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EDITORIAL

Planning and administration is the fulcrum of the entire education system. If this is missed out
as the superstructure on which curriculum and pedagogy are mounted, the system will
definitely collapse; whereas if the foundation-planning and administration which is the
superstructure is solidly laid and nourished, the system will reign supreme!

“Journal of Educational Planning and Admnmstratlon is set out to ensure that the
foundation ofdissemination to stakeholders.

In this edition with the theme “Educational Planning and Administration for Integrity,
Accountability and Development”, the target audience will receive more education on
 topics such as managing secondary education for sustainable development in Nigeria,
correlates ofjob satisfaction among lecturers in public universities in Ogun state, planning the
re-establishment of Grade Il Teachers colleges for integrity, accountability and development in
Nigeria, influence of class size on teachers job effectiveness in public secondary schools in
Afojio local government Area of Oyo state, and Improving school-based Management
- committee strategies for the developmentofbasic schoolsin Northern Nigeria,among others.

The readers are enjoined to read this work and contribute articles to the subsequent editions
- of this “must have journal” which is one of the major instruments of achieving an aspect of
NIEPA's mandate of building the capacity of education sector planners and managers at all the
levels of education system.

Prof. LilianI. Salami
Director General/Chief Executive
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DEMAND AND SUPPLY OF HUMAN CAPITAL IN NIGERIA: A CONSIDERATION FOR
EFFECTIVE MANAGEMENT ,

By

Bamimore, Paul Oyesiji
Alayande College of Education, Department of Curriculum Studies, Oyo

&

Oluwalola, Felicia Kikelomo Ph.D
Kwara State Polytechnic, Department of Office Technology and Management
Institute of Information and Communication Technology, llorin
Doctoroluwalolagmail.com

Abstract :

The paper examines the demand and supply of human capital in educational system and a
consideration for effective management. Specifically, the paper looks at the issue of demand and
supply of teachers in Nigeria. The paper also looks into teacher planning and manpower planning,
factors determining the rate at which teachers should be recruited This paper equally examines
teachers’ outflows and inflows. Equally discussed is the consideration for effective management.
Recommendations were offered and conclusion was made.

Introduction ,

The planning of teacher demand and supply is a central concern of educational managers. To be
sure the ultimate concern and focus of educational management which is a key aspect of it
should be the learner and his learning. Nevertheless, even where modern gadgetry has been
brought in to improve the effectiveness of learning, we still find that in every school system the
direct personal contact between student and teacher remains the linch pin of the educational
process. The effect of the new technical devices in education has thus been not to abolish the
role of the teacher, but rather to assist it to evolve in a creative way from that of authoritative
instruction to one of facilitation and guidance of the learning process. Indeed, the teacher has a
crucial role to play in organizing and 'orchestrating’ the use of the media and learning aids, to

give the greatest educational benefits.

In mounting any new, changed or expanded educational programme, therefore, we find that one
of the highest priority concerns is securing the necessary teachers for it. Teacher supply has to
be planned well ahead. Recruitment for teacher training course may have to be undertaken as
much as five or six years ahead of the time that trained teachers will be needed in the schools if
the teacher training programmes themselves have not yet been established, it may require an
additional two or three years to build colleges recruit training staff and design and mount the

training courses.

Careful planning of teacher supply is as vital to qualitative as to quantitative change in
education. New language policies, revised curricula involving changed approaches or different
subject emphases, new equipment and teacher aids all have implications for and in turn may
depend upon a country's teacher training and teacher retraining capacity. Realistic curriculum
|600| |
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planningisintimately bound up with questions ofteacher needs and teacher availability.

Particularly in periods of rapid educational expansion, the teacher-training system may itself
come to account for a significant part of educational effort and expenditure. It is not unknown
for teacher training to absorb as much as 10 or 20 percent of the ministry of education budget,
and to account for a high proportion of enrolments at secondary or tertiary levels.

Thus, teacher supply becomes an important consideration not just as a key input for the
expansion and improvement of primary, secondary and tertiary levels of education, but also
itself a major competitor for the resources available to the education sector. Such resources
being scarce, there may be conflict between the demands for spending on schools and for
spending on the teachers training system. This may be seen as representing the classic
economic problem of choosing between present benefits and future benefits ors choosing
between consumption and investment.

In seeking the optional allocation of resources between schools and teacher-training
institutions, the following kinds of issues must be broached. Are capital and teachers needed
more urgently in schools orinteacher traininginstitutions?

For countries with acute manpower shortage what is the trade off in terms of national, social
and economic advantage in allocating the best qualified students between teachers Training
Colleges on one hand, and courses leading to the university and other higher professions on the
other? Planning concerns choices for the future, and in education some of the most difficult
decisions concern the proportion of current resources to be invested in securing future teacher

supply.

A further reason why teacher demand and supply are so central to the concerns of educational
planners and managers is the cost of employing and managing teacher. Their salaries account
" for an extremely high proportion of recurrent expenditure on education, particularly at the
primary level Changes in the qualifications of teachers or in the pupil teacher ratio can have
enormous impact on the level of the education budget. Both the demand and supply of teachers
will be closely affected by financial considerations. On the demand side, the number of teachers
required will of course be the product of enrolments and the pedagogical arrangements,
expressed through the pupil teacher ratio. But these are not autonomous variables, they are
dependent on public policy and in fact, public policy towards levels of school admission and
pupil - teacher ratios will largely reflect the level of education costs in relation to the total amount
of funds that a country is ready to devote to the educational budget. The cost to parents of
sending their children to school may have an important bearing on enrolment levels and hence
on teacher requirements. The distribution of educational costs in the public school system
between the public authorities and parents is also largely the outcome of public policy issues.
Because education is labour intensive, and teachers form such a high proportion of the labour
force in education, teachers' salaries account for a high educational budget. The cost to parents
of sending their children to school may have an important bearing on enrolment levels and hence
on teacher requirements. The distribution of educational costs in the public school system
between the public authorities and parents is- also largely the outcome of public policy
issues.The salary bills for a teaching force of any given size depends on three factors thelevel and
gradient of the various salary scales applying to teachers, the distribution of teachers between
scales, and the distribution of individuals on each scale.

A Journal of National Institute for Educational Planning and Administration (NIEPA) Nigeria, Ondo | 601 I
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Teacher planning and manpower planning:

Teachers represent a category of skilled manpower and one can regard the planning of teacher
demand and supply as a branch of manpower planning. That part of manpower planning which
is known as manpower forecasting has gone out of fashion since its heyday in the late 1950s
and 1960s.

In the manpower requirements approach to the planning of education, manpower needs are
often derived from the overall national output target, normally laid down in a country's
development plan. This target is broken down into separate sectoral targets of output for the
different economic and social sectors. The target level of output in each sector is then converted
by applying an output labour ratio into a manpower requirement, consisting of numbers of
workers in each occupation required to produce the output.

The ratio used for the calculation may reflect existing practice in the country's employing
establishments as reveled by manpower surveys with some adjustment based on observed
trends in labour productivity or on comparisons with technologically advanced industries or
countries to take account of expected future technological developments. In this way, one can
translate a target level of output into future required stocks of workers in various occupationsin
each sector.

The manpower needs in the different sectors are then totaled to show requirements by
occupation for the whole economy in successive future years. These target stock figures must
then be converted into required recruitment of new workers during the plan period The
number of recruits needed has three man components. There will be first an overall growth
factor representing the difference between the target numbers and the present numbers in each
occupation; second provision for regular attrition due to resignation, retirement, death; and
third, any allowance for replacement of any existing workers who are regarded as temporary or
under qualified

These skilled manpower requirements are then converted into educational equivalents,
signifying the amountand type of education and training that worker in each occupation should
have. Finally, the total educational requirements have to be turned into an educational plan
specifying enrolments in and outputs from the various education or training courses in each
year of the plan period; and the necessary investments of buildings, equipment and teachers
have tobe programmed‘and budgeted. :

.The aim of the manpower requirements approach to educational planning is to ensure that
educational output matches the occupational needs of the economy as closely as possible. If
successfully applied, it ensures on the one hand that manpower bottlenecks, in the form of an
unforeseen lack of trained workers, do not impede development, and that from a manpower
point of view all the plan targets are realizable; and on the other hand that the education system

does not over produce categories of educated or trained personnel unable to obtain
employment.

One can see how this model can be applied to teacher planning. The 'output target' for the
education sector is frequently expressed in terms of a desired level of enrolments. It is not
difficult to apply the established pupil-teacher ratio educations version of the output labour
ratio in order to calculate total future teacher requirements, and to convert these into
educational requirements by using the currentteacher certification rules.

|602|
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Basically, the total size of the teaching force can be represented as the product of two factors,
wthh are the number of learners to be enrolled and the teaching technology in use, resultingina
pupil teacher ratio. Neither of these factors is altogether technically predetermined; each is
largely amenable to policy decision with a range of alternative choices available to the policy-
-mal_(ers. The choices made will reflect the social and cultural values of a society and the strength
ofdlffergnt interest groups and they may be influenced by the climate of international opinion.
They will depend on economic factors the cost of educational inputs and in particular of
teachers' salaries, the share of the total cost of education that government s to meet from public
resources, and the size of the private sector in education; the overall resource availability, but

public f’md p-rivate, for educational purposes; and the assessment made of the contribution that
education will make to economic growth.

Number oflearners to be enrolled:

This is the product of three key variables thatis the ages and length of attendance prescribed; the
population of school going age; and the enrolment ratio. The ages and length of attendance are
prescribed by a country's school structure and its educational laws and regulations. Practice on
these matters varies enormously between countries. Some countries have only three grades at
the primary stage (e.g. Nepal) and others have as many as eight (e.g. Malawi); the age of entry in
some countries is 5, in others 6, 7, or 8 while many countries in practice permit entry at many
different ages; some countries have compulsory school attendance e.g. Nigeria, others not; and
the length of compulsory education varies enormously. The population of school going age sets
atheoretical ceiling on the level of enrolments in that stage. In practice, however, this ceiling may
be exceeded ifthere is under-age or over-age enrolmentorifthere is much repeating.

The enrolment ration represents the proportion of the relevant age-group which is actually
enrolled in school It reflects both the intake rate and progression (promotion, repeater and drop
out rates). These are importantly affected by government policies of two kinds. First, there are
policies to determine or influence the demand for education e.g. whether education is to be
made compulsory, whether legal provisions regarding compulsory are actually to be enforced,
whether education is to be fee-free for students or not. The second sects of policies are those on
the supply side, affecting the number and type and distribution of places actually made available.
Included among these supply policies are the rules ministries of education make about under-
ageand over-ageentry, and aboutrepeating, /

However, enrolment ratios reflect atleast equally importantly the response of parents and pupils
to the opportunities available for education. Factors causing a weak response that is low
enrolment, include economic difficulties (direct costs and labour services or wages foregone
through school attendance, cultural and language barriers, problems of physical access,
unattractiveness of the education offered, and so on. Because of non-entry and drop-out, net
enrolment ratios (proportion of children of '(;orrect' age attending school) are often below 100
percent even where sufficient places are avallal_)le for all to attend school Conversely, however,
as is well known, gross enrolment ratios which relates all pupils enrolled in a school stage
regardless of their age t0 the size of the population of ‘correct’ age may exceed 100 percent if
there is wholesale repeatingor under and over-age entry.

A Journal afNativnul [nstitute for Educational Planning and Administration (NIEPA) Nigeria, Ondo ‘ 603\
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Technology of education and pupil-teacher ratios:

The educational technology in use is the key to the outputlabour ratio in education (pupil-
teacher ratio) and enables one to calculate teacher requirements from pupil enrolments. In the
present context, 'educational technology' does not refer nervously to equipment, devices and
gadgets; rather it embraces the broad areas of curriculum content, pedagogical method and
educational organization. Curriculum content defines what is to be taught and learned, and the
pattern of experiences devised for the child. Pedagogical method indicates how teacher learner
interaction is conducted in the different curriculum areas of knowledge and experiences e.g.
through lecture, self-study with or without supervision, group/individual tutorial, discussion,
project work among others. The pedagogical method is closely interrelated with learning
materials, but we are concerned here only with the teacher demand implications of different
pedagogical methods. It is educational organization which effectively converts curriculum
contentand pedagogical method fora given number of learners into teacher requirements.

Factors determining the rate at which teachers should be recruited

There are three main factors of change to be taken into account. These are:

. Growth or decline of the total teacher stock reflecting change in the size and composition
of the school population and or change in policies affecting the scale of provision of
teachers for any given number of pupils that is element development demand for
teachers. Changes in the size of the teaching force, arising from growth or decline in
enrolments or from changes in the way teachers are used in the education system,
constitute development demand. Such changes may normally be expected to result in
increased demand for teachers, because of population growth and higher participation
rates in education, and because countries as they develop hope to improve staffing ratios.
Butthereis of course no inherent reason why the changes should be in that direction

. Planned change in the nature and composition of the teacher stock itself, for example the
deliberate phased replacement of particular categories such as poorly qualified
teachers or of expatriates. This might be termed 'special replacement’ may mean not
summary dismissal, but being given the opportunity to enter teacher Training Colleges,
National Colleges of Education, National Teachers Institute or they may be offered part-
time in-service course by correspondence, to upgrade themselves to qualified status
while teaching. This process of gradual 'internal promotion' of unqualified teachers to
qualified status is a recognized feature of the system. It necessitates rather careful
accounting of teacher flows, since such teachers may change status without ever leaving
the teaching service. In drawing up the replacement programme the crucial question to
be decided is the length of the period over which replacement is to take place; this
determines the required annual flow of new teachers for this purpose. A final point to
note on replacement programmes is that the desirability of complete replacement of
temporary categories of teacher is not wholly self-evident. Quite apart from the
possibility that they may be cheaper to employ, temporary teachers are also often more
willing to serve in difficult posts. To keep a pool of temporary appointments in a teaching
force can provide a much needed flexibility in responding to changes in demand arising
from unpredictable trends such as population shifts. There is much to be said for planning
a teacher force with only 85 95 percent permanent and pensionable employees, rather
thanaiming for the full 100 percent.

o Change in the individual composition of the teacher force due to regular causes of
attrition such as death, retirement, designated 'normal replacement’ demand. The stock
of teachers is liable to 'natural wastage' even when there is no development demand and
no special replacement programme, it will still be necessary to recruit new teachers to
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maintain and renew the stock. Otherwise death, retirement, resignation and illness will
take their toll and the number of teachers will decline.

The supply of teachers
The supply of teachers should be considered under stocks and flows. The stock of teachers is

another name for the teacher force: teacher flows include both outflows (wastage from various
causes) and inflows (new recruitment, re-entry).

Basically, the supply of teachers at any moment in time consists of the teachers serving in the
schools, plus those who are on the payroll but on temporary release for in-service training or
approved leave. The total supply of teachers does not necessarily equal the demand, for schools
and colleges may be short-staffed and have vacancies. Alternatively, there may be oversupply,
with educational institutions staffed above their norms; the fact that teachers are employed does
not necessarily prove manpower 'need'. It is essential for sound planning that the educational
authorities have at their disposal full information about the size and characteristics of the

existing teaching force and its distribution between different types of school This is so for
severalreasons.

In the first place it makes possible a comparison with demand and allows the adequacy of
existing supply, and the efficiency with which itis used and distributed, to be assessed. Second, to
the extent that the teaching force in fact consists of several sub-populations each with
characteristics of its own, future supply both overall and in sub-categories can only be
projected at all accurately if calculations are made on a disaggregated basis. Third, the annual
budget projection about teacher stock. All this may seem obvious, but it is nevertheless
surprising how poor the state of teachers' records and of statistical data about the teaching force
is in a great many countries. The two main sources of information on the teacher force are the
annual statistical returns from the schools and the personnel records kept on individual
teachers.

Teacher outflows and inflows

Teachers outflow: The teacher stock is subject to deterioration and loss. Teachers die, wear out
and fall sick, grow older and have to retire. They also become unproductive and if personnel
inventories could record the effectiveness of teachers it would be found that the majority of
teachers were in need of 'reconditioning’ through in service courses and retraining. The
teaching force is a wasting asset, subject to constant depletion of a number of distinct kinds. The
most obvious are death, retirement and resignation. In considering the relative attractiveness of
teaching, the factors that a teacher is likely to take into account include conditions of service,
promotion prospects, professional support and personnel administration. In a similar way one
must distinguish between teacher turnover and wastage. Turnover refers to the annual rate of
teachers learning their particular school post. Thus turnover would include not only wastage, but
also the lateral movement of teachers between identical posts in different schools. This is
extremely important from the point of view of stability of school staffing and the sense of
permanence that a school community may have. From the point of view of the learners, the
reduction of turnover, with all the distressing discontinuities it implies, is a matter of priority.
But it is a phenomenon distinct from wastage, loss or attrition; even though it may have some
similar causal roots. '
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Teachers' inflows: It is just possible to conceive of an education system which was running
down at such a pace that the existing teacher stock, continuing from year to year on a depleted
basis, constituted a sufficient supply to meet diminishing demand. In that case, no new
recruitment would be necessary. There are many examples of individual educational
institutions which have been allowed to 'die’ in this way by being forbidden to take on new staff; .
but probably no complete educational system has operated on such a basis for more than ayear
or two at a time. Even where the size of the system and of the teaching force is contracting, the
annual fall in the required stock of teachers would normally be less than annual teacher
wastage; so that some new recruitment would still be necessary. Most education systems are "
not in such a state of contraction, they are experiencing a strong development demand for
teachers, stemming from their plans for both expansion and improvement. This, together with
replacement needs, givesrise to alarge requirement of new recruits.

In trying to achieve balance, the planner will strive to ensure not just a balance at one particular
period of time in the future, or in other words a static equilibrium, but also the best possible
continuing or dynamic equilibrium between supply and demand over successive years.
Achievement of dynamic balance creates few problems when the size of the teaching force is
projected to change at a steady rate, with amore or less constant rate of annual teacher wastage.
Itis much more problematical, however, when growth of enrolment is not expected to be steady,
or when there is a special replacement programme which will be completed by a particular
date.

To take the first case, of irregular trends in development demand for teachers, one can think of
several sets of circumstances in which such irregular growth might occur. For example, policy
decisions to introduce universal primary education to increase the enrolment ratio in
secondary education, to add to grade to one of the stages of the system might all have the effect of
unleashing a considerable extra demand for teachers in a particular school year, thus creatinga
discontinuity in the trend of annual requirements for teachers. A rather sudden acceleration of
output mighthave to be planned. v

Consideration for effective management

An important area of human resource planning is the evaluation of the demand for human
resources. The factors that affect demand should be adequately considered and basic
forecasting tools employed for predictions. It should be noted that human resource demand is
affected by an organizations environment, the changing organizational requirements, work-
force changes, among other factor. Apart from considering the demand aspect of an
organization for human resource, the supply of same should equally be examined ‘in the
planning process for balanced activities. In doing this, both internal and external factor
affecting supply of teacher should be looked into. |

To do this effectively, job analysis will be of paramount importance. All in all, job analysis
married both demand and supply of human resources in order to assist an organization has
clear ideas regarding the activities and responsibilities required in the job being filled. Job
analysis can then be described as an early step in the recruitment process when human
resource in educational system is planned. The staff (teachers) must be managed in such a way
that they will remain in the job. Apart from planning the needed manpower, the education
system must ensure the right quality of graduates in terms of inculcating appropriate skills,
attitude and commitment of the people. To achieve this, the head teacher must use a

|606|

A Journal of National Institute for Educational Planning and Adminisc.‘ralion (NIEPA) Nigeria, Ondo



016
Journal of Educationay Planning and Administration, Volume 1, No 2, September, 2

ici ers
Participatory Management, democratic leadership styles must be employed so that teach

i i of
tan put in their best in the system. Educational managers and planners should make use
modern Management techniques to reduce teachers' outflows.

Recommendations

Governmental authority both at national, state and local level should set in order the

system of collecting, recording and analyzing data on the current teacher force, and on

movements within into and out of that teacher force. Unless there is an adequate data

baseinrespect ofteacher stocks and flows attempts to plan will be futile.

. Particular officers who are to have responsibility for regular an_alyses c_)f teac_her
requirements and the making of projections must be identify either in plapnlng unit of
the education authority, or in the body/section responsible for the teachers' service. .

. Some regular consultative machinery must exist between those who make education

policy, those who employ and use teachers, those who train teachers and the teachers

themselves. _

Estimating subject teacher demand and supply to know how teachers are actually usgd,

and the extent to which actual supply (actual teaching assignment) represents potential

supply.

Equal geographical distribution of teachers should be made/ensuring fair teacher
distribution.

Conclusion

There is no denying the fact thathumanresource (teacher) is the mostimportant and FrU(.:ial of
all resources available to schools. To this extent, adequate human resource plann_igg;;s vital to
the achievement of educational goals/objectives. This is done through effective 51tuation.al
analysis by the government that will make government employ .the right people both in
quantity and in quality. To fail to plan the human aspect of Fhe educational systems therfafore is
to plan to fail such an establishment as a whole. The planmng of teacher supply should involve
far more than determining annual intakes to the training college system; in addition to the wide

range of alternative sources of recruitment that can be tapped, the factors affecting the
retention and utilization of teachers will bejustas central to the planner's concerns.
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