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At is dlfflcult to enumerate ell the requleltes for a, sound per-

Tt

sonnel. system of a government. Requlsltes are normelly 1nfluenoed e

I Y S |

_ by the polltlcal systen, of a oountry and thus may vary from, one, country

to another;‘ It is, however,, pOBBlble to drew up, generelly aooepted -

L I U
rrequlsltes‘mhlch are, consldered essent1el for a. sound personnel system

Lin, any. glven form of government. The detailed analysle of these - miwil
L3 dadl A

requlsltesL‘lt 1s accepted, w111 dlffer from oountry to country but from
iy y nuda A

Whatever angle they are v1ewed, they reflect the same spestrnm in all oases.
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Wk In'thls'short'paper I. have eonfined'myself %o the'mezn-requreltes for

o

a eound personnel system in loecal government. ~As: I haveueald“there AT
meny prerequlsites ‘and’' requisgites .for-a soun&'personnel .syetemy: but»ul
mentlon has only been made of those that I conslder ee.the meln requisites.
It should also be mentloned here that there are ergumentsﬂelreedy 1n LT )

exlstence An; verlous querters as to vhat 1e celled "e sound pereonnel+

e Alla A fernd

system".,.It s hoped that thls argument way - be diseuseed by the pertl-

.x.olpente during, this seminar and I,htherefore, do not lntend to deal Wlth

EHROTes i s, gL s . 0 'H w

oy Theftopfc under diseussion -has. been*dividedwintoffour'sub-heEde;'
These suhheedSa scould be further - eub—d1v1ded out it 1s‘not 1ntended toi
‘do so'lnhthls peper" *Jhe .paper- is supposed to bring to light BOMe o

1mportant pozntsswhlch may be used in the ‘disoussions. >uo i Ponhiopron
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1. Attitude of ‘miAd. .Cireer choice is governed by‘a"peérson's

attitude of mind on the particular type of work. There are some persons
who' declde to take a oertaln 30b ot profess1on Just because their family

line have heen taklng the same for years 1mmemor1al there are - sowe who
take a'jét because they have been entlced or even forced to take the same,
there ere others who take a JOb because they have had dlsapp01ntments in
another whlle others take a Job because there are no other jobs of their
llklng.. Irrespectlve of the attitude of mlnd governlng the prlmary choice
'E} a career, the effect of the attltude of mlnd durlng the performance

~- -\ ' '-fls, -:' v---ﬁ

of oareer 1s 1mportant and has a great 1nfluenoe in the worklng of a-
personnel*system'of -an organlzat1on.\ If the'prlmary ettltudetof mlnd is
strong and prolonged'whlle.one ig already d01n6 the work it may brlng

p051t1ve o negatlve 1nfluence in. any deslred sound personnel.eystem.

In Taneanra; for example, prlor to the 1ntroductlon of the’ present
looal‘government set—up, it wae generally observed in the rural areas'
that Worklng 1n the then Natlve Authorltles was Minfra’ dig" and consequently
those who were employed hy these natlve authorltles were the "reJeots"

iiof other civ1c organlzatlons. " The attitude ‘of "mind of the great maJority
of these employees was tuned to the thinking that their work was inferlor
when'- compared‘tocother employees, although in fact in..some: cases. these
natlveﬂauthorlty employees recelved better ‘renumeration than,-say, a -civil
servant, (Albelt a Boma messenger i. e central government , -employee, was
considered superlor to an native,authorlty head tax collector.) ‘Indeed
there are many cxamples which could be quoted, but it should suffico’ to say
that the attitude of mind is influenced by (a) the type and status of the
employing authority, (b) the geographical situation of the authority, (o)
the organizational set up of the authority, and (d) the leadership

(political or otherwise) of the authority.

T

SRR 2 1s clalmed that to have a sound personnel system a negatlve
attltude of mlnd hae to be changed, ThlS change does not only apply
to the employeee but also +o the authorltlee that may hlre O, flre these

employees. (The demurcating line between what is a negat1ve and what is
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a positive attitude has not been quite. diet*ﬁot) I would venture t0
suggeet that to ‘change 2 negative attltude of mlnd in an employing .
authority and/or an emoloyee, is a serious task to be’ undertaken by the
leadeTs of the day. In'local governmenu "this could be done by various'
methods,’ The major suggested method would be for the leaders to be quite
clear of the type dnd systom of local government’ eu1table to their
particular’ country, AltLough it i=s aovepted that this may not be possible
due to changes of polltlpal authority, this ehould not obetruot the
contlnulty of the maiv. features of. the local government eet+up.ﬂ The ohoeen
system of local gover'ment should be unlform throuéhout the country CON=

-oerned; and any. eu%aequent changes should be unlform 1n the. 1ooa1 govern—

-ment unlte of- the, colndry.‘ . o . R e T

E LT
- The employes. of:a Tocal government should change-his-attitude’ towards
his eoclal standlnb By ecce ptiné and regarding that the work'he is doing
is as important &s the work another person is performing in a different
organlzatlon. ,It-is my, contention- that if the attitude of-OOnsideringg
local government service as &n .inferior service GOntlnues, then it w1llx

L

be diffioult: 1o, achieve a.sound personnel system. R

2. . Career Service and Ccndition of Service " ’ R Ty ¢

A sound persomnel system should’ have a sound career gervice and

cléar and attractivie conditions of service. By career service it -

is meant that the service chould not be a' 'sealed! service but that it
should be an 'open! se}pice. ~In a 'sealed' sorvice the career of- an ~e
employee is llmlted to the particular grade and scale .that person was'.
employed ) ”hat is to say, for example, a clerk or an assistant englneer
will die a clerk or an assistant engineer howaver hard he tries to
advance himself in his work. In an ‘open' serv1ce, room is given” for
advancement in rank and* renumeration, Promotion prospects should;

therefore, be pleeily'laid dowh and' cuch promotions.should be awarded to

- employees without favour or nepoticm but through merit and experience,-
o . . . . .- . N - . S N
Promotion by compehltlve examination is being used in some countries’to

ccounteract: nepotxem, favour®ticm ‘and corruption. ‘In other countries up-

gradlng courses are being used to facilitate unbiased promotlons. s

.h
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In any of ths. three types of local government personnel system
viz, "separate", "unified" and "integrated" it is essential to have
attractive conditions of service laid down. Salary scales should be
made comparable with -thoge of other civic and private organizations.
Housing, allowances, leave, codes of discipline etoc. shou;d be clearly laid

down for the employees to avoid favouritism and victimization.

It would be mere mockery if the career service and conditions

" .of service were laid down and they were not followed and adhered to by

the authorities. It is, therefore, essential that machinery should be

- established through which not only the employees can channel their grievances,
requests, demands etc. but also through which the authorities would commu-—
nicate with the employees. This machinery should be an impartial body

which should consider the authority's and employee's case without favour.

In Tanzania, the local government is of the unified service iype.
As the participants might have noticed, clear conditions of service
for the local government employees have been laid down. Machinery in the
form of a Local Covernment Service Commission has been established and

is doing its work admirably.

~ There are, however, limits in a career service, particularly with
regard to promotions, Most local authorities have limited funds not
only to0 pay their employees' salaries but also to pay for services which
central governments are delegating to them. If the career service which
has good promotional prospects has to be encouraged, the central authorities,

inevitably, will bave to be called upon to assist the local authorities.
!

3.__ Lbyalty and Relationship

Loyalty to the employers is an essential element which any employee
should possess. In local government, an employee should be loyal to the
authority under which he is working. The authérity in turn should have
confidence in its employses serving under it, In other words loyalty has
.a. greater meaning ﬁhen an employer shows confidence in the employee. Once
~no confidence is sﬁown! loyality tends to fade away, thus ﬁisrupting the

. \ ;
ogtablishment of a 'sound personnel system.
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It hae been argued, much more 8o 1n a unified type of local

authorlty personnel system and to eome‘extent in an 1ntegrated type of

#

_ 100&1 authorlty personnel eyetem, that-the 10yalty of the employee ie

elther completely not w1th the authorlty he 1s eerv1ng, or dlvided between

the controlllng body whlch app01nted the employee and the looal authority

hoonoerned._ Thls argument may appear wlthout eubetanoe, but 1te effeote,

I oontend, nay 'bo disastrouss A method by which employees of local ~

ERY

authorities should be made to devote their loyalty to the authority they

“are eerving ‘has to be found. - o B : i

1

‘ Thle 1eade us to the queetlon of relatlonehip between the looal :
anthorlty and the central g0vornment._ Whenever there Jis eueploion and
dletrust between'the central government ‘and the looal authorltlee, the’
loyalty and subordlnatlon of the local authorltlee im destroyed, and '_
ooneequently the chancee for a eound pereonnel eyetem ‘for local government

to exist are endangered. Squabblings, no confidence resolutlone gtc., are

_often heard' Although it is true thau a local authorlty is enbordinate to

‘the central government and that 1t derlvee 1te powers from the natlonal

government, it does not mean that the central government ehould merely
elamp down the local authorlty° Gonversely the 1oca1 authorlty ehould not
take the attitude’ that since it is an authorlty 1t ehould overrlde the
central government, '-What is reguired “of fhe local authorlty-le that it
should-realize that it-is an instriment of-the central government "o

perform -tHe-‘functions which it has been déliberately given and-to work '

within the framework and limitations-'givén“to it. At the -same time: - * -

“the ‘central government has'to guidé and seoure the ‘goodwill of thé - ™

local authority, to which it has ‘décentiralized some of its functions; for
the good ' of the whole country as suchi It cantot But appear- an abisge ‘of
privilége if a local’ authorlty attempts: to take unwarranted ‘powers. from a

Meny tlmee, the rela+1oneh1p betWeen a looal author1ty an& 1te ‘

<7

employees hae been the oause of thle bad relatlonehlp between the ‘

- e RIS

e
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either the employees, {(who are in most cases more conversant w1th the
central government pollcy) have ill-advised or adversely advised the

1ooal authorltlee, (for the sake of winning popular support), or - the local
authorlty has refused to accept the good advice given by the 16cal
‘authorlty employees, that a conflict arises. It is self—ev1dent then, that
a local authorlty ShOuld have a good and truetlng relatlonehlp w1th ‘its

employeee.

On the other hand the employees themselves may coms under an 1nter—
acting strain of bad relationships between the senior administrative
(pro%eeeional offioere) and their subordinates, or amongst the ‘officers
(eenlor or eubordlnetee) themgelves, This relationship is important in so
far as 1t is a v1ta1 part- of the reguisite described at subhead 2y and

it ehould be borne in m1nd by all officers in any eetabllehed 1net1tut10n.

4¢ ‘Training
I am confident that Mr. S.0. Asabia, Permanent Secretery,_Minietry
of Establishment and Training - Western Nigeria, spoké rightly wﬁen he
was preeentlng his paper to the Semlnar on Personnel Admlnletratlon in
'Addle Avaba (November 1965) and when he said, inter aliat

"Tralnlng for the publlc eervrce is a vast eubJeot on its own.
A great deal can be eald about methods of training and the subject matter
of tralnlng, 1 make a brief refsrence to it in this paper in view of its
relevance to the subject of management of persons. Traln1ng for Profeselonal
poeltlons in government departments is perhaps, by comparison, a relatlvely
etralghtforward matter. In broad terms, the problems of ch01ce and method
of tralnlng do not give rise to so much searching 1nqu1ry a8 the. tralnlng
requiremente for the administrative. and exeoutlve classes. It is
generally reQOgnlzed for instance that while One might successfully prov1de
the young admlnlstrator with a respectable educational background and
other facilities mhlch He roqulree for hls job, it is essentially
1mpoaelb1e to make an administrator out of him through a process of formal

instructions. The important task of acqulrlng the ablllty and habit of

A
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sound judgement, vision and a thorough appreciationedf the background ,
againgt which recommendations and de0131ons must be made fall outside the
scope of formal instructions. In general a. sound unlver51ty aducatlon
appears indispensable and it is probably futile to argue. the . relatlve
merits- qf tralnlng in the humanltles, etc., over the BOClal sclences.

Not =so very long ago the accepted quallficatlon for entry 1nto the

administfative class in colonial territories in West Africa was o good

-degroe in Classics taken at a reputable university. I am myself not

altogether certain aé'fo:the feleﬁandé“of‘the knowledge of“Classics to
tho problams of Afrzcan COuntrles today, I do- not, however, wish’ to be
understood as saying that training in Cla851cs is in all circumstances
unsuitable; my contention is that a great deal more than this is required
for successful administrators in African countries today. Training in the
bumanities, the social sciences, law, etc. will not necessarily provide

the answer and although training in one or other of these disciplines may

‘be more directly relevant, i3 will by no means scrve as a satisfactory

pubstitute for the right attitude of mind and the strehgth of character

which are, without doubt, cssential prerequisites."

Training therefore is a must and should be planned in such a way
as to allow room for the required essential staff to continue the services
of a local authority. It would be unwise to take all the good staff
for training at the expense of temporarily closing down the required
gorvices of an authority. Experience has shown that even when temporary
expatriate staff have been hired merely to perform the work of local
autbority staff undergoing training, work has been improved. It ig now
thought advisable to phase training, not for the sake of training alone,
but for the sake of making a good future work product.

9« Conclusion.

As said earlier, one cannov enumerate all the various requisites for
a sound personnel system, but I hope the four points raised can be a

working ground for discussion,
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6. -Suggested guestions for discussion -
: ' ) e . ST . . ' i . oL ) N
(i) ‘What is sound pérsounel system? ' - é?ﬁ‘m
LT vy b
(11) Should' the conditions of service be’ olea.rly laid dowa for C ‘:l
: . émployees. of & local authority? - < T . ¥
'(111) Should there be mducements to attract persons to JObE wlth
the local authorities? If so, what inducements,” N
(iv) How .can- loyalty to an ‘employing authority be best. achieved.

(v)- What .should. central government do to oliminate ba,d-:relationships
between the local authority and its staff. \ :

(v1) What should be the attitude of local authority senior sta.ff
' to the:.r Junlor staff?






