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Abstract

The colonial legacy in Africa has determined the development of management on the continent, as the comparison between the historical case of Africanisation in Ghana and Nigeria in the 1950s, 1960s and 1970s with South Africa in the 1990s and 2000s highlights. Despite the fact that Ghana and Nigeria were not settler colonies, when white managers were replaced with blacks (who previously only occupied subordinate positions in the colonial or Apartheid systems), most companies in Africa faced similar problems. In the quest for legitimacy in the eyes of local elites and the international community companies were tempted to resort to ineffectual window-dressing, or failed to develop the talent of black staff who face disapproval not only from white but also from less successful black colleagues. In case of successful promotion of black managers, skilled white personnel was often driven away by the lack of opportunities, while capable black staff was frequently poached with better offers by competitors. The creation of a black elite with significantly higher income than the majority population was also frequently divisive and undermined corporate social responsibility claims.
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Black Economic Empowerment (BEE) and Employment Equity in South Africa are rarely seen in comparison to developments in this field in other African countries. Jackson (2004: 251, 274) even claims that South African management rejected the idea that there could be anything to learn from the management experience of its African neighbours. But the historical cases of Ghana and Nigeria reveal that, despite geographical and political differences between these cases, there are some broad similarities which point towards general features in the business structures on the African continent. The narrow economic base of most African countries meant that most companies faced a severe skills shortage. The experience of white European domination shaped the business structure on the continent in a recognizable way. There are differences between the impact of settler colonialism, non-settler colonies, Apartheid, British or other European colonialism, as well as different treatments by post-colonial elites. However, this should not obscure some broad similarities in the evolution of business structure on the continent. 

Since the end of Apartheid in South Africa, the country’s economic performance has been the most successful on the entire continent. It is amongst the leading recipients of foreign direct investment in Africa, and is one of the largest investors in many other sub-Saharan countries (UNCTAD, 2006, p. xix). This remarkable success has occurred at a time when society has been undergoing changes from a racially based order to a more equitable distribution of wealth, education and opportunities. For business, this has proved a challenge, as the programme of Black Economic Empowerment (BEE) stipulates that participation of black South Africans should be assured in shareholding, ownership and management of companies (Southall, 2006). Especially relevant for management development is the Employment Equity Act of 1998. However, due to the impoverishment and poor educational opportunities of many black communities throughout Apartheid, this has been a slow and difficult process. There are few black entrepreneurs and managers, and BEE has been criticised for creating a small but wealthy black middle class, at the expense of the betterment of the majority of the population (Southall, 2006). The problems in the implementation of BEE point to a problematic constraint in the availability of high-level manpower in South Africa that will have a long-term impact on business.

A similar process occurred two generations ago in decolonising West Africa, when foreign companies encountered rising pressure to change the composition of their workforce. Management in the two formerly British colonies Nigeria and Ghana was overwhelmingly white expatriate, other staff was mostly black African. The West African colonies differed from contemporary South Africa in two ways: they were not settler colonies, and the process of Africanisation (the replacement of Europeans by Africans) affected mostly foreign companies and the civil service. Nevertheless, the process of effectively removing a colour bar in the recruitment, development and promotion of managers from previously disadvantaged groups in society encountered numerous problems. These are instructive to current developments in South Africa, and indeed to the management of organisational change in countries where a strong ethnic division of labour exists, or where racism and other forms of discrimination have obstructed the achievement of the majority population. According to the Breakwater Monitor, cited in Adam (1997, p. 233), the proportion of black managers in the private sector was only 4.37 percent in a sample for 1995. This is indeed comparable to the West African colonies after World War II, when the most progressive employer, the United Africa Company, had 8.6 and 20.6 percent black managers in Nigeria and Ghana respectively (see Figures 1 and 2). Other companies performed much worse in promoting African managers, although the merchant companies had begun to appoint Africans as managers in the late 1930s.

The lack of representation of Ghanaians and Nigerians in high ranking positions in the private sector, which was dominated by foreign firms, made companies vulnerable to public criticism and legal enforcement of greater participation. Moreover, it was a visible continuation of colonial racist discrimination after independence. Thus Africanisation, the process of training and promoting black African staff to managerial levels, became the key theme of staff development and recruitment in the 1950s, 1960s and 1970s. 

After a brief summary of the impact of BEE and employment equity in South Africa, the next section focuses on how Africanisation progressed in Anglophone West Africa in the 1950s, 60s and 70s. The final part deals with the internal dynamics of stereotyping and rivalry, which led companies to institute comprehensive staff training as an all round acceptable solution to some of the problems of managerial legitimacy.

1 The colonial legacy and BEE in South Africa

South Africa has been categorised as a late decolonized (Cooper, 2002) and has struggled with the legacy of Apartheid, which left the country’s economy dominated by a white minority, relegating the majority of its black population to poverty. After the takeover by the ANC in 1994, business was left to continue much as before, but this changed in the late 1990s when the promised effects of ‘trickle-down’ did not only not reach the disadvantaged groups in society, but actually increased the incomes of the well-off and impoverished the poorest, creating an economically more unequal society while political equality had finally been achieved (Tucker et al., 2007, pp. 260-1, 269-70). 

While there are obvious differences between Ghana’s and Nigeria’s decolonisation and South Africa’s emergence from Apartheid, these might distract from some important generalisations. Although South Africa’s whites are settlers and more entrenched than West Africa’s expatriate population was, their dominance in management was similar to that found in West Africa. With regard to the black population, all three countries witnessed the emergence of a small, sometimes fairly insecure middle class, and a narrowly based, comparatively rich elite. Moreover, the actual process of replacing white by black managers appears to follow a similar path. More importantly, it seems management encounters similar problems, although for South Africa there is very little qualitative information available on this.

The clearest indication that South African management in the late 1990s and 2000s is running into difficulties comes from a case study by Hill and Farkas (2007) on Irene Charnley’s role in promoting black managers at the mobile phone company MTN. Charnley pushed the company’s management to hire more black managers, and on finding them being marginalised and undermined with great frequency, she began to mentor them in regular meetings.
 This led to a problem with white employees, who felt that black managers formed a ‘clique’ that had special access to the board through Charnley (Hill and Farkas, 2007, p. 301-2). The company began losing qualified staff, a situation mirrored by the South African economy as a whole, which experienced an out-migration of skilled whites, coloureds and Indians, potentially damaging the productivity and future growth of the South African economy (Raufflet, 2004, p. 50). 

At the same time there is evidence of significant competition for qualified black managers, as most employers complain about a lack of skilled staff (Daye, 2004, p. 67). The logic of employment equity means that, unless the economy grows at a high rate, the only way to open opportunities to blacks is by retrenching whites (Tucker et al., 2007, p. 269), with the attendant danger that the outflow of skilled personnel will diminish the competitiveness of the South African economy. Matching the demographics of the nation in its staff composition is made more difficult by the fact that the structure of the economically active population in the formal economy shows a significant bias towards whites and coloureds, reflecting the fact that many blacks operate within the informal economy (Jackson, 2004, pp. 270-1; Southall, 2006, pp. 81-2). 

One of the key goals of BEE and employment equity, although not always directly stated, is to break the mould of ‘white manager vs. black worker’ (Daye, 2004, p. 66), or, as Jomo, quoted in Southall (2006, p. 82-3), puts it ‘the identification of race with economic function’. This was a highly problematic issue for Africanisation in West Africa, where African managers got access to the fringe benefits and the segregated housing of the white expatriate community (Decker, 2006), as well as in Zambian copper belt, where mines management was overwhelmingly white and resistant to change (Burawoy, 1962). Quite apart from deep-seated psychological and economic resistance from entrenched groups, in an economy with large income disparities this invariably created practical problems of income distribution. 

As Daye (2006, p. 68) notes in his case study of Toyota South Africa (TSA), wide disparities in salary levels are problematic in South Africa as well, and the individual company cannot necessarily manipulate this independently considering the structural unemployment problem in South Africa, where forecasts expected a shortage of 920,000 skilled workers, accompanied by a surplus of 11.5 million unskilled or semi-skilled workers (Jackson, 2004, p. 253). Moving more blacks into senior positions has the effect of creating greater intra-racial inequality, but does not necessarily address inter-racial inequality (Adam, 1997). This has been one of the main criticism of the entire program, culminating in criticism of the ‘BEE-llionaires’ and the emerging black middle class (Southall, 2006, pp. 74-5, 78; Hill and Farkas, 2007, pp. 295, 305). Even before BEE, there was a marked trend of rising inequality in the black population. Between 1975 and 1991, the richest 20 percent of black households increased their income by 40 percent, whereas the richest 20 percent of white households remained constant, and the poorest 40 percent of black and white households experienced a 40 percent drop in income (Adam, 1997, p. 236). BEE has exacerbated this trend, leading to a pattern typical of African countries that are characterised by small and entrenched elites, an equally small and often precarious middle class, and a majority population living near or below the poverty line.

This is similar to the experience of other decolonising countries in Africa, and should not have come as a surprise. As early as 1947, the British Colonial Office highlighted in a report on the civil service in West Africa that a worrying ‘hourglass structure’ was emerging (Harragin, 1947, p. 10; Commission Nigeria, 1960, pp. 7, 57). This was effectively the colonial structure of employment, where senior posts were previously referred to as ‘European posts’ in contrast to the junior positions reserved for Africans. The pay differential between those was wide, and as Africans began to be promoted to senior positions, they were heavily criticised for creating a two tiered labour force. This problem continued to build up during decolonisation and post-colonial times, fuelling labour unrest and political instability, particularly once economic growth slowed down or began to decline (Decker, 2006). The colonial legacy and post-colonial programs intended to redress this such as Africanisation would nowadays be considered examples of affirmative action or empowerment. But while necessary to address past injustices, plan-fulfilment approaches and corporate attempts to create legitimacy spawned their own problems by breaking up the entrenched alignment of colour and class.

It is not always possible to compare the historical West African case with the current situation in South Africa directly, as there are no recent in depth studies on employment equity. Nevertheless it is a controversial issue, as numerous publications that provide advice for successful ‘diversity management’ illustrate (Maré, 2001).
 The following sections highlight some of the key issues that emerged during Africanisation in Nigeria and Ghana, with reference to a case study from the Zambian copper belt in the 1960s where relevant. Many of these are clearly the result of more general problems that emerge out of the colonial legacy and any positive discrimination programs that seek to address this.

3 Africanisation in Ghana and Nigeria, 1950s to 1970s

Africanisation strategies by British firms in West Africa were strongly informed by the idea that this was the first time that West Africans were tried out in such responsible positions in the public and commercial sector. This showed a fundamental ignorance of the historical development of relationship between local elites and foreign administrations in the early days of colonialism. In the nineteenth century, Africans and Europeans had collaborated on an almost equal footing, and many administrative posts in West Africa were occupied by locals (Olusanya, 1975). European attitudes underwent a noticeable change in the 1880s, when colonial expansion intensified as a result of European rivalries and the rise of racism. While Africans were still employed by the administration and businesses, their promotion was increasingly obstructed and they suffered from discrimination and abuse. Throughout the first half of the twentieth century, Africans were effectively barred from high-ranking positions, and despite renewed attempts from the late 1920s onwards to recruit more West Africans to the higher services, they still faced widespread racism (Appiah, 1996; Coker, 1976). However, this colonial framework meant that relations between Africans and Europeans were influenced by mutual mistrust and the rise of anti-colonial nationalism.

Widespread racism underpinned many personal and managerial attitudes. The relationship between white expatriate managers and African staff and juniors was problematic and conflict-ridden for this reason. This led to pervasive mistrust between European and Africans, which was based in racism and mutual stereotyping. 

The lack of trust between Africans and Europeans was a reality for both sides, and can be considered an intrinsic but under-researched part of the colonial relationship. For European principals, loyalty and dependability were especially important issues. The question of whether they could trust their African staff created much concern, and transgressions were noted and created some anxiety with British managers. 

Political pressure for Africanisation played a huge role. Nationalist politicians claimed credit for advancing the cause of greater African participation in economic life, and this raised problems of loyalty. British business found it hard to gauge the commitment their African staff might feel towards the newly independent regimes, which took the credit for having pushed for Africanisation. Particularly in the case of Kwame Nkrumah in Ghana, this appears to have played a noticeable role, as the following evidence from Barclays and AGC shows. Some of Barclays’ political contacts in Ghana fell out of favour with Nkrumah, and the bank was criticised in the press for their affiliation with them. The local director of Barclays in Ghana, Julian Wathen (1961), commented on one particular case which involved the former Minister of Finance, Gbedemah:

It is a little disturbing that the extent of his loan from us, which was £18,000 should be public property, but with the existing line that the Party is “supreme” it is probable that other loyalties will go by the board and we shall not be able to trust any of our staff not to disclose facts to the Party which they feel are in the Party’s interest.

At a time when nationalistic parties in West Africa were deliberately politicising educated urban employees, loyalty to one’s employer or an industry’s code was difficult to enforce. But while it only required one person to have leaked the information to the media or a CPP politician, the European leadership made a blanket assumption of untrustworthiness. After the removal of Nkrumah, it became clear that African managers, while being dubious about the political achievements of the previous regime, still attributed the increased professional and social opportunities since decolonisation to political efforts. At Ghana’s major gold mine, run by the Ashanti Goldfields Corporation, a labour intelligence report (Beattie, 1966) noted: “With the waygoing of Nkrumah the African feels and is expressing his apprehension that the European may not now feel so compelled to consider the African.” 

Political pressure was certainly a key factor in corporate attempts at Africanisation. In response companies appointed African directors, which was frequently criticised as window-dresssing. The extent to which some management appointments were equally ineffective is more difficult to tell, but there is some indication that new managers were appointed to positions with limited responsibility, either through changing job descriptions or by creating glass ceilings that limited advancement (Interview, 2004a).

Window-dressing 

The installation of African directors drawn from outside the companies was often criticised as window-dressing by some politicians. Senator Orizu maintained in a senate debate that a company could not be called Nigerian just because “one foolish man, who is usually given a big salary” but who “has nothing to do with the company” was appointed as a director (Orizu, 1961). While companies sought to avoid these allegations, they often conceded that in many cases this was exactly what occurred. The expatriate management had hoped local directors would fulfil similar functions as non-executive directors in the UK: providing commercial and political intelligence, gaining access to their network of contacts while at the same time staying clear of trying to influence managerial decisions.

Barclays Bank DCO created local boards to which non-executive African directors were appointed in 1960 in Nigeria, the year of independence, underlining its political motivation. The bank intended that the African members would keep the board informed of political developments and bring in new business, but not take any commercial decisions. In 1961 Barclays’ Nigerian management was careful to represent all three major ethnic groups which corresponded to the administrative regions: Yoruba, Igbo and Hausa. Only one director had a commercial background. While they generally received good publicity for this move, some politicians criticised the move as window-dressing.  

The need for positive publicity made it necessary for the bank to repeat the exercise in Ghana a year later. Having done so, the contributions of Sir Edward O Asafu Adjaye, the retiring high commissioner for Ghana in London, and his fellow director Sir Charles Tachie Menson, formerly the chairman of the Civil Service Commission, were, however, sparse to non-existent (Wathen, 1961b; Barclays, 1960; Boreham, 1961; Wathen, not dated). An exception to this was Robert Mensah, one of Barclays’ most senior Ghanaian managers, who was appointed to the board on retirement in 1964 and who took an active interest in business affairs (Wathen, 1964). In an interview he commented that the others were little more than ‘figureheads’ (Stockwell, 2000, p. 145). While Barclays had hoped to use their African directors for political and commercial intelligence, the bank only succeeded with its primary intention – improving its local image -- and that only to an extent. 

Job fragmentation

The extent to which some of the early African managers were similarly just ‘figureheads’ is less clear, and generally dependent on the abilities of the individual. However, the process of promoting and developing capable African managers was fraught with difficulties, and hampered by a hostile environment. 

At the United Africa Company (UAC), a subsidiary of Unilever and one of the largest companies in West Africa, with the most rapid Africanisation program in the entire private sector, Africanisation at first meant ‘adding on’ Africans to the existing European managers. There are several explanations for this: overall expansion made it necessary to employ greater numbers, as did the extensive training programmes that accompanied the advancement of local staff.

-------------------------------------------------------
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In both Nigeria and Ghana, the UAC’s management overall expanded until 1961, although the company actually centralised operations and sold off smaller trading posts. UAC’s expansion took the form of new ventures in manufacturing, increased focus on wholesaling, specialised trading and services, and department stores in major cities. While overall staff figures declined, management increased both relatively and absolutely. The numbers of both European and African managers rose, but the latter increased more rapidly than the former (see Figures 1 and 2). 

-------------------------------------------------------
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The same occurred in the civil service in both countries, which generally progressed more quickly in its replacement program, as well as in other African countries such as in the Zambian copper mines a decade later (Burawoy, 1972). In order to appear to comply with political pressure for greater African participation, managers appear to have been over-promoted. While officially acceding to the same rank as the European they replaced, their actual duties were often more limited and partly taken over by the expatriate who was promoted to supervise his successor (Burawoy, 1972, pp. 27-48; Fleming and Whitcombe, 1960). This was referred to as ‘job fragmentation’ by Michael Burawoy in his study of Zambianisation in the copper mines.

From 1962 onwards, expatriate numbers at the UAC consistently decreased in both countries, which indicates that African managers now began to replace Europeans, rather than being ‘added on’. Another factor was that in Nigeria, independence was followed by a period of economic consolidation in many British companies (Fleming and Whitcombe, 1960). Financial consolidation could easily be achieved by scaling down the use of expensive expatriate staff. Ghana introduced exchange controls in 1961 as its economy declined, hence fewer staff were needed, fewer expatriates were willing to work there, and companies cut down on the foreign exchange problems involved in recompensing managers in hard currency. 

UAC had already embarked on an Africanisation programme in the 1950s, and the two British Banks, Barclays Bank DCO and Bank of West Africa, while not as fast or successful as the merchant house, had also begun to train and promote Ghanaian and Nigerian managers. Progress in the largest gold mine in Ghana lagged considerably behind, although the Ashanti Goldfields Corporation (AGC), dominated until the late 1960s by its conservative Chairman Sir Edward Spears, formulated a company policy on this under the impact of Ghanaian independence. 

Spears expected Africanisation to fall into two phases, first of the junior positions, and, only after a big gap, the senior posts. In 1962 it was planned to replace approximately one half of the European staff in the next five years, but to avoid redundancy by using normal wastage, as over 30 European employees left the mine every year and 15 were due to retire soon (Watson, 1962). While this programme sounded like an ambitious departure, the mine managed to get near its targets: in 1966 84 African senior staff were employed, when the joint forecasts had been 85. By 1967 this figure had risen to 93, rapidly increasing to 150 (79.9 percent of total management) three years later (AGC, not dated; Stockwell, 2000). 

Nevertheless, total management figures were also rising at the same time, indicating that there was probably still some ‘adding-on’ of African managers occurring, despite Spears’ statement to the contrary. Michael Burawoy points out in his study of the Zambian copper mines that a similarly bureaucratic, ‘plan-fulfilment’ approach created a number of problems there that undermined the authority of newly-promoted Africans. Not all candidates were necessarily well-qualified or experienced enough for the posts. This meant that responsibilities and discretionary powers were transferred from the recently promoted African to a more senior expatriate manager, who was installed in a newly devised managerial rung above the Africanised post. This undermined the legitimacy of the successor in the eyes of expatriate superiors as well as African colleagues and subordinates alike (also described in Burawoy, 1972, pp. 27-48, for Zambia). The relatively late and bureaucratic approach to Africanisation at AGC, coupled with an overall increase in management numbers (which contrasted to Spears’ official policy statement that Africanisation would be a programme of replacement) suggests that this might have also been a problem in Ghana, although it was not directly referred to in the files. Job fragmentation explains why expatriate figures were maintained, as happened at the AGC, but not necessarily why they were rising at the UAC in the 1950s. A general expansion in production or the increased need for expatriates in order to train African successors could have equally been the cause.

Performance of African Managers

Africanisation was hampered by a general lack of trust in the ability and reliability of West African staff, but also by the rise of nationalism and popular criticism of the foreign firms in West Africa. Managerial papers indicate a vicious circle, based on the low expectations that British managers had of African staff performance, withdrawing responsibilities from new postings and undermining them. This was fuelled further by the insecure position of African managers (see Figure 3) (see also Burawoy, 1972, pp. 52, 99, for Zambia). Hence management assumptions about the unsuitability of recruits created conditions which made it harder for new managers to perform well. 
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Hand in hand with the lack in confidence came glass ceilings impeding the promotion of managers. These were often obscured by debating the shortcomings of individuals, either in ability or in ‘character’. In 1945 Mr Pannel, one of Holt’s managers, noted of the average Gold Coast recruit that “[…] he possesses the intelligence but too often lacks the integrity, understanding, initiative and sense of responsibility which make for the successful agent” (Milburn, 1977, p. 72). Although it was true that, in the words of W Arthur Lewis (1953, p. 24), the supply of trained, efficient and enterprising managers was the weakest point of the Ghanaian economy, the limits of African promotion were even more regimented (see also Jones, 1976, p. 147). One of UAC’s managers in the Gold Coast, George Cole, characterised the company’s problems with Africanisation as follows:

For many years we have been doing our utmost to discover suitable African material for training to the higher posts of management. The results are disappointing to those who expect that fundamental changes in character can be brought about in a few years. Africans have risen to very responsible positions, but none of them has ever shown the capacity of challenge for the post of General Manager or anything approaching it. (Milburn, 1977, p. 77)

At Barclays Bank DCO, Julian Crossley (1951) debated the same issue with Frank Samuel from the UAC in 1951:

[Frank Samuel] pointed out that their local African staff had not yet progressed far enough to take responsibility, even of a Store manager. He asked how far we had been able to give authority to local Africans, which is not yet very far, although they are quite good at routine duties. Although at a small branch the second man might be an African, we should not at present feel able to leave one in charge, even of a small branch.

Despite differences in the progress of Africanisation between those companies, there was a shared understanding in the early 1950s about the limits of this advance. At Barclays in Nigeria, ceilings had shifted upwards over time, but still existed in 1964:

Though there are a number of good steady Africans in responsible positions, they nearly all seemed to me to lack the spark of real managerial ability; they might run small or medium sized branches adequately but would be unlikely ever to show the self–confidence and initiative needed to build up or expand a business. (Dyson, 1964)

While the vicious circle of low expectations, insecurity, lack of initiative and strict supervision explains the existence of ceilings, it does not explain why they shifted over time. Political pressure and the spiralling costs of employing expatriates were certainly major factors that encouraged further progress. The existence of recognisable but moving ceilings also suggests that Africanisation went through a number of distinct phases. After management and senior positions were effectively purged of Africans at the beginning of the century, the late 1930s and 1940s witnessed an opening of higher careers to a few chosen individuals. By the 1950s, most companies instituted general training provisions that allowed some level of general advancement, but it appears that measures such as the fast-tracking of trainees only really came into their own in the late 1950s and 1960s. For the banks, the mid to late 1960s was the time when staffing policy became focused on promoting African managers into responsible positions, a development that occurred earlier at the trading companies, particularly at the UAC, as the example of Myles Hagan, a director of UAC from 1955 to 1961, and chairman of Lever Brothers (the first African chairman of any Unilever or UAC company in Anglophone Africa) from 1961 to 1980, shows (Fieldhouse, 1994, p. 379; Knox, 1976, p. 171).

Another problem was high levels of ‘staff wastage’, as the civil service offered better conditions for trained personnel for most of the 1950s and 1960s, and better opportunities of promotion. Both South Africa as well as Ghana and Nigeria experienced intense competition for suitable management recruits. While the West African countries only began to build a higher education system in the 1950s and had a relatively low share of population formally schooled, South African spending on education was clearly skewed to the favour of whites, and, to a lesser extent, coloureds. With both the private and the public sector competing for such a limited pool of skilled labour, in conjunction with white emigration, staffing became a bottleneck threatening the successful implementation of these policies. At the same time, the logic of supply and demand meant that salaries for managers were rising, especially when compared to poorly trained and unskilled labour.

While Africanization programs took place in a contradictory and somewhat unpredictable environment of colonial mistrust and anti-colonial nationalism, the development of African managers was not necessarily embraced whole-heartedly. Companies often pursued strategic placement of African directors and managers for publicity purposes, and found ways to minimize their power and influence internally. This necessarily undermined incumbents’ confidence as well as their standing within the firm. But even when there was a genuine commitment to develop local management, attitudes and internal dynamics made this a difficult and uncertain process.

4 The internal dynamics of Africanisation

Corporate Africanisation created a stratum of employees distinct from the main workforce, in whom business principals hoped to instil loyalty. Singling out capable individuals for further advancement created a two-tier African labour force, and rapid promotion often increased the rivalry between Africans. Africanisation also indirectly created an equally two-tiered European staff: those considered less promising, who were to be replaced in the short to medium term, and those who would go on to fill high-ranking positions either on the coast or in UK head offices.
Cultural and social distance

The attitudes of European managers are important for corporate Africanisation, because expatriates essentially controlled and determined the recruitment, career paths and promotions of Africans within the firms. UAC, for example, proudly published the achievements of its training and Africanisation programme in its Economic and Statistical Review in 1959, and illustrated this with a picture of two Europeans interviewing a young African man for the post of apprentice (see Figure 4). 
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The changing attitudes were most obvious in the opinions of corporate principals. While Frederic Seebohm, director of Barclays Bank DCO commented in 1954 that “it is very difficult for a European to assess the character and ability of an African”, his attitude showed a stronger class bias by 1960: “The top-class Nigerians are good company and much more interesting than most of the British that one meets abroad.” Frederick Pedler (1965) of the UAC agreed:

The ministers you meet and the senior civil servants are people of impressive quality. This, I think, has been a comment offered by other people who have come back from Nigeria.

The social and cultural distance that was constantly being constructed within British companies was no longer upheld with regard to the emerging African elites, particularly in politics. The same occurred with attitudes towards senior African employees, although later. The British general manager of Dunlop in Nigeria, John Smith, was quoted saying in an interview in 1976: “At the top, Nigerian managers are quite outstanding”, but continued that “the country lacked depth of management” (Oviogbodu, 1976)

These attitudes were obviously affected by a broader social change that took place in West Africa. Colonial withdrawal gave Africans access to the top positions in the government and economy. While this opened up opportunities for the previously excluded, it was no social revolution as these positions were often taken by already existing elites. Africanisation increased the stratification of society as Africans rose into the leading positions in society during decolonisation, not only drawing level but also outranking Europeans for the first time in decades. The new leaders in Ghana were quite clear about this, to the dismay of some foreign principals. In comparison to most Africans, however, Europeans continued to lead a privileged lifestyle. The greater social proximity of both elites opened up an avenue for cooperation, and this explains why expatriates changed their attitudes towards local elites, but continued to distance themselves from African employees or indeed the majority of the population. 

African rivalry

While Africanisation predictably created tension between European and local staff, it also caused problems among Africans. The process created winners and losers, a fact which was not always realised by European observers, who would occasionally even use these internal rivalries as an excuse for their replacement programmes flagging. J Stanton of the UAC commented after a visit to West Africa in 1957:

Africanisation was proceeding smoothly in most centres, but there was a certain apprehension among junior European personnel in that they felt uncertain of their future […] There were also some African employees who were apprehensive of the rapidity of the Africanisation policy – they felt that their interests were safer in European hands. (Fieldhouse, 1994, p. 380)

While corporate principals liked to give particular prominence to this, because it provided them with a ready excuse for the faltering progress of Africanisation, there is evidence that this was indeed a problem. Some degree of rivalry existed between different generations of African senior staff, which created problems for trade unions.

Tension among African staff was indeed common in British business, and expatriates were quick to exploit this. In his testimony to the Watson Commission in 1948 George Cole of the UAC commented:

Perhaps the greatest difficulty facing the most ardent advocate of Africanisation is getting African staff to cooperate wholeheartedly with African Managers. They often distrust them, sometimes oppose them, and have been known to do everything possible to bring them down. (Milburn, 1977, p. 77) 

Political pressure however ensured that Africanisation proceeded nevertheless, despite issues with regard to customer acceptance in some businesses. While Holt claimed in 1945 that “the African understands the mentality of his compatriot far better than a European can hope to do and can converse with him freely in his own language” (Milburn, 1977, p. 72), the BBWA maintained that their “African customers were at first reluctant to bank with a branch that had no European manager” (Fry, 1976, p. 191). The bank thus introduced local managers only under the regular and visible supervision of a European manager from a nearby branch. Barclays was advised by the Asantehene Prempeh II that African chiefs and farmers would fear that “there is no secrecy where there are African employees” and that “their heirs might learn too much about the financial position and decide to dispose of them” (Milne, 1946). 

Newly recruited African trainees faced the potential disapproval of their colleagues, who had been bypassed in the fast-tracking process. In his biography (1996) Joseph Appiah, who became a prominent Ghanaian politician after World War II, recounts an encounter in the army, when the African instructor made it clear that he disapproved of plans to introduce black officers, arguing that if all black men were equal, none should have the privilege of crossing the colour bar. Eventually choosing a career in the UAC, Appiah (1996, pp. 108-11) found colleagues equally touchy about a new recruit earmarked for management fast-tracking, interpreting what he considered respectful behaviour as snobbishness. The old guard, who had gone through a lifetime’s work in inherently racist foreign institutions, were bitter about the sudden change, which allowed young and inexperienced new recruits to be rapidly promoted above and beyond positions they could ever hope to reach. 

Promotion essentially rests on two principles: seniority and performance (Burawoy, 1972, pp. 41-2). The colonial nature of the economy with its lack of educational opportunities meant, however, that these two factors rarely overlapped, as the following statement from a senior executive manager at Barclays (Interview, 2004a), who had a long and highly successful career in banking, illustrates:

[…] there were one or a couple of local managers, black, Ghanaian managers […] they lacked qualification, they didn’t have what it took to be managers. They just came through the system and some of them were just there. You know, they had reached their peachiest point, […] age was a factor because I was fairly young and I was leapfrogging these fairly old people who had been in the system for so long. […] Because, don’t forget, those people were promoted more on the length of time they spent in the bank as opposed to their own performance. So when I was performing and they were promoting me, of course that created a bit of a problem for them.[…] that was the time [the late 1960s and 1970s] when […] barriers were being removed and people were being rewarded and promoted based on their performance.

The local understanding of seniority was clearly influenced by the companies’ policy on promotion: for Africans, and, to some extent, for Europeans, length of service and loyalty were the most important features. The changing economic and political conditions in the late 1960s, however, saw a switch to more performance-based personnel management. This was one factor that fuelled African rivalry. 

Another problematic area was education, especially language and literacy, which were important signifiers for the emergent elites, as they served to differentiate them from the mass of other Ghanaians and Nigerians. In 1966 AGC’s security officer (Beattie, 1966) reported on the discontent of the younger Ghanaian senior staff, who had formed their own association, with respect to “the presence of a number of near illiterates in the senior staff. The more educated ones see this as a brake to management’s wider consideration of their greater social aspirations.” 

Even more problematic was the relationship between trade unions and African management, especially in the mines. While the trade unions were modelled on the British system and were meant to be a class-based system of representation, trade union leaders simultaneously sought to promote the nationalist aspect of representing all ‘Africans’ against European management. As Ghanaians were promoted to supervisory and managerial ranks, both the mines management and the trade union leadership tried to secure their loyalty. While the first generation appeared more loyal to the expatriate management, the emerging cadre of younger managers tended to assert their independence more strongly.

Africanisation did not necessarily capture everybody’s imagination, as it only created a limited number of opportunities, and excluded those who were too old and without the necessary education. The promotion of promising young staff in fast-track programmes also clashed with the previously employed principle of seniority: the companies used to train on the job and reward those who had shown a commitment to the firm for many years (Chandler, 1990; Porter, 1994). Long-serving employees felt threatened by this change in promotion criteria from longevity to performance. Africans mostly agreed with promotion by merit, but there was a noticeable expectation that seniority would be rewarded: miners for example asked for promotion to a better wage on the basis of their long-term employment (AGC, 1946; Tonkin, 1990).
 The tendency to recruit African senior staff into positions of personnel supervision at an early stage brought them into conflict with lower ranking employees and the trade unions. The harder Europeans found it to contain conflict, the more convenient it became to promote Africans on the assumption that they were more likely to handle this successfully (Cooper, 1989, 1996).

The function of training

In the immediate post-war period British businesses found it difficult to trust their local staff and this barred Africans from most responsible jobs. Trust, in this context, can be broken down into two components, which are closely connected. On the one hand, many British principals showed a cultural and often racist bias towards Africans. On the other hand, British-based managers faced a principal-agent problem: they knew very little about the background of their Nigerian and Ghanaian recruits. Their expatriate staff in West Africa, however, were white middle-class men with similar educational credentials, being trained on the job by older trustworthy people. Bonding was encouraged through joint accommodation in bachelors’ messes or company housing. Principals controlled them by deciding on when and how they travelled homeward, with the ultimate sanction being the non-renewal of contract, although this was normally only imposed for serious misconduct (Jones, 1993). The same system of control and socialisation, already becoming redundant in the 1960s, could not be established for Africans, although housing was increasingly provided for managerial staff and their membership of clubs was encouraged (Milne, 1948; AGC, 1962; Stockwell, 2000, p. 175). While some efforts at socialisation were made, the treatment of European staff was changing at the same time, as careers were professionalized through structured training and more ‘objective’ assessment methods. Comprehensive training regimes for all staff, but particularly for new African recruits, who were supposed to fill responsible positions in the long run, were introduced in most companies.

While on-the-job training was showing its limitations after World War II, great attention was paid especially to training schemes for Africans in skilled or managerial positions. In particular commercial and industrial expansion during the economic boom in the 1950s coupled with pressures to Africanise made it difficult to continue the old unstructured training. Both the British banks actually suffered from a lending crisis in the late 1950s, which was to a large extent due to the inexperience and lack of training of staff, both European and African, and a lack of control by head office (Fry, 1976, pp. 213-5; Uche, 1998; Decker, 2005). UAC also recognised the need for an organised and comprehensive training establishment, which codified and standardised the knowledge that African recruits had to acquire in order to advance. In an internal memorandum on ‘ization’, Andrew Knox (1976, p. 167), one of Unilever’s directors, made it clear in 1956 that the rise of local staff in the managerial hierarchies had to be accompanied by a thorough indoctrination into the corporate culture:

[…] the next stage which is to bring locally employed managers into the very highest positions in our business it becomes even more important that they should be ‘Unilever’ men in the true sense and not merely good local operators […] our task is not only, e.g. to Indianize our business in India but we must also Unileverize the Indians who have positions of authority in that business.

Companies, not for the first nor the last time, believed they could imbibe their employees with their corporate values, fill them with a sense of pride of belonging to their organisation, and reap the benefits of their loyalty. In a practical sense, however, Knox’s statement is more meaningful. As in most organisations, the corporate culture that develops is a tacit knowledge of how things are done, how situations are appropriately handled, when risks should be taken or avoided, when something should be sold at all costs or where there are limits that should not be exceeded. This knowledge was not comprehensive, all-encompassing, or stable, but it had the advantage of limiting monitoring costs to management and allowing subordinates greater freedom in taking decisions. In this sense, the ‘Unileverisation of Indians’, and anyone else, was a precondition to promotion.

Training provision took different forms in different firms. UAC seems to have planned and publicised their efforts most comprehensively, opening its first training school in Nigeria in 1954 and a further five in West Africa. Barclays established a bank school that taught clerical skills in 1956, and gave limited support to potential managerial staff in preparing for their Institute of Bankers exams (Stockwell, 2000, pp. 142-3). The mining companies in Ghana, which cooperated in the Chamber of Mines had training schemes organised by this body. The Consolidated African Selection Trust (CAST), a diamond mining company, had their own training programme. Training was an issue on which all sides could agree: African employees, because it increased their educational credentials; European employers, because they wanted to induce the right character and ability in their foreign staff; and the trade unions, as it improved their standing in the eyes of their members. The close connection between training and Africanisation is highlighted by the answer from a bank manager to the question why she thought Africans began to replace Europeans: “I think they [the expatriate managers] thought that the training was enough for the Africans to be able to manage […]” (Interview 2004b). Using training as the main vehicle for the promotion of African incumbents had the advantage of being acceptable to both European superiors and African recruits, as African societies valued education very highly.

In practice, certain positions in the central hierarchy of British firms in West Africa went to locals earlier than others. Highly visible posts such as public relations, or directorships on the local boards, became Africanised much more quickly than others (Stockwell, 1995). But the most common position for promotion lay in areas of personnel management dealing with African staff, positions that were often newly created for this purpose. Positions of line authority over Europeans went only late, if at all, to Africans, and the same held true for higher level technical and engineering jobs as well as those in central finance and accounting (UAC, 1959, p. 14).
 Similarly, Southall (2006, p. 71) has observed that in South Africa blacks have mainly been appointed to ‘soft’ positions in personnel, marketing and public relations.
Conclusion

The close alignment of colour and class in colonial Africa meant that higher level positions were reserved for whites, subordinate positions for blacks. Any post-colonial attempts to redress this discrimination ran into similar problems, whether these were Africanisation programs in Ghana and Nigeria from the 1950s to the 1970s, or in the Zambian copper mines in the 1960s, or the Employment Equity Act in post-Apartheid South Africa. And they are not necessarily completely distinct from other affirmative action or positive discrimination programs elsewhere in the world in that they can become undermining to the disadvantaged group. However, the specific alignment of a black majority and a white minority with subordinate and superior positions respectively is part of the colonial legacy in African management. Any attempts to change this pattern to represent the ethnic composition of the population is in danger of falling into superficial solutions like window-dressing to legitimize a business in the eyes of the elite and the international community, of driving away skilled personnel and of failing to develop the talent of newly-promoted managers who are insecure about their position and their achievements and who may be undermined by colleagues. Moreover, the creation of a Black elite and precarious middle class, while the majority of the population remains poor, means that the colonial social structure is replicated within black communities all over the African continent. This has often been politically divisive. 

Management practices are underpinned by the society a business operates in – as such they mirror wider events but can also shape them. Kanya Adam suggests that any positive discrimination in South Africa should not be based on racial categories, but on social deprivation and low-income households (Adam, 1997). This is certainly not an approach that has been taken in South Africa or West Africa, and it is one that brings practical problems with it. Stigmatisation on the basis of class is just as likely as on the basis of race, and can become equally politicised. Addressing the lack of achievement in education and the lack of inter-generational wealth creation is probably more difficult, more expensive and more long-term than the equivalent racially based empowerment programs which can work along the networks of the already established. The successful case of Malaysia seems to underline that programs only become successful when there is sufficient economic growth – in the face of the narrow basis of most African economies, few are likely to be able to absorb the cost of redistribution (Adam, 1997; Jomo, 1988; Southall, 2006). However, South Africa is the largest, most successful African economy and better placed than most other countries on the continent to achieve this. For management in West Africa, in-firm training became the solution to the fears of European management of the lack of loyalty of African staff, because it simultaneously strengthened the position of Ghanaian and Nigerian managers, providing support as well as legitimacy within the organisation.

It seems surprising that the South African Employment Equity programs have been compared with affirmative action programs from all over the world, but only rarely with other African countries (with the exception of Zimbabwe, see Thomas, 2002). While countries that were settler and non-settler colonies are normally treated separately, a historical comparison between West African countries and South Africa on the subject of the development of African management shows a number of similarities. Most colonial economies in Africa went to a lesser or greater degree through this process of replacing white elites in business and government (whether expatriates or settlers) with blacks. Southern Africa however embarked on this significantly later than West or East Africa. This should not obscure that this forms part of the colonial legacy in African management.
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Figure 2: Africanisation of UAC Management in Ghana, 1949-1964 TC "Figure 7.6: Africanisation of UAC Management in Ghana, 1949-1964" \f F \l "1" 
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Figure 3 : Vicious circle of low African performance TC "Figure 7.1 : Vicious circle of low African performance" \f F \l "1" 




Figure 4: A job interview at UAC in West Africa, 1959 TC "Figure 8.1: A job interview at UAC in West Africa, 1959" \f F \l "1" 
[image: image3.jpg]



Source: UAC, Economic and Statistical Review, 22 (London: UAC, 1959), between pp. 30-31.
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NOTES





� A successful senior executive in Ghana similarly reported having been supported by a senior expatriate (Interview, 2004a).


� One example of a (now dated) in depth study on affirmative action before the Employment Equity Act is Kanya Adam (2000).


� There is also evidence from the State Ghana Mining Corporation (1970) that the trade union resisted the recruitment of graduates for senior positions in preference to longer established staff. 


� At the UAC 25 percent of African managers were classified as trading, 13 percent as specialist/technical, and 30 percent as administrative in January 1959. The rest presumably had no specialisation.
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		UAC management

		Year		Territory		Africans				Europeans								Total

						No.		%		No.				%

		1949		Gold Coast		59		20.6		227				79.4				286

				Nigeria		50		8.6		532				91.4				582

		1950		Gold Coast		58		18.6		253				81.4				311

				Nigeria		54		9.2		536				90.8				590

		1951		Gold Coast		63		17.7		292				82.3				355

				Nigeria		59		9.3		575				90.7				634

		1952		Gold Coast		66		17.0		321				83.0				387

				Nigeria		79		21.6		286				78.4				365

		1953		Ghana		72		18.3		322				81.7				394

				Nigeria		80		11.3		627				88.7				707

		1954		Ghana		73		18.2		329				81.8				402

				Nigeria		83		11.3		652				88.7				735

		1955		Ghana		87		21.0		327				79.0				414

				Nigeria		99		12.8		676				87.2				775

		Dec 1956		Ghana		100		21.6		326				78.4				462

				Nigeria		119		14.0		732				86.0				851

				Total UAC		231		17.0		1,115				83.0				1,346		No. 22 p. 51,

		July 1957		Ghana		120		25.0		360				75.0				480

				Nigeria		156		17.4		740				82.6				896

		Dec  1957		Ghana		111		23.0		363				77.0				474		No. 22 p. 51, from now on regular publication

				Nigeria		149		17.0		725				83.0				874

				Total UAC		290		20.0		1,156				80.0				1,446

		July 1958		Ghana		129		26.0		366				74.0				495

				Nigeria		176		19.0		740				81.0				916

				Total UAC		334		22.0		1,171				78.0				1,505

		1958		Ghana		137		27.3		364				72.7				501		No.25, p. 62

				Nigeria		170		19.4		705				80.6				875

				Total UAC		335		22.8		1,136				77.2				1,471

		1959		Ghana		151		30.9		337				69.1				488

				Nigeria		166		18.1		751				81.9				917

				Total UAC		346		23.2		1,145				76.8				1,491

		Sept 1960		Ghana		160		31.4		349				68.6				509

				Nigeria		200		21.5		729				78.5				929

				Total UAC		389		25.6		1,133				74.4				1,522

		Sept 1961		Ghana		178		33.3		356				66.7				534		No.27, p. 57

				Nigeria		264		26.3		742				73.7				1,006

				Total UAC		468		28.9		1,151				71.1				1,619

		Dec 1962		Ghana		174		39.6		265				60.4				439		No. 29, p. 68

				Nigeria		273		30.6		619				69.4				892

				Total UAC		476		33.6		941				66.4				1,417

		Dec 1962		Ghana		164		41.5		231				58.5				295

				Nigeria		303		36.3		531				63.7				834

				Total UAC		496		37.9		814				62.1				1,310

		1964		Ghana		173		47.4		192				52.6				365

				Nigeria		328		41.3		466				58.7				794

				Total UAC		527		42.8		704				57.2				1,231

				Nigeria														Gold Coast/Ghana														UAC

				Management										Work-force				Management										Work-force				Management				Work-force

		Year		Africans				Europeans										Africans				Europeans												Africans

				No.		%		No.		%		Total		Total				No.		%		No.		%		Total		Total				Total		%		Total

		1949		50		8.6		532		91.4		582		33,333				59		20.6		227		79.4		286		12,085								47,206

		1950		54		9.2		536		90.8		590		29,638				58		18.6		253		81.4		311		12,518								44,205

		1951		59		9.3		575		90.7		634		30,126				63		17.7		292		82.3		355		12,608								44,860

		1952		79		11.9		586		88.1		665		29,970				66		17.0		321		83.0		387		14,073								46,164

		1953		80		11.3		627		88.7		707		31,206				72		18.3		322		81.7		394		13,703								47,011

		1954		83		11.3		652		88.7		735		31,543				73		18.2		329		81.8		402		13,764								47,368

		1955		99		12.8		676		87.2		775		31,344				87		21.0		327		79.0		414		13,448								46,841

		Dec 1956		119		14.0		732		86.0		851		32,420				100		21.6		326		78.4		462		14,412				1,346		17.0		49,161

		July 1957		156		17.4		740		82.6		896						120		25.0		360		75.0		480

		Dec  1957		149		17.0		725		83.0		874						120		23.0		363		77.0		474						1,446		20.0

		July 1958		176		19.0		740		81.0		916						120		26.0		366		74.0		495						1,505		22.0

		1958		170		19.4		705		80.6		875						120		27.3		364		72.7		501						1,471		22.8

		1959		166		18.1		751		81.9		917						120		30.9		337		69.1		488						1,491		23.2

		Sept 1960		200		21.5		729		78.5		929						120		31.4		349		68.6		509						1,522		25.6

		Sept 1961		264		26.3		742		73.7		1,006						120		33.3		356		66.7		534						1,619		28.9

		Dec 1962		273		30.6		619		69.4		892						120		39.6		265		60.4		439						1,417		33.6

		Dec 1963		303		36.3		531		63.7		834						120		41.5		231		58.5		295						1,310		37.9

		1964		328		41.3		466		58.7		794						120		47.4		192		52.6		365						1,231		42.8

		Sources: UAC, Statistical and Economic Review, 12 (Sept 1957), p. 40; 20 (Sept 1957), p. 41;22 (January 1959), p. 51; 25 (March 1961), p. 62; 27 (June 1962), p. 57; 29 (April 1964), p. 68.

				Nigeria

				Management

		Year		Africans		Europeans		Total

		1949		50		532		582

		1950		54		536		590

		1951		59		575		634

		1952		79		586		665

		1953		80		627		707

		1954		83		652		735

		1955		99		676		775

		1956		119		732		851

		1957		149		725		874

		1958		170		705		875

		1959		166		751		917

		1960		200		729		929

		1961		264		742		1,006

		1962		273		619		892

		1963		303		531		834

		1964		328		466		794

		Year		Nigeria		Ghana

				%		%

		1949		8.6		20.6

		1950		9.2		18.6

		1951		9.3		17.7

		1952		11.9		17.0

		1953		11.3		18.3

		1954		11.3		18.2

		1955		12.8		21.0

		1956		14.0		21.6

		1957		17.4		25.0

		1962		30.6		39.6				1962				39.6				60.4

		1963		36.3		41.5				1963				41.5				58.5

		1964		41.3		47.4				1964				47.4				52.6

				Ghana

		Year		Africans		Europeans

				%		%

		1949		20.6		79.4

		1950		18.6		81.4

		1951		17.7		82.3

		1952		17.0		83.0

		1953		18.3		81.7

		1954		18.2		81.8

		1955		21.0		79.0

		1956		21.6		78.4

		1957		25.0		75.0
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Europeans

Africans

Year

No.



Barclays DCO

						Total Staff										Senior Staff												Branches

								Local				European						Managers				Senior Staff				Afri-can %		Total		Africanised Sub-branches

		Year		Country		Total		Messen.		Clerical		Clerical		%		Total		Europ.		African		Europ.		African

		1952		Nigeria												231		17		0		42		12		22.2

		1960		Nigeria		937		790				147		15.7														29		3

		1966		Ghana		785		123		605		57		7.3						19

		1970		Nigeria		2,000						100		5.0

				Ghana		800						45		5.6

						Total Staff										Senior and Managerial Staff

								Local				European				Managers1				Senior Staff

		Year		Country		Total		Messen.		Clerical		Clerical		%		Europ.		African		Europ.		African		%

		1952		Nigeria		[231]										17		0		422		123		16.9

		1960		Nigeria		937		790				147		15.7

		1966		Ghana		785		123		605		57		7.3				194

		1970		Nigeria		2,000						100		5

				Ghana		800						45		5.6

		1952 Nigeria

		Barclays		European		Local

		Total		57		174

		Management *		17

		Senior Staff **		42		12

		Of which are B-signatories		13		12

		Percent		77.7		22.2

		Total		54

		* Include the following positions: local directors and assistants, branch managers and clerk-in-charge

		** Signatories, A higher than B.

		Dyson, “Mr Dyson’s West African Tour – 1952”, 15.2. –25.3.1952, pp. 36, 39; and “List of Senior Staff – Nigeria”, both BGA 80/4328.

		Nigeria 1960

		Barclays				%

		Total staff		937		100

		Total expatriate staff		147		15.7

		Total African staff		790		84.3

		Number of branches		29		out of 60

		Africanised sub-branches		3		out of 7

		Abbreviated statistic from: RE Fleming and EV Whitcombe, "Visit to Nigeria and the Cameroons”, July 1960, BGA 80/3466.

		Ghana July 1966

		Messengers (local)				123

		Clerical staff (local)				605

		Clerical staff (British Covenanted)				57

		Ghanaians in senior positions:

		Manager				12

		Sub-manager				1

		Sub-managers of sub-branches				6

		Number of offices

		Branches		24

		Sub-branches		6

		Agencies		29

		Milbrun, p. 85, based on letter from DCO, July 1966.

		Barclays 1970 in:

				Nigeria				Ghana				Sierra Leone

						%				%								%

		Total staff		2 000		100		800		100		200						100

		Total expatriate staff		100		5		45		5.625		14						7



Stephanie Decker:
All B-signatories, lowest senior rank

Stephanie Decker:
Of which 13 are B-Signatories, the lowest rank of senior staff.

Stephanie Decker:
12 managers, 1 sub-manager, 6 sub-managers of sub-branch.



AGC

		AGC Personnel (I.e. senior members on a staff contract)

				Expatriates		Africans		%		Total

		1.10.1962		181		19		9.5		200

		1.10.1964		150		58		27.9		208

		1.10.1965		144		80		32.8		244

		1.4.1966		145		84		36.7		229

		Milburn, p. 88, f rom letter from WM Jones, AGC, Obuasi, Augsut 11, 1966.
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UAC

		UAC management

		Year		Territory		Africans				Europeans								Total

						No.		%		No.				%

		1949		Gold Coast		59		20.6		227				79.4				286

				Nigeria		50		8.6		532				91.4				582

		1950		Gold Coast		58		18.6		253				81.4				311

				Nigeria		54		9.2		536				90.8				590

		1951		Gold Coast		63		17.7		292				82.3				355

				Nigeria		59		9.3		575				90.7				634

		1952		Gold Coast		66		17.0		321				83.0				387

				Nigeria		79		21.6		286				78.4				365

		1953		Ghana		72		18.3		322				81.7				394

				Nigeria		80		11.3		627				88.7				707

		1954		Ghana		73		18.2		329				81.8				402

				Nigeria		83		11.3		652				88.7				735

		1955		Ghana		87		21.0		327				79.0				414

				Nigeria		99		12.8		676				87.2				775

		Dec 1956		Ghana		100		21.6		326				78.4				462

				Nigeria		119		14.0		732				86.0				851

				Total UAC		231		17.0		1,115				83.0				1,346		No. 22 p. 51,

		July 1957		Ghana		120		25.0		360				75.0				480

				Nigeria		156		17.4		740				82.6				896

		Dec  1957		Ghana		111		23.0		363				77.0				474		No. 22 p. 51, from now on regular publication

				Nigeria		149		17.0		725				83.0				874

				Total UAC		290		20.0		1,156				80.0				1,446

		July 1958		Ghana		129		26.0		366				74.0				495

				Nigeria		176		19.0		740				81.0				916

				Total UAC		334		22.0		1,171				78.0				1,505

		1958		Ghana		137		27.3		364				72.7				501		No.25, p. 62

				Nigeria		170		19.4		705				80.6				875

				Total UAC		335		22.8		1,136				77.2				1,471

		1959		Ghana		151		30.9		337				69.1				488

				Nigeria		166		18.1		751				81.9				917

				Total UAC		346		23.2		1,145				76.8				1,491

		Sept 1960		Ghana		160		31.4		349				68.6				509

				Nigeria		200		21.5		729				78.5				929

				Total UAC		389		25.6		1,133				74.4				1,522

		Sept 1961		Ghana		178		33.3		356				66.7				534		No.27, p. 57

				Nigeria		264		26.3		742				73.7				1,006

				Total UAC		468		28.9		1,151				71.1				1,619

		Dec 1962		Ghana		174		39.6		265				60.4				439		No. 29, p. 68

				Nigeria		273		30.6		619				69.4				892

				Total UAC		476		33.6		941				66.4				1,417

		Dec 1962		Ghana		164		41.5		231				58.5				295

				Nigeria		303		36.3		531				63.7				834

				Total UAC		496		37.9		814				62.1				1,310

		1964		Ghana		173		47.4		192				52.6				365

				Nigeria		328		41.3		466				58.7				794

				Total UAC		527		42.8		704				57.2				1,231

				Nigeria														Gold Coast/Ghana														UAC

				Management										Work-force				Management										Work-force				Management				Work-force

		Year		Africans				Europeans										Africans				Europeans												Africans

				No.		%		No.		%		Total		Total				No.		%		No.		%		Total		Total				Total		%		Total

		1949		50		8.6		532		91.4		582		33,333				59		20.6		227		79.4		286		12,085								47,206

		1950		54		9.2		536		90.8		590		29,638				58		18.6		253		81.4		311		12,518								44,205

		1951		59		9.3		575		90.7		634		30,126				63		17.7		292		82.3		355		12,608								44,860

		1952		79		11.9		586		88.1		665		29,970				66		17.0		321		83.0		387		14,073								46,164

		1953		80		11.3		627		88.7		707		31,206				72		18.3		322		81.7		394		13,703								47,011

		1954		83		11.3		652		88.7		735		31,543				73		18.2		329		81.8		402		13,764								47,368

		1955		99		12.8		676		87.2		775		31,344				87		21.0		327		79.0		414		13,448								46,841

		Dec 1956		119		14.0		732		86.0		851		32,420				100		21.6		326		78.4		462		14,412				1,346		17.0		49,161

		July 1957		156		17.4		740		82.6		896						120		25.0		360		75.0		480

		Dec  1957		149		17.0		725		83.0		874						120		23.0		363		77.0		474						1,446		20.0

		July 1958		176		19.0		740		81.0		916						120		26.0		366		74.0		495						1,505		22.0

		1958		170		19.4		705		80.6		875						120		27.3		364		72.7		501						1,471		22.8

		1959		166		18.1		751		81.9		917						120		30.9		337		69.1		488						1,491		23.2

		Sept 1960		200		21.5		729		78.5		929						120		31.4		349		68.6		509						1,522		25.6

		Sept 1961		264		26.3		742		73.7		1,006						120		33.3		356		66.7		534						1,619		28.9

		Dec 1962		273		30.6		619		69.4		892						120		39.6		265		60.4		439						1,417		33.6

		Dec 1963		303		36.3		531		63.7		834						120		41.5		231		58.5		295						1,310		37.9

		1964		328		41.3		466		58.7		794						120		47.4		192		52.6		365						1,231		42.8

		Sources: UAC, Statistical and Economic Review, 12 (Sept 1957), p. 40; 20 (Sept 1957), p. 41;22 (January 1959), p. 51; 25 (March 1961), p. 62; 27 (June 1962), p. 57; 29 (April 1964), p. 68.

				Nigeria

				Management

		Year		Africans		Europeans		Total

		1949		50		532		582

		1950		54		536		590

		1951		59		575		634

		1952		79		586		665

		1953		80		627		707

		1954		83		652		735

		1955		99		676		775

		1956		119		732		851

		1957		149		725		874

		1958		170		705		875

		1959		166		751		917

		1960		200		729		929

		1961		264		742		1,006

		1962		273		619		892

		1963		303		531		834

		1964		328		466		794

		Year		Nigeria		Ghana

				%		%

		1949		8.6		20.6

		1950		9.2		18.6

		1951		9.3		17.7

		1952		11.9		17.0

		1953		11.3		18.3

		1954		11.3		18.2

		1955		12.8		21.0

		1956		14.0		21.6

		1957		17.4		25.0

		1962		30.6		39.6				1962				39.6				60.4

		1963		36.3		41.5				1963				41.5				58.5

		1964		41.3		47.4				1964				47.4				52.6

		Ghana		Management

		Year		Africans		Europeans		Total

		1949		59		227		286

		1950		58		253		311

		1951		63		292		355

		1952		66		321		387

		1953		72		322		394

		1954		73		329		402

		1955		87		327		414

		1956		100		326		462

		1957		120		363		474

		1958		120		364		501

		1959		120		337		488

		1960		120		349		509

		1961		120		356		534

		1962		120		265		439

		1963		120		231		295

		1964		120		192		365
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UAC
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		1964		1964



Europeans

Africans

Year

No.

532

50

536

54

575

59

586

79
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119

725
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Barclays DCO

						Total Staff										Senior Staff												Branches

								Local				European						Managers				Senior Staff				Afri-can %		Total		Africanised Sub-branches

		Year		Country		Total		Messen.		Clerical		Clerical		%		Total		Europ.		African		Europ.		African

		1952		Nigeria												231		17		0		42		12		22.2

		1960		Nigeria		937		790				147		15.7														29		3

		1966		Ghana		785		123		605		57		7.3						19

		1970		Nigeria		2,000						100		5.0

				Ghana		800						45		5.6

						Total Staff										Senior and Managerial Staff

								Local				European				Managers1				Senior Staff

		Year		Country		Total		Messen.		Clerical		Clerical		%		Europ.		African		Europ.		African		%

		1952		Nigeria		[231]										17		0		422		123		16.9

		1960		Nigeria		937		790				147		15.7

		1966		Ghana		785		123		605		57		7.3				194

		1970		Nigeria		2,000						100		5

				Ghana		800						45		5.6

		1952 Nigeria

		Barclays		European		Local

		Total		57		174

		Management *		17

		Senior Staff **		42		12

		Of which are B-signatories		13		12

		Percent		77.7		22.2

		Total		54

		* Include the following positions: local directors and assistants, branch managers and clerk-in-charge

		** Signatories, A higher than B.

		Dyson, “Mr Dyson’s West African Tour – 1952”, 15.2. –25.3.1952, pp. 36, 39; and “List of Senior Staff – Nigeria”, both BGA 80/4328.

		Nigeria 1960

		Barclays				%

		Total staff		937		100

		Total expatriate staff		147		15.7

		Total African staff		790		84.3

		Number of branches		29		out of 60

		Africanised sub-branches		3		out of 7

		Abbreviated statistic from: RE Fleming and EV Whitcombe, "Visit to Nigeria and the Cameroons”, July 1960, BGA 80/3466.

		Ghana July 1966

		Messengers (local)				123

		Clerical staff (local)				605

		Clerical staff (British Covenanted)				57

		Ghanaians in senior positions:

		Manager				12

		Sub-manager				1

		Sub-managers of sub-branches				6

		Number of offices

		Branches		24

		Sub-branches		6

		Agencies		29

		Milbrun, p. 85, based on letter from DCO, July 1966.

		Barclays 1970 in:

				Nigeria				Ghana				Sierra Leone

						%				%								%

		Total staff		2 000		100		800		100		200						100

		Total expatriate staff		100		5		45		5.625		14						7



Stephanie Decker:
Statistics not available from 1958 - 1961. Milburn
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Stephanie Decker:
All B-signatories, lowest senior rank

Stephanie Decker:
Of which 13 are B-Signatories, the lowest rank of senior staff.

Stephanie Decker:
12 managers, 1 sub-manager, 6 sub-managers of sub-branch.



AGC

		AGC Personnel (I.e. senior members on a staff contract)

				Expatriates		Africans		%		Total

		1.10.1962		181		19		9.5		200

		1.10.1964		150		58		27.9		208

		1.10.1965		144		80		32.8		244

		1.4.1966		145		84		36.7		229

		Milburn, p. 88, f rom letter from WM Jones, AGC, Obuasi, Augsut 11, 1966.






