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TOWARDS A RESULT-ORIENTED PUBLLC SERVICE

INTROIUCTION - . R R

The role of public servioce has become a crucial one for national
growth and development because.the managerial responsibillty for many
vital areas of econcmic and soclal 11fe 0of the natioa has “een
increasingly assumed by the G0vernment. Not only is Govermment -
oonoerned . with such traditional instruments of controlling the life
of the nation as fiscal 1t licy, incentives for agriculture and industry,
but w1th the direct management of institutions that are to point out
‘tHe way growth shall take, place. Iue largely to this shift in its tasks,
the success of the vital gsocial and economio sector of government would
depend on the efflclenoy of its public services. It is in this context
that we have to understand the concern for administrative reforms’in
mo gt countries of the world. -Public service ig expected to be the source
'”for leadershlp, in most countries, and for thé ethical and moral values
from whlch private oraanlsatlons and the publlc take their cue.

Assuming this central role of the puhlic servioe for national
development, I shall address myself to two questionat one, what are
the conditions necessary for developing result-oriented public. seérvice,
and two, what would the government have to do to aohieve -guch a system?

I.. CONDITIONS NECESSARY FOR RESULT-ORTENTED ?U}BLIC'»LSERVIC'E

' .There have been several Commissions to’ suggest changes in
publio gservice.. Udoji Commission of snguiry, and the others set up
to enquire into the performance and activities of our State and
Federal public services, have catalogued the deficiencies that plague
the performance of public service.institutions. Some..of- these

'1nclude the lack of appreclatlon of managerial and supervisory
‘practlces ‘and technlques, low technical know-how, poor gooxrdination
and’ Ieadershlp. The Publio Service Review Commission has pointed out
some of the cultural and environmental reasons such .as lack of. ani-
m051ty and Jealousy among members, elitism, nepotlsm, 1anguage and
many others.s ' - :

The Public Service Review Commission noted with great emphasis
the nged for. the effectiveness, efficiency and .adequacy of the
publlc gervices. Towards this end, the Commission devoted much
of its time and energy to outlining the need for 1ntroduc1ng a new
style of public service to meet the challenge of development. In
a nutshell, the Comm1581on laid emphasis on ‘“three new concepts, vizl

'(i)_ the need for a new conception of management providing a more
) results—orlented approach to public serv1ce, concentrating
"attention and resources on the purposes for which public
_institutions are created as. servants of society;

This paper was-the text of a lecture delivered by the author on
28 January, 1977 under the auspices of the FUBLIC SERVICE FORUM
of Bendel State of Nigeria.
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(ii) the need for the public service to recruit and train o o
specialised personnel and use scientific knowledge ftoig™. "o
much greater extent than at present by diawing upon the

- résources of research-and educational institutions.and:.
» the:experience of the private sscior ‘both.in Nigeria and: i~
abroad; and., Lo A Y L R N s

(iii) the“need for the new pubiic‘éérﬁicéfto'mahqéé:ifs?huméﬁf"
o4 Tesourcés it suoh @ vay'as $0 motivats them to achieva ..
-i7 0 .7 "defined ‘goals more foéctively‘td’make'the:public institution
-~ a better place of work, 80 'that the ‘employees will be inspired
=7 40 give their best as ‘members of tgams engageéd in a gommon, |
fUE J - entePprise for publio gbod: A ’
“Changes in~thésé“aféés‘arg'yef’té”éomef ﬁénéé’l'feplwl”muétf' .
- ~.-vemphasige gone of thése aspects for'achieving the kind of administra-
© v tion that the ‘Réview Commission had visualised for tHe; ‘country ‘and..
‘one that is-essential to -manage the leap-frogging development that
is now beginning to take place in the country. .

i R D .t
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- - From the Wanageément point of viewi“a'fgSQLthgienﬁédnﬁﬁblié g;
.-ssrviceiassumge'at'least“ﬁhree things: oo y L o
o " (a) a'clear definition of the results that are expected;

(b) _aYailabil;fy of a:struqture.aqd;g system of working -
" 7 " that is bést equipped t6 achieve the agreed results;
. (e): timelm-feedback.of‘bperatiOngl'datgfto Know what

v : .c.Tesults are .being achievedy and having the feedback,

C - making use:of it to take remedial action where

rGQull‘ed- L ol R S EE P

.
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“{  We need 'to éxamine very'caréfully whether these conditions
exist in“public service, coriditions without which Tesult-grianted
‘8erviceé 'is unlikely’to' come aboiit. . Sevéral’ studies of government
' admiﬁist:atioﬁ;-fhé'kinqfof“sfgdiaé“yq“sbé@ld'promété in Nigeria,
- *ghow that thefé“are'séﬁeral;dynémié'ﬂhénées thaﬁ:méj_bé|réquirqd
v for'establishing the Government on the path of result-oriented
systems of administration. The. most important of these are the
following: ' : :

" 1. The‘managemehfﬂddﬁtfoi'syétéhfiéfébfé}ﬂﬂéhﬁ:is_pﬁbg"?}

. éven if it exists in some’'rare cases. It is weak . .
;. becadseé: | e
“{a) the objectives are poorly defined. Objectives lay
down precisely what a ministry and its units would,
" as a'team, acHiéve. I'In this sensé, 4 distingtion
.. . “his t6 be made:btheéh:objectiﬁég'énd'targets- The
S . first relates 16 expected results of the total
'ministry or’'department’, -and the" lattér concerns
the individual activity, which should .cumulatively....- -
achieve the .objectives of the ministzy. .oy .
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er t o Bd (b) the. coordination betwaeen several mlnistrles and

B Jqudepartments 80 vital for levelopment, is difficult

.. in public services. This is 80 because ministries

i is.are organissd on the logic of vertical command and

'x'qéh0ng them. The result of poor coordination is thai
. decisions have to be taken at a high level of

o e ”q,'admlnlstratlon and the responsibility cf ministries

. .7 7.7 is often found to be. overlapping,- and fleld level

B operations get delayed.. -

[ A ;(c)_vthe preparation. for civil service careers, is less
LT effective than it was several years ago. The civil
gservice in the past was able to prowvide useful
on-the-job experience to its personnel. They were
posted in.different positiors to acquire experience
and gain maturity in handling administrative matters.
My first assignment as an Assistant Seoretary wans
under & distirguished public' servant, Chief J. 0.1,
+ - .. Longe.. He was then appointed in 1?57 as a Senier
_ " Assistant Secretary .(Supernumerary Supernumerary
iz was a term used for selected Nigerian high-flyers
R " appointed to a position of higher administrative
experience instead of an acting appointment. It
T .. .-~ alg> meant to us at that time that if a wvigorous
s ngerlanlsatlon policy had not been adopted, he-and
o "-his colleagues would not have bzen appointed-Senisr
I Assistant Secretaries. Tne crux of ‘the matter is
: . &. . that he was {officially) about 42; about 13 years
"7 " or more older than I was. Discountingihis years nf
experience in the junior service, he had spent-over
itwo years acting on scale A post after graduation,
three years on probation after prométion, and over
ten years meritoricus service as a confirmed :senior
official before his promotion to the supernumerary
_post. There were only three Assistant Secretaries
reporting directly to him. The type of experience
.7 and training on the job; the intensiveness and -
-7, .quality of direction, and guidance; the degree-of
alertness, respect for authority and discipline
that pervaded the Division; the stigma.of inefficiency
and corruption; and the consequences of being rendered
unemploysd, all put together, were formidable factors
in inducing a results—orlented public service.-

b
oy
J

. R . - Today, the civil service is unable to plan
[ S N -career progression as Carefully as it was done before,
S s though importance of doing so must ‘be recognised.
On-the-job training can-Ye supplemented by formal
_ programmes and the combination of the two gan give
T L R the necessary help that c1v1l serv1ce perSOnnel may .
R need.
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-1 247 Personnel administration is too poorly organised tn plan
“umitcs. - forthe growth and development of ‘individuals. Their
vt ‘career progression rarely prepares thein for the joba
S s '~ they awe i perform.  Lack of identification of talent
"v; ¢ .- 1in public service and of. giving them relevant experience
* .. v - prepares the persomnel insufficiently for the vast
; challenge that they must face in their young careers,
Neither on-the-job training, nor formal training is
integrated well with career planning of officers in
public services. . . : '

3. - The. infra~structure to carry out ‘the managerial Tresponsge
-~ 1ibility well is inadequate. The most important areas:ef
S« . . deficiency are three:
_ i_ (a) _dafa collection machinery,
AT ARE Ab) data processing and -analysis, and
" (¢) 'use of data in planning and in decision making.
3 : On the massive scale-on which public ‘service has to aet,
t.rwo . the.use of data ‘becomes aimost essential tool in order to

- ... savold waste and because no developing nation can afford
et hit~or-miss action. today. : : : )

~ =+ -There are really no ideal public services anywhers. I d= not

FrnKnow, of any couwtry where the citizens do not complain abaut

-~ bureaucracy and mismanagement in-the public setrvice institutions,

. I do not imply that we should take:consolation in the fact that we
r.are not alone. On the contrary, I"wish to emphasize that t§e need

.+ for.efficient :managément and delivery of public goods and services

- .%o the citizens is worldwide. The brueaucracy of the government
.mugt be responsible and responsive. In Nigeria, it must be positively
- responsive.to the unpaecedented’ challenge of ‘an almost boundless
»~.opportunity for rapid- economic and socizl development.

» The findings of a recent national survey Garried out by the
Centre. for Management Development. iniicated that management per-
~formance in the public sector enterprises was appreciably lower than
‘in the private -sector enterprises in Jigeria. Public sector enter-
prises.received a performance rating of 23 per cent below that of the
::-Brivate sector in financial management and control. In other _
.. 1epecific managementffunctioﬁs,-like‘personnel,'marketing, production,
~materials management, organisation-and supervision, public sector
enterprises received- performance ratings of -13-20 per cent below
thogse of the private sector .enterprises. The findings of this study
gave support to some of the recommendations of Udoji Commission, and
* have 'demionstratéd the need for performance improvement in the
‘manggement of public service organisations. '

I mst confess that it is not easg to set a basis for comparisen
"between public¢ service and the privite sector; between present and
past performance in public service; or between performance in the
public service of one country and another. The Civil Service in
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.India .was noted for its .efficiency in maintaing law and ordJr i
-and, yet it was abhorred gfter 1ndependence for foustering an
elitist group and considered inadequate for a develoPme“
oriented society. Mr. Allison Ayida, the Seeretary to the
.. TPederal Military Government, in his. paper-entitled "The Government
., and Management. Education and Training in Nigerla" d1d not mince
..+ . : words in- proclaiming that, "there is clearly a crisis eltuat1on in
-, . the area of management in. the economy.d Accordlng to hlm, the.-
~- .orisis is attributable to three main causes?

“"Piratly, there is the explosion cf economic activity
" -+ - which has given rise ‘t0" @xcessive expan31onc£ existing
e qingtitutions and creation of new ones both in government
o . -7 .and“'in the private sector.  This has tended to spread very
ToEl . 7 thinly the ‘existing management material -in circumstances in
ﬁ““:-""“ - - whioh the stoak oannot be readlly supplemented.

#i< -+ --'- Becondly, partly ‘asta result of. the above, there is the
witn o+ glement of creeping ‘ineffectiveness of management exemplified
' | by the growing level of indiscipline, bigh-handedness and
. .« Mauthoritarian” tendencies both in the publlc ‘and .private
-4t - pectors. This situation gets worse as one’ surveys down the
e "hlerarchy from top’ management levels.-An

. Thirdly, there is the related fact that 1t is now becomlng
e 1ncre351ng1y 111flcult buth in. the prlvate ‘and theé public
. ..  “sectors to release steff, partlcularly good staff, for any
kfextended period., of training. The reason for this is under-
standable, in that the burden of day-to-day management has
. becoms sO great. that institutions can no. longer -spare existing
!manpower for purposes of. tralnlng

_ There 1s no 1mmed1ate panacea to:;this crlsls, short of

reduclng development proaeete and government expendlture and thereby
slowing down. the rate of progress. Cogent arguments can be

advanced for and agalnst this propesition but this is not, I presume
the occasion or the forum for delving into a subject of thls nature.
Instead, I shall discuss. ‘what steps may be necessary, t0. enhance the
effectlveness of publlc services.

II. 9OME DIRECTIONS FOR Ibﬂ’ROVEMENT

Critics of the public service often blame poor performance
on the factithat these services are-not run in ‘a businesslike manner.
V'Public'servicelpeTEOnnelfareioften-stereotyped as incompetent,
obstructionist) power-wielding bureaucrats.: The term:"bireaucracy"
which® i's- &*normal -stage in the development of:.every organisation -
public- or'private = has icome. to: have a bad connotation all over the
“world in specific -relationg to:public services machinery- and
: -’pereonnel. ~I:am:at this‘point reminded of the commendable. effort
T "ofi the Bendsl State Public Service to- remove-'the stigma -attached
tu the term "bureaucracy" by publishing & Journal entitled
"PHE BUREAUCRAT". Secondly, armchair critics feel that the public
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gervides do not have the "good" men who are to be found abundantly
in the private sector and thirdly, that the puollc servlces have
1ntanélble obgectlves and reaults. C

‘Peter Drucker in aﬁ Outstanding article entitled "Managing

" the Public’ Service Instltutlon" dismisses theme criticisms as

" #libis. For public service enterprlses that - are not in business,
. bow can they be businesslike and not public service-like -and yet

be efficient. The characteristic features of a business isg focus

on share of market, return on capital, etc. The craving to be
businesslike has led to the creaticn of several autonomous corporations
-free from the so-called petty bureaucratic civil service regulations.
- Their creation has led to the fall of several institutions from the

- - frying pan into fire. Assume that they become efficient and free from
corruption, they tend to overlook the policy.and political oconsidera-
tions for their existence, and sometimes ignure ur relegate to the
v-background their social responsibilities. I can state categorically

i- i that.in Nigeria, we have better qualified pérsonnel in the public

service than in the private sector.. Let's look at it from a more
generous anglej; there is no reason to believe that the people

who staff the managerial and professional positions in our publie
gservices are any less qualified, -or less competent, or less honest,
or less hardworking than the people who' manage businesses in the

' private sector. There is no reason to belleve, elther, that
.business managers, put in control of public service organisations,
would do 'better than the so-called bursaucrats. I suspect that such
' managera would sooner than later become bureaucrats themselves.

The solutions.to the problems that hinder effective public
service do not, then, lie in merely having ‘better or mors gualified
men. The solutions have to be found in the improvement of the
gysten, the overhauling of the machinery that is no lon.er suited
for the new tasks 2f governing. Only then does it follow that
~qualified men can perform effective tasks.. A4 continuous vigilance
_ for improvement in the personnel practices in civil service and
for the training ‘of its personnel is needed. But even these changes
can be effective only when some of the important aspacts of the work
system are changed. Some of these changes are identified in this

paper.

_Mlsdlreotlon by Budgets

One basic difference betwzen a public service 1nst1tut10n and
& private sector organisation is what Peter Drucker describes as
"Misdirection by Budget." Businesses are paid, hopefully, for
satlsfylng the needs of its customers. Satisfaction of customer needs
becomes the basis for performance evaluation.:. 3Sich clear-cut measures
are not applicable to the public services because the .nature of
work does not lend itselfto simple measurement. . Public Service
Institutions, unlike businesses, are paid out of a budget allocation
or revenue that has little bearing to what they are doing. Certain
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public institutions receive subsidy, donations, grant g,y nneceeeary
protection and sometimes monopolistio powers. Now, let us. examine
~ogrefully. together: how: thie'eituetlon works in praotice tc make our
public - instituitions.léss efféctive or ineffective.

First, the budget allocation: system changes the’ meaning 6f performance
or results. To parastatals, public institutions and departments,
results . mean-in effect:a.larger” ‘budget ‘and’ performanoe is meESured
by.. their ahility to maintain ¥ increase their- budget. "'In Peter

. Drucker's words, :"the ‘budget ‘£8, by definition, related not to .

the achievement .of :any goalsy but t0 the intention ‘of achieving
;nthOee &oals. ™ Revard ig 'in "dccordance W1th what a publlc 1netitut10n
"deeervee and hot- what it 'earne '

,Second, the larger the budget and etaff of a public inetitution.or
department, the more impartant'is 4t ‘considered as an arm of |
government. Therefore, any effort to-'achieve greater results witk

a smaller budget or a smaller staff is not recognised as an improve—
ment in performante..- Hence, you' find officials making- frantlc"
efforte to ppend the last kobo in the wvote: eepecially towards the
_end’ ‘of. the financial. year. A:balance in the vote is an’ indication
to. the- Budget Masters that- the voté ocan eafely be cut dcwn the
f0110wing year. ; - -

:Third, and thle is:more pertinent "to ' poor performance in. the publie
aservioce inetitutlons, failure to achietve a given target meane .
invariably the need to redouble ‘the inputs and efforts towarde ite
-attainment. In businesses, as much as in public 1net1tut1one, ‘there
is the tendency to build smpires and stick to old activities with.

- this differencelin business, once an act1v1ty become s’ urproductive

.. it is quickly put ‘aside and .effort is made to: cOncentrate on ..

:act1v1tiee that. are -more profitable; WwhaTeas, in the public
institution, lack of profitsbility is. sought %o be orrectad by
increasing the uumgeu. ;

" Ih the public eervicee, budget muet, more than ever, beCOme ‘an
ingtrumént of action and’ management gontrol, end not- an‘accounting
activity that has little relation to performance. .Change. in the
. system of budgetlng shiould: achieve the following: T ‘- '

Wfi)5 the flnancial allocetlone muet relate to performance and a

- system of performance budgeting would-have to.be.-developed.
“Thera. are 1eolated experlencee 1n1N1berie4 ‘as in’the "Ministry
-of* Agrlculture ch State, in whlch -performance. budgetlng bas
been instituted w1th many beneflclal reeulte. )

(ii) “budget ehould be ueed fcr the develmeent of a: management
"-oonvrol” syetem of euch a Kind. that .early.ocorrective steps
‘can be taken when managerial 1ntervent10n can correct shortfalls
'in perfbrmanoe; . e R, oy

;-\t.'_':_'.' H

.(;;1) the concerned mlnletry hae to Be: reepon31b'e ur both planning
"7 and results: and; the: civil-service must ‘b Held, Tesponsible
- for ehcrtfalla. : Dividing "responsibility -and Tiharce
respectively between the subject ministry and the finance
ministry is a praotice that has been antithetiocal to developing
8 system of management by results.
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w~Leadership .

. quﬁéiéﬁébiém'of i§§ﬁcfsh£§ fq;qur.cifcuﬁstanoeriéfa\difficult
one. In meeﬁinggit,,ihrea important peculiarities of leadership

in public service néed 1o be borne.in minds ., . .- -

First, the" rewards for effective leadership and management in
"bub;io‘éérvige,are'invar;ablyfinadquatq not only in Nigeria but-
in ‘most other countries of the world as well.- -Perhaps the rols.’
that civil service plays in regulating, coordinating and: what may
seem to:be.gymbbls'bf_power,qnd authority in national affairs make
them unpopular for many, a subject -of: resentment by the public. ”
At the same time, the central role that public service play in
national affairs and in national reconstruction gives them a role
“of honour and being a partner.in thé task of reviving a nation .
,pust be a source of satisfaction to many. Lo - Co
“Svcond, a public’ $ervice.institution or enterprise- goes:through -
several stages of development; from its ereation, early survival-.
_and striving towards its objectives, to growth and expansion. Each
‘stage demands a different set of knowledge, skills and leadership.
A leader/manéger or administrator may be good at one stage .of ‘
development and not at another. Some may be good at adapting to
several stages of the developmental process... This notion suggest s
"“that if leaders or managers .do not, fulfil their-role, they

must bé replaced or the organisation's capacity for achieving.
‘Tesults will suffer. - = ! S Lo

Third, we’still need to evole in our public service, a rational
polioy on'the professicnal administrator. There is as -muich shortage
of competent professionals as there is.of competent administrators.
A good p#ofgssibnallﬁged.ndt be a good administrator. . :

Against the strenous requirements of the task, leadership in
,publioc service has to fulfil seversl demands. Of these, the most,
significant are the following: - C '

(i) The public servicés essentially require leaders:of integrity, of
bhigh ethiocal standards with vision for the future, empathy for
. the public whom he must serve, and the recognition of his role
- ;of service to the. people. The selectioﬁ"syst%m has to emphasise
‘.the: importance of.character as much as the intellectual
attainments of the public servant. - Co

(i1) Flexibility in civil service personnel to adjust to the ..-
. Tequirements of the changing situations in 1 developing
. oountry -is essential. forid-leader to be able to6 perform the
varied tasks that he:is called upon t6 perform, To be able
to recognise and appreciate that develSpmént tasks and
conventional activities Tequire two different ways of deéaling
"+ with situations, "and wit@lthélpublip; is difficult; put it is
- “an ability that .is necessary to handle these tasks well

oL
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The ability to motivate the subordinate as well as members
of the public is as necessary for leadership among civil

service personnel as any. We cannot ignore the behavioural

gscience approach in understanding *the present attitude
to work in the public services.. This is important. By

_any. standard, the average Nigerian is invariably regarded

as adventurous,. enterprising, hardworking and ambitisus.
Observers have often remarked with .amazement and admiration
the adventurous and enterprising spirit of several

prospervus Nigerian businessmen, the eminence of sduwinisira-
tors and managers and intellectuals at national and
1nternat10nal levels. Performance:and:efficiency are
determlnsd not only by the level of skill anid knowledge

but also by the structure and functioning of the organisation
and the external factors both of which can motivate workers
and influence their, .attitude to work,  Above all,there is
nothing that motivates the worker and 1nfluences hig attitude

- more than the quality and nature of the laade;splp,..

Nigerians are easily motivated towards performance and

_efficiency by expectations of obvious and immedidte personal

rewards. .But this enthusiasm tends to diminish when

.. collective and 1mper50nal action is regquired. The readiness

to. make .gome sacrifice for a national cause and . the ‘motivation
for achlevement without much material reward are traits not

. too evident in Nigeria even: though they are essential traits

for developing the right attitude to work especidlly in the

- public service.. Why are material rewards the only

motivation for work? - This is 2 field which gives considerable
scope for research and on which very little ‘interest has yet

‘been .shown; moreover, most of the factors affecting attitudes

also relate to issues- like cultuial traits, corruption,
nepotlsm, leadership problem and so on, 1ll of which are
dlfflcult to identify or evaluate. - > :

. Appropriate use. of persqnnel is neééssary for rapid ‘national
_development. -At times the talents of a person, and his

contribution in his field of specialisation are lost if he
is given assignments not suited to him. A glaring example
of this phenomenon is reported in the Da‘lj Tines of
December 18, 1976:%

"Those of us who have been opportuned t0 work w1th

this legend of a surgeon cannct but feel sad at the
..daparture of Dr Adebola Balley from Igbabi Orthopaedlo

Hospital ..... He would pick up the” smallest bones

and ‘rail” t hem together like & carpenter. ‘He would

plok up the nerve endings- ‘and repair the COmplex

oircuit of tendos 11ke a quallfled olectrician .....

* Daily tlmes Issue of December 18 1976: ‘Letter to the mdltor

by Dr. R.B. Ransome-KUtl and Dr. O Ogunkoya.

.
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There is. yet an orthopaedic surgeon in Africa -
- (black or white) who can match his ability and
experience. . One fault we all krnow about him is
that he is too nice, tovo.pleasant to bea stiict
. administrator. One would-be askin, t60 much from
;-his creator if one should expect the pleasantness
‘that made him such a kind -and-competent dogtor to
help make him a strict administrator." -

We should be able to compensate the professioral in such

.& way that he does not look up to any administrative post

. as a promotion. . His rewards should be givén for professional
competence and must carry the kind 0f ‘satisfaction that comes

. -

E Y R B o " LI

" The public service in Niéefia néedé~t9~iefine“measurements of
performance and establish an organiséd audit of objectives that no

. longer serve a useful purpose and are.unsatisfactory and unproductive
-activities. It is in this way that self-control is buili into the

system. Let us face it, how wany Nigerian Heads of Parastatals,
:Department s, etc. have ever thought of taking “the initiative to

:Jrevieﬁcand evaluate critically their ‘objectives, targets and perform-

~ ‘ance_especially on completion of a major project? It is in this area
.more :than any other that Nigerians as individuals faltow. We shy

. awayy congciously or unconsciously from uncovering our own weaknesses,

from admitting.them, and imbibing lessons for future action. Instead,

.-Wwe tend to react violently to critioisms no matter'ho#’genuine. The
“paradox of it all is that faults detected in-house and ‘dealt with

.. accordingly in the nick of time forestall future Commi-ssions of

"Inquiry; the genuine, but bitterly opposed criticisms of yesterday

are usually the open scandals of tomorrow's ehquiries. (overnments
come and go, Heads of Organisations come ahd go, public servants,

no matter how permanent, come and go. To use the biblical saying,
there will one day be "a new king who knew not Joseph" and the °
prevailing practice of godfathers and ethnicity in the public service

- 1n:plage of actual performance can act as a boomerang.

'.Developing'an effective system of management control réquires
that measures of performance are specific and measirable in
quantitative terms. In our experience of consultirg with public.
enterprises we have found that with patience.and perseverance it is
pdssibleftO'define'objedtives"ahd'ideﬁtify-mgasg:es of performance

““which are the first steps.to.developing a management control system.

HOﬁéjerggifficult; a reéQJteofienteq.publiC‘service would hardly
fuﬂctigh:yithout:dqve10ping an effective control -system.

Inffésffééture for. Public Service - b et

I am going to skip several obvious but importfant .infrastructural
problems like bommhnicatidns,'ﬁhe educational system, atc. that a
result-oriented oublic ‘service must tackle. I will however Taise
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the ;important issue Qf.develop;ng a system of decision making
:amifformql;ting public policy based on data rather than intuition
~ and -hunch... For this purpgse, tlree different kinds of things
.. would have to be done: o oot 5

__(a)"oreating a»macﬁineﬁy for. collecting relevant data,

LY U (b)) Laeveloping the ability among the ¢ivil service te

e ] “interpret data, and . . . o

. (&) using-data in decision making and in day-to-day work
of administration. . : .

- Current and sufficiently detailed information about the
Nigerian environment is lifficult to come by, especially in’regard
0. the labour market, distributive trades, industry, commercge »r
agricultural. pruduction. ' Bven where information exist) very few
organisations have the proper resources for utilising them. Only
. soanty socio-economic data are available in the country for planning

"at the national and state level. = ' e .

" Ressarch and Development in Publis Service E

. Today, development in all countries is based on the findings
' &f 'sdience and technology.- Publio service has two simulianeous
taskst the task of developing innovative organisations to promote
science and technology, and the task of adjusting itself to new
" . knowledge in the social and mathematical sciences with the aim of
" applying the knowledge. - To; remain dynamic, public service would
have to .develop ‘sel f-conséiousness about its own activities, unde»-.
take introspection and ‘initiate self directed change. Failure on
the part of the civil service to do so makes it ineffective and
affects the entire range of national development as a whole. As
far back as 1959, a Research and Development body was established
under Mr. McGrath in the olc Western Region Public Service. It was
" the "Think Tank® of the scrvice in those days. I wonder if such a
high-powered department exists in the State Public Service. If not,
I strongly recommend its creation. Innovation like training are
contimuous processes within a development and result—oriented public
gervice. For innovation and training to be continuously useful,
they have to be backed by new ideas, research and the lessons learnt
from experience and evaluation exercises within and outside the
public service.

11T, TRAINING AND CONSULTANCY

I would consider my lecture incomplete without alding a few
words on the relevance of training and consultancy in attaining a
result-oriented public service. Or, should I say with all modesty,
the role of the Centre for Management Development in helping to attain
a result—oriented public service. Within the last three years,
there has been a rapid growth in training consciousness in Nigeria.
In response, the number of management training programmes, many
of them of questionable standards, have more than tripled within the
last two years. I hope that it will not be a shock to the audience if
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I state that most of the classroom, ‘off-the- JOb training-has
llmlted 1mpact bn the aotual performance ‘0f “an organi‘sation: or
individuals uriless it forms a ‘part of an 0veralr'plan of -improve~ .
“ment by the concerned organic:ation. Thete is’ 20 substitute for
e ¢drefully planned 'and executed.on-the-job training. Experienoce
- 1s.an, 1mportant teacher and with practice comes skill. EHere again,
the quality of management “4% ‘Well asthé leader, the manager, the
boss or superior is of vital 1mportance. A dynamlc development

¥ lprogramme should therefore’pay.as much attention 3o deveIOplng the
system as the individual.

, Consultancy as a means of enhanclng performance W1th1n an
organlsatlon is hardly recognlsed in many public serv1ces of
- Nigeria. It 'has three. sighificant advantagest first, 1t exposes
. the public service to fresh ideas and innovation from outside,
3“ second, a non-member of an’ organleatlon ig more llkely -tot'identify
.}J.,problem areas tLan a pe;son who has been- part ‘of the organisationj
third, the entire transfer of knowledge, new- ideas, and.téchnology
emanating from consultanc_ are carried out on the ‘job. " The Centre
for Management Jevelopment has taken the initiative by providing
~consultancy services in the “form of- Programming. for .Improved.
" Perfortmance (P.I. P.) in public enterprises, and institutions.
: ThHese éXércises have been useful and: the Centre is now enlarging

B '1ts resources to carry Out this. work._ S .

A May I say.in concIuSLOn that for natlonal reconstructlon,ue

j-ﬁ need -a vision of the future as importantly. as the w111 to cooperate
among ‘the doers and’ helpers.: It is only through that klnd of joint
“eéndeavour that we would come nearer 1o the goals that all of us

cherlsh for ngerla. S




