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ABSTRACT

The inprovenent of the performance of any set of
organi sations invariably entails, anmong ot hers:
(1) Investigation of the problens nmlitating agai nst
their performance, and

(i) G fering appropriate sol utions.

I nvestigation has indicated that nost problens in Drect
Labour O ganisations revol ve around the probl emof |ack of
"autonony' to operate effectively. Public enterprises, on the
other hand, are conceived and established as organi sations
that should exist outside the civil service so that they coul d
operate with greater degree of freedom This and other concepts
behind the establishment of public enterprises are, therefore,
matched with O rect Labour inplenentation. |nvestigation
conducted has confirned the worthiness of transformng direct

| abour organisations into public enterprises.

Based on research findings, it is proposed that direct
| abour conpanies are to be established fromthe existing DO rect
Labour Grganisations In each State. These conpanies are expected

to engage in the execution of both public and private projects.

S nce Sate Governments may not be buoyant enough (in this
austere period) to effectively finance D rect Labour conpanies,
it is proposed that the conpanies be allowed and supported to
participate in the N gerian Capital Market, where they coul d
borrow | arge suns of noney to neet their |ong-termfinancial

conm t nent s.

Vi



Apart fromfinancing construction projects, the Sate
governnents are expected to be disengaged fromall financial
responsibilities to Drect Labour conpanies. The conpanies
on the other hand, should be allowed to charge a reasonabl e
"overhead' cost on every project undertaken. This will help

themto meet both short- and long-term financial obligations.

The N gerian Capital Market coul d, however, be partly
relieved of its functions to Direct Labour conpanies (by the
state governnments) after (about) three years of inception of
the conpanies. This is to allowthe government to enjoy portions
of the interest to be paid to the Capital Market. It is also
recommended that, shares be sold to the public at a later stage,
so as to involve themin the affairs of the conpani es as agai nst

their being left 'on the sidelines'.
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Chapter 1

INTRODUCT LON

. General Introduction

In any nation the construction industry is without doubt,
a major indicator of the prosperity of the nation, both in
economic and social terms. 1t plays a very important role

in the economy of a nation.

In Nigeria, the construction industry has always been occupying
an important position in the structure of the economy. The
significance of the industry could be seen from it's contribution
to capital formation, gross domestic products and employment
in the five successive National Development Plans of the country.

For instance, the capital formations on Building and Construction
as projected in four of the Development Plans are as shown in

table 1.1.

The data in the table illustrate the importance and sensitivity

of the Construction Industry in relation to the economy of the nation.

The history of the construction industry in Nigeria dates
back to the thirties (1930s) when the very few modern construction
activities in the country were handled by the Public Works Department
(P.W.D.) and the Royal Army Engineers which was later transformed
into the 'Nigeria Army Engineers'. 1In the fourties (1940s), a
few Italian and British construction companies started to operate

the construction industry in the country (0Olowo-Okere, 1985).

The country's independence in 1960 brought with it an upward

trend in the activities of the industry. This is because:
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Table 1.1 : Capital Formations on Building and Construction

National Development Year Projected Percentage (%) of
Plan Capital Formation on Building
and Construction.
1971 53
| 1972 57
SECOND 1973 60
| 1974 67
1975 68
1976 66
1977 65
THIRD 1978 65
1979 67
! 1980 68
: 1981 65
3 1982 60
FOURTH 1983 58
| 1984 54
1985 52
1986 55
1987 58
FIFTH 1988 57
1989 57
1990 56

SOURCES: (i) Nigerian National Development Plans.

. (ii) Wahab (1987).
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(i) There were greater demand for Education and modern health
services, and also
(11) The general citizenry have began to enjoy the comfort of
modern living provided by modern housing, infrastructure and

other services.

The situation in the construction industry (from independence

to the late sixties) was that, most construction organisations were

over—-stressed with construction work - loads.

During the oil boom of the seventies and the subsequent second
republic, the construction industry in Nigeria witnessed an over-
welming involvement of the indigenous business community. The
periods also witnessed greater incursion by construction companies
from all parts of the world into the construction market. With
the entry of foreign construction companies and the emergence of
untrained and inexperienced indigenous contractors, the situation
in the industry became compounded. During that period, projects
were poorly planned and poorly executed, cost of projects were
deliberately inflated and, variations and claims were unnecessarilv
made. Infact, the situation degenerated into massive project

abondonements, terminations, reviews and re-awards. The

list of reported cases in appendix I is a clear testimonyv to the

situation.

The operators of the contract system of projects execution,
which has been the dominant system of construction since the early
days, bear the entire blame for this pathetic situation of the
construction industry in Nigeria. The system has been miscontrued
and consequently, misapplied and abused by its operators. Judging
from professional point of view, the greatest problem associated

with contract system in Nigeria is that, the contractor tend to



unnecessarily maximise his profit through many unlawful means
which include corrupt influences and inadherence to design

specifications.

Grievances against the devastating situation of the
construction industry reached it's peak with the emergence
of the military regime in December, 1983. The regime brought
with it renewed calls to check the situation in the industry.
In line with these calls, the DIRECT LABOUR SYSTEM of' project
execution, hitherto used for small maintenance jobs, assumed
greater importance within the context of the Nigerian
construction industry. The idea of 'Direct Labour' received
further boost with the advent of another set of military rulers
emanating from the August, 1985 Coup D'etat. The period from
December, 1983 to date witnessed unnumbered proliferations of

Direct Labour units (and departments) all over the country.

For efficient achievement of the objectives of direct

labour implementation, professionals and learned scholars alike
opined making Direct Labour organisations autonomous from their
parent bodies. Advocaters to this effect include Husseini (1986),
Gaila (1985), Bukar (1986) and Dawaki (1986). But then, none of
the advocators was able to establish a framework on 'how' Direct
Labour organisations, as subsidiary departments under various
parent - bodies, could-possibly be made autonomous. It is against

this background that this 'research work' is undertaken.
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1.2 Need for the Study

At this point in time, Nigeria is experiencing grave economic
problems and the government is advocating prudent manapgement of its
scarce resources., The Direct Labour system, as a contribution from
the construction industry, is seen as an approach towvards that
direction., Another fundamental concept of Direct Labour implementation
is to curtail some of the excesses inherent in mismanagement, misuse
and abuse of the contract system by Its operators in Rigerla. With
these, it is evidently clear that the Direct Labour method of
construction-project execution is perfectly in tune with the present
national ethic towards a self-rellant ecomomy. Currently, the major
concern in Direct Labour implementation is 'effective' application and
performance of the system. 1t is this concern that developed the paramator

which defines the "need for the study'.

1.3 Aim and Objectives

The principal aim of this 'research work' is to explore areas
of improvement in the present implementation of Direct Labour system
so that projects are delivered on schedule, within budget and to required
quality as well as specifications. 1t is against this background that
the general requirements [or the effective performance of construction
organisatious (both public and private) and the qulqialrlellt;ll benefits of
Direct Labour system are veviewed., In addition, the present trend of
operation of the system is evaluated against these requirements and

benefits.

The main objectives of the 'research work' are:
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(i) To investigate hindrances loopholes and defects in the

present implementation ol Direct Labour system,

(ii) To explore the possibilities of making Direct Labour
Organisations to operate as public enterprises for

improved performance.

(1iii) To design a framework for effective performance of Direct
Labour Organisations, either as public enterprises or other-~

wise,

1.4 Scope and Limitation

The intensive natlonwide recognition accorded to Direct Labour
System makes it a vast field of research. It is not physically
feasible to cover every state of the Federation, more especially in
this austere perfod. Investigations in this 'research work' were therefore,
constrained to focus on Porno, Bauchi, Plateau and Haduna States, This

is purely on economic basis.

Direct Labour approach to construction management is implemented
by the Federal, State and Local Governments., It is also used by
institutions, parastatals and other public organisations. This
'research work' accords more regards to Direct Labour mode of project
execution by Federal and State Ministries, Local Government Works

Departments and State direct-labour beoards,

Finally, this 'research work' is not intended to make comparative
analysis between Contract and Direct Labour modes of project implementation,

neither is it designed to develop a new system of construction in Nigeria,



k5 liethodology

- e e

1o5.1 Research Investigation

Three main patterns of Ipnvestigation were used in this research
work, viz:i-
(a) Oral Interviews:
Oral interviews with Dirvect Labour Chief Hxiecutives, staff
on the payroll of Direct Labour Organisations, learned scholars,
public administrators, employees of public enterpriscs and

professionals.

(b) Questionnaires:
Four separate questionnajires deslpgned to fnvestigate Direct
Labour problems in relation to socio-economic and political factors

and to sample other views [rom:

(1) Direct Labour Chief Exccutives, using Questionnaire A
(See appendix 11).
(ii) Other employees of Direct Labour units and departments, using

Questionnaire B (See appendix 111),

(iii) Professionals and learned scholars, using Questionnaire C
(See appendix IV).
(iv) Employees of public enterprises, using Questionnaire D (See
appendix V).
The [irst two questionnaires (i.e. A and B) were designed
basically to investigate problems in Direct Labour lManagement. The
last two questionnaires (C and D) were designed specifically to sample

views on the autonomy of Direct Labour Organisations as public enterprises,

(c) Existing Documents:
Existing documents in Direct Labour Organisations. ‘These decuments

include flimsy files, preoject designs and pay-sheets on wiges.



1.542 Research Presentation

The first chapter is a general introduction to the
fresearch work. The second chapter deals with literature
review on both Direct Labour System and Public enterprises

in Nigeria.

The third chapter is divided into two principal parts.
The first part (section 3.4) is basically centred on problems
and loopholes in Direct Labour Management. It analyses
informations obtained from the first two questionnaires as
well as other means of investigation. The second part of the
chapter (section 3.5) focuses on research analysis of the overall
views and results obtained from all the four questionnaires as
well as other means of investigation. It is designed to draw
a conclusion on the worthiness or unworthiness of transforming

qirect Labour organisations into public enterprises.

Chapter four is a framework for the effective performance
Direct Labour Organisations based on the conclusion in

apter three.

Finally, chapter five gives the overall conclusion and

recommendations of the work.



Chapter 2

LITERATURE REVIEW

8 | Direct Labour System

Since the research work seeks to find ways of improving the
performance of direct labour organisations, review of the
fundamental requirements for creating effective network of
resources management (in Nigerian Construction Organisations)
will go a long way in laying foundation for meaningful strategies.
It is against this béckground that the requirements for developing

efficient construction organisations are included in this section.

p ) . | Requirements for Effective Performance

In Nigeria, the current tgend in the construction industry
is toward construction organisations supplying the total constructed
project to the client, or the owner department. This involves
the acceptance of the responsibility of planning, managing and
co~ordinating all the component parts for the attainment of the
project. The construction organisation delivers the project as a
complete package to the owner by the application of management
approach to planning, contracting, quality assurance and construction.
To this end, the construction organisation seeks to create an
effective network of resource management for the execution of projects.
The survival and growth of the organisation depend to a large extent,
on this network of resource management. The more effective the network

the more certain the performance of the organisation.

Against this background, construction organisations either
government - or privately - owned, need to be established within
the core of certain requirements that dictate the effective formation

of efficient network of resource management.
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These requirements serve as a platform over which an organisation

frames all strategies for effective performance, and they are:

Objectives: To develop an efficient construction organisation,
either private or public, there must be clarity about organisational
goals., People must know precisely what you are up to. These goals
are normally accepted by all and used as a basis for making decisions
and guiding action. They should serve as important guide post that

influences individual behaviour and operation of the organisation.

Objectives of an organisation may be defined as its primary goal,
aim, purpose, mission, or reason for being. The strategies of an
organisation are based on its goals and therefore, there must be an
overall goal (or mission) in an organisation. The objectives of a
construction organisation among many others may include financial
performance, growth in market share and employee security (Takum,
1987). Other objectives may reflect the differences of project
organisations and variations in the constructed products. A
construction organisation seeks to build a reputation for quality,
schedule and budget performance. As another possible objectives,
managers may seek to develop the capability of the organisation
to complete certain types of projects because of satisfaction they

obtain from these projects (Teichol, 1986).

Critical Resources: People and techniques are the critical resources

in construction. People bring the experience, knowledge and skills
necessary to perform the work. Expertise and skills of critical
personnel are necessary to perform any task that comforms to the

practice of the industry (Takum, 1987).
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Takum (1987) defined comstruction technology as the "state-of-
the-art in construction ﬁethods, construction processes, construction
equipment and construction materials'. For specialized construction
activities, the organisation's technology, which it may consider
proprietary, is the major resources. As indicated in the definition,
technology is not only 'har#ware', in fact the special methods and
processes used to complete work operations, or the 'software', may be
very much important. Software portrays quality assurance, certificatior
licenses and other authorizations which indicates special capabilities

to perform certain work operations.

In any construction organisation that execute projects either
by contract system or direct labour system, there may be need to
invest in specialized construction equipment to maintain a ready
capability to perform specific operations. In this case, the critical
resources 1s the ability to make this investment (Takum, 1987).
Other important hardware resources for construction include equipment
and tools which are designed and fabricated by the organisation

to complete a specialized operation.

Financially related resources, such as working capital, insurance,
and bonding capacity are also important to construction organisations.
Cash reserve allow the organisation to finance portions of its jobs
and invest in new technology. Bonding capacity, insurance, and other
financial resources indicate the breadth of possible operations by the
organisation. With changing markets and increasing concerns for
liability, these resoruces are more critical in Nigeria markets today

(Rotimi, 1985).

Distinctive Construction Competencies: A construction organisation

develops unique capabilities, also termed eritical success factor

(Teichol, 1986), to perform specific operations.
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The many actions to accomplish this include; gaining experience on

specialized types of projects; investing in developing a specialized

Iskill within the organisation or acquiring unique resources;

putting together an unusual capability to offer differing services;

or representing the owner's interest in an unusual way, such as with
early construction involvement. Other examples of distinctive
competencies developed by construction organisation include; Developing
Specialized technologies which improve productivity for a construction
operation and are applicable to many projects; and developing unique
capa?ility for construction engineering, such as developing unique

method of bridge construction (Takum, 1987).

Many other types of distinctive competencies are possible in
construction. Through gaining specialized experience, investment in
'tool making' within the organisation, and other farsighted actions
by management, an organisation can develop a capability to offer

produgts or services which are not available from competitors.

Competitive Advantages: The application of a distinctive competence

produces a competitive advantage. Therefore, any of the competencies
and resources which one organisation possesses and most of its
competitors do not can provide an advantage in competition for projects

where that competence can help in meeting the owner's objectives.

In design and construction markets, project management, design,
and construction capabilities provide competitive advantage over
competitor organisations. The project management competitive
advantage requires the capability to plan, organise and direct a
large project. Many construction organisations, particularly public
construction organisations, lack experienced personnel and functional

capabilities necessary to accomplish this major task.
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Distinctive competencies in this situation signify both the breadth
of capabilities and services offered and depth of expertise in
specific functional areas such as project control, engineering and

design, materials management, and construction management.

Many types of exp;rience and capabilities also provide important
competitive advantages in construction organisations. For example,
in fixed - price work, distinctive competencies may enable the
organisation to apply a construction technology which completes the
work it a lower cost and therefore, gains a price advantage. On
negotiated projects, clients may seek certain capabilities which have
proven important in successfully completing past projects in evaluating
the proposals from construction organisations. Therefore, unusual
capabilities to execute such projects would give competitive advantage
over competitor - contractors.

2,1.2 Other Management Approaches in Developing Efficient
Construction Organisation

Co-operation and personnel commitment are important ingredients
in developing an efficient construction organisation. Personnel
commitment as an integral part of achieving organisational objectives
is not the exclusive responsibility of the leader alone. All members
are to be co-operative in order to help the organisation achieve its
expectation. When members are co-operative, they would not wait for
the leader to notice a problem with either method, service, co-ordinatio
or suppliers. They would feel responsible for the unit's success and
take initiatives when they see a problem (Musaku, 1988). At meetings
where deliberations take place, the concern should be to find solutions
to problems, rather than personal dominance or individual point-scoring

over others.

Employment in an efficient construction organisation should be

based on qualification rather than sociality of sex, class or religion,
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and promotions should be tied-down to the competence of an individual

rather than seniority or loyality to the organisation.

Regarding mediocre performance, people should be informed
of their poor performance, and they should be helped to improve.

Demotions and dismissals should always be justified.

Furthermore, to develop an efficient construction organisation,
there must be avenue for free flow of information among staff as well
as between staff and the leader. Though such sharing increases the
probability of open conflicts, in most cases it is conflict regarding
work related issues (Musaku, 1988). Genuine disagreement should be
acknowledged. Similarly, the leader should encourage members to be
open with each other, not with the aim of putting one subordinate
against another but in order to reveal tasks disagreement so that
they can be solved. Staff should also be allowed to work in teams.
In this case, outstanding performances are encouraged to set even

higher standards (Musaku, 1988).

Finally, high value should be placed on diversity in approach
to problems but cohesion is produced by commitment to a common
goal toward which all must work. Different view points about how
goal could be achieved will surface and various approaches are
encouraged. Conformity in thought and style should also be

discouraged.

2:1.3 The Direct Labour System in Nigeria

The direct labour system of project execution in the public
sector, can be described as a system whereby government uses its own
resources and expertise to execute its projects (Ayemi and Edema

1988).
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It is a system of project execution in which technical civil servants
are allowed to involve themselves (fully) in the physical execution

of government projects. This mode of project implementation is not
new in Nigeria as it has always been used for small maintenance jobs
like filling of pot holes of roads in towns, repairs of broken down
machinery, vehicle etc., Direct labour system was also commen practice
during colonial rule (Husseini, 1985). What is currently new about
direct labour implementation in Nigeria is the emphasis and call for
the use of the system in the execution of government capital projects
such as roads and buildings, consultancy services and other major
capital projects which had hitherto been wholly executed through the
contract system. The great attention and increasing concern accorded
the direct labour system by governments and people from all works of
life is also entirely new to the implementation of the system in
Nigeria. The enthusism and pander shown by governments, agencies

and parastatals for the adoption as well as progression of direct
labour system as a means of breaking our excessive reliance on
contract system is definitely another new trend in the implementation
of the system. What is yet alien to implementation of direct labour
system is the intensity with which it is being used in Nigeria now-
adays. Furthermore, the recent calls and yearnings by learned scholars
and prbfessionals alike for the entire abolition of the contract system
is still a new dimension in the implementation of diFect labour system

in Nigeria.

2.1 4% Establishment of Direct Labour Organisations

For sometime past, direct labour system has assumed another
importance within the context of the Nigerian construction industry.
With the advent of the military rulers (emanating from both the

December 1983 and August 1985 Coup-d'etats) came sets of military
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officers who had given this slogan a great attention. A new wave is
sweeping through the Nigerian construction industry. Suffice to say
that our civilization has come a long way into its present socio-
economic state. A journey which began through the self-sufficient
primitive era transversing to the highly monetize period of oil boom,
of different tendering methods, has all of a sudden come down to a
depressed and austere state ~ a state of severe adjustment in every
aspect of economic undertakings and indeed, a state of complete self-

involvement in project implementations.

The recognition of direct labour system as a means of project
implementation in Nigeria followed a recommendation in Lagos by
the National Council of Works at its 13th annual conference in
September, 1984. In the conference, the Council recommended the
establishment of direct labour units and departments at both Federal
and State Levels., The recommendation has been accorded overwhelming
recognition nationwide. There were proliferations of direct labour
units and departments all over the country. Direct labour organisations
were established in virtually all states of the Federation, Kaduna,
Borno and Kano States being in the pioneer list. At the Federal level,
in addition to intensification and modification of its maintenances
culture, the Federal Ministry of Works and yousing has embarked on
direct labour approach to execution of capi#al projects. Institutions,
parastatals and other government agencies, So:h state and Federal,
were not left out of direct labour system. The recognition of direct
labour policy in Nigeria was further glorified by the involvement of
some local government areas in direct execution of capital projects

through direct labour system.,

The use of direct labour on government projects at Federal, State

and Local Governments' levels is now well established nationwide.
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For reasons of cost, time, quality, training etc., it is being
used increasingly with very impressive results. In fact, the situation
has now led to renewed calls for the elmimination of contract system
at all levels of the government (Dawaki, 1987). Direct labour system

is therefore, considered a threat to the contract system nowadays.

251.5 Benefits from Direct Labour Implementation

All the three tiers of government (i.e, Federal, State and Local)
with their parastatals, institutions and other agencies must have seen
the wisdom of executing projects by direct labour. Thus, they
established units and departments to achieve the desired goals of
getting value for money in addition to their traditionmal functions
of carrying out technical and contract administrations. As already
pointed out, direct labour system of project implementation is neither
a new concept nor a new philosophy in Nigeria. What is new is the
emphasis on it, and the current belief of the present leadership

that it has merit and can gainfully complement the contract system.

Bukar (1986) identified four major advantages with which the
direct labqur system could broadly be seen, and they are :
(1) Qost Saving,
(11) Elimination of middlemen,
(iidi) éeneration of Employment, and
(iv) fromotion of professional competency. These direct labour

advantagesican be explained as follows:

Cost Saving: Here, civil servants are required to purchase materials
directly f#om manufacturers or suppliers and execute the project by
themselves. This eliminates the cost of labour to be paid to

contractors, inflation of prices and other attendant cost.
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Elimination of Middlemen: This refers to contractors who supply

equipment and materials. These contractors are known to deliberately
increase cost to maximize their profits at the expense of the government.
If an uneducated contractor can employ hands to execute government job
and make profit, trained and experienced civil servants should be ahble

to execute the same job with greater efficiency.

Generation of Employment: This is achieved through recruitment of

additional hands to execute projects. In addition, Ministries and
parastatals are service organisations rather than profit-making
organisations in contrast with private construction firms. Therefore, one
finds more people employed in direct labour projects than contracts,

where few staff are employed to save money (Sarki, 1987).

Promotion of Professional Competencies: Civil servants, by physically

executing projects gain more experience and proficiency. Because

of the past over dependant on the contract system, engineers and

other technical staff have not had the opportunity to put into practical
use the theoretical knowledge acquired in the Universities and other
institutions. With direct labour approach however, all professionals

could come out quite through and confident of themselves.

It is evident that there are alot of benefits to be derived
from the direct labour approach to project execution. If properly
organised, well controlled and effectively supervised, direct labour

method of project execution has additional benefits in the following

dareas:

Quality: Project execution by direct labour ensures a high quality
finish. Since there is no profit motive, specifications will be

followed to the latter without cutting corners to maximise profit.
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For example, consider a typical road construction project. In direct
labour, it is normally possible to give more time for natural
consolidation of both the base and sub-base, which is an essential
requirement in high quality road construction. On the other hand,

the contractor in the contract system is always eager to complete

his work and vacate the site for another work, thereby time for

natural consolidation is not given. The only achievement is the
artificial compaction normally done by mechanical plant . 1In

addition, since designers and executors belong to the same organisation
in direct labour system, it will be easier to co-ordinate, control

and maintain discipline.

Minimising Fraud and Corruption: Direct labour system either totally

eliminates or at least minimises fraud and corruption. Since the
project designers and executors belong to the same organisation working
hand in hand, it is easy to detect fraud and deal with it accordingly.
If the leadership is committed and not corrupt, there will be no room
for exploitation of situations for personal gains and hence, betrayal

of public trust.

Project Motive: The direct labour system of construction management

is project oriented in contrast with the contract system. In the
contract system, project execution is of secondary consideration
because the contractor accordingly seeks ways of influencing the
client in order to maximise his profit. Hence, in a contract document,
provisions are made for variation clauses, escalation clauses etc.
which not only seek to protect the profit of the contractor but also

seek to increase the contract sum (Dawaki, 1987).

Other Areas: Other benefits of the direct labour approach to

construction implementation could be explained as follows:
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(1) 1In direct labour system, the very professionals
who have been carrying out technical administration now

organise and do the job thereby reducing the cost of labour.

(i1) Executing project by direct labour saves time and minimises
cases of abandoned projects with their consequent astronomical
escalation in contractual claims. Depending on the availability
of funds, such projects can be completed with despatch with

value for money.

(ii1) Direct labour system allows the government to proceed
with its works at its own pace. In essence, execution of
projects may stop when funds are not available and recommence
when funds are made available without legal complication resulting
in tussles which sometimes take years to resolve and hence
delaying the project by as many years. In addition, there
is no contractual disagreement between client and contractor
due to fluctuation or SFEM rate which is quite common with

contracts nowadays.

(iv) With direct labour, government is able to react more

quickly to difficulties arising from design errors and can

carry out modification to its design in the course of constructior
without having to resort to legal tussle normally required when

dealing with independent contractors and consultants.

(v) Since performance ability of the personnel required to
execute a project is known to the government, and it is at
the same time in control of the stock of materials, project

cost is better predetermined with greater accuracy (Dawaki, 1987).

(vi) Direct labour system is a good training ground for new

entrants like young engineers, architects, builders, quantity
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SUTVEeYOILS, e.t.l. because they develop their skill for maximum
utilisation in the same system later. It will be a major trainer
of undergraduates in the Universities, the Polytechnics and other

relevant institutions of higher learning.

2:1.6 Achievement of Direct Labour System

The use of direct labour system is now well established
nationwide. It is being used increasingly with impressive results.
At the Federal Level, direct labour system has brought about tremendous
changes in both maintenance culture and execution approacﬁ. The
Federal Ministry of Works and Housing has, as at January, 1989,
maintained 2,076 kilometres of Federal roads through direct labour
throughout the country (Anonymous, 1989). On capital projects, the
direct labour approach to project management claimed responsibility
for the completion of various highway projects, beautification of
headquarters' buildings, completion of government quarters, and
reactivation of street lightening on some Federal roads especially

within Lagos metropolis (Anonymous, 1989).

The achievement of direct }abour system is very much commendable
at the states level. In addition to intensification of comstruction
maintenance through direct labour, one finds direct labour units
and/or departments in every state, established in ministries,
institutions, parastatals and/or other agencies, or purposely
established to undertake execution of construction projects for the
entire state where feasible and available resources permit. Projects
so far implemented through direct labour approach include sports-
centres, industrial buildings, office and residential buildings
(ranging from simple to multi-storey buildings) , construction of road
networks and bridges, establishment of agricultural farms, rural and

urban electricity projects, beautification of state capitals e.t.c.

(Mshelbwala, 1987),
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In addition, the Directorate of Food, Roads and Rural Infrastructure
(DFFR1) intensively advocated the use of direct labour system for
the construction of its rural feeder roads. There were laudable
achievements to that effect especially in those states of the
Federation that have fully adopted the concept of direct labour

system (Alabi, 1988).

The situation is equally commendable at the local government’s
level. The success of direct labour is apparently obvious at the
local government areas. This is because there is cheaper labour
as well as less bureaucratic impact on direct labour machinery at
the local government's level. Commitment, collectivism and built
in checks and balances amongst the operators of the system is
another factor towards the success of direct labour system at the
local government's level. Direct labour execution has become a
common activity in most local government areas as every aspect
of economic undertakings, which were hitherto done through the
contract system, are now accomplished through direct labour
approach. These undertakings include maintenance of road net-
works and buildings, maintenance of vehicles, construction of
capital projects, beautification of local government headquarters,
purchases, e.t.c. Anonymous (1988) reported that, the one million
na&ra (N1 million) Federal grant disbursed to each local government
area in the Federation by the (Federal) Government were mostly utilized

on capital projects which were executed through direct labour approach.

2.2 Public Enterprises in Nigeria

As vividly potrayed by the title, this research work inevitably
entails among others, a clear review of the concept behind the

establishment of public enterprises in Nigeria.
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Composition of top management in public enterprises also forms an

integral part of the research. This section of the chapter seeks

to accomplish these and other aspects of the research work.

20241 Public Enterprises (CGeneral)

Both the Presidential Commission on Parastatals, 1981 and the
Public Service Review Commission Main Report, 1984 described public
enterprises to encompass "all Corporations, Authorities, Boards ,
Councils and Limited Liability Companies in which government has full
or majority interest™. Zayyad (1986) drove the point home when he
said "strictly speaking, public enterprises are business organisations

set up by an Act of Parliament, a decree, or other legal instrument".

In clearing ground for the transformation of direct labour
organisations into public enterprises, this research work inclined
to support the seemingly eligible view of Abdulkadir (1987) who aptly
defined public enterprise as "an organisation operating (or supposed
to be operating) on commercial principles (and) wholly or partly
owned by a public authority". The definition went on: "A public
enterprise may be an original creation of the government or result from
the nationalization of a privately - owned concern. A public enterprise
may be charged with the provision of goods and/or social services made

to operate on purely commercial basis or a combination of both".

In this apt definition by Abdulkadir (1987), it would be seen
that the two acid tests of a public enterprise are ownership - which
must be wholly or partly owned by a publiec authority - and objective -
which must be profit oriented. 1t is, remarkable, however that in
these days of streamlined budgetting, and diminished government
resources, the number of public institutions that have entered the

category of public enterprises have tremendously grown.
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Aamong the later-day members of the group are bodies like Teaching
llospitals, National Electricity Power Authority (N.E.P.A.),

vigerian Airways, Nigerian Ports Authority (N.P.A), Nigerian Airports
Authority (N.A.A.), the Universities, the Breweries, the Housing

Authorities e.t.c.

Most importantly, according to Kofi (1988), a public enterprise
is either a creation of statute e.g. The Ahmadu Bello Universitv Law,
The Ahmadu Bello University Teaching Hospital Act, The Nigerian Airports
Authority Decree of 1974, The Borno State Housing Corporation Edict 1977,
The Bauchi State Urban Development Board Edict 1979, The Kaduna State
Housing Authority Edict 1977, The Plateau State Housing Corporation Edict

1977 and so on.

On the other hand, other public enterprises are limited liability
companies set up under the companies Decree of 1968. Some of them like
trading companies derive their statutory existence from the decree.
Some, however, like banks and insurance companies derive their statutory
existence not only from the decree but also from other operative statute

like the Banking Decree or the Insurance Act (Falae, 1985).

Public enterprieses are established by both Federal and State
GovernmentS and they vary widely in terms of their functions, tvpes

of organisation and nature of operations.

2.2.2 The Concept of Public Enterprises

Intervention by government in economic activities is a vast

movement of world-wide dimension.
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In developing countries of Africa, Asia and Latin America, such
intervention has become a necessity as the only practical means
of achieving rapid economic development in a situation of scarce
private investment capital. According to Chandler (1969),
"defence and strategic considerations" have been paramount in
the creation of public enterprises in the industrialised western
countries, while "ideological consideration'" provides the main
inspiration in socialist countries. Here in Nigeria, Government
Policy was clearly spelt out in the Second National Development
Plan 1970/74 document thus:
Over the last three decades, statutory corporations and
state-owned companies have become an increasing tool of
public intervention in the development process. Their
primary purpose is to stimulate and accelerate national
economic development under conditions of capital scarcity
and structural defects in private budiness organisations.
There are also basic considerations arising from the danger
of leaving vital sectors of the national economy to the
whims of the private sector often under the direct and
remote control of foreign large scale industrial combines.
Public enterprises are thus crucial in Nigeria's quest
for true national economic development and self-reliance.
This policy position was reflected in the fundamental law
of the country when the 1979 Constitution of the Federal Republic
of Nigeria adopted the mixed economy model for Nigeria. Thus,
enterprises are established to provide essential services which

either the private sector is not likely to provide or the

government does not wish to leave in the hands of the private sector.

Another important element in the decision to create an enterprise
is the need to give the institution a greater degree of freedom of
action than is applicable to traditional government ministries or

departments.,
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This is in consonance with the original intention of government in
transforming some erstwhile government departments, like the Nigerian
Railway, into statutory corporations. For example, during the debate
on the Nigerian Railway Corporation Bill in the House of Representatives
in 1955, the Honourable Minister of Transport and Works (House of

Representative Debate: April, 1955, p.865) said:

The country is in fact growing up, and we must be prepared

to change our methods to suit the times. The Nigerian Railway,
of course, plays a major part in all these economic developments,
and the time has come when we should free it from the close
departmental controls under which it has so far operated if it
is to respond to new demands being placed upon it. I think I
can do no better than quote from a reply to a question in this
House given by the then Vice-President of the party which now
follows the leader of the opposition. 1In August, 1952, the

late Chief Bode Thomas stated:

"It is the Government's view that a public utility of this kind
is better operated on quasi-commercial lines by a statutory
corporation than by a Government Department. The rigidity of
control and the established formalism which are proper and
necessary in the operation of a government department are not
suited to a public utility which should not only provide

the service required by the public but should do so on sound
financial 1lines'.

This, in my view, sets out Governgent's case very clearly.

It is crystal clear from the foregoing policy statement that publi
enterprises were conceived and established as organisations that
should exist outside the civil service so that they could operate
with greater degree of freedom and flexibility. Thus, public enter-
prises are established to discharge functions and attain objectives
more readily achievable outside the civil service structure and

procedure.

The business operated by public enterprises cannot be run by
traditional government departments or ministries for lack of adequate

manpower and due to inhibittion of official government rules and
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regulations. Public enterprises are therefore expected or supposed
to be freer in their operations and better equipped in staff and

skill to handle the business for which they Lre created (0Olisa, 1980).

Thus conceived, public enterprises are expected to:

(1) achieve a higher degree of efficiency and productivity
than would be possible if the business were shouldered
by government departments;

(i1) operate with freedom of initiatives, prompt decisions,
flexible policies and methods, all of which are impaired
under direct governmental management;

(111) run their business as efficiently as private enterprises
and thus achieve similar results in the form of maximum
productivity and, sometimes profit.

Public enterprises are therefore, born with ideals as great as

the expectations which sorround them - ideal of guaranteed maximum

autonomy as the basis for maximum productivity and maximum profit.

Other purposes for which public enterprises were created
include ensuring dependable supply of strategic goods and services;
creation of employment for citizens; earning of revenue for the
government; distribution of economic and social development;
promotion of political integration and stability through distribution
of projects; and promotion of national self-reliance and ultimate

economic independence (Zayyad, 1980).

An important characteristic with public enterprises is that,

they are charged with the promotion of public interest.
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This means that in fixing their prices and formulating their policies,
public enterprises have to take the public interest into account.
The government ensures that prices fixed reflect the overall interest

of the economy.

Furthermore, most public enterprises have monopoly power.
This means that they can fix the prices of their services and do
not have to operate on the basis of competitive prices determined
in the free market (Chikelu, 1980). The government ensures that

this monopoly is not used to exploit the consumer.

On finance, public enterprises have four main sources of finance
as follows:

(1) Current Revenue from sales of Services.

(i1) Government Grants.

(iii) Loans e.g. from the capital market.

24243 Classification of Public Enterprises

Various approaches have been adopted to classify public
enterprises in Nigeria. Blunt (1964) identified four groups
while Kayode (1986) acknowledged three types. In their seperate
jdentifications, Zayyad (1986) had three forms of public enterprises
and Abdulkadir (1987) had two broad categories. The 1971 wages and
Salaries Review Commission classified public enterprises into
four broad categories. The difference in classification need not

concern us in this work.



The classification given by Abdulkadir (1987) is easier,
though not necessarily neater but it is enough and perhaps
better for our purpose in this work. Abdulkadir (1987)
acknowledged the following two broad groups of public enterprises
in Nigeria:
l. Limited Liability Companies
2 Public Corporations.
By limited liability companies, Abdulkadir (1987) refers to
all those public organisations whose statutory existence were
derived from the Companies Decree of 1968; and by public corporations
he refers to all other public organisations whose statutory existence
were derived from enabling laws other than the Companies Decree of

1968.

Public corporations would therefore, include such examples
as the National Electricity Power Authority (N.E.P.A.), the
Nigerian Railway Corporation (N.R.C.), the Nigeria Mining Corporation,
the Nigerian National Petroleum Corporation (N.N.P.C.), the Nigerian
Coal Corporation, the Nigerian Ports Authority (N.P.A.), the Nigerian
Steel Authority, Federal and State Radio Corporations, the Nigerian
Television Authority, Parastatals, Federal and State Housing Authorities

the Universities, the Teaching Hospitals and so on.

Thus, as could be seen from the examples, a public corporation
may be welfare, regulatory, service or, industrial and commercial

agency.

Government - owned Limited Liability Companies would include

such examples as Federal- and State - owned Breweries, Cement
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Companies, Flour Mills, 0il Mills, Nigeriam National Shipping Line,
Nigerian Industrial Development Bank, Nigerian Airways (Olisa, 1980),
West African Distilling Company and so on. One peculiarity of
Limited Liability companies is that they may float shares which
are purchased by the public although the government owns controlling
interest by possessing most of the shares. Another peculiarity is
that these companies formulate and operate (within governmental
limitations) articles of association as well as observe the provision
of the companies Decree 1968. 1In these ways limited liability companies

resemble private enterprises more than public corporations.

2.2.4 Public Enterprises and Supervisory Agencies

Public enterprises, in contrast to private corporations or companies,
are establishments of the State, with the governments of the day as
entrepreneurs or controlling sharesholders, they in turn perform these
roles in the name of the entire citizenery who ultimately, if ideally,
the owners of the business operated by the enterprises. Private
Corporations (or companies)are simply business organisations formed
and legalised by individuals or groups of them, the enterprises
operating specified business for profit accruable to the persons or
groups who formed the corporations (or companies). Because the public
enterprise is created by the state and owned by the state it is
subjected to a wide range of state regulations and controls which the
private enterprise is not subjected. Government regulations and control
over an enterprise's affairs are effected and wielded by the government
ministry which oversees the activities of the particular enterprise

(Onosode, 1980).
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The formal relationships between public enterprises and
Government Agencies charged with supervisory responsibility over
them is derived from the provisions of the laws establishing them.
In exercise of power vested in the supervisory agencies or in
implication of the provisions of those laws, administrative guide-
lines may be issued to regulate the relationship. It is thereforg
of the utmost importance that the relevant provisions of the laws
and guidelines be stated in very clear terms and properly understood
by officials on both sides - the public enterprise and the supervisory
agencies — whose duty is to translate government policies into
practice. The boundary between exercise of control over policies
by supervisory agency and interference with day-to-day management
need to be delineated and kept constantly in view. The presidential
commission on parastatals, 1981 has also pointed out that, the rule
that government, through the supervisory agencies, should exercise
control over the policies of public enterprises, if not clearly
defined and grasped, could be a "veritable tool for interfering with

nearly all aspects of management”.

The 1968 Government White Paper titled "The policy of the
Federal Military Government on statutory Corporations and State-owned
Companies'" stated that public enterprises are "entitled to and are
granted a measure of independence subject to government's right as
sole or majority shareholder to determine the scope and general
thrust of their activities to ensure that they conform with its
policies and programmes'". The extent to which officials of the
supervising agencies adhere to the letter and spirit of this rule
would have a direct impact on the relationship between public enterprise:

and supervising agencies.
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2.2.5 Individual Directors of Public Enterprises

Definition: The companies Decree of 1968, an epitome of all statutes
on public enterprises in Nigeria,tersely stated that "Directors"
include "any person occupying the position of director by whatever
name called". Thus they are all Directors whether called Chairman,
Managing Director, Executive Director, Alternate Director, Special
Director, Associate Director or Part-Time Director. This implies
that, whether a Board member is for a public corporation or limited
liability company, such Board member is a "Director" within the

definition of the companies Decree of 1968.

Qualification: The companies Decree 1968 prescribed no qualification

for being a Director. However, proven insolvent or fraudulent persons

are prohibited from being enterprise Directors (Zayyad, 1986) .

Furthermore, unlike in Switzerland where the Swiss Corporation
in its article 707 provides that "that Board of Directors of a
Company shall composed of ome or more members, all of whom must be
stoékholders of the company", the companies Decree 1968 does not

require any share qualification for Directors in Nigeria (Zayyad, 1986

As a general rule, however, no person above the age of 70 may
be appointed as a Director of a public enterprise or a private
company which is a subsidiary of a public enterprise unless his
appointment was made or approved, by the enterprise in general
meeting in the case of Limited Liability Company, or by the

government in the case of Public Corporations (Abdulkadir, 1987).
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22,8 Board of Directors

The Board of Directors or the top management (Adegbite, 1985)
could be defined, for the purpose of this work, as a duly
constituted highest policy making organ of an enterprise. It is
composed of all the directors of an enterprise including the Chief
Executive Officer (C.E.0.) and other Executive Directors (or

Senior Managers) reporting directly to the Chief Executive Officer.

Functions: It is generally recognised that the top management in
an enterprise plays a crucial role in policy formulation and
strategic decision making, especially in those areas concerning

the profitability and future health of the organisation. In order

to fully discharge their onerous responsibilities, the board of
directors must, in addition to their statutory and legal obligations
perform a number of managerial functions. These managerial functions

of the board are aptly summarised by parker (1970) as follows:

To establish the longer term objectives of the enterprise
and basic strategies for their attainment;

To define the specific policies (finance, personnel, marketing,
and the like) to be followed in implementing the enterprise's
strategies;

To decide the organisation structure of the enterprise's
management and to appoint individuals to fill key positions
in 4t;

To develop management planning, information and control systems
appropriate to the organisation structure of the enterprise
and to use these systems effectively to ensure control by the
board at all times over the results produced by the Executive
Management; and ;

To take decision on such matters as the Articles of
Association may reserve to the board (e.g. payment of
dividends, disposal of corporate assets, appointment to the
board) or that the board in its own discretion decides not
to delegate (e.g. capital projects above a certain amount,
diversification into a new business).
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The Board of Directors is vitally important in assessing the
overall performance of an enterprise over time since the members
are ultimately responsible, to borrow from the words of Chandler
(1969), for the determination of the basic long term goals and
objectives of the enterprise and the adoption of courses of action

and allocation of resources for carrying out these goals.

Basis for Appointment: Generally, appointment to Boards of

Public Enterprises had been particularly selective and highly

competitive.

As pointed out earlier, there are no special qualifications
for appointment as Directors. However, Tukur (1984), then Minister
of Commerce and Industry, pointed out in an address to Directors
of Companies, Parastatals and Corporations under his Ministry that
appointments of the various Directors was a clear testimony to the

fact that the Directors were " men (and women) of proven integrity

and ability",

A later day successor in office, Musa (1986), then Federal
Minister of Industry in a similar address to the Boards of Nigerian
Industrial Development Bank (NIDB) and Nigerian Bank of Commerce
and Industry (NBCI), described the appointments of the Directors
as "eloquent testimony of the confidence reposed by the Federal

Government" in the newly appointed Directors.

On the role expected of the Boards, Tukur (1984) reminded the
Directors that they had been appointed "to supervise and provide

policy guidance for the management of Government - controlled



35

enterprises'. He described the appointments not only as "Challenges'
but also "as a call to national service". Musa (1986) similarly
advised Directors not to work "at cross purposes' not only with
Corporate objectives of their establishments but also with the

objectives of the Federal Government.

It is clear from above that Directors were appointed:

(1) on the basis of their respective antecedent and
integrity; and
(11) to foster Corporate and Federal Government objectives

laid out for their various companies or parastatals.
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Chapter 3

DATA COLLECTION AND ANALYSIS

3.1 Data Collection Methods

The three methods of data collection considered in this
research work are:
(a) Oral interviews : Oral interviews were conducted with the
following categories of people:
(1) Chief Executives of direct labour organisations.
(1i1) Other Staff on the payroll of direct labour organisations.
(iii) Public Administrators.
(iv) Learned Scholars.
(v) Professionals, and

(vi) Employees of Public Enterprises.

(b) Questionnaires : Questionnaires were also used to sample views

from the categories Jf people mentioned (above).

(¢) Existing documents : Some data were obtained from
existing documents in direct labour organisations. These
documents include flimsy files, proejct designs, bill of

quantities and pay sheets.

3.2 Diredet Labour Organisations

Investigation conducted in respect of establishment and setting
of direct labour (d.l.) omnganisationsin each of the four states
under consideration has revealed the following:

3.2.1 Borno State
At the Federal level, the Federal Ministry of Works and Housing

in Maiduguri has created two direct labour (d.1.) units.
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One of the units is charged with the responsibility of Building
and related works, while the other is charged with the
responsibility of civil engineering works. Doth units became

fully functional in January, 1985.

Direct labour implementation has received considerable
encouragement at the state level. Two direct labour departments
were created from the State Ministry of Works and Housing
in December, 1985. One of the departments was charged with the
responsibility of executing Building projects, and the other is
responsible for executing road projects, hence the naming of
the departments, Project Engineer (Building) and Project Engineer
(Roads) respectively. The Project Engineer (Building) was
created from the Building Division of the Ministry while, the
Project Engineer (Roads) from the Civil Engineering Division.
Both departments were located outside the State Secretariat.

Each department has been specifically charged to undertake

the execution of government projects through direct labour

approach whenever it is judged feasible. Direct labour execution
of construction projects outside Maiduguri metropolis is undertaken
by liaisoning with the AREA OFFICES of the Ministry at Gashua,

Geidam, Bama, Biu, Gwoza, Kukawa, Potiskum and Buni-Yadi.

The Building Division of the State Ministry of Works and
Housing has also created direct labour units in Ministries of
Education and Health. These units were charged with the responsibility

of executing Building projects by direct labour and, to liaise with the

AREA  QFFICES for execution of projects outside Maiduguri metropolis.
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Through an oral interview, the Director General incharge
of Local Government Affairs (in the Governor's Office) has
revealed that, all the local Government Councils in the State
were directed to undertake execution of construction projects
through direct labour method (within the availability of

necessary resources).

The works department of the Maiduguri metropolitan Council
has three direct labour sections as follows:

(1) Building

(ii) Civil Engineering

(iii) Water Services.
Other Local Government Areas visited are Nguru, Damaturu, Kaga,
Biu and Bama. The worksdepartment of each of these local government
areas has two direct labour gections charged with Building

construction and Civil Engineering works, respectively.

3.2.2 Plateau State

At the Federal level, the Federal Ministry of Works and
Housing in Jos established two direct labour units in January,

1985 to execute Civil Engineeering (Highways) and Building projects.

At the State level, the Building Division of the State Ministry
of Works and Transport has established a direct labour department
outside the State Secretariat to undertake the execution of Building
projects. Whereas the Civil Engineering Division of the Ministry,
on the other hand, created a unit within the division for the

purpose of executing Civil Engineering projects through direct labour.
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These direct labour units of the Ministry cover the entire state
by liaisoning with the seven DIVISIONAL OFFICES of the Ministry
at Lafia, Shandah, Jos, Panshin, Keffi, Nasarawa and Langtan.
The State Ministry of Works and Transport has been involved

in direct labour execution of capital projects since January,

1986.

Information obtained from the department of local government
affairs of the Governor's Office (in Jos) confirmed that the Works
Department of each local government area is involved in the direct
execution of capital projects as early as February, 1986. The works
department of t Jos metropolitan council has been transformed
into a direct la%our department, known as the Jos Metropolitan
Devélopment Bd;rd (J.M.D.B.). The application of direct labour
system in J.M.D.B. came into full swing in December, 1985, when
the State Government took over the management of the board for
theipurpose of developing Jos Metropolis. The JMDB is financed
by the State Government through the department of parastatals in
the:Military Governor's Office, whilst the State Ministry of Works
and Transport bears the responsibility of parent Ministry. Other

|
Local Government Areas visited are Bassa, Barkin-Ladi and Mangu.

323 Kaduna State

The Federal Ministry of Works and Housing in Kaduna has two
direct labour units, namely, Highways and Public Buildings,

established in February, 1988.

At the State Ministry of Works and Transport, two direct labour

units were created within the Ministry in February, 1986.



These units were specifically designated to embark on direct
construction of Building and Civil Engineering projects in the
State. These responsibilities are accomplished by direct liaison
with the DIVISIONAL OFFICES of the Ministry in every local

government area in the State.

It is further gathered (from the Governor's Office in Kaduna)
that, all local government areas in the State undertake the
execution of construction projects by direct labour. Local
Government Areas visited are Kaduna, Zaria and Saminaka. The
Works Department of each of these Local Government Areas have
two direct labour sections. One of the sections undertakes
Building Construction and the other Civil Engineering Works.

The utilization of direct labour system for the execution of
capital projects in Kaduna, Zaria and Saminaka Local Government

Areas came into full effect in December, 1985.

The Kaduna State Urban Planning and Development Authority
(KASUPDA) is a direct labour department (board) established
specifically to undertake direct labour comstruction and Urban
Planning in Kaduna State. Although KASUPDA was established in
1972, the utilization of direct labour system for the construction
of Building, Road and Drainage structures came into full swing in
July, 1985. Whilst the State Government discharges its financial
responsibilities (to KASUPDA) through the department of parastatals
in the Military Governor's Office, the State Ministry of Works and
Transport bears the responsibility of parent Ministry to the Board.
With headquarters at Kaduna, KASUPDA has zonal and Area Oifices

as follows:
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Zonal Offices: (i) Zaria
(11) Kafanchan
Area Offices: (i) Tkara
(ii) Zonkwa
(iii) Saminaka
(iv) Kachia

324 Bauchi State

The Federal Ministry of Works and Housing in Bauchi has two
direct labour units, established in December, 1984. The two
units undertake Civil Engineering and Building Constructions

through direct labour method (respectively).

At the State Ministry of Works and Housing, the only three
AREA OFFICES of the Ministry at Bauchi, Gombe and Azare were
transformed into direct labour departments in January, 1986.
Professional staff of the Ministry were deployed into these
departments to undertake direct labour execution of Building

and Civil Engineering projects throughout the State.

Bauchi State Urban Utilities Board (BSUUB) is another
direct labour department (board) established by the State
Government in 1986 for the execution of Building, Road and
Drainage projects through direct labour system. It also
undertakes water and electricity distribution to urban areas
by direct labour method. BSUUB accomplishes these responsibilit ies
through its ZONAL OFFICES at Bauchi, Gombe and Azare. The State
Government discharges its financial responsibilities (to the
board) through the department of parastatals in the Military
Governor's Office. The State Ministry of Works and Housing on

the other hand, acts as parents Ministry to the Board.
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An oral interview with an executive officer in the department
of local government affairs (in the Military Governor's Office)
revealed that, the works departments of all the local government
areas in the State undertake direct labour execution of capital
projects. Local Government Areas visited are Bauchi, Katagum

(Azare) and Toro.

3.3 Distribution and Collection of Questionnaires

The research work has four separate questionnaires as follows:
(1) CQuestionnaire A: It was designed to sample Views from
Chief Executives of Direct Labour (D.,L.) units and

departments (given as Appendix I1I).

(i1) Questionnaire B: Designed to sample views from site
(or project) officers in direct labour (D.L.) units and

departments (given as Appendix I1II).

(411) Questionnaire C: It was designed to sample views from

professionals and learned scholars (given as Appendix V).

(iv) Questionnaire D: Designed to sample views from employees

of public enterprises (given as Appendix V).

3.3.1 Questionnaires A and B

The distribution and collection of Questionnaires A and B

were as shownm in table 3.1

Table 3.1 : Distribution and Collection of Questionnaires A and B

Questionnaire No. Issue Out No. Collected Back

Questionnaire A 38 28

Questionnaire B 86 39
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The distribution and collection of the two questionnaires

in each direct labour organisation are shown in Appendix VI.

3:3.2 Questionnaires C and D

Questionnaires C and D were distributed and collected in the
manner shown below (Table 3.2)

Table 3.2 : Distribution and Collection of Questionnaires C and D.

Questionnaire No. Collected
No. Issue Out Back

Questionnaire 35 21

Questionnaire 50 25

3.4 Analysis of Data on Problems of Direct Labour

Management
No construction system is entirely perfect in both design and
executions. They all have problems in either deign or executions,

or in both. Direct labour system is no exception.

Against this background, investigation into the problems
of Direct Labour Management is carried out and results obtained

are classified into the following areas:

3.4.1 Administrative Factors

Questionnaire A is partly set to investigate if there were
initial plans (or modus operandi) in direct labour (D.L.) units
and departments for the effective achievement of direct labour
objectives. As shown in table 3.3, all respondents testified
the existence of such proposals for their respective units and

departments.
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In fact, opportunities were granted in Borno and Bauchi States
to glance over some of these proposals for the purpose of this
research work (only), as they were considered to be official
documents. Most articles in these proposals were designed
to set operational strategies in sensitive areas of direct
labour implementation. These areas include among others, the
following:
(1) Management of Direct Labour Activities.
(i1) Material Procurement.
(iii) Staffing (and incentives)
(iv) Equipment, Plant and Tools.
(v) Funding of projects by Client Ministries and Departments.
(iv) Provision of Working Capital.
(vii) Government Loans and Grants,
An initial proposal for one of the direct labour deaprtments

is reproduced as appendix VII.

The most pathetic revealation with regards to these proposals
in present-day management of Direct Labour system is that, ninety
five percent (957%) of respondents to questionnaireA could not hide

their dissatisfaction with non-adherence to these initial

proposals in their organisation/units. They were of the views that
the partern of operation of their respective organisation are not ir
strict adherence to initial plans. The remaining five percent (57),
constituting those who indicated strict adherence of Direct Labour
operations to initial plans, were all from Local Government Works

Departments.



Table 3.3 : Administrative Factors in Direct Labour Problems

Investigation

Response in favour of
Investigation

) £ Direct Labour organisations
with initial proposals
(or plans)

Reference Question: A3

All direct labour units and
departments,

2. Percentage (%) of Chief
Executives that identified
mode of operations of their
units and departments as NOT
in strict adherence to initial

Plan. Reference question:!Aé4

95%

3. Direct labour units and
departments that consult parent
bodies for organisation problems

Raference Question:Al3

All direct labour units and

departments

4, Percentage (Z) of direct
labour units and departments
that do not receive frequent
attention from parent bodies.

Reference Question : Al4

957

5. Consideration of Black-
mail by contractors and their
agents in and outside government,
as one of the major problems in
direct labour implementation.

Reference Question : A30

All Chief Executives have

indicated their affirmation.
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