
v UNITED NATIONS

v ECONOMIC COMMISSION FOR AFRICA

GUIDELINES ON THE DEVELOPMENT OF HUMAN

RESOURCES CAPABILITIES IN THE FIELD OF FREIGHT

FORWARDING OPERATIONS IN AFRICA

NOVEMBER 1993



TRANSCOM/684

UNITED NATIONS

ECONOMIC COMMISSION
FOR AFRICA

OF HUMAN RESOURCES

CAPABILITIES IN THE FIELD OF



TABLE OF

CONTENTS



TRANSCOM/684

TABLE OF CONTENTS

PAGE

CHAPTERS

1
1. INTRODUCTION

2. INSTITUTIONAL DEVELOPMENT

3. HUMAN RESOURCE DEVELOPMENT

20
4. TRAINING

26
5. CONCLUSION

i-xii

ANNEXES



CHAPTER I

INTRODUCTION



TRANSCOM/684

CHAPTER I

INTRODUCTION '■

1. In many countries, including some developed ones, freight forwarders are neither'

defined nor regulated and therefore suffer from a lack of identity in their promotional and

regulatory framework:. In the absence of internationally recognised definitions, the use of

expressions such as "Freight Forwarders" or "international Freight Forwarders" is consequently

a frequent cause of misunderstanding -and confusion. The recent use of the expression

''Multimodal Transport Operator" (MTO), introduced in the UN Convention on International

Multimodal Transport, further increased the confusion. They are today increasingly taking a

carrier's responsibility of offering door-to-door transport operations and, by doing so, they are

becoming multimodal transport operators.

2. At the time when international transport was confined to port-to-port operations,

freight forwarders were considered as subordinates of shipping companies and their agents. With

the advent of containerization and the growing demand for tailored transport services, freight

forwarders started identifying their role as complementary to modal operators by securing a

certain continuity in the intermodal movement of goods across borders. Today, they are

becoming carriers and their profession is now essential to the international trade of a country.

3. '" '•' Unfortunately, this profession is lacking an internationally unified image. It's

legal status and the corresponding regulations differ widely from country to country. Apart

from auxiliary services for transport such as customs broking, documentation and packing,

freight forwarders participate, in many countries, in unimodal, segmented and multimodal levels,

but with responsibilities and legal status varying from country to country.

4. In some countries, their status depends on the mode of transport as well as the

scope of transport services (domestic or international) they provide while in others national

legislation and regulation apply irrespective of the mode of transport or the scope of their

services. As-a result, the freight forwarding and multimodal transport sector is not widely

recognized and has not developed in the same way across the countries of sub-Saharan Africa.

5. ■■; In spite of considerable assistance by the international community in providing

training opportunities^ inadequacies in managerial, supervisory and technical skills remara major

obstacles'to the creation of an efficient maritime transport industry in developing Africa. The

training needs are many and varied and extend from policy-makers to skilled and unskilled grades

of employees. Previously, most attention in the area of human resources development has been

concentrated on direct provision of training facilities and schemes, and there has been relatively

little technical assistance for upgrading the manpower planning and personal management

functions in maritime organisations.

6. It is <clear'that these are now major issues (encompassing recruitment and

promotion procedures, staff appraisal, rewards and incentives, staff turnover and lack of internal

K"; ■ "■
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mobility, and employment practices) which need to be addressed by UNTACDA II. Indeed,
such is the importance of human resource development to the subsector that an appropriate theme
for the Decade could be "Productivity through people".

7- As a first-step towards Solving the Human Resource and Institutional Development
(HRID) and training problems in freight forwarding is the preparation of this document. This
document, in a guideline format, looks into ways and means to improve the human resource and

institutional development of an important profession supporting both the trade and transport
sectors of country - freight forwarding.



CHAPTER II

INSTITUTIONAL

DEVELOPMENT

2.1 Role of Freight Forwarding in Transport and Trade

2.2 Recognition of Freight Forwarding by Government Entities

and Users.

2.3 Customs Policy and Practices

2.4 Financial Constraints Imposed upon Freight Forwarders and

Multimodal Transport Operators.

2.5 Disparities in the Structure of Freight Forwarding

Companies.

2.6 Weak Economic Environment.

2.7 Geographical Environment.
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CHAPTER 2

INSTITUTIONAL DEVELOPMENT

8- Tnis Chapter examines the key factors which promote or constrain institutional
development issues of freight forwarding and multimodal transport sector in Africa. The main
target group for consideration in institutional development issues are the Freight Forwarders and
Multimodal transport Operators (MTOs). African freight forwarders and MTOs are faced with

numerous problems regarding external and internal institutional issues which need to be
addressed, reviewed and solved.

9- As a first step towards solving these issues, is a brief look at the main existing
factors affecting freight forwarding operation with a view of developing them through

government authorities, freight forwarders, MTOs and national associations are taken. In order

to achieve this, the following seven (7) steps must be followed as guidelines for the development
of freight forwarding and multimodal transport in Africa.

(i) Role of freight forwarding in transport and trade

(ii) Recognition of freight forwarding by government entities and user

(iii) Customs policy and practises

(iv) Financial constraints imposed upon freight forwarders and

multimodal transport operators.

(v) Disparities in the structure of freight forwarding companies

(vi) Weak economic environment

(vii) Geographical environment.

2. GUIDELINES ON INSTITUTIONAL DEVELOPMENT
ISSUES

J0- The main factors related to institutional development are analyzed under each
subheading below:

> 2I Role of freight forwarding In transport and trade

11- Freight forwarders play an important role in international trade and transport by
offering varied services. Such services, include:
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(0 arrangements for transportation and from the port using various
modes of transport/muttimodal transport.

(ii) facilitating trade by assisting governments and economies in the
following ways:

.; (a) revenue collection, i.e. duties, taxes, port charges etc. as
customs agents.

(b) paying taxes - income tax, VAT, service charges, licences,
road tolls, road licences and insurance.

(c) earning foreign exchange through the clearance and transportation
of transit goods.

(e) preventing illicit trade by having a code of conduct and ethics (as
a member of a national association).

(f) advising governments on trade trends and trade facilitation
procedures.

2-2 Recognition of freight forwarding by government entities and
users

12, Freight forwarding is viewed in narrow angle as Customs Agents, as opposed to

the developed countries concept of freight forwarding. In Africa the freight forwarding

profession lacks recognition from government entities and users. In order for the profession to
get recognition they should follow the guidelines stated below:

(i) they must officially be created and registered with proper

administration and premises.

(ii) provide a type of service to its members. Such as: professional

v training structure, regular publications, specialized information,

financial facilities etc.

/ (iii) must voice out harmoniously the position of the profession on key

issues affecting international trade and transport.

(iv) must crystallize acceptable standards and professional practices in

the form of code of conduct, code of ethics or general rules and
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; practices to which all members of the association are bound to
comply.

1,3, To strengthen their position, the national freight forwarders associations should:

,. . .. - ■ require prompt payment of annual membership (subscription) fees; and

u ! V make it mandatory for anyone wishing tojoin freight forwarding companies
to be a member of the association and possess a diploma before government and customs issue
licences.

■ ; (b) Government should establish appropriate legal framework, which should
clearly define the role of the freight forwarding and focus on:

(i) adherence to code of conduct governed by an Act of Parliament;

('0 minimum education standards or experience;

(iii) provision for issuance of local insurance policy cover for freight
forwarders who have to issue Bills of lading;

<iv) enhancing greater knowledge to government officials and other
interested parties involved in freight forwarding, and

'■■■■'■ (v) introduction and utilization of modern techniques (e.g GAINDE
Project in Senegal and SIGCDS in Kenya), by freight forwarders

' or u&ers.

14. *: As a result of the above guidelines, there should be more consultation between
government and national association in official capacity so that whenever the government wishes

to enact laws which would affect the industry, the {professions views and interests are taken into
consideration.

% > 2.3 Customs policy and practices ,

15. ' A major obstacle to the development of freight forwarding and MTOs in Africa
is the lack of cooperation between Customs and other regulatory bodies. In order to bridge the
gap between them, governments through customs authorities should review the constraints
imposed by customs practices. The points for review are mainly:

1 ■ :.s '■ ■ , ''.■■" .• ■ ■>« . , :■■■■■
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. u t W Complex customs procedures which are tedious and time consuming
should be modernized anc} simpUfied to facilitate customs clearance by using computerized
systems such as EDI or ASYCUDA - developed by UNCTAD.

. , •■■ ■ ^ Information on tariff changes are sometimes not adequately
circulated, thus resulting in Freight Forwarders and MTOs making inadvertent errors. In order
to alleviate this situation, national associations should keep track of all changes related to
transport and customs laws, regulations, tariff, tax and duty schedule, should be organised in
such a way as to inform immediately all its members (distribution of advisory notices),

u & Application of fines by customs are often arbitrary and levels of
.such fanes too high. In reviewing this situation, Customs Administration must consider the
establishment of an integrated social policy package to improve the efficiency and attitude of its
civil servants. To enforce this measure, such package should include realistic salaries, dissuasive
sanctions for misdemeanour, financial and non-monetary incentives, independent inspection, etc.

(d) Modification of operational procedures and practices related to
customs activities are mainly:

(i) Cash payments of taxes and duties should be
replaced by use of cheques (Checks).

(») Only authorised persons with valid identification
cards should be allowed into customs bonded areas.

• v (i») Simplify and harmonize customs and documentary
procedures.

(e) Review government position on international convention on customs
practices. , >

(f) Implementation of necessary institutional mechanism in permitting
speedy transit of containers, which are relatively slow- In order to speed up this slow pace the
following measures are required:

- establishing Inland Container Deports (ICDs) '[

JCD designed to allow room for expansion

consideration given to private organisations to build and operate ICDs.
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24 Finaocial constraint imposed upon Freight F
MUidl Transport Operator^.

16 High levels of deposits and bank guarantees required in international transport
operations tend to inhibit development capacity of freight forwarders who run into liquidity and

^ l ^ *^^**^^"^ constraints '«* blowing teshould^ laken ^ *^^**^^"^ constraints> '«* blowing steps

(0 deferred payment systems should be eUminated by customs
authorities.

(iO application of straight cash payments (by cheque).

(in) container deposits required by shipping lines/agents should be
; eliminated and national associations to be guarantors.

(iv);. revision of customs and banking procedures.

(v) revision of performance bonds and procedures for payments of
import duties and taxes by customs.

(vi) application of incentive (Fiscal) measures for the development or
: reliable national freight forwards and MTOs by national

association.

(vu) only members of-recognised professional association should be
, authorized to exercise as freight forwarders.

17- ^ Having followed the above guidelines (i) to (vii) the association should be become
their guarantor for customs purposes on the viability and conduct of its members To enforce
this measure any misdemeanour and/or default on payments to customs, should lead to automatic
expulsion from the association andioss of one's licence.

25 ; Disparities in the structure of freight fn^arding rompn^

3:» : aW THe -6i?ht fo"vardi"8 ^ofesion is characterized by considerable disparity in the
s.ze andtts orgamsahon of companies. The issues to be addressed that affect size and
organization are as follows:

(i) range and reliability of services offered to clients;

.■;.V, : (") capacity to market services; \ ■.
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(iii) establishment of.international contacts;

(iv) degree of vulnerability to economic circumstances;

' (v) professional training; _

(vi) human resource development, and

(vii) opportunities for advancement.

19. The problem to be considered under each of the above issues are described in the
foltowing case study that has identified four main types of companies (enterprises) participating
in freight forwarding activities which are identified as:. . v. ,

(A) Group 1, This group includes the most important enterprises in terms of capital,
physical facilities and equipment. These are generally iocal subsidiaries
of important foreign freight forwarding groups, although local legislation
may retmire, 51% of their capital to be nationally owned. They are

characterised by a sound structural organisation (organigram with clearly
defined functions), the application of modern management techniques
(frequently under the control of expatriate senior managers) and are closely
connected to international transport networks. E.g. Transami (K) Ltd
Notco & C. Ltd.

(B) Group 2 This group includes enterprises which are generally controlled by members
of ethnic groups of foreign origin,, many of whom have become nationals
of the country concerned or are nationals by birth. In some cases these
groups have become implanted relatively recently (e.g. Lebanese in West

Africa, established mostly after independence). In other cases, their
presence is already old (Asians in East Africa, as from the preceding

cenhiry). Such enterprises form an intermediate cluster size wise and are
not as well structured as Group 1 companies. However, they tend to

benefit from the strong support provided by other members of their

respective ethnic groups who occupy key positions in trade and industry
sector. E.g. Freight Forwarders (K) Lt&and Maritime Freight (K) Ltd.

(C) Group 3 This group includes enterprises with exclusively national (local) capital.
Such enterprises have generally entered the freight forwarding sector
recently (mainly in the last decade). They have difficulty in getting a

modest share of the market and mostly have to struggle to retain it in the

long term. They rarely have international transport chain. However, they
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offer support for national import and export trade. In most cases, their

situation remains vulnerable in the context of a weak economic growth.

.■, Siginon Freight (K) Ltd, Afrofreight forwarders.

(D) Group 4 This group is made of informal operators who have neither appropriate

structure, nor legal existence, they have become numerous, do not pay

any license fees or taxes and encroach on the individual consignments

market in which they manage to provide cheaper services than those

offered by established freight forwarders. Their activity is mostly limited

to Customs clearance where their "personal contacts" are valuable.

Haurosa Clearing & Forwarding Co. Ltd.

20. The main target for consideration are the national (local) freight forwarders (Group

3). They need strengthening in order to compete effectively with group 1 and 2. To achieve

this objective the following actions are recommended:

pooling of human resources;

pooling of equipment

21. In addition, governments can take specific action to stimulate national freight

forwarders, by the following actions: ' ^?

fiscal measures through reduction of taxes to be collected from

companies;

facilitation of soft loans; and

improvement of transport facilities (e.g. creation of inland

clearance depot).

22. , ... Due to the fact that freight forwarding profession is characterized by considerable

disparities ni termsof size and organisation of its cojtnpanies, the majority of freight forwarding

companies, are small with staffing levels ranging from 2 to 20 members including management.
But for those few larger organisation^ witb considerable overseas connections/ami with delivery
tnicks, i^e s^aff and labour may totai as high as 170 members including separate sections for
marketing/sales and administration.

23. L . In light of the aforementioned, an organizational structure of a typical freight

forwarding company does not exist. However, those freight forwarders, with national

associations can assist the profession by designing what a typicai freight forwarding
organizational structure should look like...

i.tit:> arc jii v-.jih >.'U :/i; W;"V, ■ mv;s ,!,■ ;k: '■.;■•!

■>' UU/S" ' S*i:K\t- - :vii'; i J..V<;.i>. ■i?:":<:i'Uf tU} ;ViS,

. ;he -'U- -id ;S:-, :\ -r ■'■■ ; ; -"-i - ;:i\hu^ v-vi.- a.
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2,6 Weak economic environment

24. Many freight forwarding companies owned and managed by nationals are generally
affected by unfavourable economic environment To improve this situation the following course
ot action should be taken by governments. ,:;,,

,(i) review of national procedures and regulations to facilitate trade and
transport;

(") streamline national transport operations;

(iii) develop a national awareness among various local parties involved
.,,; in international traded and transport;

(iv) develop containerization; and

(v) develop and encourage the use of Electronic Data interchange
(EDI).

25. To promote multimodal transport operations and stimulate the mastery of the
lnteraational transport chain by local freight forwarders and MTOs, governments should play an

important role through various awareness campaigns. Such campaigns can be done through:

(a) banking sector,

(b) National Chamber of Commerce; and

r (c) encouraging use of INCOTERMs by national importers and
exports.

2.7 Geographical environment

26. Coastal freight forwarders generally benefit from the geographical position of their
country along a transit corridor since they have captive potential,clients. In order to retain this

comparative advantage position and provide competitive services to the land-locked countries,
coastal countries through their governments need to instate institutional measures to facilitate the
movement of transit cargo.

27. Such institutional measures must include:
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(a) establishment of national trade and transport facilitation committees

including national association of freight forwarders;

(b) review laws and regulations pertaining to transit crossing;

(c) review customs policy and practices; and

(d) improve transport infrastructures.

28. For freight forwarders to attain a size that allows them to play an even greater role

in offering adequate services to the land-locked countries, they are to take into consideration the

following:

(i) customs clearance formalities;

(ii) transportation arrangements;

(iii) establishment of offices at inland border crossings;

(iv) provision of requisite infrastructural facilities; and

(v) organisation of overland transport systems.

29. In order to provide an even more efficient transport service appropriate trade and

transport facilitation measures at government level must be established in both the coastal and

the land-locked countries. These measures should take into consideration the following:

(i) avoidance of receiving delayed payments from land-locked

countries, especially where local currency is not convertible;

(ii) formation of Joint Commission (Government and professional

representatives)

(iii) formation of trade and transportation facilitation committees; and

(iv) formation of subregional committee on trade and transport

facilitation to serve as basis for the intergovernmental talks.
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3.5 Review of Opportunities for Internal Mobility Within

the Profession.
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CHAPTER 3

HUMAN RESOURCE DEVELOPMENT

This chapter examines the key factors which promote or constrain the human
resource development of the Freight Forwarding and Multimodal Transport sector in Africa. The
development of freight forwarding in Africa is confronted with a number of problems regarding
human resources management within the profession, that need to be analyzed reviewed and
solved.

30. In order to solve such problems, a brief look at the main existing factors affecting
freight forwarding operations with a view of developing them through various human resource
measures are taken. To achieve this, the following five (5) steps must be followed as guidelines
for the development of human resources development in freight forwarding, and multimodal
transport in Africa:

(i) Implication of limited recruitment policy and mobility within the
profession.

(ii) Assessment of recruitment procedures in freight forwarding.

(iii) Implications of attitude and behaviour of employees in the
profession

(iv) Implication of poor delegation of power within the profession.

(v) Review of opportunities for internal mobility within freight
forwarding companies.

31. Specific issues which are to be considered under each of the above subheadings
are described below in detail.

31 Implication of limited recruitment policy and mobility within
the profession

32- The essence of this subheading is derived from addressing the following topical
issues:

(a) lower volume of activities due to unstainable national economy and
declining international trade;

(b) lack of clearly defined recruitment policy;
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(c) limited recruitment of new staff and laying-off employees; and

(d) no new recruitment in the profession except to young recruits on
' - probation while in training.

33. Lack of mobility within the profession is derived from:

lack of established career development plans offered to employees
in freight forwarding companies.

limited incentive programmes for the improvement of efficiency by
personnel.

lack of motivation by employees in their work; and

lack of appropriate systems for the regular evaluation and follow-
up of employees' performance.

34. In order to assess the extent to which existing factors mentioned above have effects
on performance of freight forwarding operations, possible solutions and recommendations are
suggested below: ,

(i) Professional training will improve the qualifications of company's
personnel as well as company's efficiency.

s («) Increase freight forwarding business awareness to the nationals and

potential employees by appropriate information strategies.

(iii) Public information strategy about freight forwarding field.

(iv) Establishment of a national system of professional evaluation; the
issues to be considered in this system are:

use of proper task definitions; :

employee-located on national recognised scale* according to

academic background and professional experiences;

determine pre-requisites for certain types ofjobs;

use system to develop professional job markets;
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- reinforce the role of the association within the profession;

use of national associations to implement, information

strategy;

... !

national associations should organize and deliver lectures in

schools, universities and other training institutions;

committees should organise basic functions to be performed

with a freight forwarding company and prepare model job

requirements; and

committees to determine relative importance of academic

background versus professional experience for each type of

job.

3.2 Assessment of recruitment procedures in freight forwarding

35. Recruitment procedures of fright forwarding companies as identified in the case

study of 4 groups of companies in chapter 2, as being size dependent. The recruitment method

therefore varies with the size of comparty group. There is hence a need to assess each grbup

separately. The following approach is be used:

(a) Group 1: recruitment based on an organised job selection process.

(b) Group 2: selection flexible and sometimes based on personal

relationships.

(c) Group 3: direct recruitment by General Manager/Managing Director.

(d) Group 4: generally no recruitment, basically consists of single

persons.

36. Problems considered under the above issues are:

(i) recruitment not based on clearly stated terms of reference for the

job opening vacancy;

(ii) selection process lacks appropriate criteria, and

(iii) recruits basically learn on-the-job.
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37, Having identified and considered the above problems as being some of the
impediments in the recruitment procedures of freight forwardiiig companies, there is a need for
each company group to seek appropriate solutions to their respective problems. Below are some
of the solutions recommended:

(i) The recruitment process/procedure should always be clearly defined and
terms of reference stated for the hob offered. The Terms of reference
should include:

r A description of the position;

the professional qualifications required;

- the expected academic background and experience;

any additional aptitude considered as important; and

a statement on the perspectives for career development offered by
the job. J

(ii) National associations should develop a set of model term-of
reference for each of the basic functions encountered in any
company groups.

(iii) Such a task formed by a national association should be a.pre-
* •- * = requisite to the design of a pertinent training programme.

(iv) Each company within its respective company group should
establish formal procedures for recruiting new staff.

(v) The development of appropriate recruitment techniques could be
integrated into a broader technical assistance project on

management of human resources designed for the freight

forwarding and multimodal transport sector of a country. The

UNCTAD TRAINMAR project can cover such a development.

33 Implication of attitude an<f behaviour of employees in tfr?
profession

38:., The personnel of freight forwarding companies can be separated into two groups:
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(a) Employees rand supervisory staff (representing on the average 90
: j _ per cent of the total staff of freight forwarding companies).;

fl>) Managers and executives.

39 The general attitude of management is that employees lack the professional ability
in solving problems within their duties. Employees on the other hand reflect a limited sense of
effort due to lack of motivation and initiative.

40 The problem confronting the two groups many be attributed, as stated above to
lack of motivation and initiative. In an attempt to alleviate this problem freight forwarders have
taken incentive measures which include the following elements:

(i) companies acceptance of certain amount of absenteeism

(ii) leave days granted

(iii) personal loans offered.

41. To bridge the gap between groups (!) and (2), and encourage a high-quality
productive workforce, behaviourial measures combining personnel and organizational
characteristics should be taken. These measures are characterized as: work attitudes knowledge
skills and opportunities. '

42. Attempts involving the attitude and behaviourial problems of freight forwarding
organisations must be made with efforts of both groups (1) and (2). These efforts should take
into consideration the following issues:

(i) Establishment of joint planning tasks between employees and
management;

(ii) Upgrading of skills and abilities. This can be achieved through
proper manpower planning; selection; job placement and rotation;

training and development.

(iii) Creation of an organizational climate that encourages cooperation
among the staff.

(iv) Management must adopt an enlightened personnel policy that
allows greater participation, cooperation, job satisfaction and
adequate rewards to the staff.
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34 Implication ofldelegation of power within fog profession

43. Decision-making in most freight forwarding companies is done during informal
; and programmed meetings at the General Manager's discretion. This lack of delegation has
increased the managers' workload and affected his managerial functions. In order to analyze
issues where delegation of power can be taken, specialized working groups are set up and ad-hoc
basis for specific tasks. These tasks may include:

(*) Management control committee to prepare budgetary and cash-flow
analysis;

(ii) Personnel training committee; and

(iii) Computer committee to coordinate the use of computers.

44. The problems to be considered on the above issues may be described as follows:

(a) use of file system that circulates back up through the hierarchy until it
reaches level of decision taking

(b) Decision-making done during informal and un-programmed meetings at
general managers' discretion.

45. For Relegation of power and responsibility to be installed, the following issues
need to be addressed;

0) Competency and sense of responsibility must be developed among
the personnel.

i

(") Training for improvement of capacities.

(iii) Joint corresponding career development plaas and promotions.
... ■ ■ ■ : ' "

, (iv) Review of hierarchical structure of freight forwarding companies.

■■ (v) Acceptance of management to gradually open its delegation of

powers. This can be done either by management sea^lrig together
witfrits employees, at each level of responsibility; or by creating

performance indicators related to specific objectives or contracts:
e.g. number of clients, files processed, limits on customers

overdrafts, maximum number of claims accepted, etc.
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(vi) Development of an information strategy where management can
; give each employee increased awareness of the objectives;

functions and activities of freight forwarding; and better
understanding of employee's own functions and role with the
company;

(vii) Strategy should be open to dialogue.'and feedback;

(viii) Companies should facilitate and promote internal mobility of
employees between various job assignments.

35 Review Of opportunities for internal mpftility within the
profession

46. Opportunities for internal mobility within a freight forwarding company are
limited due to several factors. These factors are addressed as:

(0 Limited incentive systems;

(**) Limited promotion within a company;

(iii) Lack of systematic and precise evaluation of personnel,

(iv) Lack of clearly stated performance criteria; and

(v) Lack of clear evaluation process.

47. The factors stated above may advertently have an effect on the performance of the
company and employees. For freight forwarding companies to increase their productivity and
job satisfaction, there is need to consider job restructuring, which often,refers to as: job
enrichment, job enlargement, and job rotation.

48. -To improve the situation reflected m the above analysis of three internal factors
common to many enterprises, freight forwarding companies should develop a system for

evaluating company's employees and human resource development plan. The system of
evaluating company's employees should gather information to give employees and the company
the possibility of appreciating results attained. It must be based on regular interviews of each
employee and be recorded in an individual file. This file should contain information on the
employee's performance and behaviour as well as keep track of the following:

variations between expected employees' output and effective results;
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personal circumstances which might have influenced results or behaviour;

employees' professional goals; and

possible suggestions concerning his additional training needs or the
evolution of his career.

49 ■ Tnis system should offer, the employee and to his hierarchical superior, an
opportunity to know each other better to discuss the feedback of employees terms of reference,
and review jointly the means of carrying out his duties effectively.

50. Such a plan must be set-up and coordinated through adequate training in order to
improve mobility with the company thus leading to regular promotions. Mobility being the
second aspect of an efficient human resources development plan, it must serve to fight routine
and demotivation. It should give employees the opportunity to learn and practice diversified
assignments. This would benefit both the company and the employee: the company should easily
be able to adapt to changes, and employee increase his professional knowledge. It should finally
give experienced top management the opportunity to practice flexible management in solving
modern transport problems.
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CHAPTER 4

TRAINING

51. Training constitutes one of the most important means of developing human
potentials in the interest of both the company and the employees. By training its employees the
company will benefit from improved work performance. The employees, on the other hand,'will
increase their individual professional capacities and widen their potentiality in terms of market
value. However, training must respond to the specific needs and problems faced by the freight
forwarding company concerned.

41 Training policies of freight forwarding companies

52. Freight forwarding companies have different policies on professional training
depending on their size. In order to formulate guidelines for training in freight forwarding
companies, it is important to categorise the four groups of companies (group 1,2, 3 and 4)
discussed earlier, into two district categories, A and B.

A. Category A: Consists of those large international companies from
group 1.

B- Category g: Consists of both small-size and medium-size
companies from groups 2, 3 and 4.

53. Specific issues under each category are addressed below in relation to their training
needs and size.

Category A companies- These are generally well-structured large international companies with
appropriate internal training structures and sometimes supplement with external training.

Considering that international trade and transport is a very active field which interacts with
banks, customs and transport technology, freight forwarding and MTOs need to up-date regularly
their knowledge of the market as well as keep track of all changes in commercial practices and

transport operations in order to be competitive. In addition to trade and transport specified, they
are aware that companies must also develop and maintain internal business management

capabilities. It is for these reasons that this category of companies (A) have set-up their own

internal training structures to fulfil their perceived needs and sometimes seek outside professional
training to supplement their own.

Category B companies. These are generally smaller local organisations facing a lot of problems
organising professional training due to lack of internal training programmes and finances. For
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any training requirements, they must look outside the company and various options are

potentially available, problems to be considered that affect Category B companies are as follows:

- They are too small in size and economically weak to afford appropriate internal
training structures.

- They lack properly designed training programmes.

42 Availability of External Training

54. There are various external training institutions set-up by government and private
organisations which offer training programmes fitted to the professional needs of companies.
These include:

(i) University centres

(ii) Government training institutions

(iii) Private training institutions; and

(iv) Polytechnic.

4.3 Types of existing training

55. Freight forwarding companies, MTOs and national associations (for countries
which have) may from time to time take the initiative of organising regular training sessions
covering the basic needs of their employees or members. The training may be taken in any of
the training institutions mentioned in (4.2) that offers a broad or specific type of training geared
to the needs of the company. The following are types of existing training:

(0 in-house training (tailor made courses); ,.'.

(M)

(iii)

rivj

(v)

(vi)

refresher training;

professional/academic training;

conferences;

Seminars; and

workshops.
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4.4. Required training programmes

56., The main purpose of training facilities is to keep abreast with changes in the
managenal and technological developments so as to promote the efficiency of freight forwarders
and MTOs, To serve the requirements of the profession adequately, freight forwarders and their
national associations need to: identify, design and organise regular training sessions covering the
basic needs of their members, and create common training programmes for the sector in the
country. The objectives of such training programmes are to offer training tailored to the
professional needs of the companies; deliver courses, seminars and workshops; and evaluate the
impact of training exercises.

57. The national association is the best institution suited to organize, provide and
supervise a national training programme to assist its members. Those countries who have not

established national associations, will have to depend on their own individual companies to
organise and provide a training programme.

58 • Kenya for example, has a national association of freight forwards (Kenya Clearing,
Forwarding and Warehousing Association) which has, in conjunction with a government

maritime training institution (Bandari College), set up a regular Diploma course in clearing,
warehousing and practical freight forwarding, as far back as 1991. This course was initially

designed to cater for middle managers and supervisory level staff in freight forwarding
companies. The top management were adequately trained in freight forwarding procedures and

responsibilities, thus were aware of the implications of freight forwarding.

59. The course however, became popular with time and not only with freight

forwarders and transport operators but also with the related trade, banking, customs, shipping

lines and school leavers. With this increased demand, that was not catered for whilst designing

the programme, the course developed some institutional and human resource problems. These

problems as addressed below were lacking:

known standards;

recognition by governments;

recognition of examination body;

recognition of Diploma's issued;

proper admission standards;

adequate trained resource persons;
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, - proper delivery methods; and

convenience of course duration.

60. If training iastitutions such as Bandari College or the existing/non-existing
institutions are to improve or offer the right training in freight forwarding at regional level, they
must follow the following approach:

0) involve the national freight forwarding association in such
programmes;

(") ensure that the national association is recognised by the

government, freight forwarding industry and other users of the
profession;

(iii) Set;-up a training committee by the association in conjunction with
the government bodies and other partners involved in international
trade;

(iv) Follow a recognised and comprehensive training curriculum

relevant to participants and recognised by UN bodies like ECA and

UNCTAD as well as FIATA;

i^t.i, ; (v) Ensure that the examination body and Diplomas' issued are

recognised by a National Examination Council, International body

like FIATA and the general professions;

(vi) Set high admission standards. The minimum qualifications should

be set by the national association; and should include possession of

HighnSchool Certificate or equipment. In its' absence, a letter'of

recommendation from the employer and a pass in English-or

French proficiency tests. ;

(vii) Apply recognised training standards and modern methods of
delivery such as: ;

Use of approved training manual (i.e. manual on

Freight Forwarding by ESCAP/UNCTAD;

use ah instructors'manual;
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delivery techniques which include Audio Visual

programmes;

self paced reading;

discussion;

individual projects (thesis); and

case studies.

(viii) Establish training facilities having adequate classrooms, library,

audio visual etc of nationally and internationally accepted

standards.

(ix) Ensure resource persons are professionally trained to deliver

sessions.

(x) ensure proper and regular course evaluation is carried out;

(xi) course duration must be convenient to both the institution and

participants.

4.5 Proposed training curriculum for a Diploma in Freight

Forwarding

61. This proposed curriculum is to act as a guideline for delivering a diploma course

in freight forwarding based on the UN Manual on Freight Forwarding which has been prepared

V'UNCTAD and ESCAP Secretariat in 1990 and approved by FIATA. The UN manual
contains 12 modules which are relevant to international freight forwarding, whereas this proposed

manual in the anne has a total of 16 modules. The 4 modules in addition to the 12 modules

found in the ESCAP manual are based on the experiences of Bandari College which highlight

mainly maritime ports, inland related activities and maritime economics.

62. In addition to the ESCAP manual, there is an Instructors manual for the 12

components in existence and being used in the ESCAP subregion.

63. Unless the contents from the ESCAP manual are included and followed by the

used of the Instructors' manual, the course in freight forwarding shall not be internationally

recognized. It is therefore, up to the individual training institution like the Regional Maritime

Academy in Accra, ESSAC in Brazzaville and others, to decide how to modify the course in

their respective modules by addressing issues relevant to suit their environment.
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64. The course contents that must be followed as a guideline for the training

curriculum for a diploma in Freight Forwarding is found in Anne I. In addition to the proposed

syllabus participants should be exposed to real life situations through field trips (e.g. to border

posts, ICDs and maritime ports) seminars and case studies.

4.5.1. The Training curriculum

65. The aim of the training curriculum is to equip persons intending to work or

already working in freight forwarding industry and other port/airport related industries with the

necessary knowledge to enhance performance and efficiency at their places of work.

4.5.2. The objective

66. The objective is to be able to describe and perform the various procedures and

methods applicable when undertaking duties in practical freight forwarding.

4.5.3. The target population

67. The target population is supervisors and middle managers of port/airport related

industries, shipping companies/agents, transporters, clearing, forwarding and warehousing agents.

For clerical staff an appreciation course in freight forwarding will be adequate.

4.5.4. The duration of the course

There should be two types of freight forwarding courses in Diploma.

(a) Part time course for participants in employment who are unable to

be released from work for months. They therefore attend after

work for two hours a day, 5 days a week for 6 months.

(b) Full time course should cater for both school leavers and those in

employment but their companies are able to release them for few

weeks or months. The full time course should run for 5 days a

week with 8 hours sessions per day for 7 weeks.

68. This situation however, is left upon the individual institutions and national

associations to decide depending on their resources.
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CHAPTER 5

CONCLUSION

69. Freight Forwarding as a profession has a problem related to Human Resources and
Institutional Development (HRID) including training. This profession has been neglected
whereas the transport modes it serves have actually benefited from many activities in human
resources development and training from national training institutions in this field which are
related actions of UN Agencies, such as ECA, UNCTAD and ESCAP.

70. If the freight forwarding profession is to offer the services required by the various
transport modes the gap in the knowledge between the staff in the profession and those in other

transport modes have to be narrowed. It is imperative therefore, for every country to have a

national freight forwarding activities in the sector, create awareness of what freight forwarders
can do, and act as a consultation mechanism between government and representatives of the
profession on matters pertaining to trade and transport. The Kenya Clearing, Forwarding and
warehousing Association (KCFWA) and Bandari College is a case in point.

73 • To facilitate the development of HRID in the profession and existing national and
subregional transport institutions, for example, ESAMI in Arusha, RMA in Accra, and ESSAC

in brazzaville should be encouraged to embark on the diploma course in freight forwarding. The
profession would benefit from this because it would enable governments to recognize the
professional level of freight forwarders. The training curriculum can be used as a measure for
establishing qualifications for those who want to enter the trade.

72- The on-going UNTACDA II HRID project can be used as a vehicle for
establishing national and subregional training programmes in freight forwarding. Such a role can

be effectively played by collaborating efforts of ECA as a lead agency for the Decade
programme and UNCTAD with support from FIATA.
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