PERSONNEL PLANNING

Joseph B. Kingsbury

By personnel planning is meant (a) forecasting the personnel
needs of a government over a period of years; (b) estimating the probable

sources of supply of qualified persons, both within the service and outside
it: and (c) planning for the education and training, the inducements
and incentives necessary to sttract and retain qualified persons, and the
most effective utilization of their abilities and skills. .Governmental per-
sonnel planning is part ol a broader problem of planning for all the human
resources of a nation: agricultural, industrial, scientific, military and
civilian, which may be referred to as national manpower planning. Only
the totalitarian governments of Russia and China have attempted man-
power planning on such a scale. This article will discuss the more limited
kinds of planning which are applied to the civil service.

The proposition which will be discussed in this article is that in
the national plans for economic and social development now in progress in
many countries, one of the factors most likely to determine the success
or failure of the plans is personnel, and that it is in this area that the
least planning has been done.

Why has personnel planning been neglected? Three explanations

have been offered: (1) That long-range personnel planning is impossible.
It is argued that no onc can foreses Lhe extent of the growth of govern-

ment, nor the directions it willtake, and that therefore the essential
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basis for planning is lacking. (2) That personnel planning is a dangerous
interference with the freedom of individuals to choose their own careers.

Governmental planning of careers carries the implication that human
beings are commodities, to be shaped and manipulated like parts of a
machine. This is the criticism of totalitarian planning. (8) That personnel
planning is unnecessary, because the supply of manpower will adjust to
the demand by a process like that of the market. This is perhaps the most
common assumption, and in the past it has proved true enough so that,
until recently, governments have not been compelled to plan or to make
any special effort to supply their personnel needs, especially in countries
where there has been an assured source of supply, such as the universi-
ties. There are many signs that this ladssez fuire policy will no longer
continue to supply automatically the numbers and kinds of persons nceded

by governments.

PRESENT EXTENT OF PERSONNEL PLANNING
Administrators and personnel agencies in all countries do a cer-
tain amount of planning, but their plans are usually of a limited and
shori-range nature. Civil service planning occurs mainly in the areas of
1. classification and pay plans,
2. recruitment and examination,

3. conditions of serviee.
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i- Classfication and Pay Plans

The most important kind of planming done by central personnel
agencies 1s lhe classification of positions, and their arrangement in a
system of grades, with salary rates attached to each grade. The c¢lassifi-
cation plan 1s a basic framework for all personnel administration. With-
out & description of positions, including an appropriate title and a descrip-
tion of nccessary qualifications, it is difficult to see how persons can be
recruited, how promotions can be fairly made, or how budget makers can
stale the needs for personal services. The classification plan will be
useful for personnel planning only if it describes positions adequately,
and only if it is kept up to date. A classification whick includes all
positions In a few broad grades does not provide an effective basis for

such planning.

2. Recuitment and Examinations

Some planning is always required in the process of preparing
and announcing civil service examinations, but there is a strong tendency
to allow this to become a routine funection, repeated year after year with
little effort at innovation or improvement. Attempts to validate the
examinalions, 7.¢.., to compare the performance of persons selected and
employed with their test scores, and to improve the predictive value of
tests, are very rare. Planning is discouraged where the government has a

monopoly, or a near-monopoly, of the labor market, and customarily
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draws all of its candidates from the schools and universities.  When
governments have to compete with private enterprise for their personmnel,
they are forced to plan more actively, for example, to search for new

sources of supply, to arrange for the training of qualified persans, and to

offer extra inducements to persons to enter government service.

3. Conditions of service

Conditions of public service include, in addition to the salary

rates, the following:

a promotion sysitem, and opporiurities for advancement,
opportunities for training and development,

recognition of merilorious service,

a retirement system,

emplovee services, such as housing, transportalion, medical

and haspital sevvices, loan facilities, elc.

These and other incentives and inducemenlts often determine
whether or not an individual will remain in the governmen! service and
put forth his best efforts. Very little systematic study or planning is done
in this area; more often, the governmenl waits to provide these incentives

until a high rate of turnover, or an organized demand by cmployecs com-

pels it to provide such services.
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PERSONNEL PLANNING IN THAILAND

As in many other governments, personnel administration in

Thailand has been regarded mainly as a matter of enforcing the civil
sorvice law. Examinations are conducted in a rather rouline manner, and
much importance is attached to the keeping of personnel records, and to
the formal approval, or disapproval, of personnel transactions. An

assured supply of candidates from the schools and universities, and the
high prestige of the government service have made 1t unnecessary for the
Civil Service Commission to compete with other employers, or to plan a

program of recruitment.

Heads of minisiries and departments are required to estimate
their personnel needs for a vear im advance when they prepare their
annual budget estimates, but these are short-range plans, and often are
enly guess-work. Department and division heads should be responsible
also for evalualing the performance and the morale of their employees,
and for taking measures to improve them, such as employee services, in-

gervice training programs, and other incentives, except general salary
increases, which, of course, they are powerless to grant.

It must be admitted that personnel administration in Thailand
bas been of a negative rather than a positive nalure, with emphasis on
eontrols, and with very little thought of planning for the future. This

policy has served the government reasonably well in the past. Ithas given

Thailand a civil service that is stable, dﬂpendable; relatively efficient
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and {ree from corruption. In the relatively quict limes of the last 50 years
this might have been enough. but the Limes arc no longer quiet.

It requires no profound study to see that the nature of the govern-
ment service in Thailand is changing, and to predict that in the next ten
years 1\t will change even more rapidly. Thailand has started a national
plan of economic and social development which includes the development
of agriculture, industry, transportation, health, education, and welfare. In

terms of personnel, the achievement of the national will require.!

1. new positons, with new knowledges and skill,

2. larger numbers of persons in exisling categories,

3. betley wtilization of human resources,

4. additional incentives.

1. New Positions

New and expanded activities undertaken by the government wild
necessitate the creation of positions calling for knowledges and skills that
are almost unknown in Thailand 1o day. Some of these positions will be the

inevitable result of scientilic and technological advances in such fields as:

auiomalion
obperations research
electronics

nuclear power
meteorology

ageyronaiutics

chemislry
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biology
medicine and public health

agricultural sciences

Other new positions will develop as a result of new povernmental
policies and methods in cxisting {ields of governmental activity, such as:—

the management of governmenl enlerprises,
the rvegulation of private enterprises,
taxation,

banking and credit,

cily and town planning,

econmic development planning,
transportion and communication,

education, public heallh, and welfare.

Z Larger Numbers in Exi‘gging (}a_t_eﬂnries

In addition to the new positions which are certain to develop,
But more difficult to visualize, it is clear that Thailand will need larger
mumbers of professional and techmical persons of types than it now has.
Already the government is aware of acute shortages of well-qualified engi-
meers, dcientists, doctiors, teachers, managers, and technicians of many
Rinds. Programs already undertaken will call for increasing numbers of
all of thesc. Every survey of public administration in recent years has
pointed out that one of the chief obstacles to effective administration is

she lack of experienced and competent technicians, supervisors and managers.




128

For example, the Social Insurance Law of 1954 provided for
benefits in six kinds of social risks: maternity, care of children, sickness,
invalidity, old age, and [unersal costs. The law never was put into effect,
one reason being that there were not enough doctors nor hospital [acilities
in Thailand to provide the medical, nursing and hospital facilities which

the law promised.

A similar difficulty greatly reduces the effectiveness of the
guvernmenfﬁ program for the treatment and rehabilitation of opium
addicts. To cure an opium addict is a difficult problem, calling for special
medical knowledge and skills, as well as psychiatric treatment and careful
supervison and assislanco during the period of convalescence. It is esti-
mated that 72,000 opium addicts in Thailand are in need of this treatment,
yet in the new Center for opium addicts, there is only one doctor who has
had the necessary kind of training.

The recent World Bank report as well as other studies of Thai-
land s economy, have noted that Thailand has embarked on a variety of
business and industrial enterprises without the technical and managerial

personnel necessary for their successful operation, and that the failure of

many of these enterprises can be atiributed directly to poor managemenl.

3. Ulilization

One symptom or lack of personncl planning is the poor utiliza-
tion of human resources. Tremendous wasle occurs when persons with

superior qualifications are assigned to low - grade work; or when inferior
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men are assigned to difficult or responsible work., Poor utilization is more
likely to oceur when there is an over supply of personrel, and this has
been the casc in Thailand. The prestige of government service, the lack
of competition from private employment, and the steady supply of graduates
from the secondary schools and universilies have made the labor supply
abundant, cheap, and not fully utilized.

Efficient utilization of personnel means more than assignment of
of persons to duties in accordance with their educational qualifications. It
means identifying persons with unusual aptitudes and abilities, encouraging
their development thkrough in-service iraining, educational lea;&re, and
opportunities Lo assume resposibilities and to apply their own ideas, and

providing adequate incentives.

A program of full utilization of personnel will reveal the presence
in the service of a number of persons who are doing little or no useful
work, cither because there is nolhing for them to do, or because they are

incapable of doing the work assigned to them. Personnel planning should
include the elimination of unnecessary positions, and of office-or job-holders

who are unwilling or unable to perform the duties of their positions.

4. Incentives

As a resull of the tradition which make government service a

desirable career, and in fact almost the only career open to well-educaled

young people, the government of Thailand has not been compelled to think
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much about providing incentives [or its civil servants. This fertuznale stale
of affairs is not likely to last much longer. Already private enterprises
are taking many of the superior graduates, and offering them higher sala-

ries and better opportunities for advancement. This trend will certainly

continue.

At present, probably linancial inceantives are of greatest impor-
tance In Thailand, because salaries are so low that many employees live

In a state of constant anxiety as Lo how to mecet bare living expenses.

Many are forced to yield to the temptation to supplement their salaries by
outside employment, or worse, by accepting gratuities or misappropriating
government funds or property. air and equitable pay rates must be placed
near the top in the list of priorities in personnel planning,

Nen—financial incentives supplement [inancial incentive, and
when pay rates are adequate, they may become even more important.

Awmong the non-financial incentives are

¢ sense Of securily,

good working conditions,

a sense of contribuiting to the national welfare
recognition and reward of good performance,

opportunity for self-development and advancement.

Incentives may be planned or un—planned. When they are not
planned, they may be given either grudgingly, or under pressure, or froma

misguided fecling of paternalism. They may be applied in one depariment,
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or to selected groups of employees, but not to others. A planned program

of incentives will be based on a careful analysis, revealing real needs.

WHO 1S RESPONSIBLE FOR PERSONNEL PLANNING?

No single agency of government can be made responsible for all

of the kinds of perscuanel planning described above. To centralize plan-
ning would be to employ a totalitarian method, and the exampies of Soviet
Russia and Communist China do not appeal to people who believe in the
freedom of individuals to choose their own careers. Personnel planning
must he done on serveral levels: Lthe program administrator must make his
objective and plans clear enough so that he can make a good estimate
of the numbers and types of workers that will be needed to carry out his

program. Department heads must evaluate the performance and morale

or their personnel and if necessary plan programs of in-service training

and incentives to remedy the weak spots in their organizations. The

cenlral personnel agency is responsible for designing a classification and

pay plan that will provide a basis for all personnel planning

Something Is missing In this picture. In these allocations of
responsiblity, no one is made responsible for planning for the future supply
of scarce human resources Will the scientists, engineers, doctors, teachers
technicians and managers be available when they are needed? In domoc-

ratic nations, Lhis aspect or personnel planning has been neglected. Educ-
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cational authorities are aware of the problem, and they try to provide

facilities for professional and vacational education, but they can only
project trends, and guess how many young people will choose Lo sludy law,

medicine, engineering, and other disciplines that will be needed in the

future,
PROGRAM ADMINISTRATORS
It is suggested that democratic governments necd to give some
agency definite responsiblity for long—term personnel planning. If a

national planning body exists, 1t would seem to be the logical place for
this function. The central planning ageney would not try to do all the
planning, and it would have no coercive powers. It should delegate specific

planning functions to other governmental agencics: Lo the CGivil Service

Commission, the budget agency, the census and statistical agencies to pro-
gram administrators and others. The [lunction of the central planning
agency would be to coordinate all of the information availble to these
agencies relating to future demands for, and supply of personnel, and
present to the government a clear picture of critical shortages, as well
as surpluses, of personnel that the government will face in the future.
Planning for action to meet ithese situations, through educational institu-
lions, in—service training, better utilization of existing resources, and
other means, will then be the responsibility of those agencies which are
most vitally affected, or which have special competence 10 deal with the

problems.
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CONCLUSIONS

Planning for the procurement, training, devclopment, utiliza-
tion, and conditions of service which will give a government the rumber,
the kinds, and the quality of persons it will need, is as nccessary as plan-
‘ning for the physiéal, material, financial and technological requirements
of the future. In the past, personnel planning has been regarded as eilther
impossible, dangerous, or unnecessary. Procurement has been left largely
to the free play of the market; training, ulilization, and conditions afl
service have been left to the discretion of department heads.

Personnel planning is not impossible, and it need not be dangerous
if the methods used are these of education, informalioa, and frec choice,
and not those ol coercion and regimentation.

The first practical requirement in pcrsonnel is planning the esta-
blishment of a classificalion plan as a framework lor recruilment and pro-
motions, and a means of describing personnel neceds. The classilication plan
will indicate the relative worth of positions in terms of salaries, thus enabling
the government to make neccssary financial plans for personnel services.
The description of positions and their requirements will providc the central
personnel agency with the information necessary to plan a recruilment

program, and Lo consivucti appropriale tosts for entrance.
Equal in importance to a recruitment programs are program of

training, development and utilization of persons already in the service. Il is
safe to say that no government knows the extent of the human resources it

already possesses in itscivil service, nor utilizes them to more than a fraction
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of their capacity. In Thailand, the much-needed supply of managers and

excculives musl come from within the service—there is no other source.
The key to personnel planning, as of all kinds of planning, is
informalion. Without reasonably full and accurate imformation about posi-
tions aud their requirements, and careful estimates of the trends of demand
and supply, personnel administration will be eiither routine, stereotyped,
and negative, or it will be arbitrary, capricious, and dominated by polit-
ics. With adequate information, it can be intelligenty planned, still leaving
wide discretion to administrators, and freedom te individuals in their choice

of careers.
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