodies, and independent expertise. In under-devel oped
countrieswith few resources, having recourseto universities should,
in principle, be an excellent solution. It is economical, and can also
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encourage the universities to give a practical slant to their work,
providing, in addition, an analysis from avariety of angles. But this
line of action may run counter to academic traditions, which are not
always easy to override.

A recent trend observed in very different countries consists of
creating ‘ observatories’ which serve amore modest purpose than that
of traditional planning systems. Instead of centralizing the
responsibilities involved in a planning process in a single large,
ponderous institution, the aim is to assemble information possessed
by different stakeholders and to co-ordinate their thinking within a
streamlined organization.

This organization may be set up at either regional or country
level. Decentralization in the 1980s in France led to the creation of
regiona ‘observatories of employment and training (observatoires
régionaux de I’emploi et de la formation, OREF). The aim was to
link the various bodies concerned by these problemswithin anetwork
inorder to lay the groundwork for decisionsconcerning training. More
specifically, they are responsible for providing a macroeconomic
framework for the analysis of employment trends, co-ordinating
forecasting with the national authoritiesand organizing sectora studies
with management and |abour.

This approach has also been taken at national level in less
advanced countries, whereit is particularly important to pool scarce
resources and to co-ordinate the actorsinvolved. One exampleis Togo,
where aproject for an observatory of vocational training requirements
was financed by the World Bank. Thisis also the approach adopted,
with the collaboration of the European Training Foundation, in a
number of north African and Middle-Eastern countries. Algeria, for
exampl e, has made plansto establish an ‘ observatory of employment
and training’ to assist the training sector. The primary aim of this
observatory will beto stimulate debatein order to ask theright questions
instead of claiming to provide ready-made solutions.

Many devel oping countries continue to have recourseto outside
expertise. There are serious objections to this solution. If the main
difficulties of human resources planning are not technical but socio-
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political and administrative (see below), itisessential for the greatest
possible number of national authoritiesto beinvolved and to assume
their responsibilitieswith full knowledge of thefacts. All themore so
since the educational role of this processis just asimportant as the
conclusions to which it leads. Having this work done by foreigners
meansrelinquishing all the benefit to be derived fromit and createsa
dependence on foreign expertise. Hence the importance of training
national planning specialists.

That said, other forms of institutional assistance can be very
useful and are provided by variousinternational bodies, often under
regional programmes. The aim of such assistance is not to mount
direct operational actions, but rather to provide methodological
information and to train senior officialsto contributeto theinstitution-
building process. Thisisthe case for various || EP programmes, the
activities of the Turin-based European Training Foundation in the
Mediterranean countries, and those of the European Commission for
vocational training in the countries of Central and Eastern Europe
(Leonardo Programme).

The socio-political dimension of planning

Here, again, the problem of planning liesnot so muchin defining
objectivesasin translating theminto action (Caillods, 1991). In both
cases oneisfaced with the motivationsand interests (often conflicting)
of many different partners: political |eaders, senior decision-makers,
the education authorities, teachers and their unions, businesses and
trade organizations, trade unions, and studentsand their families. Their
points of view and the pressures they exert are likely to affect both
the definition of planning objectives and their attainment.

Political leaders may have ideological or ssimply electoral fish
to fry. The idea of the democratization of education and the resolve
to raise the standard of education are to be found in very different
political contexts. They have played, and still play, animportant role
inthe definition of broad educational trends. In many countrieswhich
have recently become independent, they are linked with a desire to
replace expatriate manpower, which still plays an important part in
the senior ranks of the private sector. While this desire is perfectly
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legitimate, it isnot aways easy to eval uate objectively the advantages
and drawbacks of maintaining thisforeign presence, or of replacing
it.

In many countries the planning process has been hindered or
distorted because it held political options in question or because it
raised taboo subjects. Prospective studies can point to the probable
persistence of a high level of unemployment —which is not easy to
accept —and rai se the demographi c problem —which many governments
havefor long past refused to take into consideration — or the activity
of women, which can also be asensitiveissue in countrieswhere the
traditionisfor them to stay at home and not go out to work.

With vocational training more particularly in mind, Moura Castro
and Cabral de Andrade (1990: 349) make aruthless diagnosiswhich
could be more widely applicable to education and training
authorities in general: “Most of the criticism directed against
vocational training results from the chronic tendency of trainers to
work at cross-purposes with trainees and their potential employers
... We wanted administrators to respond to social needs, but thisis
not how the real world operates. The logic of decisions has to be
understood from within bureaucracies. The rules of the game are
defined inside organizations. The outside world conditions and
constrains but does not determine theincentive systemsthat influence
administrators.”

This overall criticism of the administration deserves to be
narrowed down to levels of responsibility and stages of planning. At
thetop level of responsibility for training, if major decisionsaffecting
the broad lines of the structure of the training and higher education
system are made in accordance with the internal logic of the system
rather than the external needs of the economy, there are good reasons
why thisis so.

The practical consequences of al the lines of action decided
upon depend in large part on the local authorities and on those
responsible for the schools themselves. It often happens that despite
directives from higher authorities, the streaming of pupils and the
examination pass rate remain unchanged, because the authoritiesare
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conservative and because those who set the examinations and decide
upon pupil streaming do not easily changetheir ways of doing things
and their own criteria, which are not necessarily those of the planners.

The slow pace at which vocational training meets changed
economic needs — which is often deplored, sometimes excessively
S0 —can have at least two explanations.

»  Thetimerequired for consultation between the parties concerned
and the implementation of new curricula and new methods; in
France, it takes about two years to define a new certificate and
bring it into effect; in Germany, where a consensus has to be
reached between the social partners, it can take up to 10 years.

*  Whenvocational training isprovided at school by teachershaving
the status of civil servants, they are appointed for life, and this
necessarily limitsthe possibilities of reshaping training courses.

Here other protagonists come on the scene: teachers. They play
a two-fold role in the definition and implementation of planning
objectives: firstly as members of a professional body possessing a
status and defending their interests, and sometimes an ideology,
through the intermediary of their unions; and secondly as teachers
proper, whose customary teaching practice may or may not
correspond to the broad lineswhich the authorities believe education
should take. Consideration of theinterests of the teaching profession
caninfluence decisionsconcerning the creation or elimination of certain
courses of training or certain types of training establishments.

These same teachers, most of whom believe in an ideology of
democratization, often haveindividual dlitist tendencies. They obvioudy
prefer working with good pupilsand are not always prepared to give
weaker ones the extra attention they need. They naturally tend to
place val ue on abstract academic knowledge at the expense of practical
know-how and manua activities. All thesefactorshaveaconsiderable,
evenif indirect, influence on the valuestransmitted by the school and
onvocational guidance.

Reference has already been madeto the need to bring employers
into the picturein defining training needs and objectives. But it must
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also be bornein mind that they generally have only ashort-termidea
of their training requirements. What ismore, thisideamay be distorted
by the prevailing economic situation. In aperiod of crisis, recruitment
is cut to a minimum and only the most urgent requirements (often
corresponding to the most highly skilled jobs) are met. By contrast, in
aperiod of growth or full employment, recruitment expandsin scope,
exceeding immediate needs and constituting reserves of skills.

It would be a mistake to suppose that companies al take the
same view of their training needs and expectations. There may be
considerable differences between on the one hand small firms, which
usually seek immediately usable manpower for aspecific job, which
supposes previous specialized training, and on the other large
companies, which often recruit personnel capable of taking on avariety
of jobs; such companies are more aware that, nowadays, no training
can prepare a person for employment for the rest of his life. The
former companies expect training to turn out a‘ finished product’, and
thelatter expect a‘ semi-finished product’; they will handle additional
training and adaptation to the job themselves, all the more easily in
that they have more resources for doing so than small firms.

There can be another distinction between types of industries
and companies. Traditionally, banks place prime importance on the
level of initial training and the adaptability of the staff they recruit.
They take care of vocational training themselves. Industriesinvolving
ahigh degreeof technicality (e.g. mechanical or electrical engineering)
need personnel possessing specific theoretical grounding and
occupational knowledge; they are therefore interested in good
vocational training schools. On the other hand, sectors such as the
textile and clothing industries (at least in cases where traditional
technol ogies are used) mainly need workers possessing little skill but
sound practical know-how. So training schools are of little use to
such industries, and they can make do with very short courses of
training. For most craftsmen, apprenticeship is still the best way of
familiarizing themselves with the job and learning atraditional craft
or trade.
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So one may expect to encounter a diversity of opinions — for
each of which there may be asound basis—which haveto be analyzed.
The problem is further complicated when firms are represented by
trade organizationswhose officers are not alwaysthe most competent
interlocutors, for they may have lost contact with the realities of
production.

When they have avoicein training orientations, workers' trade
unions often have a stance contrary to that of employers. It may bea
guestion of essentially ideological standpoints, such as the fear of
exploitation and thetake-over of power by capitalism, ashasbeenthe
case among certain teachers. But it may also be a question of an
analysis of the conception of training that diverges from that of
employers. Many companies may favour a short-term view and a
minimum level of skill to meet specific needs. By contrast, tradeunions
are concerned with the long-term interests of workers and the
development of their potential, so as to give them opportunities of
advancement. They therefore tend to be more demanding where the
level of training is concerned; in Germany, for example, the unions
want business training to last at least three years, while employers
would, in many cases, settle for two years.

The aspirations of young people and their families obviously
depend on the socio-cultural context. Resistance to education in
traditional rural areas is doubtless rare nowadays, but it still exists
with regard to girls. Moreover, the segregation to which girls are
subjected when it comesto vocational guidanceintheareaof certain
careersis, without doubt, an almost universal phenomenon.

But, as mentioned in connection with social demand, an
increasingly important roleis played by the pressure of demand for
more and more education and training. No doubt it could be said that
thispressureis stronger in proportion asthe socia statusand level of
education of the parentsare higher, asisthe casewhere social demand
is concerned. The most privileged social classes are the most aware
of the profitability of investment in education, and they are the best
placed to bring effective pressureto bear on the authorities, whileitis
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difficult for underprivileged peopleand thoseliving inisolated regions
to make their voice heard.

To sum up, human resources planningismorethan just atechnique,
and even the best-laid plans can fail to get off the ground unless:

»  Sufficient account is taken of the conflicts of interest and the
potential inertia and bias inherent in any training system. The
necessary consultation already referred to may help, but it isnot
always enough. There are instances where apalitical resolveis
necessary to override certain interests.

o Effective administrative arrangements are set up to enable the
orientations decided upon to be put into effect and the resultsto
be evaluated. We shall revert to this point.

The technical requirements of planning: the data needed

Thepractical possibilities of planning do not depend solely onthe
context and on technical considerations of the choice of methods.
They depend just as much on the data available, the sources from
which they can be obtained, and how they are structured and
presented. Thisisone of themain obstaclesencountered by developing
countrieswhich lack information systems and reliable material prior
tomaking adiagnosis.

Data

Planning training-employment relations requires, so far as is
possible, threetypesof data: on thetraining flow, on employment and
the labour market, and on the transition from school to work.

(i) Training flows

We are concerned here not with numbers, but with outflows. In
the education system, these correspond to pupilswho |eave school at
the end of a stage of education, aswell as those who drop out during
a stage of education. Any education authority should be capable of
completing the classic table showing, grade by grade, the rates of
promotion to the next grade, repetition and drop-out.
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The data thus gathered on the output of the education system

are necessary, but not sufficient, if we are concerned with the flow
of school |eavers entering the labour market. It isthe net output flow
that hasto be quantified, or at |east evaluated; that isto say, the flow
after deduction of:
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re-entries at higher levels of the education system;

periods spent in other forms of public or private training;

so far aspossible, the proportion of school leavers (mainly girls)
who do not seek employment and who, for statistical purposes,
areconsidered asinactive.

(i1) Information on employment and the labour market

Comprehensive planning should idedl ly have accesstoinformation

The breakdown of employment by sector of economic activity:

where the analysis of changes and forecasts is concerned, this

approach isnecessary becauseit isusually incorporated in macro-
economic models. Itisalso at thislevel that itiseasier to establish
thelink with technical and economic changes.

The breakdown of employment by occupations and levels of

skill, which isalmost unavoidabl e, since the structure by sector

tellsus nothing of this subject.

The composition of manpower by age (which affects the need

for replacements), by sex (which can be related to the level of

activity), by nationdlity (in sofar asthenational policy istoreplace
expatriate executives by nationals), and by type of training
received.

Occupationa mobility. Thiscomprisesthree componentsof equal

significance:

—  Geographical mobility hasto be taken into account only if
there exist geographical imbal ances constituting animportant
factor in the planning problem.

— Changing employers without changing occupations is a
significant indicator of the state of thelabour market, but the
net result is zero where recruitment on the basis of skillsis
concerned.
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— Changing occupations, which usually carries little weight
(except in certain countries where it affects teachers, for
example), and especially promotion, play a much more
important role in the estimation of the needs and the
absorption capacities of the economy. Thereissometimesa
tendency to overlook the fact that a considerable proportion
of the recruitment of executive and skilled personnel is
accounted for by the promation of individualsinlower grades
and not by school leavers who have attained the required
level. This is particularly true in the case of supervisory
personnel inindustry and the service sector.

— Lastly, incomeisan important factor in understanding how
the labour market works, what motivates young people in
their choiceof job, and also, where applicable, intheanalysis
of rates of return.

(iii) The transition from school to work

Thisinformation relatesto the circumstances under which school
leaversenter thelabour market (thekind of training they havereceived
and the jaobs they enter), and also the circumstances under which
employersrecruit different types of manpower for different types of
jobs.

This is, of course, what should be known ideally. But al the
information does not have equal priority, nor can it be obtained with
the same degree of accuracy. Everything depends on how sophisticated
the planning process is and on the sources available. In many cases,
one has to settle for estimates.

Sources of information

(a) Cadculation of the number of pupils enrolled in school doesn't
provetoo prablematic, asthe pupilsare easy toidentify andliein
aclearly defined context.
Complications arise in passing from one stage of education or

one sub-system to another, and especially when it is necessary to
record the outputs of other training systems (run by the ministries of
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agriculture, health, labour, etc.) and calculate the net outputs from
one system to another. The government departments concerned do
not always have the data, and adjustments have to be made. Further
complications arise when part of thetraining isprovided by employers
who arereluctant to giveinformation about their activities.

(b) It is very much more difficult to gather and analyze data on
employment and the labour market. The reality that has to be
grasped ismuch more complex and intangible, theinformation to
be gathered is more varied, and the sources pose problems of
reliability and coherence. Most of the sourceslieoutsidethefield
of training and correspond to a different goal, and it may be
necessary to seek additional specificinformation.

The primary source of information is obviously the population
censusinso far asit isexhaustive and provides datathat can be cross-
checked and cannot easily be found el sewhere (age, sex, nationality,
level of education, and occupation). Of course, the real coverage
and the quality of the responses may not be quite satisfactory. But
the main problem is the interval between one census and the next,
which means that the information available is often outdated.

A second statistical source is to be found in administrative
records (of the Socia Security Department, for example). This is
potentially the best source of information in so far asit is permanent
and can beregularly followed up. In developing countries, difficulties
tend to arise asaresult of gapsin the records and delaysin updating
them, and lack of communication between one department and
another. Nevertheless, an improvement of these records and of their
conditions of useisaline of investigation worth exploring.

A third source of information can be provided by regular
administrative surveys. They may be conducted either among
businesses (by the Ministry of Labour for example), or anong asample
of individuals (which is generally the responsibility of the Office of
Statistics). One hasto know the purpose of such surveys, the type of
information they make available, and the quality and representativity
of the responses.
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Where employment in the public sector is concerned, the budget
givesinformation on jobs, but it does not give atrue picture if some
of the jobs budgeted for are not actually filled, or if ahigh proportion
of the personnel is seconded to other posts.

It may be necessary to seek details of the numbers employed in
the ministries or departments concerned.

There remains the difficult problem of employment in the
‘informal’ or ‘unstructured’ sector, of which much less is usually
known. Thispoint will be dealt with.

In contrast to the foregoing, information on entry to the labour
market isnot obtai ned from permanent and independent sources. Itis
gathered through specific surveys which, as was seen in Chapter I,
attempt to eval uate the efficiency of the education and training system
and possibly thefactors governing the motivation and vocational choice
of young people.

Organizing the data: the problem of classification

Itisnot sufficient to gather data; it must be assembled in usable
form. Thisis not a problem where the number of pupils enrolled in
schoolsisconcerned, but it iswhen it comesto breaking down these
numbers by type of training, and even more so when jobs and skills
have to be analyzed. The datamust fit into asystem of classification
or nomenclature.

Training isusually classified by level and by speciality. L ooked
at purely from an educational angle, in terms of numbers or the
evaluation of thelevel of training of the population, the classification
by level simply reflects the structure of the training system. If, asis
the case here, we are concerned with the level of skill in relation to
the job, we come up against the ambiguity of the notion of level of
skill. Doesit meanthe skill of theindividual (determined by thetraining
received), or the skill required by thejob (determined by the nature of
the job)? As has been seen, the two do not necessarily coincide, and
thiswasone of themgjor difficultiesencountered in seeking to establish
an automatic link between training and employment.
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The UNESCO international classification, which is based on
training, relates simply to stages of education: primary, lower
secondary, upper secondary, etc. The French classification isdesigned
at one and the same time for analyzing the highest level of training
and for facilitating rel ationships with employment. From this point of
view, and in the light of the general level of education, the reference
to primary education has no justification. There are six levels; the
lowest correspondsto all education below the lower secondary stage,
the second to lower secondary education, thethird to upper secondary
education, the fourth to two years of higher education, and the fifth
and sixth (often lumped together) to higher education. Many countries
use similar classifications based firmly on level of education.

Other classifications, by contrast, attempt to relate to both level
of education and vocational skill. For example the European
classification, which comprisesfivelevels, definesitssecond level in
terms of both aform of access (compulsory schooling and technical
or vocational training) and atypeof activity: possession of therequisite
skill for aspecific activity, together with proficiency inthe use of the
instruments and techniques necessary for the exercise of that activity.

A classification based on this principlewould beidesl if it madeit
possible both to gather and to analyze employment data and to be
used asatraining planning instrument, which isindeed its objective.
But it creates different problems. Firstly, it goes along with theidea of
matching training to employment, and henceraisesall the difficulties
inherent in that ideawhich wereexplained in Chapter |. Isthetheoretical
correspondence it assumes between category of employment and level
of training borne out in practice? Can thistype of classification serve
asabasisfor gathering dataon employment?If it isaquestion not of
recording observed facts but of planning, who is to decide on the
level?

It must not beforgotten that datagathering isprimarily thebusiness
of statisticians, whose concerns are not the sasme asthose of planners

and whose conception of systems of classification is very likely to
differ.
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For statisticians, information on employment isquite often confined
to the numbers of employed and unemployed people and the
identification of the sector in which they are active. It isquite easy —
especialy if theinformation is provided by employers —to discover
how many people are employed, for example, in thetimber trade and
industry. But that tells us nothing about the nature of their work. Yet
an analysis by sector or branch of activity is necessary in order to
investigate and forecast employment, for itisonly at the sectoral level
that it is possible to examine the relation between overall economic
data, technical data characterizing each sector, and individual data.
But for planning purposes, the number of sectors can be confined to
ten, or thereabouts.

Itisthe classification of occupationsthat relates most closely to
the range of levels of skill and training specialtiesin which planners
areinterested. But an occupation isacomplex and multidimensional
redlity; it can bedefined in relation to the nature of thework performed,
the competence of the person who performs it, the working
environment, the status and the social image of the activity in question,
and theindividual characteristics of theworker.

Statisticians may beinterested to varying degreesin one or another
of these dimensions. Since the information can be analyzed on the
basis of names of occupations (there are thousands of them, and their
meanings are not always precise and consistent), statisticians have
established classifications. But no system of classification can
satisfactorily take all these dimensionsinto account. Every systemis
tied more or lessexplicitly to criteriacorresponding to one or another
of them, and the end result is usually acompromise.

Themost widely used nomenclature of occupationsisthe Standard
ILO’s International Standard Classification of Occupations (ISCO)
which is designed to facilitate comparisons and exchanges of
information and to serve asamodel for countrieswishing to establish
or revisetheir own classification. It istied to two criteria: the nature
of the job (a category of jobsinvolving very similar kinds of work
corresponding to an occupation) and the skill, defined asthe ability to
perform the job.
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The skill can be defined in terms of two dimensions: the level

(degree of complexity) and specialization. The level relates to the
level of training as defined in the UNESCO classification, it being
understood that it isnot always acquired through aformally recognized
course of training.

This new classification is seen to be close to those already

mentioned which were designed for planning purposes. Consequently
it hasthe advantages and limitations of the latter. In many countries,
especialy developing countries, thisis the classification on which
national occupational classificationsare based.
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Two conclusions may be drawn from thisanalysis:

While consultation between statisticians and plannersis highly
desirable, itisunlikely that thelatter canimposetheir conception
of job nomenclatures. Thereisevery likelihood that the concerns
of statisticians will prevail, and in most countries they seem to
give preferenceto theIL O classification, possibly inamodified
or adapted version; it hasthe merit of lending itself to international
comparisons.
Since no classification can satisfactorily takeinto account all the
dimensions of employment, which is a multiform redlity, it is
preferableto try to pin down theredlity by cross-tabulating severa
variables. Two cross-tabul ationsinterest the educationa planner:
—  Firstly, the cross-tabul ation of the occupation, which tellsus
more about the job than about the person who holdsit, and
thetraining the personin thejob hasreceived. Thisinformation
isnormally contained in the census, and much more rarely
in the results of other surveys; but ad hoc surveys covering
small samplescan provide sufficient approximations. Inthis
way it should be possible to obtain more reliable and less
ambiguousinformation than by using asingle nomenclature
compiled in such away that it assumes amatching of these
variables.
— Another variable, not mentioned sofar, istheindividual status
of the worker: is he/she a salaried employee, an employer,
or a self-employed person? This information can be
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incorporated in the nomenclature of occupations (the entire
French nomenclatureisbuilt around these soci o-occupational
categories). It can also be classified separately if it is
considered, for example, that the occupation and the status
should be analyzed separately and that an electrician, for
instance, isstill an electrician whether heisan employee or
self-employed. Whatever the solution adopted, this
information is of value for planning purposes, especially in
developing countries, where it can be assumed that a self-
employed person belongs to the ‘informal’ sector, which
meansthat his/her profile and training requirementsarevery
different from those of salaried employees.

Improving the information system

Planning, as we see it, must be a permanent process, and hence

must be backed asfar aspossible by apermanent system of information
and not merely by one-off surveys conducted to meet intermittent
needs. Such surveys are costly and produce | ess satisfactory results;
each survey calls for careful preparation, and there is a risk of
discontinuity and non-comparability of data from one survey to the
next. Butitisessential to beableto situateinformation on atime scale
and to capitalize onit, and that demands continuity. However, such a
system can only be set up gradually.

It should be possible to deduce information on the outflow of the
education system from the educational statisticsregularly compiled
by the Ministry of Education. A knowledge of all the outflows of
the entire education and training system and the eval uation of net
flows raise more difficult problems of co-ordination among the
departmentsresponsible.

The desired information on employment and the labour market
isnot alwaysavailable. In devel oping countries, existing statistics
are sometimes criticized for being unreliable, heterogeneous, or
too difficult to get hold of. The tendency in such cases is to
sweep away what already exists and conduct ad hoc surveys
which are expected to answer all the questions that arise; but
these surveys are often over-ambitious and their results are not
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put to good use. Beforeinitiating anew survey, whichisliableto

be costly and time-consuming, one should make sure that:

— Theuse of existing data based on acritical analysis would
not suffice to answer the questions which arise.

— The objectives set and the information required are
sufficiently accurately defined. Before launching a survey,
it isnecessary to know what useisto be made of itsresults.
Onemust avoidfalling into thefrequent error of accumulating
amass of information only to discover that much of itisnot
essential.

— The necessary resources are available for processing the
datagathered. There have been cases of large-scale surveys
whose results have remained unused because of the lack of
data-processing facilities.

The most economical way of solving this problem is to have
recourse to administrative sources, at the same time improving their
quality. Here, again, the problem is primarily one of co-ordination
between the responsible departments; they must be persuaded to
open their files and alow their contents to be used for planning
purposes.

In thefield with which we are concerned, even the best statistics
are liable to be inadequate. There is no substitute for a practical
knowledge of companies and the practices of employers, especialy
when it is not ssmply a matter of observing and recording, but of
analyzing trends. Direct investigationsamong employersaretherefore
indispensablefor complementing and clarifying stati sticsthrough more
descriptive elements. Such investigations can even partially replace
datisticswhen thelatter are seriously inadeguate and when the modern
economy issoweak and undiversified that afew direct investigations
can sufficeto give arough picture of the situation.

The suggested survey cannot be conducted simply by mailing a
questionnaire, to which employers may respond incompletely or
capricioudy and whose objective they may not understand. It supposes
aninterview conducted by specialy trained personnel. Naturally, the
guestionnaire should be administered to a sample which, if not
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statistically representative (which would no doubt require too many
people to be questioned) is as diversified as possible so as to allow
for the range of circumstances that may be encountered.

So far, only firms in the modern sector have been considered.
But in many devel oping countries not many people are employed in
thissector; perhapslessthaninthe‘informal’ sector. A knowledge of
the latter raises several questions. Why giveit attention? How can it
be defined? How can it be studied? From the standpoint of an overall
view of the praoblem and the establishment of employment policies, a
knowledge of this sector is obviously essential. From the standpoint
of the planning of training, its utility is questionable, in so far asthis
sector accounts for very little manpower possessing formal
gualifications such as those acquired as aresult of higher education
and technical or vocational training —except when there beginsto bea
surplus of graduates who cannot find jobs.

Theinformal sector isusually investigated by means of surveys,
often more qualitative than quantitative, whose objectives go beyond
the mere identification of the people concerned and of their training
and skills. The Tunisian experience shows that it is possible to have
quite a good estimate of employment in the informal sector on the
basisof surveysamong househol ds (surveys concerning employment,
for instance). To enumerate the jobs, it suffices to cross-tabulate a
certain number of variables such as the sector and the size of the
company.

All these indications point to the importance of presenting the
datain such away as to be able to diagnose the existing situation.
Furthermore, the data must constitute a coherent and usable whole.
Thisistheaim of employment and training observatories, which bring
together different types of information stemming from various bodies.

The stages of a planning process
Having stressed the specific nature of particular situations, it is

difficult to propose a generally applicable approach. At most, some
principles of action can be formulated and an attempt can be madeto
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establish an order of priorities. In the case of developing countriesin
particular, several pitfalls haveto be avoided:

* Thefirst isto conclude, on the basis of acritical assessment of
available data and resources, that any kind of planning, and a
fortiori any kind of anticipation, isimpossible.

*  The second (which may well follow the first) stems from the
setting of over-ambitious objectives with regard to surveys,
studies, and/or systems of organization, carrying the risk that
these objectives will not be able to be attained, or will take so
long to attain that any action will be paralyzed.

e Thethird pitfall isto have atechnical study undertaken (possibly
having recourse to outside expertise) which it is assumed will
provide acomplete solution to the problem.

These approaches are not considered suitable becauseif planning
is to serve its purpose, it must be a permanent but gradual process
directly taken in hand by those responsible, who cannot expect a
miracle solution from external sources, but who must not be
discouraged either by the lack of resources.

To every circumstance of available resources and information
there corresponds an appropriate line of action. It should always be
possibleto make astart on the basis of approximate estimates and to
refine them gradually as and when new elements become available—
provided acritical eyeiskept onintermediate results and proper use
is made of them.

Evaluation and quality take priority

Before venturing to predict a necessarily uncertain future, it is
perhaps more urgently necessary, and probably lessdifficult, to have
abetter knowledge of the present. Many countries have only avague
ideaof how thetraining system works, apart from how many teachers
it employs and how many pupils are enrolled. The evaluation of the
training systemisanecessity initself, however itisundertaken. But it
can al so be seen as anecessary accompaniment to planning. It can be
envisaged in variousforms.
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» Internal evaluation canrelatetothelevel of knowledgeand abilities
acquired, or to efficiency in termsof theratio of numbersenrolled
to numberstrained (affected by grade repetitions and dropouts),
or again to costs. We are not directly concerned here with these
elements of evaluation; it should neverthel ess be pointed out that
all too often planning is based only on quantitative elementsand
takes insufficient account of qualitative data. Too often, the
expansion of educationisat the expense of quality, and progress
is only apparent; in actual fact, an increase in enrolments can
conceal what isreally aregression.

The effects of such a trend necessarily manifest themselves
whenit comesto external evaluation, for training of inadequate quality
can have an adverse effect on the entry into working life of those
who receive it.

Theutility of setting up atraining eval uation system which isnot
based solely on formal criteria such as examinations which assess
mainly knowledge, but rather on an evaluation of the abilitiesactually
acquired, cannot be over-emphasized. Here, again, and notably in
the case of vocationa training, there should be collaboration with the
businesscommunity.

e Externa evaluation is based primarily on the circumstances of
entry to the labour market and has recourse to surveys of the
kind already described. It is not necessary at the outset to have
large-scale observation facilitiesin order to gain aninitial ideaof
the situation. To begin with, a study can be made of small
population samples, giving priority to training courses of
questionabl e efficacity and which createthe most urgent problems.

The surveys cannot always be conducted by mail, and it is
doubtless worthwhile decentralizing them so as to be nearer the

respondents; but if so, it isessential to ensure that the questionnaires
and survey methods are homogeneousiif the results are to be usable.
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A combination of quantitative and qualitative approaches

Oneof thedifficultiesinvolved in human resources planning stems
from the compartmenting of approaches. There is a considerable
difference between, on the one hand, aquantitative macro-economic
approach familiar to statisticians, economists and planners, which
givesan overall picture, but onewhich is based on abstract data that
isnot always significant and does not truly reflect real situationsand
the problems they pose; and, on the other hand, the practical but
limited knowledge which field workers have of their immediate
environment, though they cannot see thingsin a broad perspective.

There is frequently another gap separating the administrative
authoritiesfrom the world of business and productive activities. The
negative view which the former take of the latter, and vice versa, is
usually attributableto ignorance.

Proper planning demands that these gaps be narrowed, not only
through more concerted efforts, but also by apluridisciplinary approach
involving a better knowledge of real circumstances. This should be
easier in proportion as the country concerned is small (or as the
approach isregional) and asthe economy isless advanced and hence
less complex. For this reason it is suggested that one and the same
approach to employers be adopted, not only provide qualitative
information, but also to complement and enhance quantitative
information, or even replace statisticsif they arelacking.

These considerationsraisethe question of theutility of job analysis
for the purpose of planning training. I sthe systematic compilation of
ajob directory indispensable? In most cases, the answer is ‘no’, if
only by reason of the excessive investment it requires in terms of
competent personnel, money and time. Moreover, as has been seen,
thereisagrowing need for general training not confined to preparation
for specific jobs.

Nevertheless, field investigations are worth undertaking, firstly
in order to introduce and devel op training content better matched to

the changing needs of the economy, and also because they are the
best way of making the administrative authorities and instructors
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understand those needs, especially when they can beinvolved in the
process. Given that job content is very similar from one country to
another, it should be possible to use existing material (such as the
Frenchjob directory) asayardstick for testing some of these analyses
in the field. These tests can be confined to the most significant
functions, and amore consolidated approach can be adopted so asto
highlight immediately thetypesof ability really mobilized inthe nationa
context. These qualitative analysesin thefield should be placedin a
dynamic perspectivewhile an attempt isbeing madeto analyzefactors
of change and deduce the most probable trends.

From the concept of needs to the concept of manpower
utilization

Thecritical analysisof the manpower approach showed that itis
difficult to speak of the economy’s ‘needs’ in respect of skilled
manpower, constituting an intangible entity, given the possibilities of
interchangeability and recruitment alternatives. Thisbeing so, it must
also be clear that the economy cannot absorb any Tom, Dick or Harry
and that the degree of flexibility isnot infinite. It istherefore essential
to take account of job opportunities and priority requirements, but
from the angle of manpower utilization and the demands of the
economy inthelight of thepractical circumstancesof thelabour market,
andin particular:

» theinterchangeability of different skills;

» thevarying degreesto which young peoplefindjobsattractivein
terms of remuneration, conditions of employment, and working
conditions;

» aternative sources of recruitment: initial training, internal
promotion, people holding other jobs, etc.

Asfar aspossible, thislast point should be expressed in terms of
guantitative estimates.

Constructing simple flow models

These estimates can take the form of a simplified model of
recruitment flows; not only straight from training school but from
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other sourcestoo. Thismodel, shownin Figure 1, hasthe advantage
of giving anoverall picture, butitisnot sufficient. It should, if possible,
be elaborated in several ways:

90

In the form of sub-models corresponding more closely to the
reality of major sectors. In developing countries, there may be at
least three such sub-models: the public sector, the modern private
sector and theinformal sector. That of the public sector is based
mainly on recruitment from the education system (possibly after
a period spent abroad) and on internal promotion; the other
elements (unemployment and inactivity) can be neglected. The
oppositeislikely to betruefor thetraditional andinformal sector,
which can recruit young people who have no training. Only the
modern commercial sector has recourse to the whole range of
recruitment flows.

However useful they may be as background material, models of
thistype, which arelimited to the total number, are not sufficient
for purposes of educationa planning, which requires that skills
associated with training and occupation be taken into account.
Theidea would beto construct asimilar model for each skill or
even each category of occupation, but thiswould be excessively
laborious. It would, however, be worth trying for at least three
major categories which occupy adistinct space on such achart:
senior executives (which have to be more precisely defined, but
must be specific to each national context); middle-grade
executives; and skilled workers and employeesfor whom lengthy
vocational training isnormally required.
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Figure 1. Simplified model of recruitment flows

Not enrolled
in school

Education

Further training

Inactivity

Unemployment

Abroad

Death
v v v

Lp Employment

> Mobility

Note: The arrows indicate the main flows; the diagram can be adapted to the national
context by ignoring the smallest flows.

For developing countries which lack data, the chart has to be
simplified. However, in so doing, two problems can be encountered:

* How can al these factors be quantified? This brings us back to
the subject of sourcesreferred to above. Only the most advanced
countries possess adequate statistical facilitiesto quantify to some
degree of accuracy each of the flows shown on thistype of chart
—the equivalent of thetraining-employment relationship referred
to previously. Where other countries are concerned, it should
aways be possibleto estimate orders of magnitude, evenif only
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from dataintermittently obtained from afew investigationsamong
employers and from information provided by employment and
population specialists. The calculation of these estimates can
provide auseful opportunity of comparing different sourcesand
of exchanging views among leading authoritiesin variousfields.
It is always preferable to make estimates of this kind, however
approximate they are, rather than neglect the different flows of
mobility and settlefor an artificial assumption of the matching of
initial training to recruitment. Of course, these estimates are
intended only for planners, and must not be circulated as they
stand, for they could be wrongly interpreted or be the target of
facile criticism. But they must always be subject to revision as
and when more and better information becomes available.
Assuming that the model isproduced, it will initially depict only
the exigting situation, and that isnot enough for planning purposes.
This situation must be projected into the future.

Future projection of the flow chart

In most contexts it should be possible to find a middle road

between the naive adoption of quantified forecasts and the pure and
simple rejection of any depiction of the future. Where the future
structure of employment is concerned, the foll owing conclusions may
be drawn from the critical analysis of past experiences:
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Forecasting is much more uncertain in some fields than in
others. This is true of demography, which to a large extent
determines:

— The size of the future active population. Those who will
congtitutethispopulationin 10 or 15 years' time have aready
been born. For the older people, the breakdown by skillshas
already been estimated. It iseasy to apply coefficientstothis
population, enabling allowance to be made for deaths and
retirements during the period.

— Theintake of the education system. Since theinertia of the
systemisconsiderable, it ispossibleto forecast the number
of pupilsenrolledfairly reliably on the basis of estimates of
social demand. It should be noted that such forecastsare, in
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any case, essentia in order to programme the construction
of schools and the training of teachers.

From these forecasts of school enrolments may be deduced
estimates of outputs by type of training. Adding these estimates to
those concerning theresidual active population givesaninitial picture
of the population that can hold future jobs (setting aside, for thetime
being, questions of mobility).

Needsin respect of therecruitment of teachersby broad categories
can easily be deduced from the forecasts of school enrolments. In
many devel oping countries these teacher requirements account for a
very large proportion of thejob opportunities of the education system
at the highest levels, since the education system meetsits own needs
largely through aclosed circuit. Relating these elements of information
one with another reveals important facts about future training-
employment relations where formal educational qualifications are
concerned.

Consideration of the case of teachers raises the question of the
public sector in general, or rather the government service, for whether
business and industrial enterprises are public or private they must
obey adifferent logic from that of government departments. The most
characteristic feature of alow level of development is the relative
preponderance of civil service jobs. In many cases they account for
the great majority of highly skilled jobs, especially those held by
graduates of higher educational establishments. It isimportant to bear
in mind that:

» Ashasbeen seen, it isprecisely to thesejobsthat the concept of
matchingismost applicable.

»  The government sector should lend itself better to forecasting,
with less uncertainty than the private sector. Firstly, by far the
principal employer isusually the Ministry of Education. As has
been seen, given theinertia of the system, the forecasting of the
number of pupilsenrolled raisesthe fewest difficulties. It iseasy
to deduce teacher requirements from it, except in cases where
the high mobility of teachersisan unknown quantity. If themain
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outlet of educationisteaching, itisat least an element that should
be fairly easy to plan.

The rest of the public sector is still concentrated on a few

categories which it should be possible to identify, and in respect of
which estimates can be made. It should also be possible to make
overall estimates of the capacity of the state budget to finance the
jobsof civil servants; that capacity istied in with the national product
and can scarcely be increased, but it is affected by the same
uncertainties.
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Forecasts concerning skills and occupations should preferably

relatetolarge aggregates. Toalow for interchangeability and avoid

gearing down assumptions and calculations, it is advisable to deal
with theevolution of asmall number of sectorsand skills.

Rather than claim to predict the future with some degree of

accuracy, this exercise should be aimed at limiting the field of

possihilities, using sets of assumptions establishing ‘ brackets'.

These assumptions should be simple, even simplistic, but must

beexplained and, asfar aspossible, justified. They may relateto

an extreme situation or to international comparisons, or they may
be extrapol ations of observed trends.

— Ashasbeen seen, employment forecasts used to be based as
arule on assumptions of economic growth that were often
wildly optimistic because they were *official’. Thiswas a
major source of error. If this type of forecast cannot be
avoided, it is advisable to adopt parallel alternative
assumptionsrelating to growth rates actually observed in the
country in question or elsewhere. The transition from
economic growth to the growth of employment involves
assumptions concerning productivity. This is often an
unfamiliar aspect, and forecasts are very uncertain; but to
postul ate that no gain in productivity will occur would be an
extreme and unrealistic assumption, for it would suppose a
stagnation and alack of competitivity of the economy. If no
economic forecasts are available (in particular because the
period under considerationistoo long), itisstill possibleto
make reasoned assumptions as to the evolution of
employment by sector in relation to observed trends and
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international comparisons, and taking account of national
prioritiesand potentialities.

— The structure of employment by occupation within each
sector changesvery slowly, and itsvariations do not greatly
affect thegeneral trend, whichismore sensitiveto thegrowth
rate and to the sectoral distribution of employment. It is
therefore not unreasonable to take as a starting point the
conservative assumption that the employment structure will
remain unchanged. From that point another assumption can
be made: that levelsof skill and the proportion of employees
in supervisory grades will improve in relation to standard
jobsand international comparisons. Itisdifficult to suggest
structural norms, at |least for industry and most of the service
sector, but the assumptionisvalid for sectors such ashealth
(agiven number of doctors and paramedical personnel per
100,000 inhabitants) and education (agiven number of pupils
per teacher).

— Withregard to avail able resources to fill future jobs, afirst
series of assumptions relates to the ageing of the existing
active population. In the medium term, mortality can be
neglected; over a longer period, mortality tables can be
consulted. The impact of retirementsis easy to estimate; if
the normal retirement age is taken as 65, a simplified
assumption isthat in 10 years all those who are now 55 or
over will have stopped working; this supposes an estimate
of the present structure by age and by major occupational
categories.

—  Occupational mobility ismuch more difficult to estimate, for
it depends on a variety of factors, some of which are
unpredictable. Forecasts can hardly be made in this case,
but the assumptions that can be made have the merit of
raising problems such as the causes of high mobility in this
or that sector and how to remedy them. The simplest
assumption is naturally that the degree of mobility initially
observed or estimated will not change.

— The other component of resources is the outflow of the
training system, and this can also bethe subject of contrasting
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assumptions: extrapol ation of the present flow or of growth
trends, anticipation of social demand, etc.

—  Theproportion of school leaverswho do not enter thelabour
market is a point not to be overlooked; this proportion may
not beinsignificant in caseswhere many women do not seek
remunerative employment. The assumptions that can be
made regarding the level of activity of girls can take into
account the level of education, which is doubtless the most
determining factor; the more educated women are, the more
of them enter the labour market.

— After the estimation of the volume of jobs to be filled and
the resources available subject to certain assumptions, the
essential question of comparison arises. At thisstage, to make
anticipatory assumptions concerning the matching of types
and level s of training to occupational categorieswould beto
fall into the trap whose existence has already been pointed
out. But the comparison of these data can beinstructive. In
particular, it can enable extreme or improbable situationsto
be detected. For exampleif the number of graduates of higher
educational establishments was seen to be at |east equal to
that of executive jobs, it would mean either that there was
no longer any possibility of promotion for those below
graduate level, or that some graduates would have to settle
for lower-level jobs. I sthisacceptable? Doubtswill also arise
if the assumptions made |ead to adisruption of the structures
and balances of existing occupations, for example by
relentlessly raising the level of training for a group of
occupations.

*  Theresults must be tested for coherencein order to verify their
validity. Their coherence may relateto the balance between levels
of training, groups of occupations, sectoral and overall analysis,
or theforeseeabl e situation of the country concerned and countries
that have attained a comparable level of development. There
are no rules to be followed; it is a matter of judgement and
experience.

Another series of coherence tests concernsthe relation between
the quantitative prospects of flow trends and the data on which these
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prospects depend. In the light of the real circumstances of young
peopl € svocationa choices, their motivation, their remuneration, their
conditions of employment and working conditions, arethe assumptions
made likely to be correct?

This need for an overall view does not mean that forecasting,
and planning based on it, must systematically cover all skillsin
equal detail. The example of Japan showsthat major orientations
and priorities (for instance the priority given to training in
electronics and information technology more than 20 years ago)
can be more effective than detailed planning.

In countries whose economy is still not very diversified, it is

usually possible to define practical priorities where training is
concerned. Threeprioritiescan safely be suggested for such countries:

— Themaintenance of electrical and mechanical installations,
vehicles, and equipment of various kinds corresponds to a
permanent requirement that can provide work for a large
body of skilled manpower.

— Management is wider in scope than accountancy, and the
efficiency of many structures depends on it: industrial and
business firms, agricultural co-operatives, and so on.
Management training courses are varied and lie at different
levels.

— Agriculture is the major problem in most of the least
devel oped countries, but the skillsrequired for itsdevel opment
depend more on the socio-economic and ingtitutional context.

By combining these different approaches, irrespective of data

and structures, it isalways possible to establish future scenarios

whose function is more instructive than predictive. Bringing
together those responsible for the different areas concerned to
discussthese scenarioswill bring out some of the questionswhich
will require standpoints to be adopted or further information to
be sought, thereby making it possible to establish the bases of a

policy.
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Incorporating training planning in an overall human
resources policy

Thispolicy should takeinto consideration not only the education
andtraining system asawhole, but also mattersrelating to employment,
the entry of young people into working life, the mobilization of
manpower, and salaries. It should be formulated in terms of
aternatives; in many cases, thereisno single solution to the problem
of the ‘needs’ of the economy where skills are concerned. Choices
can bemade between initial and further training, national training and
training abroad, the extension of existing training courses and the
creation of new ones, and different types of training.

In developing countries, atraining policy must necessarily make
allowance for adjustments intended to limit budgetary expenditure
while stimulating growth, to giveimpetusto the devel opment of small
businesses and theinformal sector, to encourage self-employment and
the formation of companies, and to facilitate reconversions. In more
advanced countries, care must be taken to ensure the coherence of
training policiesand social policiesaimed in particular at combating
the exclusion of the most highly skilled young people. The challenge
presented by modern economies based on the intensification of
competition and recourse to new technologies is not so much the
need to train highly skilled manpower, whichisinincreasing demand,
asto avoid leaving out of the mainstream of the economy those who
have taken the trouble to adapt to prevailing circumstances.

Incorporating ways and means of action in planning

There is scarcely any need to emphasize the fact that a policy —
it matters little if it takes the form of a plan —is not confined to the
definition of objectives. More important, and also more difficult, is
the definition of ways and means of action. What can be done to
overcometheinertiaand rigidity within and without thetraining system,
as described in the previous chapter? How can financial resources
be found? What can be done to make the administrative apparatus a
factor of development and not a hindrance?
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More specifically, an overall policy should encompass:

A programming of financial resources over a period of several
years, not just the current financial year.

A form of financing. There are only three possible sources of
financing: the state, businesses, and private individuals. Most
countries already squeeze as much out of the state as they can.
Businessesreadily contributeto training costsif they seesuch a
contribution as a productive investment. But they cannot be
expected to pay too heavily, otherwisetheir competitivity would
beat risk. In some countries, the duration and quality of education
largely depend on a substantial contribution from private
individuals; but thisshould not bealowed to aggravateinequalities.
The creation of new training courses or the revision of existing
ones.

The availability of premises, teachers, instructors and teaching
materials.

Just as importantly, mechanisms by which pupils, students and
their families can be informed of the training choices available
and encouraged to follow coursesjudged appropriate.
Arrangements enabling teachers and education and training
administrators to help in attaining objectives; for example with
regard to the number of candidates allowed to sit competitive
examinations, the definition of teaching standardsand objectives,
and evaluation procedures. In many countries the educational
and environmental initiatives of the most dynamic teachers are
hampered by aniggling bureaucracy. On the contrary, the status
and conditions of employment of teachers should be such that
their initiatives are motivated and rewarded.

Measures that can be taken outside the training system to
encourage employers to adopt policies relating to recruitment,
personnel management, salariesand further training whichtiein
with theoverall policy laid down.

Provisions enabling these national policy linesto be applied at
thelocal level (school mapping).
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Uniting and linking national and local policies

In this context, the objective should be to maximize the process
of decentralization and of co-operation with employers (as we have
seen in this chapter).

Having emphasized theideathat planning is as much concerned
with the implementation of policies as with their formulation, an
important question remains: Will young peoplefollow the career paths
indicated by forecasts, by national prioritiesor by their own interest?
This raises both a fundamental issue (to what extent should they be
completely free to decide, or should they be at least encouraged to
follow certain paths?) and some technical problems (how should
information and guidance be provided?).

These questions are arousing renewed interest today, notably as
a consequence of the OECD’s research on the school-to-work
transition (OECD, 2000) and on the work it conducted in 2003 in
various member countries (Grubb, 2002). Thisresearch hasrevealed
thediversity of philosophiesthat underpinthe provision of information
and counselling on academic and occupational mattersaswell asthe
organization of such services. However, it has also demonstrated the
need in most countries for increased resources, reorganization and
modernization of these services. This is a necessary condition for
more efficient education systems that are open to the private sector
and the working world. It is also a means of avoiding the frustration
experienced by the many young people who, due to a lack of
information and counselling, have followed a career path that has
made them difficult to employ or failed to give them satisfaction.

The training system has to be adaptable

Evenif thework of evaluation and forecasting referred to above
has been properly done, there remains a substantial margin of
uncertainty, and the weight of socio-economic and administrative
factors still has to be reckoned with. More efficient planning is not
enough; it should go hand in hand with a greater adaptability of the
training system. Thishasatwo-fold advantage: For the economy, the
adaptability of manpower is the response to unpredictability. For
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individuals, no specialized training can nowadays suffice as a
preparation for a career, and mobility is an increasingly frequent
demand.

This adaptability can be regarded from several angles:

The adaptability of the structuresand curriculaof initial training,
which naturally concerns educators and instructors themsel ves.
Closer relations between the school and thefirm which participates
withitinthetraining process.

The assignment of amore important role to further training.

Adaptability of structures and curricula

Therigidity of training systems may stem just as much fromthe

status of the school sthemselves asfrom the structure and curricul aof
thetraining courses. It raisesthree closely interrelated problems:

0

The structure and type of training establishment; whether itisa
public or private school, atraining centre, or acompany training
scheme.

Thetraining courses and their occupational orientation.

The curricula and the degree of specialization.

Sructure and type of establishment: Structure is less of a
problem in higher education than in vocational training. Long
ago, an article, which has since become a classic, called
vocationa training schoolsto account and judged them incapable
of meeting the changing needs of the economy, especially in
devel oping countries (Foster, 1965). Being part of the education
system, the vocational training school isindeed liableto operate
inclosed circuit and have difficulty in developing to meet external
demands. Itismore costly than general education. In Third World
countries, whose modern sector islargely undeveloped, thereis
very little demand for the type of skills it produces, and those
who hold formal qualificationstend to prefer officejobsto manual
work.

These drawbacks may be even more pronounced when education

and training are in the hands of a centralized government which has
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the monopoly of certification, which employs only teachers having
the status of civil servants (see below) and which uses vocational
training to cope with the social consequences of unemployment. The
World Bank nowadays takes a poor view of state-run vocational
training systemsthat are too wide-ranging, badly funded, rigid, and of
mediocre quality (Middleton, Ziderman and Adams, 1990).

The opposite solutionisto allow companiesor specialized centres
run by industry to handle vocational training. But thissolution hasits
drawbacks too. The firms concerned (see below) naturaly tend to
meet their specific needsor to give precedence to know-how directly
related to the job rather than to more general abilities. This is not
necessarily in the best interests of the individuals concerned, for it
may restrict their possibilities of advancement; nor isitintheinterests
of theeconomy, which needswide-ranging skillsto an increasing extent.
In developing countries there are usually very few firms which are
ableand willing to take responsibility for training in depth, especially
when the launching of new activities is involved. Furthermore, the
existence of a large number of autonomous training centres raises
problems of co-ordination, which are often unsatisfactorily solved.

Training systems operating mainly under the responsibility of
employers trade organizations, such as SENAI in Brazil, avoid most
of these drawbacks and are perhapsthe most satisfactory intermediate
solution. Set up and run by private companies, they are funded by a
levy onwagesand are considerably decentralized so asto be adaptable
tolocal needs.

Theworst drawbacks of centralized training systems can also be
attenuated, for example, by allowing a certain margin of adaptability
totheinstitutionsresponsible for administering the curricula. Thisis
donein Germany, where although certificationsresulting from training
are defined in accordance with very cumbersome centralized
procedures, the actual training is provided by companies which are
well placed (at least the largest and most modern of them are) to
ensurethat it isadapted to constantly changing circumstances. Other
forms of employer-related training will be referred to below.
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In any event, here, again, thereisno ideal solution applicableto
al countries, for the effectiveness of each system depends on the
national cultural context. The much-vaunted efficacy of vocational
training in Germany and Japan is not solely due to the fact that it is
mainly provided by companies. Two other essential factors are
involved. Firstly, firmsinthese two countrieshave aspecial conception
of their responsibility wheretraining is concerned. In Germany, thisis
attributable to along-standing tradition; in Japan, it correspondsto a
policy of investment in human resourcesin conjunction with thecustom
of life-long employment in large companies. Secondly, it should be
noted that vocational training comes after asound general education.
In Germany, agrowing proportion of trainees have already received
13 years of general education (and therest 10 or 11 years); in Japan,
more than 90 per cent of young people have completed a total of
12 years of general, and sometimes technical education. Obviously
thetransposition of the practices of these two countriesto very different
contexts (weak basic training, high mobility of workers, and limited
involvement of companies) would not necessarily produce identical
results, but that does not mean that the ideais to be rejected.

(i) Occupational orientation: With regard to the extent to which
trainingisoccupationally oriented, it isworth recalling the contrast
between training systems (in schools or in companies) designed
tolead rapidly to proficiency in agiven occupation —and which
exist even in advanced industrial countries like Austria and the
Netherlands — and education of amore general nature, with the
occupational training usually following completion of secondary
education and taken care of by the individual companies, asin
the USA and Japan. The planning problem obviously arises
differently in the two cases. The second leaves more scope for
subsequent choice and determinesit lessrigidly. But it supposes
ahigh level of scholastic achievement (with the corresponding
costs) and should require firmsto commit themselvesto playing
their part in the training process.

The question of occupational orientation also arises at the level
of higher education, and poses a controversial problem which needs

to be examined more thoroughly. Is the role of higher education
primarily to produce cultivated individual s capable of performing a
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variety of jobs, or isit to train them specifically for occupations? The
former role corresponds to the classic conception of the university.
The latter corresponds more to the present-day quest for efficiency
on the part of governments and the public authorities. Thisquest may
be considered morelegitimate and realisticin the case of short training
courses than in the case of long ones. In any case, considering the
uncertainties of the eval uation of needs and the adaptability and open-
mindedness required of executives nowadays, training cannot bevery
heavily occupation-oriented at the level of higher education.

The policy adopted by anumber of devel oping countriesof giving
an occupational slant to their secondary education has been referred
to in the present chapter.

(ili) Specialization: Assuming that the education system comprises
some kind of vocational training, the question arises as to how
specialized that training is. The more specialized thetraining, the
moredifficultitisfor thetraineeto adapt to ajob other than that
for which he/she has been trained. Thisis a point in favour of
wide-ranging training. Furthermore, recent trends in the
organization of labour areinclined to throw doubt on the Taylorist
tradition of the division of labour (i.e. therigid organization of
work and allocation of tasks). Workers and employeesare, to an
increasing extent, required to be capable of an overall
understanding of an ever more complex environment and to
perform a variety of tasks relating to various techniques and
functions within the organization. Consequently the modern
economy relies less and less on purely technical training for
traditional occupations calling mainly for specific know-how.

This prospect |eadsto giving priority to the devel opment of basic
abilities: written and spoken expression and the analysis and solution
of problems. At the same time, this ensures adaptability to avariety
of situations and unpredictable eventualities.

Specidization has the most drawbacks when it is decided upon
at an early stage and takes the form of training courses whose sole

outcome is a particular job. The drawbacks become apparent when
the corresponding jobs are not available, or when those who have
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been trained are not disposed to enter them. Such specialization is
alsolikely to be costly asitismore difficult to match resourcesto the
number of people under training when the training is fragmented.
Various moreflexiblealternatives can be envisaged:

Gradual specialization stemming from a common core. In
Germany, for instance, vocational training in metalworking
involves specialization intwo stages. Thefirst yeariscommonto
al trainees, the second year comprises a specialization in two
streams, and not until thethird year does definitive specialization
leading to specific occupations emerge. Along the same lines,

following a common basic training, additional training may be
left tolocal initiative, involving close conjunction between local

authoritiesand employers. Departing fromitshighly centralized
tradition, France adopted this approach in the early 1980s.

A second solution isto establish asingle common core of training
corresponding to basic subjects and ensuring a minimum of
homogeneity among courses of training. Each region or training
establishment isthen freeto establish the additional components
of curricula corresponding to the specific needs of the region or
of local employers. This supposes close collaboration with the
|atter.

Yet another solution is to be found in modular curricula, which
can beassembled in different waysand different orders, giving a
widevariety of combinations. Thissystemisvery widespreadin
Anglo-Saxon countries, and strongly advocated by the I nternational

Labour Office; it is aso commonly encountered at the level of
higher education in other countries.

Another factor of flexibility stemsfrom gradual streaming within
the training system in order to try to prevent certain courses of
training leading to a dead end. The German system is a good
example. Most young peoplefollow vocational training courses
normally leading to employment as skilled blue-collar workersor
white-collar employees. But from that stage onwardsit isalways
possible to continue or resume a course of training leading to
higher formal qualifications, up to thelevel of engineer or senior
executive. This system has three advantages: it makes the
training system moreflexiblein relation to the labour market; it
leadsnoindividual into adead-end situation; and it isafactor of
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social homogeneity inthat it breaks down the divisionsthat exist
between the *elite’ and the operatives in other systems, which
incidentally function in parallel in Germanic countries.

Adaptability through lifelong learning

Initial training can neither fully satisfy the needs of individuals,
few of whom will exercise the same activity throughout their lives,
nor those of the labour market and society, which are continually
changing. This self-evident fact has becomeincreasingly clear asthe
content of jobs changes ever more quickly owing to changes in
technol ogy, economic structures and organi zations and to globalization.
At the sametime, most employees are being asked to adapt constantly
to changesin their economic activity and oftenin their job.

For thisreason, thereisgrowing awareness of the need for lifelong
learning. This notion is the subject of an abundant literature and
countless statements of intent, although the impact of the latter has
beenfairly limited thusfar. If the principle of expansion of continuing
educationisto beimplemented, it will be necessary to resolveaseries
of guestions which can be mentioned only briefly here: How can
employers, employees and the population at large be encouraged so
that the greatest possible number benefit from such training? Who
should organizeit? Who should financeit? How should it berecognized
and rewarded?

These questions areinterrelated. First of all it must be agreed in
principle that further training must be to the advantage of both
employersand workers, and that, asfar aspossible, it should involve
all of thelatter. In practice, thisisfar from being the case; executives
receive further training more often than employees possessing the
least skills. Generally speaking, the morefurther training one has had,
the more one wants, and vice versa, so that training the least skilled
workersmeans breaking out of aviciouscircleby creating anincentive
for thosewho could benefit from it. Thisincentive can bethe possibility
of finding a better job, earning more money, or changing jobsiif the
present one is threatened.
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If the principle of the common interest of further training is
accepted, there should be no exclusivity, and all the parties concerned
— companies, schools, private bodies — must find their place on a
possibly competitive market. Thiskind of action does not lend itself
well to highly directive planning, but rather to apolicy defining broad
lines, orientations and incentives. Such a policy must, in particular,
seek a balance between the benefits that further training brings to
employersand workers. Employersaonewill benefit if the company
providestraining specific to itsown activity which, far from preparing
theworker for changing circumstances, tendsto tie himto his present
employer. If the workers alone benefit from further training, it is
because the training was provided either for their convenience or to
prepare them for their departure, in which case the employer will
have made an investment from which others — and perhaps his/her
competitors—will benefit.

These problems can best be settled by social consultation. For
theworkers, itisimportant for the training to lead to arecognition of
what they have learned outside the company they work for. On this
subject, we should point out thefairly recent trend in several countries,
notably the European countriesfollowing in the footsteps of Canada,
totry torecognize and reward not only skillsacquired through continuing
education regardless of the relationship to their occupation, but also
those acquired through work experience. Recognition of such
attainments can be useful to individuals, allowing them either to go
back to school or to enhancetheir value in the eyes of employersand
thelabour market in away that booststheir career and/or compensation.
One of the methods used for this purpose consists of defining a
framework alowing individuastofill out askillsportfolio stating their
experience and skillsand providing the evidence thereof .

Thispromising approach has often remained at the experimental
stage and is not easy to scale up. It requires considerable work on
the part of individualswho must draw up aportfolio and subject it to
critical analysis. Moreover, it runs counter to the traditions of the
education system which in many countriestendsto give greater weight
to recognition of academic attainments, if only becausethe latter are
easier to evaluate. To this end it is important to make provision for
the |l oss associated with apossible departure at the end of thetraining
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course. At the same time, anumber of firms are beginning to realize
that it is not necessarily in their interests to bind workers by training
them too specifically; if acrisisoccurs, it is better for the latter to be
ableto reconvert. In other words, it isincreasingly apparent that the
further training policy must beincorporated in an overall employment

policy.

Similarly, a sharing of costs between employers and workers
(an agreement that part of thetraining will take place outsideworking
hours) would seem to be a solution to the problem of financing. The
state can requirefirmsto pay acontribution—for example apercentage
of thewagebill —but it isimportant that this should not be seen asan
additional tax and that firms are really convinced that training is a
productiveinvestment for them.

Invarious countries, thereisan observabletendency to establish
links betweeninitial and further training, training at school andinthe
company, individual effort and the contribution of employers. Some
employers encourage their staff to attend training coursesleading to
technical or university diplomas and enter into agreements with
educational establishments so that these objectives may be attained,
taking account of occupational experience and alternating theoretical
and practical instruction.

The adaptability of the teaching profession

Training school s can adapt to circumstancesonly if their teachers
themselves are able to cope with changing training requirements and
hence changing curricula. This problem scarcely arises in general
education, where curricular changes make no great demands on
teachers. In vocational training, however, changesin techniquesand
inthe economy can entail not only aradica transformation of knowledge
and know-how, but a so important modificationsin the distribution of
subject matter among teachers. The problem is a crucial one in
countries and institutions where training takes place in school and
where teachers have the status of civil servants and enjoy life-long
security of employment. What isto be doneif thereisno longer any
need for woodworking instructors but many more teachers of
information technology are required? Conversions between such
dissimilar specialities are unlikely. In such a situation there is little
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point in making detailed forecasts of needs if there is no way of
adapting the training system accordingly.

Thisproblem doesnot arisein countrieslikethe USA, where all
that has to be done is to terminate the contract of teachers who are
no longer needed. In many countriesthereisatrend, especialy where
higher education and vocational training are concerned, towards
arrangements enabling regular teachers permanently working in the
school to be employed simultaneously with instructorstaken onfor a
specific purpose and often drawn from outside firms which are their
principal employers. All kinds of arrangement are possible, especially
those involving part-time work, and are being developed. They
doubtlessrepresent the most satisfactory compromise, bearing in mind
the fact that instructors from the world of business and industry are
not necessarily any better than others, but assuming that their more
practical experience will complement the instruction given by
professional teacherswho are better trained in teaching techniques.

This is one of the reasons why co-operation between schools
and employers should be devel oped.

Co-operation between schools and employers

Consulting employers or their representatives on training needs
isonething (aswe have seen above); bringing business and industry
into the training process is another. They may be brought in several

ways.

The best-known way is that favoured in Germany, Austria and
Switzerland. Itiscalled the‘dual system’, and consists of alternating
periods of instruction (at |east one day aweek) with periods at work.
In Denmark, the consecutive periods|ast several months. Thissystem
brings training into line with employment. Firstly, in so far as the
curriculaare, to acertain extent, flexible, it allows latitude for firms
to adapt training to real conditions of employment. It gives young
people practical experience of the world of business and industry.
Lastly, it makesit easier for young peopletofit into working lifeand
helps to reduce unemployment among them, because firms usually
recruit from among trainees.
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The dual system is aso instructive: firstly because it helps to
createincentivefor training (the traineesknow that they have abetter
chance of getting ajob if they have proved their ability); secondly
because it offers the possibility of comparing and mutually
complementing theory and practice. Anincreasing number of countries
are seeking to adopt the practice of alternation.

But for alternation to be areality there must be areal and close
link between classroom training and training on the job; thisis not
alwayssointhedual system, insofar asthetwo institutions concerned
are completely separate and their co-operation dependslargely onthe
willingness of both of them. Furthermore, the traineesmust be properly
handled by the company inwhichthey work; the stages of advancement
of training and the resultsto be achieved must be defined, and assistance
must be provided by competent and motivated tutors. The company
must consider its contribution to this training not as a burden to be
borne, but asalong-term investment and anatural responsibility. This
isthetraditional Germanicway of regarding it. Itismuch lesslikely to
be seen in that way in a country like France, where the devel opment
of alternationisadeclared objective of trade organizationsand afew
large firms, but whereit is not certain that the majority of companies
are prepared to adopt the system.

Without going as far as alternation proper, attempts are being
made in anumber of countriesto devel op in-company training courses
with similar objectives, especially at thelevel of higher education and
management training. But thisral sesthe problem of theintake capacity
of the companiesor employers organizations concerned. Thelimit of
this capacity can indeed soon be reached, and with it that of the
possihilities of providing thetraineeswith practical experienceonthe
job without interfering with the operation of the company or
organization concerned. One of the conditions necessary for the
solution of the problem isthe spread-over of courses, which supposes
flexibility onthe part of thetraining bodies; it isup to them to adapt to
the host organizations, and not vice versa.

Another advantage of co-operation between the school and the
employer isthat it helpsto solvethe problem of the equipment required
for vocational training. With accelerating technical progress it has
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become practically impossible for training schoolsto have accessto
modern equipment and machinery working under real production
conditions, because such equipment is costly and soon becomes
obsolescent. There are three possible solutions to this problem.

The first is to send the trainees on an in-company on-the-job
course; but thisdoes not always solve the problem, for someitems of
equipment are too complex and costly to be entrusted to temporary
trainees. The second isto use equipment that simul ates the operation
of real production machinery, but which is not the real thing and
therefore is less costly. The third is to persuade the firm to make
equipment available, possibly intheframework of awider co-operation
involving the assistance of instructors and making it possibleto train
personnel for very specific purposes.

Co-operation between schools and employers can incorporate
variousforms of mutual exchanges; the company can make equipment
andinstructorsavailable, but the school too can provideinstructors. It
can also carry out research, experiments or trials which many
companies, especially small ones, do not have the resources to
undertakethemselves.

Thiskind of co-operation can also be seen to hold considerable
potential as well as posing a number of problems. These problems
arise even more acutely in devel oping countries where only a small
number of firmsare capable of providing training and wherethereare
very few competent senior staff available to supervise trainees. But
that isno reason to neglect the exploration of thistype of solution, for
the gap between theworld of training and theworld of employment is
often greater in such countriesthan inindustrialized countries, soitis
all the more important to bridge that gap.

If this lengthy account were to be summed up in a few words,
thefollowing points should to be highlighted:

*  Someform of planning isindispensableto give direction to and
manage the complex but essential system constituted by al the
activitiesinvolvedin education and training. But it isindispensable
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to varying degrees and under very variable conditions from one
national context to another.

»  Our conception of this planning has changed considerably over
the past 20 yearsor so. Nowadaysit isnot so much aquestion of
quantifying what hasto be attained up to aspecific future date as
of analyzing possible trends and their socio-palitical, financial,
technical and administrative implications in order to establish
targets and ways and means of attaining them.

e At atime when the future is becoming increasingly uncertain
and there is a growing awareness of the difficulty of translating
plansinto achievements, the major concern must beto establish
a reactive system more adaptable to change, and to define the
corresponding mechanisms and methods.

»  Thisconceptioninvolves, in particular, agreater decentralization
of decision-making and amore concerted effort by the numerous
partners concerned in the choice of lines of approach and the
implementation of waysand means.

Thefunction of planning isnotably to facilitate consultation which
should help to anticipate the future more accurately and enable more
effective adjustmentsto be made; it will a so ensure cohesion between
major orientations, decentralized decisions, and achievementsthrough
theregular evaluation of results.

New technol ogies and globalization

In education, asin many other fields, recent literatureis dominated
by two topics: theimpact of the new information and communication
technologies and that of globalization. These two subjects are
interrelated in several ways. New communication technologies are
animportant factor driving globalization and, conversely, itisdueto
globalization that these technol ogies have spread so quickly. These
developments have three types of consequences for the problems
addressed in thisvolume.

(a) Firstof all,itisclear that globalization and new technologiesare
contributing to the intensification of competition at all levels:

between countries, between companies and between individuals.
Competitiveness —again at all these levels—isnot based solely
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on the cost of labour, which would give the advantage to the
poorest, but at least as much on qualifications, which meansthat
training isincreasingly crucial. While new technol ogies tend to
eliminate the simple, repetitive tasks usually carried out by
unskilled labour, well-educated personnel are vital to the
production of innovative, high-quality goods and services that
have high added-value and are competitive on the market.
Moreover, the more rapid turnover of technologies means that
skills become obsolete more quickly, making it all the more
necessary that lifelong learning, whichismentioned elsewherein
thisvolume, become awidespread practice.

Heightened competition and the restructuring which it entails
also have other, more negative effects. These trends are, to some
degree, responsible for increased unemployment in many countries
and in particular for thedevel opment of atypical formsof employment,
characterized by flexibility, instability and uncertainty. These changes
arefirg feltintermsof employment, but may aso haveindirect effects
on training. Increased instability and job mobility can dissuade the
private sector from investing in training, as can the risk of losing
employees to other employers (ILO, 1998).

Anoveral trend towardsincreased disparities between countries
and between individualsis already visible, and, in a context of free
competition, may well become stronger. This disparity may affect
training, employment and incomes simultaneously.

(b) This raises the problem of the growing interdependence of
economies, policiesand cultures. Asaresult of globalization and
interdependence, countries are no longer sheltered from
international fluctuationsand have decreasing control over their
growth rates, with all that this entailsfor budgetary resourcesin
particular. With regard to the subject of thisvolume, this context
only increases the uncertainties concerning the future and the
difficulty of forecasting.

Interdependence al so meansthat almost all countriesare subject
totheinfluence of major internationa trendswhich are currently moving
in the direction of areduced role for the state, liberalization and the
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freer play of market mechanisms, privatization and decentralization.
Thisinfluence can be diffused to the extent that it resultssimply from
discussions and meetings between representatives of different
countries, for examplewithin certaininternational organizations. Inits
minimal form, it may beregarded simply asthe effect of fashionable
ideas. It can also, however, take on amuch more concrete form when
itistied to financial or technical aid, as countries may berequired or
pressured to adopt such measures as acondition for receiving aid.

The role of the central government may be reduced as a result
of either limitson government resources or deliberate political choice.
It may be assumed that the analyses contained in thiswork run counter
to thistrend as they assume that government will play an important
role. However, two important distinctions should be made:

e Although a certain number of policy guidelines and decisions
must be co-ordinated at national level, they need not al come
under the central government. It is advisable to delegate many
of them to the provinces, regions, districts and municipalities.
Thus, we should speak of therole of government in general rather
than that of the state.

* Maintaining, or even strengthening, the role of government can
be compatiblewith limiting its scope of action. Thisisthe current
conception of governance, whichimpliesthat authoritiesgenerally,
and the state in particular, play primarily a role of guidance,
leadership and co-ordination, but are not necessarily responsible
for implementing policy orientations.

From one country to the next, a broad range of stated policy
leanings and practicesthat follow thistrend to varying degrees can be
observed. In education, a trend towards privatization might result
from political decisions or from limits on central government
resources. This can lead to encouraging the privatization of certain
segments of the education sector and the expansion of private
provision. More often, particularly in Great Britain and the USA as
well as in the countries under their influence, market mechanisms
play astronger role in school management: Schools have increased
responsibility for their own management and fundraising, funding may
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be allocated in proportion to growth in their student bodies, and
competition may be encouraged.

(c) The use of new technologies in education and training is
undoubtedly growing, but it ispossibleto adopt several different
points of view on the pace of this growth. On the one hand, one
might expect a boom in learning through new technologies,
particularly over thelnternet (e-learning), ininitial and particularly
continuing education. Thiscould have several consequences. The
learning process, becoming moreinformal and virtual, would be
decreasingly subject to any form of ingtitutional control on student
numbers, flows, and the forecasting of these factors. The content
of education would increasingly be based on a competitive and
market-oriented approach, which would open the door to
internationalization and possibly to global domination by
multinational firms, at least in certain fields. Under these
conditions, a planning process couched in national terms and
focused on forecasting and guidance of pupils as to the
educational institutions they will attend would lose much of its
meaning.

Although this scenario has, in fact, begun to cometruein certain
countriesandin certain very specificfields, itispossibleto take afar
more conservative and opposing view. Proponents would first point
out that the less developed countries are still very poorly equipped
with new technologiesand arelikely to remain sofor along time. The
real risk israther adeepening of thedigital divide between countries
and between social categories. Second, traditional education systems
—that is, systemsbased mainly on the physical presence of pupilsand
studentswho will subsequently enter the labour market in educational
ingtitutions requiring substantial investment for which provision must
be made — may be expected to survive for many years. Finaly, it
may be assumed that the education sector, which is often marked by
conservatism and plays a vital role in the transmission of cultures,
will display the strongest resistance to globalization.

There is probably some truth to both of these arguments. The
first cannot bewholly neglected, evenif it were destined to play only
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amarginal role and become areality only in thelong term. Thisisa
further illustration of the central ideaof thisvolume: Inthefield under
consideration, thereare no universal truths or final answers, but rather
an ongoing process that must be approached in a spirit of open-
mindedness, pragmatism and constant adaptability.
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Board of the IIEP, which approves the Institute’s programme and budget, consists of
a maximum of eight elected members and four members designated by the United
Nations Organization and certain of its specialized agencies and institutes.

Chairperson:

Dato’Asiah bt. Abu Samah (Malaysia)
Director, Lang Education, Kuala Lumpur, Malaysia.

Designated Members:

Carlos Fortin
Assistant Secretary-General, United Nations Conference on Trade and Development
(UNCTAD), Geneva, Switzerland.

Thelma Kay
Chief, Emerging Social Issues, United Nations Economic and Social Commission for Asia
and the Pacific (UNESCAP), Bangkok, Thailand

Jean Louis Sarbib

Senior Vice-President, World Bank, Washington DC, USA.

Ester Zulberti
Chief, Extension, Education and Communication for Development (SDRE), Food
Agriculture Organization (FAO), Rome, Italy.

Elected Members:

José Joaquin Brunner (Chile)
Director, Education Programme, Fundaci6n Chile, Santiago, Chile.
KlausHufner (Germany)
Professor, Freie Universitét Berlin, Berlin, Germany.
Zeineb Faiza Kefi (Tunisia)
Ambassador Extraordinary and Plenipotentiary of Tunisia to France and Permanent
Delegate of Tunisiato UNESCO.
Philippe Mehaut (France)
Deputy Director, Centre d’ études et de recherches sur les qualifications, (Céreq),
Marseille, France.
Teboho Moja (South Africa)
Professor of Higher Education, New York University, New York, USA.
Teiichi Sato (Japan)
Ambassador Extraordinary and Plenipotentiary and Permanent Delegate of Japan to
UNESCO.
Tuomas Takala (Finland)
Professor, University of Tampere, Tampere, Finland.

Inquiries about the Institute should be addressed to:
The Office of the Director, International Institute for Educational Planning,
7-9 rue Eugene Delacroix, 75116 Paris, France.
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