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ABSTRACT

This study examnes the inpact of enpl oyee perfornance
apprai sal on norale and perfornmance of Katsina State Qvil
Servants. The study is no doubt inspired by the fact
that there was a grow ng concern anong the citizens of
the State on the coomtnent of the civil servants to the
over all developnent of the State. The State, being at
its infant stage is very much in need of dedicated civil
servants who will direct its affairs towards a position
that befits the status of a state. One of such areas of
great concern to the Katsina State Governnment and i ndeed
a sizeable proportion of the people of the State is

centered around the coomtnent of civil servants towards

t he devel opnent of the state.

Hence, in an effort to tackle these problens, a
nunber of factors have brought thenselves to bear or have
at one tine or another been put in place to curb the
probl emof an al | eged saying noral e anmongst the state
wor kf or ce.

Wi | e conducting this study, | nunber of issues
that have to do with enpl oyee noral e and productivity

were examned with a viewto comng up with sonething that

could explain the said low noral e anong civil servants.

The area, this study addresses itself to, that is
enpl oyee performance appraisal is an area that nanagenent

of the truismthat scholars have shown so much interest in.
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This is because of the truismthat no organi zation coul d
afford to disregard effective enpl oyee nmanagenent and

devel opment o

The thesis is divided into five chapters. The first
chapter dwells on the background of the study. It presents
a statenment of the problem aimof the study, significance
of the study, hypotheses, scope and limtation of the

study and net hodol ogy.

Chapter two contains literature review and the
theoritical framework. The relevance of literature review

to the study is also presented under the chapter.

The structure and functions of the Katsina State
Gvil Service as well as the evol ution of enpl oyee
perfornmance appraisal and its apparationalization in the

Katsina State GQvil Service are treated under chapter three.

Whi | e chapter four focuses on the presentation of

the data collected for the study and its anal ysis.

In conclusion, chapter five presents concl usion,

summary of najor findings and reconmendati ons.
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SMPLOYES PERFC MANCE APPRAISAL s TTS IMPACT
ON_M(ALE_/AND_ PERFORMANCE

1,7  STATEMENT OF THE ROBLEM:

The subiec 't ma-ter of peformance appraisal 1is a
very wide cne {nat could harl.y D2 completeliy covered
by a stucy of this natuce. The purpose of carrying out
such an exeix'ise. 1s to allew a soperior to evaluate the
performance cf a subordinate with a view to establisﬁing
how well ne has performed on.his ob for the purpose of
correcting shocicomings and encouraging employee by way
of raising his stzndard of perforrance of his official

duties to an acceptabie level of proficiency.

Tt is to be statea here thac in any human grouping,
performance appraisal exlis” and it is always carried'ouﬁ
knowingly or urknowiryly. It is nc. in doubt an
evaluation of the potentirals of an cmpioyee is necCessary
at the time of his emploument and ¢. a regular basis
during the tenure of such an employce. 1n a nutshell,
it is an exercise that i beneficla’' to both employer

and an employec.

It Is mostiy ackncwriedged by VFanagement Scholars
that <he main concesns ¢ a manager are three.

Thev are:

{1} a marager umusti plan.

31, a manager mustc (xeiute; ad

112,  a manages’ must roriew.
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J.P. Parker in an articlg titled "The Management

? Précess" reiterates that the least understood of the
three basic attivities or functions of the manager as
f enumerated.above is raview or appraisal. This appraisai
is focussed on the managers most 1mpnrtant rgsourcse, .~

' people.

N

ess In carrying out this function, a manager
elthar seizes the opportunity to construct a
management organisation soundly concelved and
. ecarried out along practical social and
- motivaticnal principles, or in failing this,
_ creates for himself a work-~force with sagging
»  morale. A realistic appraisal scheme 1s one
: means of helping an organisation and the individ-
ual managers use it to identify the performance
1evels of people and areas that need improving.2

aAccording to Stahl "reward discipline, advancementt

assignment, utilization all depend on evaluation.3 This

underlay the importance of performance appraisal scheme.

The subject matter of performance appraisal has
been defined in several Qafs. One of such definitions
which I view asICOmprehensive enough is the one offered by
. the United States Office of Per{oﬂnel Management., It.

views the concept as follows:- e

Aiiiperiodic written assessment of job performance
measured against responsibilities, gcals and/or
tasks, specific duties assigned and agreed to as

well as identification of strengths and weaknesses
training or development needs.4

" Prom the foregoing, the efficacy of employee . ﬁ&r_

performance appralsal scheme as a continuous and regular
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process of reviewing performance level of employees
tcwafda the overa1l progress of the crganization needs
not be emphasized. So is its role in providing necessary

feedback for improved performance and }ob satigfaction.

At this juncture, it becomes pertiment to say that
the search for a result oriented civil service for a
developing nation like Nigeria cannot be overemphasized.
This cpuld-be explained by the fact that the privatg
sector that plays » *~ading role in the economjicsof the
capitalist countries. The obvious vacuum created by the
absence of a well established private sector called for
the intervention of governments to spur and champion the
cauée of development. As such, the dominant role being
playéd by the civil services in Nigeria and most developing

countries must be understood within this perspective.

In Nigeria, since independence, various reforms were
initiated and executed with a view to properly shaping
the civil services to Carry out successfully the role
for which they were established. These reforms, |
héwever, have to a great extent proved to be ineffective.
Closely related to this, are the various attempts made
aimed at improving the technique used in reporting employee
performance, The ultimate cbjective of these reforms was
to raise the potential of employee by way of helping him
realize to a greater extent his capabilitles while

stirring to achieve the organisational goals. These
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attempts which among others has improving the technique
used in reporting employee performance were locked at
as necessary mechanisms needed to be employed to make
the civil services result oriented. This is because with
the attainment of political independence in 1960, the civil
services inherited from the Colonial overlords were
confronted with a more complex role than just maintenance
of law and order. The civil service was expected to play
a much more dominant and challenging role of precviding
the necessary stimulus for development. This must have

necessitated the creation of states.

Katsina State Civil Service as well ahall see in
greater detalls later in this study, came into being on
23rd September, 1987. The immediate problem the new state
was confronted with was the need for obtaining and maint-
aining skilled and unskilled personnel teo man the civil
service. Hence, the new state had to employ a number of
measures to enable it not only obtain such much needed
man-power but also intrcduce some delibrate measures
aimed at retaining such personnel to avoid high staff
turnover. 1t was understood that, for the state to
make any appreciable progress it could not afford to
ignore assessing the effectiveness of its staff w;th a

view to maintaining high standard of morale among them.

Among such measures taken to make the civil
service a result oriented one was the introduction of the

Best Civil Servant of the year competition.
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The objective of the competition as explained by the
Civil Service Commission was "promote or incalcate the
snirit.of healthy competition, reward excellence, and
provide a forum for an objective assessment of the past-
year within the rank and file of the Civil Service."d
Thus, suitable modalities were put in place culminating
in the emergence of the best civil servant of the year in
each Ministry/Department and parastatals. The following
steps were adopted:-

(a) Each Ministr}/Department and parastatals through
their respective Personnel Management Boards will
Beléct its own best civil servant of the year
considering such traits as perfcrmance, initiative,

efficiency etc.

(b) Those Civil Servants who emerge as the best
civil servants from each of the Ministries/
Departments will go a step forward to compete
among themselves for the emergence of the best

civil servant of Katsina State public Service;s

Prices were given to the Zonal and State best civil
servants of the year. The prices according to the
organizers of the competition were to stimulate high
standard of performance of duty by civil servants in the
State. Such was the concern for increased productivity

of the civil service.
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TO butrésé this'éonéern $or a result oriented civil - '
service, during one of the meetings ofla Crisis Managemené‘_
Committee set up by Katsina State Government, It was
resolved that "™™inisteries atteﬁtion‘be drawn on filling of
" APERS {Annpual Performance Evaluation Reports) to Officers
to be very coutious on grading."7 Thus, important asg
employee performance appraisal is to the overall progress of
the organisation. Sometimes it is said not be v;rried out
with the required vigour and objectivity, It is alsc sald to
be married by one or more of these negatiﬁe elements; favour-

itism, ethnicity, socio-political and'religious blases.

Yef, again, empléyeé appfﬁisal is considered as one of .
the most problematic components of personnel management. |
Suffice 1t to say that performance appraisal is shrouded in
problems t_hé{t .a common criterion for reporting employee |
appraisal that could satilsfy the yeafnings of both the
employee and employer is yet to be evolved. All the _
techniques so far evolved have dkawn a number of criticisms
to the extent that to advice any organization on the use of
any oné of them to the detriment of the oﬁhers could be
mis-leading, Hence, a universal approach or method of
reporting employée performancé that commands general
acceptability of both the employee and his employer can be
- said to be one of the banes of personnel management,

the wWerld Over.
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This problem was recognised by Stahl when he states that:

The central problem seem to be two fold: (1)
Finding the ways to appraise and report

9 performance that are meaningful and useful
in their impact on the work to be done.

(2) Finding the way to carry on the ~""inrs 43
and apply its results in full recognization
that the process itself is a prime factor
affecting employee motivation and morale.

The second is the principal object of debate,
inquiry and soul searching. Most managers
(and employees, for that matter) would probably
agree that evaluation should (a) Maintain or
improve performance, not retard it, (b)
Suppert supervisory responsibility for the
ultimate effectiveness of the work performance
and (c¢) assure reasonable equity in human
relaticnship.8

The open reporting system currently in use in the
civil services of the country (introduced in 1976) has
drawn a number of criticisms. Most of these critisms
have got to do with the socio-cultural and political
setting of the country that affect not only the smooth
functioning of the open reporting system but personnel
management and many other related fi~lds of study in the
country. Some of these problems aésociated with the system

are as outlined below:-

(a) vLack of objectivity on the part of the reporting

officers who may have personal interests to serve.



(b) poor knowledge of the rateesand their jobs by

many of the reporting officers.

(c)- Fear of repraisal by some raters in the case

of adverse reports issued on some ratees.

(d) Occasional refusal to sign an adverse report

by the subordinate staff.

(e} 1In difference on the part of some raters who
just steer a middle course in reporting on
ratees -~ thus not much commitment on the part

of raters.

(f) Sole reliance on it for promotion, etc.

perhaps, one may be right to say that it was with
the above alleged limitations of the open reporting
system in mind, that the Presidential Task Force, on
the Implementation of the Civil Service Reforms made

the following recommendations,

(i) The present APER (Annual Performance Evaluation
Report) should be replaced with one which
emphasizes concrete and measurable performance

rating.

(11) A new evaluation scheme be introduced based on
four criteria, suiéably weighted and differentiated

between categories of staff, The four criteria
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are: Actual performance compared with
prescribed performance standards. Character
traits, attendance and punctuality at work
and leadership performance.

(iii) The actual evaluation of an officer will take
form of awarding him marks in respect of the
four criteria based on the weight attached to

each criterion.9

Another major problem in the appraisal system in
the civil services in pafticular that of Katsina State
our major area of concern is that there are no standard
criteria (such as set objectives or standards to be
accomplished) by the employee. That is to say there is
no definite basis on which the performance of employees
will be measured against., This definitely leaves a wide

vacuum in the system.

A basic question of interest to manf observers is
whether Annual Performance Evaluation Report has
effectively worked out as an operationally viable weapon
for enhancing the morale and performance of ¢ivil servants

in the geo-political entity ¢alled Katsina State.

1.2 Aim and Objectives of the Study:

The need for a study of this nature on the subject
matter especially at this material time when a bold
attempt at reforming the civil services is being

implemented cannhot be over emphagized.
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This is moreso, as perfofhance assessed through APER

that formed the bedrock of promotion in the civil service
no longer prevails., 1t has now been combined with other
consideration (such as interview, examination). To that
end, an examination of the system of performance appraisal
and an analysis of its operationalization in the civil
service is a worth while exercise. Moreover, as at the
moment, unless for a limited number of articles that have
appeared in some management journals and the public service
review commissions reports (mainly Udcji and the report

of the presidential Task Force on the 1988 civil service
reforms) hardly any major work is available on employee
appraisal practice in Nigeria. From all available
information, there does not seem to exist a well articu-
lated analysis or compilation on this segment of Personnel

Management in Nigeria.

it is also the aim of this work to either confirm or
debunk the nction that the open reporting system otherwise
known as Annual performance Evaluaticn Report introduced
in 1976 is a contributory factor to the alledgedly
sagging morale and resultant loss of productivity the
Katsina State Civil Service is mostly associated with.
Similarly, the work has cast a serious loock at whether
the appraisal system has served as a devise of encouraging
employees to direct thelr energies towards an efficient
allocation of avallable resources and employee development

in Katsina State.
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Its impact on employee morale and performance has also

been subjected tc a close examination.

To sum up, this study has focussed its attention on
the procedure of employee performance appraisal and has
seen the extent it has satisfied the yearnings of the
empleyee. That is te say it has attempted to answer the
following questions; has the present employee appraisai
scheme in Katsina State contributed towards boosting
employee morale or otherwise? Has it also helped towards
improving employee perforhance or not? These two questions
are cCentral to any soundly conceived and operated
appralsal system as the evaluation itself is meant to
boost employee morale towards greater productivity and

not to dumpen it.

-

Finally, it is thé aim of this study to provide an
impetus for further research in the subject matter of
performance appraisal in the Katsina State Civil Service
and elsewhere, It is worth nothing that important as it
is to any human grouping, the civil sefvice must be
informed of the strengths and weaknesses of the appraisal
system with a view to taking apprOpriéte action - such as
reforming.the format or if found wanting changing it with
a new one, since a scund appraisal system is very vital

<

for effective management and employee development.



12.

1.3 Significance of the Study:

The significance of this study is that both
employer and employees especially in the Katsina State
Civil Service, the present and future students of
personnel management and general readers will benefit
from the modest attempt at intimating them with the

result of this research endevour.

It is hoped that what is presented as the outcome
of this modest but complex endevour will serve as a
catalyst for further research that will go a step
further to strengthen the employee appraisal scheme for
a corresponding improvement in employee morale and

performance.

The analysis of data presented here, therefore,
seeks to provide not merely details of existing practices
but also to go further in intimating anyone that may have
the time to go through this work which is a brief but

concise product of an emperical undertaking.

It is equally hoped that this study will contribute
in making the system more meaningful and, therefore,
result coriented. .This is born out of the truism that
Katsina State being one of the newest states of the
Federation and in a dare need of competent hands to
champion the mantle of leadership to achieve greater
heights. A study of this nature on a state faced with the

aforementioned problems is no doubt desirable.
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1.4 Hypotheses:

The following hypotheses were used as a guide to

the study. They are:-

1. Katsina State Civil Servants are dissatisfied with

the employee appraisal scheme.

2. As a consequence of hypothesis 1 above, employee
performance appraisal has not been able to serve

as a catalyst for improved performance.

1.5 Scope and Limitation:

The study, as suggested by the title is not confined

to the Katsina State Civil Service. As we have earlier

on noted, the subject matter of employee performance

appraisal is very wide as such the study is iimited to

the impact of Annual Performance Evaluation Report (open

reporting system) on the morale and performance of employees
¢ 1drawing our sample from some selected Ministries/Departﬁents

of the Katsina State Civil Service. The limitation of the

study to the impact of the appraisal system con the morale

and performance of civil servants in ‘Katsina State is

necessitated by a consideration of time and resources.

The study is as well limited to the period 1987 to 1990.

The justification for the checice of this period of three

years is to enable the researcher have access to files of

staff that form the sample for the study.
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It is felt that widening of the period would create
unnecessary delay as some of the staff in the service then
might have now left the service for one reascn or ancther
and access to their files may constitute a big problem.
This also mean that the periocd when the confidential
reporting system was in use in civil service of Nigeria

is not covered by the study.

1.6 Research Design and Methodology:

Having identified the problem, it is now essential
or even necessary to sketch out how the study was conducted,
This, therefore, leads us to the issue of the research
design and methodology. This will involve identification
of the procedure for data collection, statiétical analysis

and reporting of data as well as a complete framewcrke.

As the title of this study suggest, the Katsina
State Civil Service constitutes population for the study.
The independant variable is the ‘employee performance
appraisal better known in the Nigerian Civil Service as
the Open Reporting System or the Annual Performance
Evaluation Reporti(APER). The effect of the independant
variable (employee performance appraisal) on the
dependant variables (morale and performance) were subjected
to empirical study. 1In deing this, care was taken to
control all other factors that can directly or indirectly

affect employee morale and satisfaction.
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In executing the study, the following techniques

of data collection were employed. They arei-

1. Questionaire, ) - Primary data

2. 1Interviews, and }
3. Content analysis, ) - Secondary data.

These data collection techniques were were used to
enable the researcher have a wide and adequate coverage of
the population studied. Questionaires were distributed to
some selected Ministries/Departments; in doing so, the
researcher used his prior knowledge in identifying the
Ministries/Departments studied. 1In other words, quota
sampling was used; Quota sampling is of course a method
of stratified sampling in which the selection within each
strata is non-randoﬁ. Interviews were as well used: They
were conducted with scme selected officials who by nature
of thelr jobs have some knowledge of the conduct of the
appraisal scheme that proved toc be very vital for the
study. This was equally used in obtaining information
from semi-literate and illiterate staff. This became
necessary as this category of employees will not be able
to grassp cor even read and properly understand the contents
of a questionaire. Content analysis was done so as to
enable the researcher have scome insight into documented
employee appraisals in the files and what they have been'
used of. That is to say whether they have been used for
employee promotion or any other personnel matter or

simply kept in the file for the filling sake.
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The iafer data Coiié¢£idﬁ techhiques (that is interview and
. coﬁtent analysis) enabled the researcher to straighten
certain issues which would not have been adequately taken
‘care of by the questiocnaire. This is mo;eso as there are
questions that may not be morally right to be asked using-

guestionaire.

»

1.7 plan of the'ThesiS:

The study is breoadly divided into five chapters.
The first chapter which constitutes the introductory part
of the work comprises of the following; Statement of the
problem, aim of the study, significance of the study,
hypotheses, scope and limitation of the study and |

methodology. - o f ) S o

Chapter two is devoted to literature review and
theoritical frgmework. This chapter presents a synthesis.
of the major studies carried out on the subject matter.
The relevance of the literéture review is alsc outlined.,
It is also under this chapter that thecritical framework

is treated.

' The structure and functions of the Katsina State
Civil Service as well as the evolution of employee
performance appraisal séheme and jits operationalization
in the civil service of Katsina State is presented unéer

chapter three.
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Chapter four is solely devoted to presentation of
the data collected for the study and shows the analysis

and interpretation of the said data.

Finally, chapter five presents conclusion,

summary of major findings and recommendations.
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CHAPTER 11

LITERATURE REVIEW AND THEORITICAL FRAMEWORK

2.1 Literature Review:

Having provided this backgfound informaticn on the
basic issues for this study and for a better understanding
of the institutional arrangements involved and at the same
time enhancing our knowledge of the employee performance
appraisal scheme, the world over, it will be useful if a
review of the existing literature on the subdiscipline is
made. We have already noted that employee performance
appraisal in Nigeria has not attracted much scholarly
interest from many quarters. We must, however, confess
that the subject matter is very wide and has attracted a
lot of literature written mostly by.AmeriCan and Eurcpean
schelars. As such, we shall contend ourselves with only
the issues that are of immediate concern to this study.
This will enable us have a grasp of the major works on the

subject matter.

As we have said earlier, an appraisal of the
employee is undoubtedly necessary at the time of his
employment., However; an appraisal on continuing.basis
during the working life of such an employee is also
desirable and useful. Employee performance evaluation is
constantly being done although a times at an unconcious
level. Employees evaluate superiors, fellow colleagues

and subordinates. What is needed (in all corganisations
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and inrespective of their sizes and mode of ownership) is
to generate proper control and formal procedure for
evaluating employee performance. Appraisal systems
especially .when properly formulated can be very vital

for effective management and for employee developmente.

Stahl assets that;

No crganization can escape making judgements
about the behaviocur and effectiveness of
members of its staff. Assignment, advancement,
reward, discipline utilization and motivation
all depend ultimately on such judgements,
whether they are simply implicit in the
decisions and actions of management.1

Beach on his part perceives performance appraisal
as a "systematic evaluation of the individual with
respect to his performance on the job and his potential

for_develo;:ment."2

Ubeku notes the principles of performance appraisal

as follows:
It should be focused on the performance of
the employee on the job and not the employee
himself. What should matter is results, what
he is paid. Where personality is involved -
cheese conly aspects that affect his elther
achlieving or not achieving his results. It
is a means of developing the employee on the
job. Consequently, appraisal should be
approached with the intention of strengthening
strong points and enabling the employee improve
on the weak ones. Avoid personal prejudice ...
(it) breeds unhealthy atmosphere and distrust
creeps in.3

- Closely related to the principles of performance

appraisal is its philosophy which Baylie et al aasert it
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should be based on the philcosophy cof the particular
organization. For example, if an organization or
enterprise is highly structured and authoritarian - a
lossely structured and participative appraisal system
would fail.. However, if the organization allows free
participation of staff in its pcliey making, the "open

door" approach would be more successful.4

According to Beatty research findings reveal that
the most effective programmes allow participation in the
development of the performance appraisal criteria and
provide for feedback rating to ratees. This participative
apprach helps in gaining ratee commitment to the goals
of the programme and help the employer to know the ratee

problems.5

wparticipation also would communicate desired
levels of performance, just what has to be done to receive

a good performance appraisal from raters".6

A similar view to the above is that cited by Wraith
of the British Servive Department, whereby the appraisee
is allowed to participate, to the extent of even job
des~ription. Where a common agreement is secured, then a
joint statement is signed to that effect. Example from
British post office, British Gas and British Airways
indicate that the "open door" approach both in setting the
joals and Jjob description has ylelded result generally on
he overall performance appraisal exercise.? Furthermore,
Lilagbe notes-that the—fundamental banes of modern
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appraisal method are:

(a)

(b)

(p)

Performance oreintation
Focus on goals or objectives (result)
Mutual setting of goals by the superior; and

subordinate officers.a

A summary of the objectives and uses of performance

appraisal from Ugiagbe, Wraith and Baylie et al respectively

are as- follows:

p
2.
3.
4.

It satisfies the allocation of avallable
resources in a dynamic systeme

It is a process by which employees are rewarded.
1t gives employees feedback about thelr work.

It tends to establish falr relationship among
various persons in a working evironment.

1t aids the process of coaching and councelling
of the subordinate by his senior officer.9

It helps to reduce employee greievances, when
information is éupplied during grievance

interviéws.

It helps to achieve progress and improvement
following a fair review of past performance and
agreement on future objectives.

it helps in assessing training needs and bring
about individual and gréup deve10pment.10

To identify employees for layoff or recall.
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10. To determine the need for disciplinary action.*'®

These may not be the only objectives and functions
of performance appraisal, however, they seem to be the
major ones. Thus, performance appraisal serves
administrative purpose, performance improvement and

research for future development and training.

The guesticn of when to evaluate staff depends on
the type of organization and the cadre of staff. However,
the general view from the literature is that newly
employedlstaff are likely to be more frequently assessed
than experienced and long serving staff. Most employers
find it convenient to appraise their staff annually. 1In
the Nigerian public service, perfcrmance appraisal for

confirmed employees is done pnce in a year.

Stahl asserts that, it is better to focus
performance appraisal on specific events instead of
waiting for the calender year. He gives the following
examples: '"When new hands are employed, when there is
a re-organization, when technolegy has changed, and when
there is an annual performance either excellent or too
pcx)r.‘..".12

It has been generally accepted that it is fhe ratee's
actual performance on the job, and nct himself, that should

be appraised. This sounds leogical, but the traditional

rating systems give more emphasis on personal traits.
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and characteristics of employees rather than the actual
performance on the job during the pericd under review.
More attention was therefore placed on integrity,
initiative, dependability and the 1like. However, in the
new trend, there is a shift from the perscnal trait to
the actual performance. Stahl notes that "the alternative..
«ssNowadays, is...actual and concrete... behaviour on the
job without trying to translate this into a picture of the
employee's personality... This approach is... consistent
with the Concept of management by objective (MBO) wherein
evaluation is concentrated on results, not just on

13

technigue", Thus, appraisal must be based on the ratee's

actual work, on the gquality and quantity of his production.

There are many metheds of evaluating employee
performance. The choice of any one of them depends on
what the emplcyer intends to achieve. Stahl records them

as follows:

1. Production Records - This is said to be suitable
for evaluating typists, file‘C1erks, voucher

auditors, claims examiners and machine operators.

2. Man to man comparison -~ This started during the
first world war by the armed forces. 1Its fault
is that it concentrated on traits other than

tasks.

3. Rating Schedules: This consist of listed

factors on which judgements are to be made and a



scale of numerical or other degrees to apply to

such factorse.

Graphic Rating Scales - This came about in an
effort to standardize the rating schedule and
reduce its inconsistenies. It consists of a
list of traits or function to be rated, arrived
at by analysis of factors leading tc success or
failure on the jobk. 1t alsc has descriptive
phrases denoting the several degree to which
strong or weak evidence of the factor's presence
in an employeets performance is noted. The one
fault here is that the stamp of scientific
method 1s being placed on essentlally subjective

judgement,

Critical incident method -« This is to record
both effective and ineffective incidents in the
employee's performance which is meore typical of

the individual's total behaviour.

Narrative Reports - This is dcne following
guidelines., It permits flat statements of
facts. The problem here is that, such reports
canhot be easily compared to others. However,
it could be most useful in future placement and
in developing mutual understanding between

supervisor and subordinate.

Coachlng appraisals - A continual exploration

will be useful for fostering mutual understanding

25.



between the rater and the ratee.14

In addition to the above, Daver records MBO as one
of the methods. Here, the employee, in conjunction with
the rater set the goal or standard and poth arrive at a
consensus as to what should be appraised. This is mostly

done in respect of senior staff than with junior staff.15

From the literature, it is clearly established that
most research findings have found that the most efficient
appraisal programme allows for appralsee direct
participation in the formalation of the criteria to be
used in assessing his/her performance. This participation
gives the employee a sense of participation and recognition.
It, therefore, helps in gaining employee commitment to the
objective of the appraisal scheme and as well give him an

insight into the supervisor's problems.

The supervisors assigned with the task of appraising
the performance of their subordinates are no doubt faced
with a difficult task. This is because they are exﬁected
not only to observe but also recall the past performance
of such subordinates. In so doing, they are (in most
performance appraisal programmes) expected to complete
complex forms as objectively as possible,; thereby avoiding
personal biases and prejudices. They are also expected to
justify their ratings to the employee those performance

is being appraised. Beatty and Schneir suggest as follows:
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Because performance must be observed over a
long period of time (i.e. six months) in a

P.A. Programme, good raters often make
anectatal reccrds of performance, beigg

careful to includes positive and negative
incidents. Severak raters can be used to get

a more complete opinion of performance.
Possible raters include the job incumbent,
peers, surbordinates, supervisors one or two
levels above the ratee and persons external to
the organization brought in to rate performance
as long as potential raters have direct
knowledge about a ratee's performance, they may
be useful.16

Most supervisors are apprehensive about evaluating
the performance of their surbodinates especially on face
to face basis. 1In most cases, this apathy can be
attributed tc the criteria against which supervisors are
required to evaluate the performance of their surbodinates.
However, going through the Iiteratﬁre, modern management
scholars relate the degree of openness of an appraisal
scheme to the degree to which they want to emphasize
contrel as against pérformance or results - orientation.
It is almost generally acknowledged that the moreJOpen
the appraisal system, the more result oriented is the
system. It is said that openness allows feedback to both
the appraiser and the appraisee which can ultimately lead

to corrective action.

It must be emphasized that one of the most difficult
problems in a P.A. Programme is justifying an assessment
of performance by a supervisor to a surbodinate. Informing

surbodinates how they are doing when they are performing
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below expectation. Communicating this poor performance
mis still a difficult and anxiety producing process for
most raters and ratees. However, ratees want know where
they stand and what they must do to improve their

performance, Thus feed back is vital to them."17

Appraisal interview should be a kind of dialogue
between the appraiseer and the appraisee. The person to
be interviewed should have early notice and be reassured
of the purpose of the interview. He should be requested
to give a serious consideration of his own performance
over the period to be reviewed, taking into consideration
factors that had been present in either case.. The
appraiser should as well prepare himself by studying the
employeet's job description and agreed standards of

performance.

In these meetings, the appralsee must endeavour to.
put the emplcyee at ease. The setting should be as
informal a; possible. He should acknowledge good work
and show him where he could improve., The benefit of
performance evaluation could be greatly enhanced by

skillfully managed appraisal interview.

The appraisal interview is an important part of
the appraisal process. A foremost decision to be taken
by the supervising officer while conducting the appraisal

interview is whether to be participativ e or directive.
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In any interview, it is required that the interviewer

should adopt the participative style. This allows the
surbodinate to critique his/her own performance and even

of fer suggestions improvement and developmeq$@ Thus,

the supervisor acts as councellor and adviser. This does
noﬁ, however, means that the supervisor cannot disagree with
the surbodinate, 1In general, the participative technique
has proved more effective than the directive technique in

increasing the employee's motivation and improved performance,

Luthens SUggested some general guidelines that can
help superviscrs conduct an appraisal interview, Briefly
these are:=-

1. Listening - One of the primary purposes of the
interview is to determine methods of increasing
employee performance, Both the supervisor and
the employee have ideas that must be exchanged
if this goal is to be accomplished. Therefore,
the employees must be given the opportunity to
communicate. This ensure that the employees are

not inhibited from contributing.

2. Maintaining an open mind = Although the supervisor
will have prepared back up date, final judgement
regarding performance should be reserved until the

employee has had the opportunity to provide imput,
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3. Being prepared for feedback - Since the supervisor
plays a crucial rcle in helping the employée to
achieve objectives, it is entirely possible that
the supervisor may be identified as é roadblock to
achievement, The supervisor must recognise and
prepare for this possibility. If Ehe interference
is cbvicus, it should be pin-pointed in terms of
specific incidents so that action to relieve the

prcblem may be planned.18

In needs toc be noted that whenever one individual
evaluates the performance of another, thére are scme
problems and biases that may crop upe These problems will
be briefly outlined and discussed below, Supervisors must

be extremely careful to avoid these problems.

A number of problems are associated with performance
appraisal, The rater frequently oper;tes under pressure
when appraising his surbodinates, Beatty and Schneir
identify the common pit-fails. They note that nBeside
Jthe difficult nature of judging okhers in general, some
particular problems in the pewformance appraisal process
can lessen its effectiveneﬁs...s.. Raters may rate all,
too high (leniency error or vice versa) or many not,
discriminate sufficiently across ratees,.....giving

everyone similar rating (halo affect). They may base
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their rating on one aspect of performarce rathered than
all the aspects performance separately. For example,
because a ratee is often tardy, he is rated low, even if
his performance at work is gooé". Beétty and Schneler
recommend that the first step in sclving the above problem
is a thorough job analysis. The critical elements of
performance to be rated must be identified, It is only
them that useful rating or evaluation of staff could be

made.ig

Luthers and Matinks further list "Recency Errors,
primary errors, Jjob Errors and stereotyping" as other
problems associated with rating employees, 1In the recency
errors, rater base his ratings of the surbodinate on the
mcst recent performance rather than the overall period
under review. Primary of errors is the opposite of the
above. While in the job errors, the focus is on job rather
than the ability to perform that jobe. Stereotyping, like
the "halo effects" this cone is the result of a particular
trait or characteristic.  The results are usually negative
for the employee. The category on which the rating is

based may be age or body build.20

To eliminate both primary or recency errors in
ratings, Luthens and Matinks suggest a thorough review
of records and files to avoid being unduely influenced

by either most recent or only past events.21
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Another problem could be lack of general agreement
between the superior and the ratees. The disagreement
usually arises from 1ack of organisational policy as regards
notifying tﬁe ratee of his unsatisfactory performance early
enough, When there is a short-coming noticed in the ratee's.
performance and he i1s notified immediately, the chance are

that he may improvee.

The superviscrs charged with the task of evaluation
of surbodinates performance have extra responsibilities,
Furthermore, they are required to justfly thelr ratings
of the surbodinates to the counter-signing, officers.
This burden can be minimized by haﬁing them trained in the
particular format being used in the organisation. This would

help in reducing the biases and errors by the supervisors.

The subject matter of performance evaluation, és we
have already observed, has been extensiﬁely researched into
by management scholars and practitioners as well in the
developed and even scme countries in the developing world,
There is encugh literature on the subject matter to guide

anybody that wishes to undertake a study in the subdiscipline,

'Ih Nigeria, however, as we have already noted
elsewhere in this chapter, not much interest has been

shown cn the subject matter by management practitioners
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and academicians. For instance, the only study undertaken
on the sub=discipline in this University is the ocne
undertaken by B.,A. Dauda titled "employee perceptions
" of performance Appraisal Exercise in Nigeria Civil Service:

P
2 The researcher

Focus on Sokoto State Civil Service".
made a gocd attempt at lodking at some of the most
important aspects of the sub-discipline but fail short

of coming up with anything tangeable on how to improve on
the existing format of reporting employee performace,

What he did was to concentrate on outlining the schedule of
duties of Administrative and Executive Officers, Bearing
in mind the fact that the two c adres have been virtually
abolished by the 1988 civil service reforms, the impcrtance

of such a study can be said tc have almost gone with the old

dispensation,

Yet, another study on the sub-discipline was conducted
by a group of students of Advanced Management Training Course
(AMTC)« This study, was more-cor-less a mere narration of
the-format being used by the Nigerian Tobacco Company (NTC),
Zaria to report the performance of their workers. 1In short,

the study is devoid of any empiricism,

2.2 Thecoretical Framework

It is the central focus of this study to determine
whether the employee performance appraisal scheme currently

in use in_the civil services of N lgeria knowh as the Annual
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perfcecrmance Evaluation Report or the open Reporting
system ensures a bocost in employece morale in the Katsina
State Civil Service. It is our assumption here that if
a falr employee appraisal scheme is evolved, it will
ensure that emplcyee objectives are integrated with the
ocbjectives of the organisation. It will equally ensure
that employees performances are evaluated on the basis of
their accomplishments. This will subsequently ensure that
employees are rewarded (i.e. promoted) on the basis of their
performance as opposed to some other negative factcors,
If the above is ensured, the organisation is likely to have
A satisfactory and satisfied work force. It is ones contention
that if employees have high morale, they will dedicate
themselves tc the objectives of the organisation, Employeces
with low morale cannot put in their best for the accomplishment

of the organisational objective.

A number of management scholars- {behavioural
scientists) have written on the subjeét matter of motivation.
For instance; Hertzergt's findings (1968) su ggest that both
thygienet and tmotivatort factors meet employees needsy but
that it is the "motivators® which provide incentives that

lead to high levels of perfbrmance.23

Abraham Maslow (1954)
on the other hand, profounded what he calls the hierarchy
of needs which should be satisfied to chfgure workers commite

ment to the organisational goalss2?
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Yet again, Douglas McGregor (1960) advecated what he

calls "A theory of Management ccncepts" appears to share

the views expressed above. He as such, suggests that

managers in an organizations should concentrate their

efforts towards integrating the emplcyee's and organizationt's

goals in order to motivate their workers.?>
In pursuding the study, we are guided by a popular

management technique generally referred to as Management

By Objectives (MBO) profounded by peter Druckers a renowned

management scholar. MBO requires a clear definition of the

goals expected to be achieved by the employee as well as

on evaluation of the actual achievement and non-achievement

of such goals by the employee. The expected goal and actual

achievement will be compared,

Management By Objectives was popularised in the early
1950s and 1960s. The emphasis on MBO was concentrated on
its benefits in the area of performance appraisal. It brought
about for the first time a shift from the convensional evalu-
ation system which focusses on trait ratings which were then
seen as being unfair and incapable of motivating employees to
put in their best for overall organizational objectives.
With the evaluation of MBO, the convensional appraisal
scheme was seen as days functional as it tended to evaluate

an employee on how he approaches his job rather than on result
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achieved.

Management by objectives as it relates to MBO involves
Individual employee assigned those things he is expected
to accomplish, in other words the objectives. Such
predetermined cbjectives are reviewed with the supertors
for formal approval. This approach is considered as fairer
than the convensional cne. This is what is commonly referred
to as result criented appraisal. This is because an employee
is given a few weeks tc come up with his objectives and have
them okeyed by his supervisor. At the end of the year, the
predetermined objectives are resurrected for appraisal
purpcses. It, therefore, gives more importance to achievements

rather than approach,
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THE STRUCTURE, FUNCTIONS_.AND EVOLUATION OF
KATSINA STATE CIVIL SE E

3.1. Background of Study

The geo=political entity today known as Nigeria
is essentially a British creation. 1t came into being in
1914 as a result of the 'Amalgamation! of British Northern
and Scuthern protectorates. Likewise, the Nigerian Civil
Service, which had its crigin to the administrative
machinery established by the same colonialists to facilitate
the *plundering' of the riches of this country., Thus, the
British, in order to maintain law and order for the
prosecution of her expleoitative machinations, established
a relatively small cclonial service largerly manned by its
nationals charged with the responsibility of collection of
taxes and carrying cut scme simple administrative role.
In this wise, the civil service, during the cclonial periocd
was meant to serve British imperial interest of exploiting

the human and ndtural resources of Nigeria,

However, since 1960 when Nigeria gained pclitical
independence, the civil service has rapidly developed into
a vast and complex organisation geared towards
accomplishing the tideus task of serving as an institution
charged with the responsibility of championing overall

national development. Whether it has successfully
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accomplished this task or not is cutside the scope of this
study,

The administrative area referred to as Katsina
State came intoc being on 23rd September, 1987. It is an
amalgamation of what was hitherto known as Katsina and
paura Emirates (otherwisx known as Katsina province)., It
is one of the twenty one states that form the Federatien

e

of Nigeria. The state has twenty local Government Areas
forming the base governments with an estimated populaticn
of 4,718 million pecople (1988), It has the following
states as it neighbours, Sckott State in the West, Kanc
“tate in the East, Kaduna State in the South and Republic
of Niger in the Nerth. The weather varies accerding to
the sene-~ of the year, However, generally the weather

=.7. in the morning, humid in the afterncon, cocl again
in the evening. 1t is geographic ally located thus latitude
- neles 119 07+ 49w and 03e & 9° o+ 40®, Furthermore,
. .'w2en November and January, the harmattan lcwers temperatures. .

I winds are dry between Decémber, and i\}:}rila..’1

W th the creation of Katsina State on 23rd September,
1987. th2 rudiments of what is now khown as Kaisina State
** forvice came into being, After about three years, the
st~%c civil service has metamorphosed into a well established
mraaveratic structure which is playing a leading role in

"h2 harculian task of buildihg the state so as to take a



pride of a place in the comity of states,

3.2. The Structure of Katsina State Civil Service

Under this topic, we shall consider the structure of
the Katsina State Civil Service before and after the 1988
civil service reforms. This is necessary because the twe
pericds are characterised by different crientations that

need to be highlighted in a study of this nature.

It is to be noted that no crganisation could stand

the test of time without a structure as chacs and confusion
are likely to set in, for example, without a well established
structure employees in an organisation will not be able to
grasp the tasks they were hired to handle. In the same vein,
lines of responsibility will not be clearly demarcated, like=
wise achievement, 1In a nut shell, activities in the
organisation will be hindered, Drucker explains this in the

following wordst

Above ally, we have learned the danger of the
wrong organisation structure. The best
structure will not guarantee results and
performance. But the wrong structure is a
guarantee of non-performances All it produces
are friction and frustration. The wrong
organisation puts the spotlight on the wrong
issues, agqqgravates irrelevant disputes, and
makes a mountain out of trivia. It accents
weaknesses and defects instead of strengths,
The right organisaticn structure is thus a
pre-requisite of performance.2

It is generally ackncwledged by management scholars
that certain well established principles of structuring

in an organisation exist. We shall, here, consider the
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ones from the work of Koontz and O'Donnell.

l.

2.

5.

6e

An organisation structure is effective if it
facilitates the contributicn of individuals te the

attainment of enterprise objective,

A clearly defined objective is the essential

fcundation of any organisation:
The results expected from the managert's
job must be clearly defined before the objectives
can be passed on to subordinates.

Organisation structure should focus first, not on all

the activities, but cn the key activiti€S........the

make or break items:

- In what area is excellence required?

- In what area will lack of performance endanger
results?

- What values are truely important?

An organisation is efficient if it 1is structured to
aid in the accomplishment of enterprise cobjectives

with the minimum of unsought consequences or costs,

There is a limit in each managerial position to the
number of persons’an individual can effectively manage.
The exact number will vary in accordance with the
underlying variables and their impact on the time

requirements effective managing.

There is an optimum arrangement of people to accomplish
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any given cbjcctive,
7. The clearer the line of authoritv from the top manager
in an enterprise tc every subordinate position, the

more effective will be decision making and communicaticn

in the crganisation.

8. Authority is the degree of right, power, and freedom
to take actions necessary to carry cut responsibilities

and achieve results:

Line auvthority is the power to:
2hat
*po¢lde
"Dlrect
*Srend
staff authorlty is the power toc:
*Investigate
sudit
*Necomrend

*2rovide Service.

9. authority delecated to an individual manager shculd
be ~dequate tc 2nsure his ability tc complish results
expected of him,. The res~~nrihility fcr actlions cannot
he greater than implied bv *the authority delegated,

nor should ¢+ be lass,

10. The more completa the reporting relaticnship of an
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individual to a single superior, the less chance there

is of confusion over roles and responsibilities and the

greater is the degree of persconal commitment to the

achievement of results.

11.

12,

13,

14.

The accountability of the subordinate to his superior
for performance is absclute and no superior can escape
accountability for the work performance of his

subordinate,.

It is impértant to define, in the most precisely
measurable way possible, the nature of the contribution
expected from staff, not in terms of activities or
programmes, but in terms relating to the contribution
to the end result. This is the essence of results

focussed position structuring,

The efficiency and effectiveness of an organisation
structure are determined by the extent to which it
reflects classification of the tasks or activities

to attain goals and assists in their coordination,
and the extent tc which roles are.designed to fit the
capabilitics and motivations of people avallable to
fill them.

The number of functional levels in the organisation

must be kept to a minimum.3

The Katsina State Civil Service, which as we have

already highlighted elsewhere in this chapter was part of
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Kaduna state Civil Service and indeed the Nigerian Civil
Service. It, therefcre, owes its origin to British
Celenial domination. The colonial bureaucracy was mainly
concerned with the maintenance of law and order to ensure
a smooth exploitation of the colonised nations. The
administration was highly rigid and hierarchical in its
structure., Rules and Requlations a examplified by the
formulation of t'General Orders' which were strictly
followed, 1Initially, the administrative machinery was
centralised. It was in the later years, mainly with the
introduction of the Macpherson Constitution that gave rise
to regions and regional governments that the regional civil
services came into being. It is these regiocnal, services
that metarmophosed into what is today known as the state
civil services. Tocday we have twenty cne state civil~

services and the Federal Civil Service.

Havingenumerated these, there is £he need for us to
highlight the essential features of the Katsina State Civil
service before the promulgation of decree 43 of 1988 that
gave éise to the 1988 civil service reforms,

(i) The organisational structure of Ministries was

hierarchical with the permanent secretary at the
top. He is not only the Chief Executive but also

the Accounting Officer,

(ii) All powers and authority were concentrated in the

hands of the permanent Secretary and not the
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Commissioner.

(iii)

(iv)

(v)

(vi)

(vii)

The Commissioner was only the political head of

the Ministry with more or less ceremonial functions.

Scme cadres (mainly auxiliary) Qere pooled and

staff belonging to such cadres were posted from one
Ministry to another as the exisgency of the situation
demands. Such cadres are Administrative, Executive,
Accounting, Stores, Personal Assistant and Secretarial -

Staff.

The over bearing influence of the Administrative
Of ficer cadre which was mainly meant to support the
line managers and not to inhabit or hinder their

functions.

The state civil service commission was the body

that was solely responsible for the recruitment,
promotion and discipline of staff from G1.06 and
above. While cases of staff on Gl.01 to 05 were

delegated to the Ministries/Departments.

There was an open conflict between the Administrative
Officers and the professional officers. The
situation was somewhat choatic and it in most cases
affected the productivity of the civil servant. So
there was role conflict between the Chief

Executive who is also the Accounting_OffiCer, the

Permanent Secretary and the pclitical Head being
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Commissicners

Commissioner,

(viii) civil Servants by law were completely insulated
from politics. They could, therefore, gerve any
Government that comes into power impartially,

This was the general assumption although in practice

it was not sn.4
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Above was the nature and organisation of the Katsina
State Civil Service which is a sub-unit of the Public
Service. It is made up of employees otherwise known as
servant of the state. The public service is sub-divided

into Ministries, extra-Ministerial Department and parastatals.

We shall now site examples of some selected
Ministries showing the variocus units that existed in
them before the 1988 reform. This will enable us compare
and contrast with what now prevail in the ministries with

the implementation of the reforms,
Ministry of Agriculture and Natural Resources:-

-~ Administrative Divisilon
-~ Agricultural Division
~ Co=-operative Division
~ Produce Division

-~ Home Economics Division
~ Irrigation Division

~ Agricultural Engineering Division
Ministry of Finance:

-~ Administration Division
~ Stores Division
~ Revenue Division

-~ Treasury Division.
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Ministry of Health:
= Administration Division
- Pharmacy Division
- Enfironmental-Health/EpidemiDIOgy Division
=~ "Wotks Division
- Planning and Training Division
- Community Health Division

-~ Maternal and Child Health Services Division
Ministry of Social Development, Youth and Sports:

~ Administrative Division
- Rehabilitati;n Division
- Youth Division
-~ Women Division

- Sports Division
Ministry of Works and Transport:

- Administrative Division

= Building DPivisicn

-~ Electrical and Mechanical Division
= Civil Engineering Division

-~ Road Traffic Division
Ministry of Commerce and Industry:

- Administrative Divisicn
- _ Commerce Division

- Indugtry Division
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Ministry of Information, Culture and Home Affairs:

- Administrative Division

- Information Pivisicn

- Fire Services Division

- Tourism Department

- Library Division

- Cultural pivision

- Theatre Arts Department

- Research and publication Department

- Commercial Department,
Katsina State Water Board:

- Projects Department
- Operations Department
- Commercial Department

- Rufal Water Supply Department,

The enactment cof decree 43 of 1988 ushered in the
1988 civil service reforms. The decree brought about far
reaching and fundamental changes wWhich were the most
comprehensive reforms ever witnessed by the Nigerian Civil
Service., It is indeed a near break away from the rigidities

of the past,

According to Oshionebo, the reforms hope to build
a civil service which among others, ensures:

(1) The attainment of Government cbjectives and aims;
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(ii) An efficient and expeditious administration

of Government business;

(iii) Greater dynamism and responsiveness to the

developmental needs of the nationj and

(iv) proper crientation of the civil servant whose
focus should be the achievement of results
rather than obsession with precedents and

proCeduresos

To ensure that the above objectives were achieved, a
number of provisions were made in the decree that almost
completely changed the civil service at least structurally.
For instance, the Commissicner who used to be the political
Head of the Ministry is now the Chief Executive and
Accounting Officer of. his Ministry. He now manages the
men, money and materials of the ministry so as to achieve
the desired results. He is, however, to delegate a
substantial part of his power to the Director Geﬁeral

who is now his Deputy.

In the same vein, the Permanent Secretary has now
been made a.political appointee like the Commissioner,
His tenure is to end with the administration that appoints
him unless the incoming administration decldes to retain
him. He is now to be called Director General thereby

putting an end to the era of super permanent secretary,
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Géing by the above structure, one could easily see
that the civil service had witnessed certain fundamental
and far reachihq s tructural changes. The changes are

mainly in the form of ;=

(a) Staff structure
(b) Horizontal structure

(¢) vertical structure.

With reference to staff structure, civil service has
now been professicnalised, Each inil servant is now to
bear a functional title and will make his career in a |
ministry of his choices T his means that the pooling
system that pervaded the old system has now been abolished.
Three basic staff categories have now beeh introduced,

T hey arey Director category (Gl.15 - 17), Officer category
(G1.08 = 14) and finally Assistant category (Gl.01 - 13),
Thé first consists of full professional with general
management respoﬁsibilities, the second is made up of full

professional and the last of sub«professional.

The horizontal structure of the reformed Ministry
is such that three common management departments have been
created., The departmats are to assist the Commissioner
manage the resources of the Ministry in the most economical,
efficient and effective manner. It is, however, to be added
that their role is to complement the activities of the other
'operatﬁonsi departments whose main focus are the line

functions.
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T he vertical structure of the Ministry has also been
streamlined to ensure uniformity in the whole service,
Under this arrangement Department is to be headed by a
Director, Division by a Deputy Director, Branch by an

Assistant Director and Section by a Chief.

Katsina State, in an attempt to implement the above
structure issued a circular titled 'Implementation of Civil
Service Reforms in Katsina State'. It approved the following
structure for Ministries, Departments and parastatals.

We shall here consider the structure of only some selected

establishments.

Ministry of Agricultural and Natural Resources:

- Personnel Managﬂment Department

- Finance and Supplies Department

- Planning, Research and Statistics Department

- Agriculturai Engineering and Irrigation Services
Department

- Forestry Department

- Veterinary and Livestock Services Department

- Agricultural, Pest Control and Co-operative Department

Ministry of Commerce and Industry:

= Personnel Management Department
« Finaace and Supplies Department
- Planning, Research and Statistics Department

= Commerce/B.A.T.C. Department



- 1Industry/sSmall scale Industries Department

Ministry of Education:

- Personnel Management Department

-~ Planning, Research and statistics Department
- Schools Department

-~ Inspectorate Department

—~ Science and Technical Education Departmant

Ministry of Finance:

- Personnel Managgment Department

~ Finance and Supplies Department

~ Planning Research and Statistics Department
~ Treasury Department

~ Budget Department

Ministry of Health:

~ Personnel Management Department

= Finance and Supplies Department

- Planning, Research and Statistics Department
~ Public Health Services Department

- Pharmacutical Services Department

- Primary Health Care Department

Ministry of Information, Home Affairs and Cultwe:
=~ Personnel Management Department
~ Finance and Supplies Department

- planning, Research and Statistics Department
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Information Department
Home Affairs/pire Services Department
Library services Department

Printing Services Department

Arts and Cultyre Department

Ministry of Justice Departments

e

Personnel Management Department
Finance and Supplies pepartment

Planning, Research and Statistics Department
Legal Drafting Department

Public Prosecution Department

Civil Litigation Department,

Audit:

Personnel Management Department
Finance and Supplies Department
Government Department

Project Review and Appraisal Department
Inspectorate Department

Expenditure Department

Parastatals Department,

Civil service Commissions

—

—

Personnel Management Department
Finance supplies Department

Planning, Research and Statistics Department
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Recruitment, Promotion and Discipline
Training and Staff Welfarg

Establishment and pension

High Court of Justice:

Personnel Management Department

Finance and Supplies Department

Planning, Research and Statistics Department
Library and Litigation Department

Area Courts Department

Maglstrates Department

Judicial Service Committee

Katsina State Water Board

Personnel Management Department

Fihance and Supplies Department

Planning, Research and Statistics Department
Rural Water Supplies Department

Operatiens Department

Commercial Department,

3.3, Functicns of Katsina State Civil Service

We have elsewhere in this chapter discussed the

gehesils of the katsina stat, Ccivil servicei We have also

briefly discussed the geographical conditions of the state.

It needs to be noted that the state consisted of what was

hitherto known as Katsina and Daura Emirates. It is made

up of twenty local government areas. Namely, Katsina being

the state capital, Daura, Mani, Kankla, Dutsin-Ma, Malumfashi,
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Funtua, Batsari, Jibia, Kankara, Rimi, Kaita, safana,
Bindawa, Ingawa, Mashi, Zango, Bakori, Nusawa and Faskari,
The machinery established to administer the state is what
is termed the Katsina State Civil Service, It is made up
of men and woméncenerally referred to as servants of the
state hired as civilians and charged with the responsibility
of assisting the peolitical heads of the civil service in

running the affairs of the Ministries,

what then are the functions of the civil service?
J.K. Opadiran summarises the functions of the civil
service in the following manner}
(1) Contribute to the formulation and government
policy by supplying commissioners/Ministers with

the information necessary to make right decision;

(ii) Advice government on the fFull implication of
policy options open to it by placing before the
Commissioner/Minister the arguments on both sides
of the case, fully and fairly whatever his own

symphathies may bej

(ii1) Execute Government Policy loyally after the
approval of the appropriate authority (cabinet,
Minister /Commissioner, etc) even though he may

have preferred a different one;j

{2r) provide continuity through reference to, or

clarification of the basls of, past Government
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decisions and procedures, which are relevant to

an issue under conslderation and thereby submit

rational point of review;

(v) protect the public interest and act as the custodian

of public conscience.6

Opadiran went ahead to emphasise that, in carrying

out the aforementioned functions, the civil servant, a

person employed in a civil capacity and on non=political

career basis by the government primarily render advice and

falthfully give effect to its decisions, 1is obliged to:

(1)

(11)

(iii)

(iv)

(v)

pPlay a leadership role within the service and

in the community as a wholej;

Refrain from taking credit for any measure taken
by the Commissioner/Minister or government for

which he is the author or contributor;

Observe absclute silence and be descreet as to
what takes place in the office since responsibility
for policy rests upon Commissioners/Ministers and
ciyil Servants are the instrume‘ts, rather than

magters, of policy;

Observe the triple maxim of impartiality,; neutrality,
and anonymity so as to be at all time on tap and

never on top;

Resist illegitimate political demand or pressures






