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(i)
ABSTRACT
This thesis is entittled, "Structure and

Gowh of the GQvil Service in Ngeria: A case

Study of Bauchi State 1976 - 1984". The work is

made up of four chapters. As the topic inplies,

the main aimof the study is to find out the effects

of the structure and size of the state civil service

on its performance. It also attenpts to find out: -

(a) the rate, trend as well as pattern of the
grow h of the service from 1976 - 1984;

(b) the ways in which the organi zati onal structure
of the service facilitates or hinders the
achi evenent of governnent objectives;

(c) whether the service has w tnessed rapid grow h;
and if so, whether such growh has resulted in
di sproportionate span of control;

(d) the relationship between increase in the size
of the civil service and annual budgetary
expenditure over the nine year period with a
view of finding out whether or not the civil

service has becone a self-serving institution;

(e) whether or not there exists healthy working
rel ati onshi p between the various classes of
the service; and
(f) the extent and effects of the |ast retrenchnent

exer ci se.
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2. VW used the 1984 staff lists as our sanpling
frane based on which a sanple size of 300
respondents was chosen. The study has Parkinson's
Law as its theoretical franework. The Law provides
that an admnistrative organization increases in

size annually at an average rate of 5.75% | nforna-
tion was gathered fromtwo main sources nanely
primary and secondary. The techniques used in
analysing the data are the "least square nethod"

of the Tine Series Analysis and S nple Percentages.
Qur anal ysi sof thegrowt hof theserviceindi catest hat

the state civil service has witnessed very rapid
grow h during the period under study. This concl usion
Is based on the fact that the service expanded at an
annual average rate of 18.15% However, although

the service has w tnessed such noticeabl e expansi on,
its size did not significantly contribute to the
current financial crisis in the state.

3. n the organizational structure of the service,

it was found to be highly hirarchical and there

exi sts one set of way for communication. O the
wor ki ng rel ati onship anong the civil servants,
however, it was found out that there exists unhealthy
working relationship particularly between the nmenbers

of the admnistrative and professional classes.

4. Finally, our study reveals that the actual
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nunber of staff |aid-off had al nost doubl ed the
official figures given to the public by the state
governnent. It was further established that the
exercise was not fairly conducted in the state and
that it neither resulted in inproved perfornance

nor in any meani ngful financial saving,

AP
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The history of the dcovelopment of the Nigeriaﬁmwrw
Civil Service can be traced back to the colonial
pericd. In order to run its colonial territorics
efficivntly, the British set up the Civil Services
in the then colonies., The main purposes of the
then territorial civil services were the collection
of taxes and the maintenance of law and order (to
prevent any social disequilibrium), 1In Nigeria, the
function of the civil scrvice thoerefore, reflected
the above main objectives of the cclonial
administration, As Fouge're noted, _

!
it was not concerned with social and economic '
development as a major objective of the
administration, Economic services were mainly
left in the hands of private trading companies
from overseas, particularly United Kingdom,

The provision of cocial sorvices such as health
and education were on the gther hand, left

==

in, the hands of Missionaries.1
In short, the c¢ivil service was not required to
deal with the complex responsibilities of
administration in the political as well as the
socio=-economic spheres. However, this trend could
not last long especially with agitation for
self-government by the Nationalists. The agitation

of the Nationalists compelled the colonial masters

ceeeedf2



to take an active part in, among others, the prOVisicn_.i

of education as well as health services. With political
indvpendence for the country in October, 1560, i =
governments' participation in soclg-economic activifies
assumed a very wide magnitude and dimensiocn, As a
result of all these developments, the Nigerian Civil

1
Service came to be the main vehicle for soclo-economice

i

and political transformation of the society. To

crown it all, the country embarkced upon national

development planning as a strategy for development ﬁ |

where the top bureaucrats' activities in policy ;j\

counselling and execution cannot be over-emphasized, @ i
Meanwhile, it should be recalled that the civil

service posts were structurnlly divided into two

during th: colonial period, The first cadre was

- made up of the administrat.ve officers and the

professionals who were mostly Europeans, The

second, the junior cadre, consisted of Executive and

Clerical officers who wure predominantly Nigerians,

This sharp dichotomy and the absence of a comprehensive

staf{ development policy for Nigerians created a lot

of problems egpecially on the eve of independence

when many European contract officers had to vacate

- their seats for Nigerians. Invariably, the numerous

easeess/3
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vacancies left behind had to be filled by many

relatively unqualified personnel at both the regional
and the federal levels, This peculiar situation led
to the setting up of the Ashby Commisgion which was
charged with the responsibility of determining as
well as projecting the country's manpower needs from
1960 to 1980, However, with all the political will
znd the resources available to the then governments,
the projected targets of the Ashby Commission could
not be met due to the political turmeil which engulfed
the nation between 1965 and 1970,

Due to the regional imbalance and the political

tension which became a threat to the country's stability
as well as its unity, the Gowon administration demarcated
the four regions into twclve states on May 27, 1967,
3ix states were created out of the former giant
Northern Region one of which was the then North-
Eastern State with its headquarters at Maiduguri,
With the Military coup of July 1975 which ushered in
the Murtala cra, seven more new states were creatoed
in February 1976 one of which is Bauchi State, making
a grand total of nineteen. The focus of this study
is on Bauchi State,

The state established its administration at its

capital Bauchi, on 1st April 1976 with top bureaucrats

-----a/h—



=
of high calibre, This is bucause out of the
twelve permanent secrctaries in the then Northe
Egstern State, "Bauchi pulled out six including
the then Acting Secretary to the Military Government
and the Head of the Civil Service",® This high
calibre of top personn<l coupled with the development
neceds of the state led to the rapping of a solid
strategy tagged, "cven developuent policy“.3
Under such a situation and unlike the colonial
civil scrvice whose main tasks were maintenance of
law, order and mobilisation of resources, the
Bauchi State Government, in addition, needed a
civil scrvice that would realistically carry out
the even development policy, This means it would
be involved in the tasks of economic, socigl and
political developments 18 the content of government
activities would be mor: than rcgulatory functions,
The effective implementation of such radical policy
requires well-trained as well »s a sizeable number of
civil servants. During the past nine years the
civil service witnessed an increase in its staff
strength as well as expansion of training facilities
and opportunities, With the economic down-turn
however, and the subsequent military take over in
December 1983, many governments in the Federation
were faced with the problems of how to settle

unprecedentcd monthly salary bills, Thus, the
verious sizes of civil services became topical national

issues within the Nigerian media,
.o-c.../S
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1,1 Statement of the problem,

The Bauchi State Civil Service has grown in
size over the years in such a way that the size has
affected its performance, Moreover, there exists a
gap between policy making and the recruitment pattern
into the State civil service, The lack of uniformity
in the recruitment process, has tended to result in
unprecedented bureaucratic expansion, In most
societics today, governments rely on their civil
sei'vices for the implementation of policies and
programmes, This role becomes very much diversified
in a developing e¢conomy like ours where many socio=-
economic and political problems exist, Looking at
the phases through which the Nigerian Civil Service
has passed, one can readily say that it is a product
of its colonial past with its attendant problems,
These problems ‘ere accentuated by the lack of
qualified personnel, the heterogenuvus nature of the
society, corruption and indiscipline within the
public service and to some extent, our ceducational
system, For example, the¢re exists a non-challant
attitude in the way and manner public properties are
being handled by civil servants, This can be seen
from the way in which projects of immense socio=
economic benefits to the populace are either
completely neglected or left uncompleted, In the
author's opinion, the reasons may not nccessarily
be due to lack of funds as often assumed but could
be those associatced with the civil services

Shrei . i ; ool ¥ You P4 eossef6
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themselves, This therefore, implies that a wide gap
eXists in our national life between policy formulation
and execution vis-a=vis what goes on within the
public service, Rapid bureaucratic growth also leads
to a number of other problems, One of such problems
is an enlarged or digproporticnate span of control,
For example, in his work titled the scicaces of
administration, Gulick enumerated some principles

for ¢ffective management one of which is fSpan of
Contrcﬂ.'.L‘L This principle asscrts that there should
¢xist a few number of employees (between six to nine)
to a supurvisor beyond which problems of control and
co~ordination will be created, The size of the

state civil svrvice today cannot be gaid to have
maintained a good ratio for an effective span of
control,

Structurally, the civil scvrvice is divided into
various cadres and classes due to specialization of
roles and the hierarchical nature of the organization,
This division into classes, had resulted in conflicts
particularly between the members of administrative

5 The conflict has

and the professional classes.,
created friction and strains thoreby hindering the
harmonious coperation of the civil service as an
organization, In fact, the problem has assumed

such disturbing proportion that in 1974, the Udoji

Review Commission obscerved that:



& T

esssss.the relationship is one of acrimony

and antagonism in a conflict rather than

partnership in an enterprise, with resultant

lack of team work necessary for modern management,
Furthermore, in view of the multiplicity of public
as well as quasi-public organization over the years,
the State civil service has witnessed a considerable
growth in its size, With its increased size the
Bauchi State civil s«rvice has become a costly
commodity to the Government, This is so because a
substantial share of the government's total revenue
is voted for the maintenance of the civil service
at the expense of essential services to be rendered,
In fact, in many African countries studied by Baker,
"their civil services are regarded as expensive pieces
of public properties consuming between 30 - LO% of
their: annual recurrent budgets".7 pureaucratic
expansion is thurefore, an issue worthy of note in
the Etate's developmental process, For example, in
a study on burcaucratic growth in Africa, Baker
1975 had this to say:

The Federal Civil Service of Nigeria is today

three and a half times as large as it was

twenty years ago; and that of the former

Eastern Nigeria doubled its size in the first

five years of independencé....... Between

1968 - 1971, the civil service of the South-

Eastern State and Kwara State witnessed an

increase of 235% and S56% respectively,
That of Bauchi, although not supoortcd by empirical
study is assumed toc have tripled its size in the
first nine years, Considering such rapid growth

and the resources it consumes (e¢specially if we take

..0.0./8
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into account this economically hard times), the

size o1 the civil service may not be said to be
optimum for efficient pcrformance., Moreover, it is
difficult to say that the bureaucratic growth is more
in favour of quality than quantity, This study
therefore, desires to examine the size of such growth
vis-a-vig resources expended and also to explain the
problems limiting or inhibiting efficient performance
in a pc¢riod when the civil service is expected to

assume its developmental role fully,

1,2 Aim of the Study,

The main aim of the research is to find out the
effects of the structure and size of the Bauchi State
Civil S:rvice on its performance, It also attempts
to assess the éffects of the organizational structure
of the service in facilitating or otherwise, the
accomplishment of governmental objectives, In a
nutshell, the study aims at finding out relevant
facts and objective information on:=-

(a) the rate, trend as well as pattern of the
growth of the service from 1976 - 198l4;

(b) the ways in which the organizational structure
of the service facilitates or hinder the achievement
of government objectives;

(c) whether the service has witnessed rapid growth;
and if so, whether such growth has resulted in

disproportionate span of contrel;

...lll/g
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(d) the relationship between increase in the size

of the civil service and annual budgetary expenditure
over the nine-year  period with a view to finding

out whether or not the civil scrvice has become a
self=-serving institution;

(e) whether or not there exists healthy working
relationship between the various classes of the
serviee;

(f) the extent and effects of the last retrenchment

exercise,

1,3 Justification of the Study,

One of the most important issues which justify
this research is lack of statistical data to back
up major government policies and decisions., It is
a fact that we do not know our actual population
in this country due to our inability to conduct a
reliable population census, It is also a fact that
in the absence of reliable data no country can
make any meaningful and comprehensive development
plan, The processes of the formulation and
execution of the various National Development Plans
in Nigeria ovur the years are cases in point, No
wonder Professor Stolpher described our planning
process as planning without facts-.9 Moreover, the
development plans could not be said to be successful
due to lack of effective machinery for evaluating

the performance of the various civil services at

cesessl/10
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the execution stage, Besides that, it is a common
knowledge in Nigeria that many governments do not
know the numerical strength of the various categories
of staff on their pay-rolls, For example, it was
only recently, that Governor David Jang of Benue
State appointed a six-man Committee to conduct a
census on the state civil service, Given such a
situation, it is difficult to know whether such
organization is expanding quantitatively, qualitatively
or both,

Another issue which further justifies this
research is the scarcity of liturature on the Nigerian
Civil Service, especially on the newly created States
like Bauchi, Beside the scarcity of such materials,
there are some administrative bottlenecks which make
information flow very difficult, For example, it is
a known fact that too much secrecy is attached to
government operations, Vital information for
research investigations as well as for the consumption
of the general public are often beyond the reach of
an ordinary citizen, These vital items of information
are often graded as "top secret",

Furthermore, lack of statistical information
has affected not only the planning process but also
other governmental operations, The inability of
the Nigerian governments to effectively forecast,
plan and adjust themselves in the event of some
unfavourable circumstances led to such things like

......0/11
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made the author to limit the scope of the investiga-
tion to Bauchi State while the period covered is
between 1976 to 1984,

Bauchi State comprised three major administrative
divisions which constituted the then Bauchi Province,
The Province assumed the status of a state on
February 3, 1976 by an instrument of the then Federal
Military Govcrnment, The poeriod covered by this
research is very important because it falls within
the first decade of the state's existence as a
political entity, Accordingly, the personnel policies
which conditioned the growth of the service, the sources
of personnel, the recruitment process as well as
other variables affecting recruitment are examined,

In addition, the roles of the Establishment and
Service Matters Department in the Manpower Training
and Development of the State Civil Service are also
discussed, The activities of the latter agency are
looked into in order to throw more light on the
quality of the personnel in the service of the

State,

ﬁgﬁm‘ 'E'Ef{':wm LIBRARY
‘AR |A NIGER A TNIVERSITS
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1,5 Hypotheses,
For the purpose of this research, the underlisted

hypotheses are tested:-

(a) The larger an institution is the taller its
hierarchy, and the greater its tendency towards
inflexibility,

(b) 1In the past nine years, the state's civil
....../13
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service has witnessed a rapid growth which contributed
to government's financial crisis,

(¢) The service was so large that it had to be

pruned by laying off a larger number of staff than

the government was able to admit it did,

1,6 Methodology.

Social science research makes use of various
methods of collecting data, particularly primary
data, We are using the following three methods for
collecting data in this study; observation, interview
and questionnaire, The author chooses to interview
some people in addition to the questionnaires that
are going to be administered because the use of
questionnaires alone, for a greater proportion of
the sample population cannot give the complete
information required. Secondly, in the civil
service, the junior staff constitute fhe majority
and they are normally primary and secondary school
leavers, whose educational background may make it
difficult for them to comprehend some of the
concepts used, On the use of questionnaire itself,
we wish to draw two types. One is specifically
meant for the top bureaucrats while the other for '
the middle.as well as junior members of the service,

In addition to the primary data, data from

the followimg secondary sources will also be collected:-

sate -..-‘/1'4'
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(a) Official documents;

(b) Office records;

(¢c) Administrative reports;

(d) Newspaper accounts and journals;

(e) Statistical year books;

(f) Bauchi State Approved Estimates for 1976 - 198Y4;
(g) and many others.

Moreover, we shallldraw samples from the civil
service, Due to the.structural composition of the
service in terms of classes as well as its hierarchy,
stratified sampling will be used to.sample respondents so
that the sample would become 2 representative one,
Accordingly, a sample size of three hundred (300)
respondents out of a population of 15,289 nave been

random’y
/drawn from the various strata as follows:-

(a) 50 - administrative officers including all
Permanent Secretaries,

(b) 50 = Professional Officers,

(c) 50 - Executive Officers,

(d) 50 = Technical Officers.

(e) 50 - Secretarial/Clerical Staff,

(f) 50 - Messengerial/Manipulative Staff,

In ord:r to determin. the trend of the growth
of the service over the years, the "Time Series
Analysis"™ is used as a method of data analysis. In
addition, simple percentages arc also . Being
used as a method of analysis. Thus, the organizational

and class structure of the service ware! ¢xamined

..‘000/15




-5 . |
through descriptive presentatién and analysié.
The detail of the data analysis has been made
in Chapter I1I while the conclusions reached based on

the analysis are presented in Chapter IV,

1,7 Opcrational Definition,

(i) CIVIL SERVICE: It is the governmental
burcaucratic orgaaization which is normally
referred to as the adminiztration in the ¢xecutive
arm of government, It mainly consists of staff
who belong to the following classes:=-

the administrative, the professional, the

technical, the executive, the secretarial/

clerical, and the messengerial/manipulative

classes, The terms civil service and
bureaucracy are often used interchangeably in
this study.

(ii) CIVIL SERVAUTS: They are staff of the state
on the regular payroll of the government, and
who are employed in a civil capacity by or on
behal £ of the Civil Service Commission., The
term therefore, coverg most staff in the main
service frum the Head of the Civil Service down
to the cleaner, _ | E

(iii) GROWTH (of the Civil Service)f It means
increage in size and/or gradual development
of the personnel in the scrvice of the State

over the period under study,

...'.ll/16
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(iv) STRUCTURE (of the Civil Service): This refers
to the arrangemvnt of the component parts of
the civil service in terms of hierarchy and
classes. .

{v) HIERARCHY: Hierarchy significs a graded level
of organization into successive steps or layers,
It further relates to a pattern of interrelated
posts connected by line of delegated authority,

(vi) STATE: It refers to Bauchi State of Nigeria,

(vii) COMMISSION: This refers to the Bauchi State

4 Civil Service Commission. It is an agency of

‘ the state which has been delegated the powers

to recruit staff on salary GL 06 - 15,

(viii) SENIOR STAFF: These afe émployees of the
state on salary grade levels OB - 17 in the
€ivil Service,

(ix) INTERMEDIATE STAFF: They are those employees
on salary grade level 07.

(x} JUNIOR STAFF: Junior staff are those employees
of the government on salary grade level 01 - 06.

(xi) STAFF UNDER DELEGATED POWERS: This refers to
those employees on salary grade levels 01 - Q5
whose appointments, promotion and discipline
are in the hands of their respective ministries
and departments, who under-take such personnel
functions on behalf of the Civil Service

Commisgion.
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(xii) PERFORMANCE: The act of accomplishing a

given task with positive results by one or

sroup of agencies within a given time schedule,
Performance can be said to be efficient where

an agency executes a project within its original
estimated cost, On the other hand, performance
can be said to be effective if an agency attains
its targeted goal within targeted schedule,
However, there is a tendency among writers to

mix the two concepts aid use them interchangeably,

(xiii) RULES AND REGULATIONS: Refers to the Bauchi

(xiv)

(xv)

State Civil Service Kules 1977,

INFLEXIBILITY: This word re¢fers to the
tendency on the part of the organization members
to be too rigid in their operations, This can
be associated with oroblems of organizational
structure and/or thc application of impartial

rules and regulations,

RAPID GROWTH: In this study, an organization
is regarded to be rrowing rapidly when it grows
at the rate of 6,56% aad above annually,

(xvi) FINANCIAL CRISIS: This is a situation in

which an organization is faced with problems
of fiscal cash flow and which acts as a

hinderance to its effective operations,

(xvii) RETRENCHMENT EXERCISE: In this study, it

means the 1984 general purge in the Bauchi

State Civil Service,
0000000/18
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(xviii) POLICY: 1Is a man-made rule or pre-determined
course of action that is established to guide
the performaice cf work towards the organization

objectives.11

1,10 Theoretical Frgmework.

The relevant theoretical framework for this
study is that that has to do with growth of an
organization as contained in Parkinson's Law (or
the Rising Pyramid) which is a theoretical explanation
of how organizations keep on increasing in size,

In our operational definition, we have earlier
on defined growth (of the civil service) to mean
increase in size and/or gradual development of the
personnel in the service of the State over the
period under study, Thus, growth in this respect
should be seen both in terms of quantity as well
as quality,

Parkinson collected vast masses of statistical
evidence and it is from a study of this data that
Parkinson's Law has been deduced, He found out that
the rise in the total numbcr of officials and the
gquantity of the work done are not related to each
other, He began the research in the Navy Estimates
of the United Kingdom, The Navy was chosen because
according to Parkinson, the Admiralty's responsibili-
ties were more easily measurable than those of, say,

the Board of Trade, at that time, The data collected
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and compared were those of 1914 and 1928 which are

presented in table 1.1,

TABLE 1,1
ADMIRALTY STATISTICS
CLASSIFICATION YEAR INCREASE
{OR DECREASE
1914 1928 %
Capital Ships in
Commission 62 20 ~-67.74
Officers & Men in R,N. |146,000 100, 009 -31,5
Dockyard Workers 57,000 62,43 +9,54
Dockyard Officials
and Clerks 3, 249 L, 55 +40,28
Admiralty Officials __ 2,000 3.564 +78,45

SOURCE: Parkinson's Law or the Pursuit of

Progress, (London, John Murray, 1959);
LBi%ea by C.N. Parkinson, p. 11

nccording to Parkinson, what should be noted was
that, the 2,000 officials of 1914 had become the
3,569 of 1928; and that this growth was unrelated to
any possible increase in their work. From the above
table, it can be seen that the Navy during that period
diminished by one~third in men and two-thirds
in ships, He further said that it was unlikely from
1922 onward, for the Navy's strength to increase;
because its total ships (unlike its total officials)
was limited by the Washington Naval Agreement of that
year, In summary, his analysis revealed a 78% increase
over a period of fourteen years; and average of 5,6%

increase per annum on the earlier total, However,
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he cautioned th:t, even though the rate of increase
a year was not regular, the important peint to
consider is the percentage rise over a given period,

Parkingon algo cited the colonial office as
another example. The colonial office's growth is
more significant here in that, it is more administra-
tive and also affords a hetter field of study at that
time - which was a periocd of imperial decline,
Table 1,2 shows the rclevant statistics for the
period 1935 to 1954 (a perivd of twenty vyears),

TABLE 1,2
COLONIAL QFFICE STATISTICS

Year |1935 1939 | 1943 | 1947 | 1954
Staff | 372 1,50 817 11,139 {1,661

SOQURCE: Parkinson's Law or the Pursuit
ol Progress, (London,John Murray, 1957);

Edited by C.N. Parkinson, p. 13,

Althoﬁgh a steady increase in size of staff can be
noticed above, Parkinson argued that the department's
regponsibilities were far from constant during these
twenty years. The colonial territories were not

much altered in area or population between 1935 and
1939, They were considerably diminished by 1943
because certain areas were in enemy hands. Moreover,
he further stated that, frowm 1947 onwards the colonia;
started to shrink steadily from year to¢ year as
successive colonies Aachieved self-government,
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Parkinson then argued that, it would have been rational
to suppose that, these changes in the scope of the
Empire would be reflected in the size of its central
administration, But a glance at the figures in
Table 1,2 is enough to convince one that the staff
totals represent nothing but so many stages in an
inevitable increase., And this increase he said,
although related to that observed in other departments,
has nothing to do with the size or even the existence
of the Empire, In fact, in his analysis, he ignored
the rapid increase in staff which accompanied the
diminishing of responsibility during the¢ World War II,
His analysis of the peacetime rates of increase showed
that there was 5,24% between 1935 and 1939, and
6.55% between 1947 and 1954 rcspectively. This gives
an average increase of 5,89% each year, a percentage
markedly similar to that already found in the Admiralty
Staff increase between 1914 and 1928 (see Table 1.1).
He finally concluded that: "all ocur researches so far
completed point to an average increase of between
5.17% and 6,56% per annum", '3

However, Parkinson's arguments centered on lack
of expansion of the Empire. What he failed to
realize was that in colonies like Nigeria, Indirect
Rule System was adopted due to lack of personnel, As
such, if some parts of the British Empire gain self-
government, it follows that the personnel will have
to be deployed to other areas where they are needed,
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It is therefore, our opinion that, the decrease in the
area or population of the British Empire is not
synonymous with the decrease in the amount of work to
be done in the Empire as a whele. 1In this econtext,
his yardstick of measuring work to be done is there-
fore faulty. The second set of ideas to be used,
although they are yet to qualify as theories, &re -those:
of Bakér in his study of the growth of bureaucracy in
African countries, Baker, after his studies, arrived
at the conclusion that: '

rates of growth vary considerably from year

to year, and from country to country {and even
with a country in the casgé of the separate
civil services of federated states), the
general pattern is one of somewhat disturbing
expansion, 1l _

Since the scope of his study was on the African
continent, he realised that, in Africa, the tendency
has been for governments to increase rather than
decrease the extent to which they enter into various
aspects of their countrieg' live. He found the
follcwing.fatés'of growth:

In Tanzania, the average annual rate of
increase during the 1960a was over 11% and in
the last year of that decade was 38%. Between

1969 and 1973, the average annual growth in

~ Botswana was 13% and between 196l and 1979 in
Zambia, 12, In rucent years in Uganda it
has averaged 10%, Ethiopia 6%, Kenya 5% and
Malawi 4j%. A remarkable, and possibly unique,
exception to what appears to be the general
rule of relatively fast growth, is Sierra
Leone which has increane the size of its
civil servic:: durins the past decade by an
average annual rate of only 0.5%.15

It is based on the above facts that he advanced
what he regarded as the universal arguements for
growth of civil service particularly in the African
setting, In addition, he pointed out

the consequences of such growth /
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looking at the developing nature of the economies
of African countries, One such consequence is that it
becomes A drain on the annual expenditure of most
African countries by taking up between 30% and
L0% of the annual recurrent budget of such countries.16
A seoond important consequence is on the span of
control in the service itself, The span of control
becomes enlarged thereby creating a problem of
effective supervision, He buttressed his arguments

with the data in table 1,.3.

TABLE 1
BUREAUCRATIC GR H AN > SPAN OF CONTROL
COUNTRY
A B C
Staff Grade/}|Executive |Clericall
Superscale |and Tech-|& Otherqd A:B B:C
Admin, and nical
Professional
wasnlsa
Tanzanian
1960/61 1,726 2,122 30,755 | 1:1.2 | 1:14.5
1970/72 2,419 8, 388 6l,819 123,5 11:7.7
Malawi
1961 /62 510 624 6,726 | 1:1.,2]1:10,8
1971/72 1,292 2,001 12,364 | 1:1,6 ]1:6.4
Nigeria
(excluding
Mid-West)
1959/60 3,693 7,876 60,024 | 1:2.1 | 1:7.6
1965/66 4,250 12,599 92,892 | 1:2,9 11:7.4
potswana
1663 175 L60 1,669 |1:2.6 ]1:3.6
1973/74 473 2,162 4,286 |1:4.6 |1:1,2 |

SOQURCE: '"Bureaucratic Growth in Africa" Ife Essays in
Administration, Ile-Ife, Univergity of I%e Press,
. ite y C. Baker and M,J. Balogun, p. 11,

sunawes] o




-2l
The data in Table 1,3 generally indicate that an
increased Span of Control burden has been imposed upon
the middle level and a decreased burden of control has
been placed upon the top level, The above statement
is true for all the four countries, Having seen the
enlarged Span of Control particularly at the middle
level, he concluded with a waraning that:

the physical and mental strain at the

top and middle levels must not be underestimated,
and the breakdown of a few men at that levels
could have dire consequences for a country's

17

civil service,
Parkinson's Law or the Rising Pyramid would be of
immense benefit to our study particularly as it concerns
the percentage rates of the annual increase in size of a
government department, In addition, Baker's recent
study on bureaucratic growth in African has added a new
dimension to the problem particularly in a federated
developing society like Nigeria, Our study whose focal
point is that of growth in a relatively newly created
state would derive much guidance from the above

theoretical framework,

..-..-./25



1,11

_25'4.'.

FOOTNOTES,

1.

3.

9.

10,

Louis Fouger'e - Civil Service System: Essays
and Texts, International
Tnstltute of Administrative
Sciences, UNESCO, 1967 (translated
by R, Murphy and R. North), p. 65.

Administrative Officer's Disposition List October
1975 obtained from the Military Governor's Olfiice,
Eauchl.

Bauchi State Approved Estimates 1976/77; Government
Printer, Bauchi,

Fred A, Kramer - Perspectives on Public
Bureaucracy: A reader on
Organizations, Second Edition
(Winthrop Publishers Inc. 19775
pPp. 25 - 27,

Augustus Adebayo - Principles and Practice of
blic Administration in
Nigeria: New York, JQ
Wiley, 1981), p. 20.

RL ort of the Public Service Review Commission

igeria} Main Repnrt; (Federal Ministry ol
Iﬁfﬁrmatlun, Printing Division, Lagos, 1974),
para, 112,

Colin Baker - 'Bureaucratic Growth in Africaj;

: : Causes, Consequences and Controls";
Ife Essays in aAdministration,
(ﬂn1v<r51ty of Ife Press, Ile-Ife,
1975), p. 17

C. Baker - Op.cit., pp. 1 - 6

Wolfgang F, Stolpher - Planning without facts:
Lessons in HResources
Allocation in Nigeria's
Development, (Massachausetts),
Harvard University Press,
1966),

Imo formula was a strategy adopted by the Imo
State Government to pay its employees not
necessarily based on their salary grade levels but
based on what was available in its coffers. This
means that employees have no guaranteed stable
income monthly and it was the practice in the state
for the greater part of the Brig, Ike Nwachukwu's
administration., The un-paid part was neither
comverted into saving nor were they paid back up to
the time of writing this thesis,

00000/26



1.

12.

13.

.

15.
16,
17,

- 26 -

Edwin B. Flippe -~ Principles of Personnel Management
2nd k3,, McGraw-Hil nc.,

p. 43.

F.E. Hourke - Bureaucrac Pplitics and Public
: : ﬁoIicx, (Boston, Littie Brown & Couy

196S9), p. 4.

C.N. Parkinson - '"Parkinson': Law or the Rising
Pyramid", Parkinson's Law or
the Pursuit of Progress, {(London,
John Murray, 1957)s P. 5.

C. Baker - '"Bureaucratic Growth in Africa:
: Causes, Consequences and Controls",
in Ife fssays in Administration, lle-
Ife, University of Lle Press, 1975
Edited by C, Baker and M.J. Balogun,p,t.

C. Baker, - i 0Op. cit., p. 2.
C. Baker, - Op. cit., p. 18.

C. Baker, - Op. cit., p. 10.



- 27 =

CHAPTIR 11

RESEARCH ENVIRONMENT AND DESCRIPTION
OF RESEARCH OPERATION

2,1 Creation of Bauchi State,

Bauchi, as a state, was created in February, 1976
and established its administration in its own State
Capital on 1st April, 1976 with the few staff deployed
from the former NortheEast, the assets and liabilities
it inherited and a substantial grant for take-off from
the Feideral /Government, It occupies a total land area
of 66,510,045 sq.km., This represents 7.2% of Nigeria's
total land mass, It has a population of 2,413,730
people according to the 1963 census figures., The Statels
projected population figure now stands at about 5 million
people.1 The State, like many others in the Federation,

comprises many ethnic groups. Prominent among these
ethnic groups are Hausa, Fulani, Kanuri, Tera, Tangale,
Waja, Gerawa, Sayawa, Jarawa and Bolawa, Although
these ethnic groups have their individual peculiarities,
there exist cultural similarities especially in
languages, occupation, religion, festivals and mode
of dressing, Above all, there is a high degree of
ethnic integration when it comes to marriages,
Administratively, Bauchi State was made up of
three large divisions before the introduction of the
nation-wide Local Government Refarms in 1976, These
divisions were Bauchi, Gombe, and Katagum. As a result
of the reform, the State was divided into sixteen
Local Government Areas, These are: Akko, Alkaleri,
Bauchi, Darazo, Dass, Dukku, Gamawa, Gombe, Jama'are,
Katagum, Misau, Ningi, Shira, Tafawa Balewa, Tangale=-
Waja and Toro, With the advent of the civilian
administration in October, 1979 and further
democratization of the political atmosphere in the
country, the demand for the creation of more Local
Governments became the ordir of the day, Following

this popular demand, twenty-seven more local
government areas were created in 1981 making a
total of fourty-three, The total number of

local government areas finally Jumped to sixty-two
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in 1983, a few months b.fore the Second Republic

came to an end., With the Military interventicn and

the return of sanity in local administration, the

number was reverted to the original sixteen,
Agriculture is the main stay of the State's

cconomy, Consequently, the State Government

directed its efforts towards the increased

production of both food and cash crops, Owing to the

success of the Gombe Agricultural Project (which

was a World Bank assisted programme), the scheme

was expanded to cover the whole of the state under

a new name "Bauchi State Agricultural Development

Project" with its Headquarter at Bauchi, In order

to ensure a more meaningful and effective

implementation of the project, the State was zoned

into four areas, The zonal headquarters are located

at Nabardo, Miya, Azare and Gombe; and the Project

2 Still on the

was estimated to cost N300 million,
field of agriculture, the Federal Government is

also supplementing the efforts of the state especially
in irrigation projects, For example, a total of
54,000 hectares of land is being irrigated at
Dadin-Kowa under the Upper Benue River Basin
Development Authority at a cost of ¥36 million,

In addition, the Hadejia-Jama'are River Basin
Development Authority is also irrigating about
125,000 hectares of land which was estimated to

cost ¥120 million.3 All these projects are aimed
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at making the State self-sufficient in food proiuction
as +ell as providing employmentopportunities for the
people,

2.2 Personnel Polic;gs uof the Government,

Personnel policies are those policies which are
specifically concerned with personnel or management
of people, It is in this light that Ubeku defined
personnel policy as “a written statement of an
organization's goal and intentions concerning matters
that affect the people in the organization".h Public
personnel policy, therefore, concérns those broad
statements of objectives and actions on personnel
matters which are formulated, adopted and implemented
by a government, Technically, this refers to
~overnment policies on manpower development and
utilization,

In Bauchi, many developments have taken place
as far as personnel policies are concerned., Possibly,
this is as a result of our political evolution within
the last decade, For example, within a period of one
decade, the state has witnessed four regimes, However,
discussions in this section would be limited to two
most important aspects of management, namely, recruit-
ment and training.

Due to the centralised nature of our Federal
structure, major policies are made at the centre
even though their execution may be decentralised,
Personnel policies are centrally controlled and
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co=urdinated by the Federal Government through some
of its agencies like the National Manpower Board,
National Board on Technical Education, and the
National Council on Establishments, However, it will
be a mistake to think that the states have no
initiatives of their own, In Bauchi State, for
example, personnel policies are formulated from time
to time by the State Executive Council, 1In addition,
guidelines are provided in the "Guide to Procedure",
and the 'Civil Service Rules and Regulation', At
its inception, as pointed out in the introduction,
the state was in an exceptional situation, This
was 89 because it was blessed with highly qualified
top bureaucrats who had assisted the first military
administration in formulating policies for rapid
1s well as even development, Unfortunately, qualified
middle and lower management personnel who were to
translate such admirable policies into action were
in grossly short supply,

As a matter of necessity therefore, the state
embarked on liberal training and promotion policies,
In addition, the level of recruitment of qualified
personnel was raised by the creation of more
vacancies in the service, This state of affairs
continued up to 1984 when the new military *.~ ..
zdministration in the state reviewed such liberal

policies,
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2.3 Recruitment,

Recruitment refers to hiring of personnel to
fill vacant posts in an organization, In a govern-
mental setting, it refers to the process of filling
approved vacancies by the appointment of persons
both from within and outside the public service.
Thus, the main purpose of recruitment policy is
to fill the various vacant posts with men capable of
holding them. However, in order to accomplish this
task satisfactorily, Gregoire is of the opinion that
two pre-requisites should be met: (a) a thorough
knowledge of the requirement; and (b) the existence
of suitable applicants.S Determining the personnel
requirement includes a proper forecast of the
personnel needs and also defining the level and
nature of the profecsional qualifications required
of the candidates to be recruited, This further
touches on the degree of specialization of the
candidates and the classes to which they are likely
to belong in the service,

Many governments have delegated tou a single
body, largely independent of government authorities,
the task of both selecting and appointing of civil
servants.6 In Bauchi State, the Civil Service
Commission is the sole agency delegated the powers
for appointing, promoting and disciplining of
civil servants within the main service, However,
the Commission has also delegated to Heads of
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Departments the powers to appeint, promote and
diccipline staff on salary grade level 01 - 05,

In the state civil service, there are conditions
for admission into the service. These conditions
or eligibility criteria are placed on age, qualifica-
tions, ability, nationality or "statism", etc,
Guidance as to how these factors affect recruitment
in the State normally come from the decisions of
the National Council on Establishments, the State
Executive Council and the existing Rules and
Regulations mentioned earlier on, Nationality
and/or "Statism" (as is often referei to in Nigeria)
is not a barrier for appointment into the Bauchi
State Civil Service, Expatriate officers are
mostly appointed into the professional class and
von contract basis., For example, as of December,
1984, there were 635 expatriate officers under the
service of the state government, Nigerians of other
state of origin are also appointed intoc most of the
classes except the administrative cliass and as of
December, 198Y4, their number totalled up to 2,431
according to the records of the Establishments
Department,

The second condition or factor affecting
recruitment is age, Age as a factor is centrally
determined by the Federal Government, Previously,
the age for which one is eligible for appointment
into the public service was sixteen (as minimum age).
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However, this was changed to fifteen as contained in Y

the Federal Establishment Circular - No, 2/1979,
Ref, No, X02205/27 dated 20th March, 1979.7 This
change in policy was in realization of the fact that
the previous minimum age of sixteen years was capable
of leaving a number of tae products of the U,P,E.
Scheme unemployed at the end of theilr secondary
<ducation, By the provision of this Circular, the
Federal Government had extended the field of possible
recruitment into the civil service. Moreover, the
age reduction factor came at a time when Nigeria was
enjoying the riches of petroleum and most importantly,
this affected the Jjunior cadre of the service whose
labour is relatively cheap,

The third factor influencing rccruitment into
the state civil service is 'ability', Most recruiting
apgencies require candidates for the civil services to
have certain level of knowledge and ability, certified
by the possession of degrees, diplomas and certificates,
and subject to performance in open competitive or in
administrative examinations.a This requirement based
on ability for each public post is contained in the
iState's Scheme of Service" while "interview method"
is most often used in the selection of candidates by
the Commigsion rather than "written competitive
examinations”, Individuals therefore compete for
a given post based on the quality of their
certificates, physical fitness and their performances

during the recruitment interview, Thus selection of
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candidates is based on a systematic procedure rather

than an arbitrary process,

2,y Promotions,

Promotion is a method or proccdure of filling
vacancies from the existing serving staff in an
organization, It is therefore another form of
recruitment internally, Bartholomew has adequately
defined the exercise, where he said:

promotion has as its chief object the securing

of the best possible incumbents for the higher

positions, while maintaining the morale of

the organization, Promotion is an appointment

from a given position to a post of higher

grade within the same agency and without break

in service, It involves: (1) changes of

duties, (2) more difficult work, (3) greater
responsibility, (4) change of title, and
) an increase in pay.

Due to its effects on the morale of the serving
staff as well as the increase in pay, it is normally
regarded as one of the most sensitive aspects of
personnel management, In the state Civil Service,
promotion procedures have becn set forth by the
provisions of the civil service Rules, For example,
Rule 96 states that:

promotion shall be made strictly on the

basis of competitive merit by selection from

amongst all suitable candidates; and seniority

and previous record of performance will be

taken into account in choosing between 10

candidates with equal potential for promotion,

The above Rule has laid down the requirements
as well as the procedure to be followed in a
promotion exercise by the respective agencies, On
the whole, satisfactory performance and seniority are
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to be taken into consideration during the exercise,
The performance of imdividual officers were normally
reported or prepared by their respective heads of
departments for a given period of service, Previously,
the *Confidential Reporting System' was in operation
but was later changed to an 'Open Reporting System!
ags a result of the recommendations of the Udoji
Heview Commissicn, The Udoji Commission had to make
new recommendations bec¢ause it regarded the criteria
for promotion then as inadequate. In the conclusion
of hig Main Report, it was stated thats

Paper or formal qualification is important only

where one comesg in to be initially recruited

but does not guarantee his promotion, Ability,

competence and related experiences should

essentially form the basis of consideration in

our development,1
The shifting of emphasis from mere seniocrity and
ﬁaper qualification to ability and competence may
not solve the problems associated with promotion in
the public sector, This is in realization of the
fact that any report on one person by ancther is
likely to be personal opinion - therefore, subjective,
Moreover, due to the openness of the reporting
system, many reporting officers prefer to be "middle-
roaders' - that is, avoid going to extremes, Some
officers on the other hand conceal the truth because
they are afraid of Union activities or in other
cages due to personal biases,

Promotion just like recruitment depends on the

availability of approved vacancies, The vacancies
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are annually determined at the beginning of the
fiscal year during estimates preparation, One
problem with vacancy determination is that, it
requires proper forecast as well as effective
planmning. It had already been acknowledged that
our planning processes were basically faulty, 34
Beside that, since majority of the permanent
secretaries are administrative officers, and since
the Establishment Department is headed and dominated
by members of the administrative class, they may
tend to create more vicancies for administrative
officers as against other classes of the service,
This could probably give weight to the allegation
being made by members of the other classes that
the promotion of members of the administrative class
were more smooth and rapid when compared with
their own, Thus, a hard-working officer in the
non~-administrative class could continue to suffer
despite being eligible for promotion for the girple faet
that there are no vacancies., Moreover, his
promotion depends on the recommendation of his
head of department who, in most cases, is also an
administrative officer,

Another identifiable problem relating to
promotion was insistence upon seniority, The State
Civil Service Rules give equal weight to seniority
and record of performance, From the available
records in the Commission, it has been noticed that

officers on the same grade within a particular
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cadre, enjoy their promotions at the same time, This
practice run counter to the recommendations of the
Udoji Commission who prefer ability and competence as
criteria for promotion rather than seniority,
Generally speaking, the main identified difficulties
in the promotion system of the State Civil Service
Commission were (i) the limited number of positions
or vacancies; and (ii) the insistence upon seniority.
The above arguements notwithstanding, a second
school of thought, teads to favour the present system,
This is based on the belief that even though the
process of reporting might not completely be devoid
of subjectivity, the channels through which such
reports pass, make them as objective as possible in
the end, It is further argued that, the way and
manner the measuring items are arranged in the annual
performance and evaluating report form, and also the
requirement of countersigning of every report by
respective heads of department make the promotion
process to be regarded as having an in-built checking
devices or checks and balances, Moreover, it allows
an officer to know what has been reported on him during
the appraisal period with a view to improving his
performance,

2,5 Training and Staff Development,

In any governmental organization, the importance
of training and staff development as a vehicle for

ensuring efficiency, high productivity and self-
ceaeeea/38



development cannot be over-emphasized, It is in

this context that Caldwell defined training as:
an extension of the nation's basic
educ tional cffort and necessarily is
sponsored or directed by the Government,
Thus, it is an integral aspect of the
administration of modern Government,eeseeeee
which includes all types of purposcful

lecarning designed to enlarge human resources
and productivity,12

as a result of the realization of the importance
of training of public functionaries in the development
of the state, the Bauchi State Government accorded
priority to its training programmcs. Like in
recruitment, the State lacked a comprehensive
statement of policy for training at the initial
stage, However, as a result of the gcute shortage
of trained pergonnel immediately after the state had
s.ttled down and the desire of the state to
develop rapidly, a training policy was later
formulated in 1977/78. The objectives of the
training policy were as follows:=
(a) To increase the competence and « ffectiveness of
officers in the performance of their jobs through
exposure to modern management and technological
sciences in their respective fields,
(b) To develop the academic or profcssional
potentialities of officers in preparation for
higher responsibilities in their chosen career; and
(c) To produce a corps of highly specialized
officers for the State Civil Service, >
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In pursuit of the above statcd objectives, the
Government had recognized training as a continuous
and integrated process that should be built into the
cafeer structure of the different classes and cadres
of the Civil Service, 7The State's parastatals as
well as its scholarship programme were also made to
fashion their training efforts to reflect the above
stated objectives,

In accordance with the above general objectives
and also in order to produce the much desired
manpower required, and to accelerate its process
of development, the period 1977/78 - 1983 witnessed
liberal training programmes, In this re¢spect, annual
budgetary allocations have been incrcased substantially
and a Staff Training Centre was also built at Azare
in 1978, The establishment of this training centre
was aimed at the acceleration of the production of
the much-needed middle and lower management trained
personnel, In addition to its normal teacher-training
programme, the State Government signed two training
agreements with the Universities of Cardiff in the
United Kingdom and Ohio in the United States of
America in 1981, These programmes were aimed at the
rapid production of graduate teachers to man its
institutions of learning as well as to rc¢place some
of the expatriate contract officers, The above
training agreement was conditioned principally by
two factors. Firstly, the problem of the acute
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shortage of teachers in the service of the State's
Ministry of Education, Secondly, the expansion of
the cducational institutions as well as the
egtablishment of new ones by the Civilian administra-
tion in 1980, in order to fullfil its campaign promises,
Under the agreement, mostly teachers with National
Certificate of Education (N.C.E.) were sent for a
two-year Degree Programme, The impertance attached
to these two programmes by the State Goverhment can
be seen from the amount committed from Table 2.2 under
special Overseas training column. Unfortunately, the
198l economic situation compelled the new military
administration in the state to fashion the training
policy in a different style. The then leadership
made a policy statement to reflect the reality of
the situation and which runs as follows:

institutional training is now restricted to

areas of top Government prioripigs which was L

at the same time aimed at considerable savings.

The liberal nature of the in~service awards
became tougher and very much controlled while
overseas training was suspended except for medical
personnel, The Ohio and Cardiff Universities teacher .
training programmes were also cancelled with effect
from 1984, However, those already under-going the
training programmes were allowed to complete their
courses,

The Egtablishment and Services Matters

Department of the Military Govermor's: Office is the
o.t.nt/“-‘l
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Agency delegated the responsibility for the formulation
as well as the execution of all training policies, It
may thercfore not be out of place to briefly examine
the types of training offered in order to meet the
above objectives, its activities over the years in
terms of pursonnel training, and the resources
committed for such training, Training is discussed
here in order to throw more light on the quality of
the personnel in the service of the State, This is
on the belief that training is a vehicle for ensuring
efficiency and high productivity,

Three types of training programmes have been
identified in the state civil service, These are
pre=~training, in-service training and technical
acsistance training programmes, Pre-entry training
is the type of training réceived before entering
inty the State Civil Service, This could partly be
through individual qualifications and partly through
organized induction courses ior new recruits before
assuming office, Institutional training is regarded
as part of the pre-entry training because individuals
are expected to learn some basic things about their
intended career while at school, For example, a
newly recruited administrative officer with B.A. Degree
in Public Administration is expected to have learnt
some basic elements of government and its operations,
On the other hand, induction courses were conducted

for new recruits by reputable Management Institutions
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and Consultants on behalf of the State Government,
Unfortunately, This kKind of cuurses were restricted
to officers in the administrative class among the
senior segment of the service, 0fficers on the
Junior and intermediate cadres were given different
programmes by virtue of the nature of their duties,

- 0n in-service training programme, the Government
encourages period of study and courses for officials
through its stated training policy mentioned earlier
on, This type of training was divided into twog
(a) on-the-job training was normally regarded as the
period of probation, Probatlion means a trial period
intended to test an officer's suitability for retention
in the civil service, The period of probation is two
vears and begide the two yeafs satisfa.tory service,
an officer is officially required to pass certain
prescribed examinations, At the senior category, this
examination affected members of the administrative
class only, In the State, members of the professional
class were officially exempted from sitting and passing
the civil service examinations, 1In fact, to the
administrative officers, passing of this examination
is officially regarded as a condition for the
confirmation of their appointments as well as promotion,
In order to assist the administrative officers to
pass the examination, induction courses were organized
quarterly and annually whose contents were normally

related to the syllabl of the civil service examinations,
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The examination is normally administered and marked
by the College of Administrative and Business Studies
of the Kaduna Polytechnic, The second aspect of the
in-service training was institutional training,
Institutional training here means sending of
Government officials to the Government recognized
cducational institutions for approved courses and it
is the Government which takes full responsibility of
the expenses of its officials under the training
programme., This programme include both senior
management, middle management as well ns the intermediate
category of the service. The State Government has
been training its perscnnel both at home and abroad
right from its inception in April, 1976, As earlier
pointed out, a Staff Training Centre was established
at Azare and the College is directly being supervised
by the Establishments and Services Matters Department
of the Military Governor's 0Office, State officials
were also sponsored to attend in-service training in
the various institutions of learning particularly

the Universities and Polytechnics, For example, 467
employees of various categories attended in-service
training both at home and abroad in the 1984 fiscal

15 Table 2.1 shows the statistics of

year alone,
in-service trainees by course from 1976 - 1983

(both locally and abroad),
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TABLE 2.1
Bauchi State Btatistics of In-Service Trainees

) igeria and Overseas) Dy Course from
1976 = 1963
COURSE 19767 11| 19777 781978779 [1979780] 1380] 1961[ 1982 [ 1983 | TOT.L |

Fost-Graduate " 5 5 15 13| 22| 18 17 99
First Degree 22 26 36 35 86 217 1219 | 126 | 767
N.C.E. - 5 7 10 14 18 27 S 90
Diploma Courses 4o 56 50 59 86 |112 | 52 60 | 515
1.E.0. Gen/Accts 15 21 22 62 72| 68| 82 |44 | 4N
Conf, Sec, L 13 17 35 L6 89 93 2 323
Adv.Clerical STRAC - - 8 40 Ly | 60| 87 76 | 315
Clerical Asst. - - 37 36 381 LO 61 156 368
Typist Course - 37 65 68 99| 90| 99 95 | 553
Other Cert courses | 12 40 21 L3 5] 65 57 | 125 | 4O8
Seminars and

Induction Courses 32 120 102 146 190 | 124 | 144 3 | 861

SOURCE: Manpower

Services

Development and Management
epartment,

Heas ol ClVil cervice, pauchi, 1983
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The third type of training identified was the
technical assistance programme which was in the form
of aid through International organizations, In
reality, it is not different type of training as such,

but different mode of funding, Technical assistance
refers to "any form of aid from outside of the
receiving government or agency and is directly related
to improvement in organization, procedure and
techniques".16 This programme was being co-ordinated
in the State by both the Planning Unit of the
Ministry of Finance and Bccnomic Planning and the
Establishment and Services Matters Department, The
State also benefitted from various types of foreign
aid scholarship programmes like the Commonwealth
Scholarship scheme, As for the United Nations
technical assistance programme, the State received
its share of such awards through the Federal
Ministry of Education, Scholarship Division, Lagos,
All governmental programmes depends largely on
the resources available to it, if meaningful outcomes
are to be realized, This statement holds true
particularly when one considers the expenses normally
incurred on training., It was therefore not suprising
that restriction was placed sn training to top

priority areas in 1984, in order to save cost, In

addition, payment of local course allowance was
suspended even for those officers already on the full
in-service training programme, Table 2,2 shows the

approved estimates for in-service training programme
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in the State from 1980 to 1984, However, the actual
money expended on the in-scrvice training programme
was more than the stated figures in the Table., The
Chief Statistician of the Department informed us that
this was as a result of subsequent supplementary
appropriations as well as through official memoranda
sent to the Governor-in-Council,

T/BLE 2,2

Approved Estimates for in-service Training

Programme 1n Bauchi otate 1980 - 1984
both Local and Ovecrseas

YEAR NIGERIA OVERSEAS SPECIAL OVERSEAS
(NORMAL) (PROFESSIONALS) |
H i H
1980 200, 000 150,000 1,500,000
1981 200,000 150,000 3,000,000
1982 390,200 547,800 2,000,000
1983 1,000,000 547,000 2,000,000
198 570,000 200,000 1,000,000

N,B: There were some additional provisions made
within the years which have not been reflected
in this submission,

SQURCE: Manpower Development and Management
Services Division, Lstablishment and
Service Matters Department, Militar
Governor's Office, uchi, Marc

- — -

Finally looking at the statistics of the trained
personnel and the amount expended on their training
one may tend to say that there has been an
improvement in the quality of the Civil Servants in
the state during the period under study,

2.6 Research Description.

This study was conducted on the Bauchi State

Civil Service, At the time of conducting the
....../LI"?
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research, the state civil service had a population
of 15,289 staff, These staff are spread in nine
major ministries and seven departments, The
ministries are Works and Transpert; Education; Health;
Information, Social Welfare, Youth, Sports and
Culture; Trade, Industry and Co-operatives; Finance
and Economic Planning; Justice; and Agriculture and
Natural Resources, The departments are Civil Service
Commission; Local Government Service Commissiong
Audit Department; Establishments and Service Matters;
Administration and Cabinct Secretariat; Special
Services, and the Government House, The study used
the above named ministrics and departments as
sampling framework from which the respondents were
drawn,

The data used in this study are both primary
and secondary, The primary data were collected from
office files, responses to our questionnaires as well

as face-to-face interview, Ve randomly chose 300

questionnaires, made up of 50 for heads of departments
and 250 for the rest of the sampled population, The
twp types of questionnaires were reproduced at the
back of this thesis as Appendices VIII and IX
respectively, Out of the 300 questionnaires distributed,
20 were collected back from the heads of departments,
and 200 from the others., This shows that about 80
questionnaires were not returned for one reason or
the other, which represents aiout 26,6% of the
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tntal ndmber of questionnaires, Sincce the content
of the questionnaire: digtributed to the heads of
dupartments was somewhat different from the other,
an effort was made ta distinguish its data from the
other in the presentation, The other aspects of
the primary data were the responses to the interviews
we osonducted with government officials, and also
information digged from office files,

As for the secondary data, we used information
from official documents such as annual reports,
approved estimates, reports of committees, just to
mention a few, They were also complemented by both
published and unpublished materials, seminar and
conference papers, and Newspaper account on the
subject matter under study. However, I must say
that the bulk of our sccondary data were gathered
from the Military Governor's Qffice, Civil Service
Commisgion, Ministry of Finance & Economic¢ Planning,
and the Audit Department, We have received the
required co-operation from the Heads of these
Departments in our effort to collect the necessary
data,

Although we have acknowledged the co-operation
given to us by the heads of the abové'named departments,
it was not the same with other heads of :epartments
and/or our respondents generally., The greater
problem we faced was in the area of collecting

primary data, For example, we had to visit our

ceneneas /U9
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respondents several times before they could fill
the questionnaires and give us back, as for the
interview, many of our appointments had to be
cancellecd and this normally happened at the last
minute, However, this was due to the nature of
work of some of the officials we wanted to interview,
Our problem was further aggravated by administrative
bottlenecks and also for the fact that, the period
then, was that of general insecurity, In fact, many
of our respondents rc¢fused to co-cperate with us
until they were given a photocopy of the letter of
approval to collect data from the state government,
A copy 9f the said letter appears as Appendix VI of
this thesis,

Notwithstanding the above enumerated problems
and difficulties, we were able to collect the
required information and we made the best use of
it., This is evidenced by what we were able to

produce in this work,
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CHAPTER III
PRESENTATION AND ANALYSIS OF DATA

3.1 Organizational Structure of the Service,
Organizational structure refers to the way in

which the component parts or units are put tugether
and made to function within an organization.1
Organizational structure focuses on two tasks, namely;
(i) the differentiation of work, and (ii) the
combination of work functions into meaningful jobs,
Differentiation of work refers to the division of
labour or work specialization intended to enhance
performance in a formal organization, The combination
of work functions into meaningful jobs means assigning
of duties to officials.2 However, for an organization
to achieve its objectives, it has to evolve a
co=ordination machinery through which different units
would operate harmoniously. Thus, whatever structure
an organization finally adopts, it should be specified
in relation to the degree of co-ordination required for
independent tasks, The co-ordinative function is
extremely important in larger and more bureaucratic
organizationz, dAccording to Geeding et al,

Basic organizational structure should be composed

of three relationships - responsibility, authority

and accountability established between personnel,

the functions to be performed and the physical

factors of the environment,3

Before going deep intc the requirements of an

organization, it might be beneficial to identify the

type of organization this study concerns itself with,
000100/53
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This is due td the fact that there are man? types of
organizations just as there are many types of structures,
The organization we are concerned with here is the
governmental bureaucratic organization or the
bureaucracy, Various governments the world over
employ the use of relatively permanent bureaucracies
for the general administration of their respective
polities. This was made possible due to its
structural atiributes or qualities, its limitations

' notwifﬁstanding. Clasgical writers on modern
bureaucracy have identified it with the following
attributes:=- |

(i) hierarchical arrangement.of 6fficeé or positions
(i,e. a pyramid like structure with each lower

office under the control of a higher one);

(1i) division of labour, with specified spheres

of competence legitimized ag official duties and

powers:
(1ii) written rules for carrying out assigned tasks,
te be applied uniformlys

(iv) impersonality - officials are subject to an
impersonal order and formally estarlished norms of
conduct and act according to these rules in their
contacts with others jinaide and outside the organiza-
tiong . | , |
{v) officiéis selected and piaced on the basis of
technical competence, not considrrations such as

I

snclal status and political affiliations,

FeRe v !/5“'
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One of the most important things enhancing
effective managewment in a large organization is the
span »f control, For a goond span of contrnl, there
should exist small number of people under a particular
supervisor, Under such a situation, it is assumed
that effective supervision is likely {9 be observed,
Writers like Gulick have suggested that "the maximmm
number of supervisees to a supervisor should be nine".5

Other writers are of the opinion that it should be
twelve while others are of the opinion that it
should be much less. Unider the letter category are
students 1like T,S. Raji who believes that for
effective supervision to take place, a supervisor
should have a maximum of six supervisees.6 From
the organizational chart of the State Civil Service,
it could be seen that the Secretary to the Military
Government is supervising the work of sixteen agencies,
In effect, it means that he has an enlarged span of
control going by the above theoretical criterion,
Such a situation could not allow effective supervision
congidering the velume of work involved, At the
ministerial level, the situation might not be the
same, In the case of Ministry of Agriculture for
cxample, the Permanent Secretary is supervising nine
Heads of Divisiong who in turn supervise their own
units, The number of people involed at the top
management leyel might be small but at the middle

management, the gtory is quite different., The span
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of control in the Ministry of Finance and Economic

Planning is as follows: top management 13, middle
management 54, and lower cadre 490,

This gives us
the ratio of 1:4.,2:8,3 respectively,

7
the above analysis

According tDo
the burden of supervision was
placed more on the middle level managers than at the
top management,

The result of the above analysis

correlates with the findings of Baker as discussed under
theoritical framework,

The State Ministries and Departments are under
heads of departments who are in most cases Permanent
Secretaries as mentioned earlier,

This indicates
that there exists unity of command in the agencies,

a good organizational structure must observe the

principle of unity of command in order to ensure
unity of purpose.

The questionnaires administered asked
relevant questions regarding the civil service's

organization:l structure, For example, the re8pondents
were asked to “tate whether the current hierarchy
of their organizations promote division of labour
and specialization,

The responses could be seen
from Table 3,01:-

--00000/56
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ABLE 3,01

Classificiation of responses on whether the
hierarchy of the agency promotes division
of labour and specialization,

Hesponses N'lPercentage

Strongly agree 2 10

Agree 16 80

Cannot decide 1 5

Disagree 1 5

Strongly disagree | 0
_Eégééﬁz burv;y By Khe E%%UE%%%EFT""

Thus from the responses above, the consensus was
that the current hierarchy of the respective agencies
promotes division of lab ur and specialization, Our
attention was then focused on the issu¢e of rigidity
and delay by such organizational structure, It is
our intention to find out whether a hiearchical system
causes delay and "red-tape”, The responses can be
seen as presented in Table 3,02:-

TABLE 3,02

Classification of rcsponse8 to the statement
that hierarchical system causes delay and

"red-tape”,

Responses No,| Percentage
Strongly agree 20 10

Agree 130 65
Cannot decide 10 5
Disagree 40 20
Strongly disagree 0 0
TTOTAL = 2 100%

SOURCE: Survey by the Researcher,
ooo-o-./S?
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The implication of the Table 3,02 responses is that,
although they have carlier on agreed that the current
hierarchy of their organizations promotes division
of labour and specialization, yet they have equally
agreed that it causes delay in the performance of
their duties. In view of this, we asked their
opinions on another statement which says that
hierarchical system tends to bring about rigidity in
administrative organization and is not conducive
to the development of dynamic human relationships
amongst its members, The responses obtained are
presented in Table 3,03:-

TABLE 3,03

Classification of responses on the
statement that hierarchical system tends
to bring about rigidity in administrative
organization and is not conducive to the
development of dynamic human relationship
amongst its members:-

- Responses o, | Percentage |
Strongly agree 30 15
Agree 100 50
Cannot decide 16 8
Disagree oL 27
Strongly disagreel O 0
TOTAL = 200 100%

SOURCE: Survey by the Researcher

The summary of the responses in Table 3,03 shows
that 65% upheld the statement while 27% disagreed
with it, and 8% could not decide, Rigidity in
organizational operation is typical characteristic
of many hierarchically structured organizations,

R
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From the fore-going, we could say that the organizational
structure of the civil service, even thou;h it
promotes division of labour and specialization,
however, it encourages delay and "red-tape" in
administrative actions,

The respondents were further asked a question
on how clear were the objectives of their agencies
to them, The assumption here is that an employee is
likely to pursue vigorously the organizational
objectives which are clear to them, A question was
posed on how clear were the objectives of their

agencies to them and the responses were as in Table

30u'|-= -
TABLE 3,0l

Responses to the question on how clear
were the objectives of their agencies to

them,
hesponses No, | Percentage |
Very €lear 81 |4o0.5
Clear 115 157,5
Not Clear L 2

SOURCE: Survey by the Researcher,
In this respect, it was the consensus among the
respondents that they are particularly clear about
what their organizations seek to achieve, On the
pattera of authority relationship, the heads of
departments were asked to indicate the existing
pattern in their respective agencies, The responses

to the question can be found in Table 3.,05:-
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TABLE 3,0
Classification of responses on the pattern
of authority relationships in the agencies,

Responses No, | Percentage
Formal 11 55
Formal & Informal 9 §s

| ToraL = 20 100%

SOURCE: Survey by the Researcher

The responses on Table 3,05 point to the fact that
the authority relationship in the service could not be
said to be purely formal, In a classical organization
1ike the civil service, authority relationships are
generally expected to be formal, This is because
all informal relationships in such organizations
are either ignored or are regarded as mere abnormalities,
This situation could hardly augur well for the much
desired impersonality in the public service,

The heads of .lepartments were further asked
a question on the pattern of information flow, This
is in line with the fact that a well defined channel
of communication enhances infurmation flow, while
good inf-mation flow on the other hand, c¢ncourages
employees to effectively communicate with each other,
Moreover, a good system of communication would result
in better manageusuent and workers would feel involved
in the day-to-day running of the organization, The
ideal thing in an organization is tu establish two
sets of two-way system of communication, that is,
both vertical and horizontal, The latter, that is,
horizontal which is a component of the scalarchain

principle should be practiced to enable workers on
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the same hierarchical level to cummunicate directly
with each other. The former, that is, vertical
system of communication is one commonly practiced
in the state, Information flow from top to bottom
and from bottom to the top, even though, it is
more rapid from the top ta the bottom. Another
important concept related t. organizational structure
is delegation of duties, In a well-set up organiza-
tional structure, authority should be delegated to
the subordinate in the imterest of good staff
discipline and effective management. For exampla,
Onosode in his report on Presidential Commission on
Parastatals stated that:
One of the greatest strengths uvf Management
in the private sector is the speed with which
decisions are taken, communicated and
implemented, This happened because well defined
responsibilities are ecarried out at specific
levels and within the framework of clearly
agreed policy. Sufficlent authority is then
delegated to each level oI management, and
every manager is held accountable for the 8
results which he achieved under the system,
Delegation of authority hastens the imploementation of
decigsions which in effeet affects the quality and
cost of a project or programme, Therefore, two
guestions were askedy iirst, on the importance of
delegating duties, and secondly, on the criteria used

in the process of delegation, The responscs are

presented in Table 3.06:~-
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TABLE 3,06

Clagsification of responses on the importance
of delegation of duties,

Responses No, | Percentage
Very important 15 75
Important 5 25

Not important 0 0

TOTAL = 20 100%

SOURCE: Survey by the Researcher,
On the criterion for delegation, the heads of
departments seem. to favour experience as against
qualification and friendship, as can be seen from

Table 3,07:=-
TABLE 3,07

Classification of responses on the criteria
for delegation used by the Heads of Departments,

Responses _ No, | Percentage
Experience 9 4s
Qualification 3 15
Friendship 0 0
Experience and

gqualification 8 40

TOTAL - 20 | 100%

SOURCE: Survey by the Researcher,
However, others feel that both experience and
qualification are of equal importance in the process
of delegation, From Table 3,07, experience has been
rated higher than qualification in delegating
authority to their subordinates., Considering the
emphasis laid on training by the Udoji Review
Commission, one would have expected the responses
to be in favour of qualification, In addition,
looking at this stage of our national Jevelopment,
our civil services neced more qualified personnel and
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not merely experienced ones to translate government
programmes into concrete realities, It is our opinion
that experience alone cannot accelerate productivity ani
efficiency in all aspects of work, This could be the
zenesis of the conflicts newly employed grailuates usually
encounter at the early stage of their entrance into the
civil service system, As S.A. Bichi has pointed out
implicitly in his critical analysis of the Nigerian
Civil Service where he said:

Efficient officers are forcefully spoilt by

the present system, Fresn graduates introiucing
new ideas are quickly cautioned and rendered
inef(ective, and they too 4u%ckly becoge victims
of 'if you can't beat them, Jjoin them,
The emphasis given to experience could at times be
counter proiductive as personal initiatives anil new
ideas might be killed in tne administrative process.
It is not only gool to see delegation as very important
in the service but it is even more important to have
a better criterion of Jelegating duties, It is proper
délegation basel on appropriate anl alequate criteria
which will ultimately have positive effects on
performance,
From the fore-pgoing analysis in this section,
we concluie thiat the State Civil Service taken ag a
single administrative organization is highly hierarchical,
This conclusion conforms with the first part of our
hypothesis which says that the larger an institution
is the taller its hierarchy, Although the corganization

promotes Jdivision of labour and specialization, yet it

causes lelay and rigidity
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in administrative actions, More-ouver, because the
institution is large, there has been greater tendency
towards inflexibility, On authority relationships,
it was found to be formal to a greater extent, even
though not all relationships were formal, In the
light of the above, we are therefore, inclined to
accept the first hypothesis as far as the State Civil
Service is concerned, This hypcthesis states that
the larger an institution is the taller its hierarchy,
and the greater its tendency tuwards inflexibility,

In conclusion therefore, the organizational
structure of the State Civil Service is a very suitable
one, This is because it promotes division of labour
and specialization, and more-sc, the structure is
inflexible, Although the structure causes delay and
rigidity in administrative actions, the structure
could ant be regarded as a bad one, Delay and
rigidity cculd be as a result »f following a procedural
process established by impartial rules and regulations,
Moreover, delay in administrative action is not in
itself a bad thing, in that, it ensures thoroughness,
It is therefore, a means of avoiding costly mistakes,
Finally, the organizational structure of the Bauchi
State Civil Service facilitates the achievements of
the scrvice objectives,

3,2 Class structure of the service,

The class structure of the service refers to

the various units and cadres (prufessional groups)

which compose the service, Like most of its
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counterparts in the federation, the state civil service
is made up of the following distinct classes:=-

(i) Administrative/Professional;

(ii) Executive/Technical;

(iii) Secretarial/Clerical;

(iv) Messengerial/Manipulative,

These classes were arrived at as a result of the
various re-organizations of the service in the country,
The service was, during the colonial period, composed
of three distinct classes as discussed in the introduce
tion, The re-organiation was made in order to integrate

10 Although

the various classes into meaningful units,

the re-organization succeeded in doing so; & thorny

problem of unhealthy working relationship was created

between members of the administrative class and those

of the professional class, in particular, This

problem became more pronounced especially in 1959,

when the merger of related ministries and departments

was completed, In 1974, the Udoji Review Commission noted

that the relationship between these two classes was

one of acrimony and antagonisin which had resulted in

lack of team work.11
In this study, an effort was alsc made to find

out the state and nature of the working relationships

between these two important classes of the service,

As pointed out earlier, the questionnaires were

distributed in acccrdance with the stratified nature

of the service, Even though respondents were not
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asked tu write down their names, they were however,
asked to indicate the classes of the service they
belonged to, A question was asked on their working
relationships with othcer members of the service, The
classes were enumerated while the responses against
each cadre ranged from very cordial, cordial; to
not cordial, Where the respondent says, 'not cordial',
he/she was further asked to briefly state why he/she
feels that it is difficult to get on with them, The
responses in respect of the cordiality or otherwise
of their working relationships can be found in

Table 3,08:-

TABLE 3,08
Cordiality of working relationships among the
members of the Civil Service classes in the State,

__Responses o, 1 rercentage
Very cordial 29 W4
Cordial 106 %3
Not cordial 65 32.5
TOTAL = 200 100%

SOURCE: Survey by the Researcher,

From the reasons advanced by the respondents for lack
of cordiality in their working relationships, the
following observations were made:-

(i) Majority of the members of the Professional
class indicated that their working relationship with
members of the administrative class was not cordial,

(1i) Some members of the technical class also
indicated that their relationship with members of
the executive class was not cordial, On further
interpretation of the responses, we came to the

understanding that, this is just an extension of the
000000/66
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unhealthy working relationship between the members of

the administrative and professional classes., This is

because the duties of the members of the executive

and administrative classes are more in common, and

there¢fore, it is easy for them to understand each

other, The same explanation goes for the members

of the technical and those of the professional classes,

(iii) Moreover, more than 70% f those who choose

'very cordial' made the choicz in favour of the

members of their own class., The rest of the responses

under the same column followed a particular pattern,

That is, members of the administrative class responded

'very cordial' in favour of executive class while

the professional class members indicated 'very cordial!

in favour of the technical class,

N.B: The observatiuns above were made based on our
interpretations of the total respunses to the
Questionnaire No, 2, Questions 3 (b) and (c).

In addition, the 32.5% who indicated that their
working relationship with members :f the other classes
was in one way . r the other n .t cordial, also advanced
a few reasons as an explanatiocn to the situation,
Meanwhile, it should be noted that, the responses
further revealed that the problems were more rampant
in functional ministries than in service ministries
and departments, The main issue s. far identified
(cut of the catalogue of reas'ns advanced by the

particular respondents) was 'conflict in authority',
00000/67
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For example, -ne of the common reasons advanced

by most professionals against the administrative
officers was that: "the administrative staff are
status conscious and are in most cases selfish in
treating issues in their own favour", The second
reason commonly advanced by members of the
pr .fessional class against the administrative staff was
that, they tend tu disregard the importance of any
other category of workers: in the agencies and are
also very rigid in decision-making, Rigidity in
Jdecision-making pr.cess his already been ackn-wledged
in section 3,1 of this Chapter, HRigidity might have
arisen as a result of the use of rules and regulations
in administrative actions, It should also be
remembered that it was earlier on peinted out that
members of the professional class have been officially
exempted from taking and passing the civil service
examinations, It would be possible to say that since
only members of the administrative class are more
conversant with the rules and regulations, any action
they take in consonance with these rules c.ould be
Judged as rigid by members of the professional
class,

From the interpretations of the pesponses to
the Questionnaire No, 2, questions 3 (b) and (¢), and
the subsequent discussions above, three conclusions

can safely be made:=-
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(1) ‘'generalist' pcrmanent secretaries are still
being posted to function.l ministries instead of
those permanent secretaries with professional or
scientific background, However, the Udoji Review
Commission recommended the appointient as well ns posting
of permanent secretaries with scientific/technical
background to functional ministries, and that
frequent transfers of these oificers should be avoided
as far as possible, This is tc enable the service
benefit from the wealth of experience which was
accumulated over time by these officers and also to
allow for continuity in policy execution,
(ii) the administrative staff constitute a threat to
the progress of professional staff in a functional
ministry, The results of our interview on the above
st ject matter also seem to agree with the above
statement on the ground that:-
(2) 1looking at the state of affairs since the
creation of the state, administrative officers
had more chanees of becoming permanent secretaries than
do professional, For example, out of the twenty-nine
permanent secretaries in 198 (as appeared in Appendix III)
» only seven were professionals;
(b) administrative officers were more rapidly
promoted than the rest of the service classes;
and
(c) most ‘generalist' permanent secretaries, due

to the nature of their work, would find it easy
ot.no.o/sg
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t- trust an administrative officer rather

than a professionl cne even if the ministry is

a functional one (like Ministry of Works), The
similar nature of the data from the questionnaires
and the findings of opur interviews made us to
conclude that in a functional ministry, generalist
permanent secrctaries and their colleagues in

the administrative cadre constitute a threat

to the progress of profecsional staff,

(1ii) the long ecstablished conflict in working
relationship between membcrs of the administrative
and professional classes still exists in the state
civil service. Such unhealthy working relationship
could not allow for proper consultations and mutual
trust, It could also have adverse effect on personal
initiative which is a desirable thing in modern
management,

3,3 Growth of the §§rvice.

The growth of public organizations over the
years has been associated with many factors, While
some writers like Baker are f the view that the more
a government controls or regulates the life of a
country, the more will its civil service grnw,12
others like Sir Vickers are of the opinion that -
bureaucratic expansion is an inevitable thing.13
According to this school of thought, expansion in

size of the service is somcthing which is inherent

in the system due to its dynamis., On the other hand,

.1.000/70
———————————see i s Ste ) . A W i mE A




- 76 -
secholars. like Parkinson, were of the view that
organizations grow in size over time irrespective of
the task to be performed. Indeed, Parkinson holds the
view that organizations continue to grow over time
and this growth is unrelated to any possible Iincrease
in their work. Using various statistical analysis
based on the vast massgses of data he collected,
Parkinson arrived at the conclugion that organizations
gErow in size at an annual average of between 5.17% and
6.56%.1LL It is therefore bascd on the Parkinson's Law
that we have analysed our data in this section,

As already pointed out, the period of the study
is from 1976 - 1984 and within this period,Bauchi State
had basically witnessed two types of administrations
namely military and. civilian, &=ach of the two had its
impact on the growth of the scrvice as will be shown
later, This study first analyses the growth pattern
of the Ministry of Justice for the perind under study,
The ministry is chosen because it is the smallest
ministry in terms of staff strength, and secondly,
it is purely an administrative organization, The
data collected and compared were those of 1976 to

198, as presented in Table 3,09:=-
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TABLE 3,09

Ministry of Justice Staff Statistics
for 1976 - 1984,

vear| Class | a Chase | 2| gri-| Messens T 0
Class | Secre-| Manipu-
tarial| lative
Class Class
1976 1 3 1 6 5 16
1977 1 1 9 1 10 13 3
1978 1 L 1 1 26 2
1979 1 6 1 5 22 35
1980 1 18 2 8 g 63
1981 1 19 2 18 39 69
1982 1 22 1 18 28 70
1983 1 14 2 18 37 72
1984 1 26 in 19 39 89

SOURCE: Official ricords of the State
Ministry of Justice, Bauchi, 1985,

From Table 3.09, one can see that the 15 staff of
1976 became the 89 staff of 1984, This shows an
overall increase of }56,25% over the nine year period
and which approximately represents an average of
50.69% annually,

The growth pattern above can be said to be the
same when one looks at the service classes over the
years, In order to elaborate further on the service
expansion, we looked at those staff who are centrally
controlled by the Military Governor's 0ffice,

These classes comprised of administrative, executive,
and the secretarial/staff (the last of which consist of
Confidential/Personal Secretaries). These classes

were chosen because they are expected to show planned

sasnesl 8
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and systematic growth, Figures for three years were
ciiosen for analysis as shown in Table 3,10:=-

TABLE 3,10

Centrally controlled staff of the Bauchi
State Civil Service for the years 1976,
1979 and 198,

CLASS | — 40 !
.
Administrative 30 6 | 164
Executive (Admin) 20 661 159
Secretarial Staff 15 321 123 §

SOURCES: (i) Administrative Officers!
disposition list for the years
1976 - 198L4; Administration and
Cabinet Secretariat, Military
Governor's Office, Bauchi: 1985,
(ii) Official records of the
Establishment and Service Matters
Department, Military Governor's
Office, Bauchi: 1985,
(iii) Bauchi State Civil Service:
A survey of Actual Manpower
(Kaduna, Gamas, 1979).
Table 3,10 contains the staff strength of three of the
service classes for three .elected years. These classes
have witnessed rapid increase in size and the
aggregate percentage increase was relatively rapid,too,
The administrative class r.corded an increase of
113, 33% between 1976 to 1979 while that of 1979 - 1984
was 156,25%., The Executive class increased by 230%
between 1976 to 1979 while between 1979 and 1984, the
increase was 140,9%., The Secretarial staff, on the
other hand, witnessed 113.33% increase from 1976 to
1979, and between 1979 - 1984, the rise in percentage
was 28L4.37%. These three classes clearly illustrated

sssennsfl 3
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the steady nature of the expansion in the numerical

strength of the various classes of the service over

the period under study, The overall annual average

increase expressed in percentage for the administrative,

executive aud the secretarial staff has been L49,63%,

77.22% and 80% respectively, This result is similar

to that of the Ministry of Justice discussed earlier.
Having touched on some sections or gegments of

the service, our studies then focuscd its attention

on the overall service growth over the nine year

period, In order to make a comparative analysis, the

nine year period was divided. into two, viz, the first

four years of the Military administration, and secondly,

the four years of the Civilian administration plvs the

first one year of the Military adminiztration thereafter

(that is, 198L4), The State Civil Service staff strength

for the period 1976 - 1979/1980, can be seen in

Table 3,11:-
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Staff strength ?' the Bauchi State Civil
Service from 1976/77 - 1979/80.

8yt . .
Ministry OR
23

Department 1976/77)1977/78 1978/79 | 1979/80

o
N
-
N
~J
-J

1. Education 653 851 1,361

2, Military Governor's
Office 3 199 159 265

3. Works & Survey 706 7€ )} 1,184 1,114
L, Health 1,164 {2,173 1,117 611
5 Agriculture 1,483 }1,686 1,768 1,923
e Local Government 372 91 294 289

£
7. Finance & Economic
Planning 313 L55 L 95 614

8. Justice 16 3 32 35
9., Trade & Industry 387 27C 177 348
10. Public Service

Commission 28 33 38 L2
11. Audit Department 75 102 115 136
12. Government House Th 86 99 114

13. Home Affairs and
Information ~ 150 355 504
1. Local Government Servick
Commission - 21 18 23

TOTAL - 5,806 | 7,536 | 8,123 7,378

SOURCES: (i) Bauchi State of Nigcria

ipproved
Estimates for 197/6/77 - %fﬂ?ﬁﬁ, Bauchi,

(ii) Reports of the Public Service Commission
1976/77 - 197/9/80, Bauchl, Government
Printer, 1@767;7 - 1979/80,

The staff strength of each Ministry /Department for

each year can be seen from the same table, During that
period, there were fourteen ministries and departments
with total staff strength as showa above for the four
years, 1976 - 1979, The overall percentage increase of

the service was 27.08% which represents an average of
...‘O..l/?s
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6,77% per annum, This average increase even though
for a period of take-off can be regarded as significant
especially when one used Parkinson's Law as a
yardstick, However, if the increase is linked with
dynamism of the gystem it could be regarded as
building-up (that is, level of organizational
development), rather than mere expansion,

The second half of the period analysed was
that of 1980 - 1984 in order to enable us see the
trangformnation the service went throuizh particularly
during the last civilian adminigtration, DBelow are
the relevant statistics in table 3,12 for the period

under consideration:-
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TABLE %.12
Staff strength of the Bauchi State Civil
Service for the years 1980 - 1984,

Ministry OR ‘
Department 1980 | 1981 | 1982 | 1963 1984,
1. Local Government 169 | 148 142 157 329 |
2. Audit Department 1l | 153 173 174 119
3. CiVil JL‘r'VlCL'
Commission L7 59 81 75 54
L, Office of the Head
»f Service L9 | 251 273 u2 | 1,306
5. Social Welfare
Youth Sports and |
Culture - 506 752 376 -
6. Economic Planning 102] 125 136 154 -
7. Works & Transport | 1,236]1,476 ph,262 |[2,085 1,270 °*
8. Lands, Housing
and Environment 763 892 858 928 -
9, Local Government
gervice Commission 27 26 32 36 35
10, Finance 591 660 693 705 557
11, Health 1,766| 1,L41 h,576 2,179 |, 281
12, Trade & Industry 1M4] 699 720 590 62
13. Rural Development L78] 607 o3 739 -
1. Justice 63 69 70 72 89
15. Home Affairs and
Information 611 697 21,6 805 | 1,363
16, Agriculture 2,605 2,194 h,132 |1,398 | 2,483
17. Governur's Office 202 23 | 248 268 -
18, Animal and Forestry -] 1,121,309 |1,535 -
19, Education 2,510} 3,78005,137 |5,593 | 5,808
20, Government House 139 177 | 164 191 133
21. Department of
Parastatals 17 23 32 38 -
TOTAL = 11,802| 15,329 15,679|19,541 | 15,289 |
SOURCE: Bauchi State Approved Estimates for
;E§§ - !Eﬂg; Ministry of Finance, Budget
ivision, Bauchi; and Records of the Civil
Service Commission for the same periods
Bauchi, 1 .
N.B: Find the graph showing the growth of the service

The straight line was based

o the

'least square line' of the Time Series Analysis
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From the table (i.e. 3.12), it could be seen
that the service reached its highest point of
expansion in 1983 which was the last year of the
civilian administration. +n addition, the number of
ministries and departments increased during the period
from fourteen in 1979 to twenty-one, This was made
possible by the creation of new ministries and
lepartments, The overall increase in terms of
percentage for the five year period stood at 29,55% which
represent an average of 5,91% per annum, This
average annual percentage increase ig less than that
of the first four years of the service which was
found to be 6,77%., However, the difference is not
very significant,

The overall percentage increase for the nine-
year period was found to be 163,33% which was an
average of 18,15% per aanum, Even thoush the actual
percentage increase four each year could not exactly
be 18,15% due to fluctuations here and there, never-
theless, it can serve as a good insight into the rate
of growth of the State Civil Service, Comparing this
figure, with the one found out or established by
Parkinson's Law (which ranges from 5,17 - 6,56%) we
can say that our figure is higher and even outside
the range established by Parkinson, We may, therefore,
conclude that Parkinson's Law equally holis as far as
the State Civil Service was concerned, On the other
hand, the average percentage we have found out was

closer to the one found out by Baker in his study of
....../79
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bureaucratic growth in Africa, In Baker's study,
the average annual percentage rise in the eight
countries he studied stood at 12,25%,

The average annual percentage so far
established indicates that the Bauchi State Civil
Service had witnessed rapid growth; that is, the
increase almost doubled the figures established by
Parkinson's Law, Reasons for such phenumenon are
not far-fetched and some of them can be found in
section 3,4 of this Chapter,

Meanwhile, our study also wanted to find out
whether the establishment Jf a new division/unit
in an agency was related to increase in staff size,

The responses are presented in Table 3.13:-

TABLE 3.13

Classification of responses on whether the
establishment of a new division/unit is
related to the increase in staff size,

Responses No. ] Percentage
Yes 6 30
No 12 60
Not sure 2 10
| — e
TOTAL - 20 100%

SQURCE: Survey by the Researcher,
The responses in Table 3.13 indicate that the
setting up of a new division/unit is not a function
of the increase in the size of staff, It cculd then
be deduced that an agency creates or establishes
an additional division/unit either duc to the

increase in its functions or when the political

Y
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leadership decides to dv so, We therefore, wanted
to find out the relatiouvnship between the increase in
staff strength in an agency and the functions it

performs, The responses are presented in Table 3,14:-

T}\E:LE E.1k

Classification of responses on whether an
increase in the number of staff in an agency
is followed by a corresponding increase in
the tasks to be performed,

Hes onses No, |Percentage |
Yes 12 60
No 6 30
Not sure 2 10 _
TOTAL = 20 100%

SOURCE: Survey by the Researcher

The r:sponses in table 3,14 were almost in the
reverse order when compared with those of table 3.13,
There appears a positive relationship hatween
increase in the number of staff and the tasks it
performs, This shows that increase in staff is
directly related to the cxpansion of ministerial
responsibilities, Stated differently, increase in
the tasks c¢f an agency leads to or is a function of
organizational expansion in terms of personnel,

One point of interest which is worth noting
under this section concerned the pattern of growth
nf the civil service. Although all the ministries
have increascd in size over the period under study,
the increase in functiunal ministries is somewhat

remarkable, In particular, the expansion in size

cosnses/B1
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was more rapid in five ministries namely Education,
Health, Agriculture, Works, and Trade and Industry,
In fact, most of the parastatals in the State were
carved out of these Ministries, For example, five
parastatals were established or carved out from the
Ministry ol Trade, Industry and Co-operatives, These
are, Bauchl State Investment and Property Development
Company, State Hotels Board, Yankari Insurance,
Essential Commodities Distribution Agency, and the
Nigerian Asbestos Limited, Bauchi., This shows the
increasing desire on the part of the state government
to embark on development-oriented administraticn. By
198L, some of these development institutions had grown
so large that they doubled the size of their parent
ministries. For instnnce, the Health Management
Board was established in 1978/79 from the Ministry of
Health. By December, 1984, it had a staff strength
of 3,401 while the staff of the Ministry of Health

for the same period stood at 1,281,

3.4 Factors responsible for the
Growth of the scervice, j

The last section tried to sstablish the rate as
well as the nature of the growth of the scrvice, In
this section, we are interested in finding out the
factors regponsible for such noticeable expansion in
size., The respondents both for the questionnaires and
those interviewed advanced a wide range of reascns for
such phenomenon, These reasons are: changing

character of government business; establishment of

ceres./82
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development institutions; increase in resources;
politics and wrong peolicies,

In our consideration of the evulutionary
history of the Nigerian Civil Service, we indicated
that it was a major legacy of the colonial service;
It was a service designed solely for the collection
of revenues mostly in the form of taxes, This was
regarded as the traditional responsibility of the
civil service, Over the years, the character cof
government business has changed in line with the new
demands of the society. In short, widening of scope
of government activities is one of the reasons for the
growth of the civil service, This is in line with
the theory of the increase in size of the State
propounded by a German Economist named Aidolf Wagner,
Wagner formulated the 'law of the increasing state
activity' in which he recognizes that 'sovernments
tend to increase in size more than the proportion
to the increase in populatiun'.15 He attributed this
to urbanization and industrialization, These two
issues normally create a chain of problems to
government which occasion its expansion in order to
get them solved,

Closely related to widening of scope of
government activities is the establishment o1
development institutions to render efficient socio-
economic services to the people, From its creation,
the state government has come to accept the

responsibility of being a vehicle for bringing about
....../83
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socio-economic change and general development of
the State, This new role of government nece. sitated
the creation of structure to be manned by qualified
personnel fur the discharge of the new responsibili-
ties, Thus, the State embarked on the establishment
of quasi-government agencies for such purpuses, For
exanple, there was only one parastatal in 1976
(that was Water Board), but by 1984, the number of
such agencics had increased to sixteen, These are
Water Board, State Development Board, Pilgrims
vWelfare Board, Bauchi Collepge of Arts and Science,
State Hotels Board, Advanced Teachers' College,
Health Management Board, Sports Council, Bauchi
State Agricultural Development Project, Bauchi
State Investiment and Property Development Company,
Bauchi Radio Curporation, Essential Commodities
Distribution agency and Nigceria asbestos Limited,
Fauchi, OSome of these bodies provide purely economic
services while majority of them provide sucial
services, [+ is with regard to this that Tukur
et al observed that:-
after indepenidence,..... the government
realised the need for now administrative
units ur departmeats to be established to
foster industrial development; manage new
state of economic enterprises; raise
agricultural output, develop natural resources,
imprcve transportation and commnunication,
reform educational system and to achieve other
varied goals such as provision of public
health services, housing and sov on, This
array <i functions need more than a handful
of operators to execute them effectively,

This makes the growth oi civil service an
inevitable phenomenon,’
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Another factor mentioned by the majorety of the
respondents was the increase in resources, particularly
r-venue, The increase in the vil revenue and other
sources of rcvenue enabled the state government to
plan for gigantic development activitics, The
consequence was that, beside the establishmcnt of more
administrative units as well as other institutions,
the pace »f development was rapidly accelarated through
the hiring of expatriate staff and technical partners,
The increase in revenue can bc seen from table 3,15:-
TABLE 3.1
Approved Estiunted HReceipts for the Bauchi

State Government for the fiscal years
1976/77, 1979/80, 1982 and 1984,

Year Hecurrent Capital Total |
1976/77 82,538,650 | 102,730,440 |185,279,090
1979/860 141,790,575 | 103, 351,659 | 238,552,945
1982 196,121,905 | 254,229,110 450,421,015
198l 172,932,800 | 71,612,640 |2hh, 545,010 |
SOURCE: Bauchi State Approved Estimates for

the

TR VT KPR TET IR

and

; Bauchi,

76 = 150l

Table 3.15 indicates a steady rise in revenue

which enzablcd the State Government to embark on

gigantic programmes, The

fiscal year 1982 was the

year in which the o0il revenue reached its peak and

then started to decline thereafter, The dependence

of state on the Federal Statutory allocations for

recurrent receipts had been 75% in 1976/77; 78.3% in
1979/80; 80,42% in 1982 and 79.70% in 198L4.

One

interesting point was that, for the finnancial years

1976/77 and 1979/80, “the state realized a surplus
.l...../BS
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revenue of ¥7,552,435.,42 and 86,619,285 respectively".17
However, deficit budgeting characterized the period of
the civilian administration. For example, in 1982,
the total receipt was #HL50,1421,015 while the total
expenditurce for the same perind stoud at KfBu,h51,510.18
This shows a deficit of 8134,030,495. The military
reversed this trend and embarked on preparation of
balanced budgets from 1984, The resources availalle
to Government is an important factor in the increase
in size of public organizations. Colm, in a study of
state and local government expenditure identified four
methods by which increase in size of government occurs:=
(1) the need for public services; |
(ii) the desire for superior services;
(iii) the resource available for government use; and
(iv) the increase cost of public service.19

Politics hnag also been identified z2s one of the
factors responsible for the increase in the size of
the state civil service, During the last c;vilian
era, therc was a tromendous increase in sizu:of the
state civil service as noticeable by glancing at
Table 3,72 of this Chapter, It can be seen that by
1981 the staffing position had multiplied almost four
fold when compared to a base period of 1976/77. The
rapid rise in staff during the Second Republic could
be attributed to effortc made at pouliticsl
compensation, ‘The common saying during the period
was ‘creating jobs for the boys'. IHowever, of

particulsar interest was that, a greater pcercentage
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of this incréaselkas in the lower cadres of the gervice,
Moreover, it was during the Second Republic that a
number of departments were up-graded to full-Tledged
ministries in order to create more vacancies, For
example, the Ministry of Agriculture was divided into
Ministries of Agriculture and Produce Inspection,

and Animal Health and Forestry Resources. The .= -
Department of Land and Survey was on the other hand,
up=-graded to the Ministry of Lands, Housing and
Envirconment. In addition, some Departments were
re-organized and sub=-divided into two, For instance,
the Establishment and Service Matters Department was,
in 1982, divided into Establishments Department and
Manpower Development and Managewment Services Department
under the 0ffice of the Head of Civil Service,

The creation of such administrative units was
equally matched by the appointments of public officers
particularlly Permanent Secretaries, In April, 1976,
there weré nine permanent secretaries while as of 1st
May, 1979, the number of permanent secretaries
increased to fifteen, By December, 198l, the number
of pérmahent secretaries had risen to thirty, The
problem of such appeintment is that it could not be
reversed., This problem created a situation whereby
many high ranking officers (particularly permanent
secretaries) were competing for headships of few agencies,
When one looks at sucﬁ appointments more critically,
the deeper implication was tnat,for sach appointment
to the post of permanent secretary -

cosss./B7
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about six vacancies are automatically created in the
service as a whole., For example, a permanent
secretary is by appointment, entittlecd to » Jdriver,

a personal secretary, a messenger, a ccok, 2 night-
watchm-n and a gardener, For each of such appointments,
therefore, the ultimate ¢ffect was increase in the

size of the civil service as well as dditional
nonetary commitment to the State Governwent, A

short bricf on the State's Permanent Sccretaries can

re found in Appendix III,
3.5 Financial Conseguences of the
Erowth of the scrvice,

In this section, it is our intention t.» find out

the financinl implications of the bure¢aucratic growth
on the rescurces of the State, It has boen noted in
section 3.3 that there was a noticeable cxpansion in
the size of the State Civil Service within the period
under study, The first and foremost financial
cmsequences of increasing the size of an organization
is the problem of salary payment, In a public
organization, the total burden of salaries immediately
increascs and requires either an increasc in taxation
or a diversion of funds from other arcas of public

20 Hlowever, increased taxation has

expenditure,
p2litical implications, This problem b.comes more
serious in n era of economic crisis like that of
1984. During the last civilian administration, there
was general laxity in terms of internal revenue
generation in the state, Despite the political

ina aneail OB



- 88 -

promises which needed money in order tc execute them
effectively, very little effort was made to collect

the internally conservatively estimated revenue, The
Government depended greatly on the monthly statutory
allocations from the Federal Government and also embarked
on a series of loan agreements t» finance capital
projects, As a result oI the dwindling oil revenue,
and the fact that some of these loans hal matured, and
were therefore, ready for servicing, the state
government under the Military administration in 1984
enacted some unpopular edicts in order to generate more
revenue internally, This led to the intrciuction of
fees, taxes and levies which were not popular with

the general public,

In the civil service, the rapid increase in
expenditure was accelerated by the provision of fringe
benefits tu the civil servants, These include housing,
medical facilities, basic transport allowance and
passa;es, particularly for expatriate ufficers,
Substantial amounts allocated for 'other charges' are
annually used fur the provision of these services and
benefits, It is in realization of the substantial nature
of the sums usually allocated for allowances that made
the State Government to suspend a lot of them with
effect from the 1984 fiscal year,

In his study of bureaucratic growth in Africa,
Baker stated that the civil services are extremely
expensive pieces of public property - taking up between

— L
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30% and L0, of their annual recurrent budget.21 Based
on such premise, we attempted to find out the percentage
consumed annually by the state civil scrvice from the
recurrent ¢xpenditure over the perid unler study,
Our aim was to establish some degree of confurmity or
otherwise with Baker's findings, Ia order to make a
good analysis, the total allocations for the service
was examnined in an aggregate form whilc at the same
time effort was made tn find out the situation in
some selecte” ministries,

The State total allocations for pers.nel
emoluments Kept on increasing somewhat in line with
the pgrowth of the service, These increments were
also reflected in the total approved recurrent
expenditure - which kept on rising over the nine-year
period, Tanle 3,16 shows the total pers.nal
em>luments of the State Governweat as a percentage
of the approved recurrent expenditure from 1976/77 -

198l
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TABLE 3,16
The total Personal Lmoluments as 2 percentage
of the Approved State Government Kecurrent ~ <

1976/77 - 1984,

EXpenditure:

el eer | gribietmaltowa 1K ot el
wxpenditurg Recurrent
= Expend,
1976/77 10.75 82.54 13,02
1977/78 13,01 90,87 14,32
1978/79 12.81 99, 30 12.90
1979/80 13.53 141,17 9.58
1980 15.49 151,23 10,24
1981 33.62 231,25 4.5
1982 33,88 217.22 15,60
1983 46,50 273.93 16,98
1984 52,63 172,93 30,43
SQURCE: Bauchi State of Nigceria Approves
. m?:he fiscal years 1976/77 =

3 aucnli,

As shown in Table 3,16, the percentage of the

pers-nal emoluments over the approved recurrent

expenditure kept on fluctuating from year to year,

However, the general trend was that of growth from

13.02% in 1976/77 to 30.43 in 1984,

The avera

age

annual percentage for the nine-year p=riol has been

15.2%.

is luwer than the 30% - 4056 Baker found

study,

give a true picture of what obtained in

In this,

light,

On the face of it, the average

However, the aggregate percentaje may

percentage

vut in his

not

each Ministry,

three ministrics were selected and

accurdingly -nalyse’! as can be secn from Table 3,17:-

a % e " s
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TJ“U"LI; 3. 17

The total Personal Emoluments of the rinistries
of Finance, Works & Transport and Justice as
percentages of their Approved Recurrent
Lxpenditure: 1976/77 - 1984,

5 Year: Finance Works & Transport ‘Justice
% % . 5

1976/77 58.85 38.62 93.10
1977/78 59.58 36.76 9%.03

| 1978/79 | 65,31 49.11 | 94.05
1979/80 66.44 L8.26 95.02
1980 62.74 47.00 97.02
1981 78.85 69.45 91.15
1982 67.86 65,33 93.08
1983 65.90 76.12 93.12
198l 81,85 80, 38 ) 95.03
Annual
Average
Percentagd 67,49 56,78 1 93.9 I8

SOURCES: Office of the Chief Budget Examiner,
Bauchi State Ministry of Finance and
Economic Planning, Bauchi, 1985,

N,B: See Appendix No, IV for the actual allocations
to the Ministries,

The percentage for each of the liinistries shown
in Table 3,17 is actually higher than that of Table
3.16 and also higher than even the onc f und out by
Baker, The case of the Ministry of Works and
Transport is =f particular interest being a
functional Ministry, On the other hand, the Ministry of
Justice beiny purely a service Ministry (that is,
without capital projects to execute), its pcrcentage

is consideratly higher than the two other ministries,
The averapge percentages for each of the three
ministrics namely; Finance, Works & Transport and

Justice were 67.49%; 56,78% and 93.95% respectively.
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The findings in Table 3.16 indicate that the
total personal emoluments have not been too much a
burden on the recurrent vxpenditures over the years,
It c~uld thercfore, be concluded that the civil
service has not been a self-serving institution as
far as its up~keep vis-a=-vis the regources available
tu the State Government was concerned, However, if we
are tc go by the findings n Table 3,17; tne above
cunclusion could not hold because over 50% of the
recurrent cxpenditure of the saupled ministrics were
expended on personal emeoluments, In this cose, the
conclusim could be that there was high cost of
runiing the service, Although the previuvus tahles
were basel on recurrent exp nditure allocations,
table 3,18 presented below shows the total personal
emsluments fur cach year expressed as a percentage

of the approved State Government bxpenditure:-
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TABIE 3- 1 8

The total Annual Personal Emoliuments 3s a
percentage of the State Government Approved
Expenditure 1976/77 - 1984,

_(#tm)
Fiscal Approved . gg::inal Rercenie
Govt., Expenditure FinoTumen t&

1976/77 185,269 10.751 5.8
1977/78 22,860 13,013 5.79
1978/79 200,275 12.813 6.39
1979/80 238,523 134535 567
1980 269,804 15.488 5.7
1981 480,852 33.620 6,99
1982 574,228 33.876 5.9
1983 596,792 46,504 7«79
1964 24y, 545 52,631 21452

SOURCE: Bauchi State of Nigeria Approved Estimates
for the fiscal years 1976/77 - 1984? Bauchi,

The analysis based on the figures on Table 3,18
shows that the personal emolument as a percentage
of the total approved budget of the state ranged
between 5,8% to 21,52%, The average percentage for
the nine-year period, 1976 - 1984, was calculated
to be 7,95% which may not be regarded as high. In
conclusion thercfore, the growth of the civil
service over the periodi under study was not the
major cause of the financial crisis the state had
found itself in, This position was arrived at by
considering the total personal emolument as a percentage
of both the recurrent and the total estimates over
the period under study, and it was found out that
the percentage had remained somewhat insignificant,

The analyses in sections 3.3 and 3.5 have
revealed that the service had witnessed an irregular
growth, It was sv in that the growth did not follow
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any definite sequence or order., Whereas in some
years the service had witnessed a significant increase,
in others, it witnessed significant decrease. One is
therefore, inclined to say that the growth of the
service during the period under study was not orderly,
On the other hand, the growth, beside being irr:egular,
it was also rapid., This is because it stands above the
standard we have accepted hore as normal, It should
be noted that we have earlier dofined rapid growth
of an orpganization as an annual increase of 6,25% and
ahove, in its staff size, In the case of the Bauchi
State Civil Service, our analysis showed that its
annual growth rate was 18,15%, On comparison thercfore,
we can conclude that the growth of the service during
the period under study was very rapid,
Using the tutal personal emoluments, the
estimates for the years vis-a-vis the number of staff
under the service, we have found ocut that although
the growth of the service was very rapid, yet, the
amount expended on personal emolument was not very
significant, +e thercfore, come to the conclusion that
the size of the civil service (viewed in terms of
resources expended for its up-kcep) was not the main
factor which led to the state's financial crisis, In
other words, the state's financial predicament could
not be justified on the size of the civil service,
In the light of this, we reject our second hypothesis,
This hypothesis states that, in the past nine years,
R Y i -



the civil service has witnessed a rapid growth which
led to government's financial crisis,

3,6 »>taff turn-over and its effects on the service,

Staff turn-over is a natural phenomenon in any
organization, Just as organization expands over time,
so also organizational members leave, therefore
creating vacancies to be filled by direct appointments
or thrwugh promutions, Thesc departureg could be
made willingly or through disciplinary actions, that
is to say, they can be at the initiative of the
individual staff or at that of the organization
concurned, In the public service, turn-over comes
mostly as a result of one of the following: dismissal,
termination, resignation, withdrawal, retircment,
transfer, secondment, postings, and death, Thus,
¢very year, a number of civil servants are lost as
a result of the above enumcrated factors. In the
Bauchi State Civil Service, the number of such

officers lost can be seen from Table 3.19:-
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Staff Turn-over in thc Bauchi State Civil
Service from 1976/77 - 190l

Year |Dismissal|Termination|Resigna=- |Retire~|Death|Total
tion ment
1976/77 - - 29 - L 33
1977/78 L2 (1n 88 16 9 169
1978/79 65 L3 193 1 16 331
1979/80 31 15 91 9 10 156
1980 LO 33 80 12 15 180
1981 69 78 303 30 52 532
1982 18 22 38 28 26 132
1983 22 Sk 15 6l 23 178
198l 162 829 21 128 20 1,160
TOTAL = 19 1,088 858 301 175 12,871

SOURCE: Various Reports and Records of the Bauchi
State Civil Service Commission, Bauchi, 1985,

Going through table 3,19, one is bound to make a
number of observations, In the first place, from 1976
to 1984, the trend of the general turn-over has been on
the increase Jjust as the service expanded over the
period, The turn-over in 1981 could be attributed to
the bouyant nature of the national economy then, as well
as the politicking during the period., However, of
particular significance was the turn-over in 1984, which
almost doubled those of the previous years when put
together, The most likely explanation could be the
fiscal measure taken by the Government during that
financial year., The fiscal measure in question was the
reduction in public expenditure as a result of the
then economic predicament and which resulted in the
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retrenchment exercise, o %
Meanwhile, before going to aSeértain the
reasons and justifications of the retrenchment exercise,
it would be partinent to establisn the accurate figures
of the casualties of the exercige, The total staff
laid-off was officially given by the State Government
as follows:-<2 o .E
(i) Dismissal =~ 165
(ii) Termination - B860 |
(iii) Invalidatiocn - 11
(iv) Retrenchment - _97

TOTAL = 1,133

The 1984 figures on table 3.1% on the other hand,
totalled 1,160, When compared with the above figures,
one could easily say that there was no much disparity
between the two figures, However, our study cross-
checked the genuineness or otherwise cof the figures
found from the records of the Civil Service Commission
with those of the Audit Department, At the Audit
Department we found copies of the retrenchment letters
addressed to individual officers kept in the files of
their respective ministries and departments, Although
we were not able to have access to all the relevant
files under the subject matter (because some volumses
were at the Government House then), yet we found out

the following figures as presented in Table 3,20:-
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TABLE 3,20

Figures of the 1984 Retrenchment Exercise: found
from the Records of the Audit Department:-

Ministry /Department Number
Military Governor's Office 3
Finance & Economic Planning 16
Agriculture & Natural Resources 420
Works & Transport 294
Eiucation 235
Health 118
Information, Social Welfare,

Youth, Sports and Culture 4o
Trade, Industry & Co-operatives 188
Local Government & Community

Development 19
Justice -
Audit -
Civil Service Commission -
Government House 17
Local Government Service

Commission 4
TOTAL = 1,351

e ) i
SOURCE; %ggg; %eg ’tﬂﬁugﬁffh*9§§?t9 Audit

The figures in Table 3,20, when compared with
those officially given by the State Government show
a difference of 218, This difference is
significant beeause it represents about 20% of
the officially given figures, The figures found
at the Audit Department are far from being accurate
in the light of the results of our interview,

According to our interview with some top government
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functionaries, a total of 1,930 staff from the main
service were laid off during the 1984 retrenchment

23

exercise, In view of the intcerview results, we were
made to cast some doubts on the accuracy of the
previous figures found out from both the vivil Service
Commission and the Audit Deﬁartméntl

As a result of thes dJdifferences found out
between the figures from the three sources, one can
safely make two conclusions, First, the total number
of staff laid-off from each of the three sources was
higher than that officially given by the State
Government, and that the actual number of staff
retrenched couldl likely be higher than the ones so
far established. Secondly, the statement above,
establishes that there was digparity between the
official figures and the onvs so far found out by this
study, We also attempted to find out the advantages
and disadvantages of the retrenchment exercise in
the Stat: civil service. Our intention here was to
find out whether "deadwoods" were removed from the
service and also to find out whether thelir removal
had resulted in improved performance, The

responses on the first issue are presented in

table 3,271:= -
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TABLZ 3,21

Classification of responses on whether
the 1984 retrenchment exercise had resulted
in removing “deadwoods" from the service,

Responses _Number | Percentage
True 70 35
False 130 65
TOTAL = 200 100%

SOURCE: Survey by the Researcher,

The responses from table 3,21 implied that,
to a greater extent,"deadwoods" in the service were
not removed, By inference therefore, it means
that the right people who were supposed to have
been removed and whose removal was expected to
improve the output of the scrvice were not removed,
In the light of the objective of the exercise
therefore, it can hardly be argued that the exercise
was successful'yv or even fairly conducted, This means
that either the criteria used or the manmner in which
the exercise was conducted must have been faulty,
As such, the exercise was likely to produce some
side effects, The opinion of the respondents was
sought on whether the exercise had any effect on the
performance of the civil servants. Their responses

on this issue are presented in table 3,22:=-
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T""tBIJE: 3. 2-5

Retrenchment Exercise had improved the
performance of the Civil Servants in the
past one year,

Responses L. Number [Percentage
Strongly Agree 20 10

Agree L5 23
Disagree 80 Lo
Strongly disagrue Sl 27

TOTAL - 200 100%

SOURCE: oGurvey by the Researcher,
Looking at the above response, it is difficult to
say that the exercise had resulted in an improved
performance of the bureaucrats, Table 3,21 had
indicated that the exercise¢ was not fairly conducted
while results of tabtle 3,22 show that it had not
improve.! the output of the service, In view of the
above statement, the respondents were further asked
to say whether or not the exercise was a witch-hunting
one, The responses are presented in table 3.23:-

TABLE 3,23

Classification of responses on whether the
retrenchment exercise was a witch-hunting one,

Responses Number Percentage
True 130 65

False 70 35

| TOTAL = 200 100%

SOURCE: Survey by the Researcher,
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The majority of the respondents from Table 3,23 were
in agreement with the statement, Based on the various
issues raised in this section, it was possible to
infer that the exercise as conducted in the state had
not assisted in removing "deadwoods" from the service,
Moreover, it could not be said to have been conducted
fairly,

The retrenchment exercise was generally associated
with the economic predicament of the country, Therefore,
another way of looking at the exercise was ‘that it
was an exercise to save cost in view of the precarious
economic situation of the state in 1984, Responses in
this regard are tabulated below:=

TABLE 3.2

Classification of responses on the statement
that retrenchment was an exercise to save cost,

JResponses Number | Percentage |
True 147 73.5
False 53 26,5
{romar = | 200 | 100%

SOURCE: Survey by the Rescarcher,
The respondents have indicated that it was an
exercise to save cocgt, This shows that there was
general agrecement with the statement, However, a
question that could easily arise was whether the
agreement could be justified by the actual finances
of the state government particularly in 1984,

.I'O.C../103




- 103 -
In addition to the above analyses, we felt

that it would be interesting to highlight the average

annual personal emolument per civil servant allocated

to the civil service between 1976/77 to 1984, Table

3.25 gives a good picture of the situation:-

TABLE 3,25
The average Personal Emolument per civil

servant allocated to the Bauchi State Civil
Service: 1976/77 - 198L.,

Total No, of | Total Fersonal| Average Annual

Year Civil Servantg Emoluments Personal Emolu-

(nm, ) ment per Civil

Servant

1976/77 5,806 10,751 1,851,.74
1977/78| 7,536 13.013 1,726,83
1978/79 8,128 12,813 1,576.41
1979/80| 7,378 13,534 1,834.48
1980 11,802 15,487 1,312, 31
1981 15, 329 33,620 2,193.2,
1982 15,679 33.875 2,160.59
1983 19, 541 L6, 50l 2,379.92
h=f98u 15,630 52,630 3,442, 38

SOURCES: (i) Bauchi State Approved Estimates
for the financial years 1976/77
to 198L; Bauchi,
(1i) Reports and reccords of the Civil
Service Commission, Bauchij
Government Printers, 1976 to 1984,
The average annual personal emolument per civil
servant in the state for the period under study
was almost similar to the one found out by Bala
Usman in respect of the Federal Government, On
the basis of this therefore, the opinion of Usman
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that there was no ba;is for the retrenchment
exercise equally holds, that is, it could not
be Jjustified on financial grounds.25 We are
therefore, inclined to conclude that the retrenchment
exercise as conducted in the State was more in
compliance to a general Federal policy than
purely based on internal financial crisis,

Finally, our analysis in this section had so
far indicated that there exists wide disparity
between the figures released by the State Government
and the actual number of employees laid off
during the 1984 retrenchment exercise. Moreover,
due tu the way and manner the exXercise was conducted,
it had produced a lot of side effects which have
negative consequences on the performance of the

bureaucrats, i
|
i
|
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CHAPTER IV

CONCLUSION AND RECOMMENDATION

L.,1 Conclusion,
The civil service as an organization is

continuously receiving attention not because it is
part and parcel of the administration, but because

it is a public institution whose activities affect

the life of almost every citizen, It exists to

give effect to policy decisions made by the political
class, In order to effectively and faithfully
accomplish such tasks, the civil service must, of
necessity, have the capability as well as the capacity
to do so, These abilities are what newly created civil
services seek to achieve particularly in a developing
federal state. Thus, the scope of this study was
limited to Bauchi State; a state which was created in
February, 1976, Right from inception, the State was
aware of its shortcomings in terms of the personnel
which were capable of implementing its gigantic
development programmes, It is in view of this that it
embarked on mass training programme for its staff at the
various institutions of learning both within and
outside the country, In addition, it embarked on
numerous recruitment tours with a view to hiring more
competent hands to fill the available vacancies, As
w:s found out, this exercise was a quarterly as well

as an annual event throughout the period of this
0..0.../108
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study. Naturally, the attemﬁt'to f&il.thé available
vacancies over the years resulted in the expansion of
the size of the c¢ivil service which by 198, had become
a topical issue, Howaver, it should be peointed out
that the rapid expansion in the gize of the public
service cannot be divorced from the variocus administra-
tions we have had in the State, It is against this

background that this study examined the structure and

size of the Bauchi State Civil Service in the first

nine years of its existence, | :
A good organizational structure is normally

based on good management principles like those

propounded by Henri Faynl. Although'ﬁot all

organizations are opportuned to have such characteris-

tics, elements of their existence are of crgcial

importance if the organiiafionai st;uctufé is to

facilitate the achievement of the organizational

goals, The State Civil Service waslfound to be very

hierarchical and whose implications are ton obvious,

One of such implications is that various levels of

authorities exist in an organization which must

be properly co-ordinated, In addition, authority must

be adequately delegated for the efficient discharge

of the organization's functions which alsc call for

a smooth flow of information. For such organizational

structure to function well, rules and regulations

must be spelt out clearly in order to erisure

compliance and adminictrative effectiveness,
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The State Civil Service was found-to be composed
of nine ministries and seven departments, These
Ministries and departments have more than forty
administrative divisions beside zonal and field offices.
The co-ordination of these agencies and units is
therefore, not an easy task to the state authorities,
The organizational structure of the Ministry of
Finance which appears as Appendix II would convince
one that really the agencies are hierarchically
structured, It is in bhis respect that we conclude
that the State Civil Service, viewed as a single
administrative organization, is a hierarchically
structured organization,

On further interpretation of the data gathereqd,
the agency's hierarchy was found to promote division
of labour and specialization, Surprisingly, however,
the same respondents indicated that the present
hierarchy of the agencies tend to bring about rigidity
in administrative actions and is not conducive to the
development of dynamic human relationships., From
the fore-going, we are, therefore inclined to believe
that the organizational structure of the Bauchi
civil service is a very suitable structure which will
facilitate the achievement of the service objectives,

Our attention was then directed to the system
of communication, and delesation -of” authority.-

System of communication in an organization determines the
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pattern of information flow, A good communication
system helps to transmit messages faster and also
accelerate the process of accomplishing a given task,
The information flow is found to be both Top=Down and
Bottom-Up, However, the flow is more rapid from Tope-
L. .-Bottom which is a common phenomenon of hierarchically
structured organizations, On the issue of authority
relationships, it was found to be both formal and
informal, even though the majority of the heads of !
departments have indicated that it was formal. The
implication of informal relationship in a classical
type of organization is that rules and regulations
could not be impartially applied, On the question of
delegation, it was acknowledged to be important for
it hastens the implementation of decisions, On the
criteria for delegation, experience was found to have
ranked higher than qualification despite the service's
urgent requirement of qualified technocrats to
translate into concrete realities the various
governmental socio-economic policies,

The Bauchi State Civil Service is made up of
six different classes which are expected to work
harmoniously in order to promote efficiency, However,
this study has revealed that the administrative class
constitutes a threat to the progress of members of
the professional class in a functional Ministry, Ve,
therefore, concluded that the long established rivalry
between members of the administrative and those of

the professional classes still exists to a
..'.‘/111
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significant degree in the state civil service, It is
our opinion that such unhealthy working relationships
between the members of the senior cadre in the
service could have a lot of negative consequence on
their performance,

Furthermore, in the course of our analysis, we
were able to state the size of the service for each
ministry/department in each of the nine year period,
The data were analysed using Parkinson's Law as our
frame of reference. Whereas Parkinson's Law states
that an administrative organization averagely increases
in size at the rate of between 5,17 - 6.56% per annum,
our study found out that the average annual growth
of the state civil service was 18,15%, We, therefore,
concluded that the rate of growth of the state civil
service is higher than the rate established by
Parkinson's Law. 1In addition, it is also higher than
the one established by Baker's study on bureaucratic
growth in Africa, However, ours is closer to that
of Baker than that of Parkinson,

Our analysis of the service growth further
indicates that during the nine-year period, the
civil service had witnessed an irregular growth, For
example, while the numerical strength of the service
in 1978/79 and 1979/80 was 8,128 and 7,378; the size
in 1980 and 1981 was 11,802 and 15,329 respectively,

In order to find ocut whether the growth of the
service had contributed to the State's financial
crisis the following observations were made: that
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the total personal cmolument of the State Government
expressed as a percentage of the approved Government
Expenditure stond at an average &f 7.95% annually,

In addition, the average annual personal

emolument per civil servant allocated to the State
Civil Service for the period was found out to be Jjust
an average of M2,020 pcr annum, We therefore, came to
the conclugion that, even though the sgervice had
witnessed a very rapid growth; yet it's growth could
not be said to be significantly rés%onsible for the
state's financial crisis. The State's financial
crisis could however be attributed to the dwindling
revenue from thne gtgtutofy allncatiéns. In'addition,
the loans raised during the civilian administration
to finance its deficit budgets and which have now
matured for repayment arc an important contributory
factor to the State's financial crisis,

Having established the trend of the growth of
the civil service, it then became a point of interest
to find out the factors responsible for such a
phenomenon. From the various data available, both
primary and gecondary, many factors were identified

as being responsible, First was the widening scope
of government activities due to the various demands

by its citizens over the yvears, Secondly, the
creation of development institutions for the
efrficient provision of socio-economic services,
For example, Bauchi State Development Board, Bauchi
State Water Board, Bauchi State Proeoperty and

Investment Development Conpany, Bauchi Siale
I . . LI I ) 113
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This fact was even acknowlcdged by the then Secretary
to the Federal Military Government and Head of Civil
Service, Mr, Grey Longe in his 1985 Public Lecture
Series,

4,2 Recommendations,

As was its aim, the study has made some
revelations, It has exposed the areas of strengths
as well as weaknesses of the State Civil Service, It
is with regard to the weaknesses exposed that we
make the following suggestions for the much needed
improvement of the service:-
(i) Since the study had found out that the
organizational structure of the service causes delay
and rigidity in administrative processes; such delays
and rigidity must in one way or the other affect the
efficiency and effectiveness of the service, Delays
in administrative actions may also bring about increase
in the costs of government projects, There is therefore,
the need to review the present system of communication
in the service, In particular, channels of comaunication
must be clear and shortened, There must be emphasis
on horizontal system of communications which at the
moment seems to be lacking in many of the agencies of
the state, Duties must also be adequately delegated so
that superior officers could have enough time to ponder

on policy issues,

(ii) One of the basic problems this study had faced
was on the issue of data collection, Generally, there
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appeared to be laxlity in £he keeﬁihg of fécords and
data. Virtually, all the apencies in the State

share this problem. The.iwportance of record keeping
and data collection in such agencies and at this

stage of our development process cannot be over-
emphasized, Therefore, there should be an improvement
in data collection,'record keeping, and organization
ol statistical information, The agencies should

make it one of their prime duties to constantly
prepare and supply adequate data for planning purposes,
and also prepare progress reports on their activities,
thereby alerting the government on the problems that
are likely to threaten the achievement of its
objectives, Mors importantly, adequate data on staff
should be prepared quarterly or annually by each
agency while the Establishments Department should
annually compile that of the whole service, Planning
of the service's growth should also be given adequate
attention to avoid the chances of wnmwanted expansion,
Por example, from the size of the svervice as appeared
in tables 3,17 and 3,12; the growth of the service

has followed an irregular pattern. Even though the
trend was that of an increasc, 1n a certain year

the scrvice would withess a significant «Xpansion,
while in another year it might decrease considerably,
Since all vacancies are centrally approved by the
Establishments Department, efforts should be made

to relate them to the supply or availability of

qualified personnel in the labour market.
......./117
|



| - 117 =
(1ii1) On the retrenchment of civil servants, one
can say that it was an unfortunate situation, This
is because the exercise could neigher be Justified
on economic ground nor on the inefficiency of the
service, tHelevant data in this study have shown
that no meaningful saving was made by the State
Government from the eXercise, and that it had not
ilmmproved the performance of the civil servants
thereafter. We are therefore recommending that
future leadership in this country should avoid
embarking on general purge due to its obviocus
consequences, Instead of retreanchment, the assumed
surplus should be mobilized and deployed to other
areas of need like the State Farm or the State
Development Board to clean our towns, In fact, the
exercise had Just resulted in denting the image of
the state bureaucracy as well as demoralising the
remalning civil servants. The normal procedure of
taking disciplinary actions (including firing) by
the Civil Service Commission should be reviewed and
made much easier, Heads of Départments should also
be delegated adeguate powers to hire and fire staff

with a view to improving the performance of the service

(iv)} We are also recommeﬁdihg the setting up of =z
directorate or unit for the professional staff in
thie Office 0f the Head of Service, This is in view
of the undue advantage members of the administrative

class have over their professional colleagues,
. . - _ | ."..'/1',,-18.
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(v) This study has limited its scope to the structure
and growth of the Bauchi State Civil Service from
1976 - 1984, It is therefore, not claiming to have
covered all areas of the State's civil service,
Efforts could therefore be made by other researchers
to undertake the study of other aspects of the State
Civil Service, Other interested researchers can
equally start from where we stopped in order to
up~-date our findings, It is through such efforts
that our public organizations can continuously
improve their services if the recommendations usually

made by researchers are fully accepted and implemented,
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Ii
BRIEFS ON BAUCHI'STATE PERMANENT SECRETARIES
AS OF DECENMBER, 1984

15750, NAME L.G.A. QUALTFICATION [AGE[SEX [DATE OF DATE OF PRESENT

1ST APPT.|RANK { PRESENT | POSTING -
APPT, g |
o
s Alh, Adapu |T/Balewa |WASC;B.Sc. AE. , Govt, House ~
I. Gumba (Pol.Sc.)ABU |36 | M |1/7/70 Perm. |&/Mo/8l, |as P.P.S. g
| [— B oec, . u
25 Alh, M.M, Darazo B.Sc (Bus. Wh | M {29/7/69 S.M.G.| 17/1/84 |Military
Maishanu Admin) Uni=- & Head Movernor's
lag, 1966; of Office as
AM.N.T .M, Serv. S.M.G.
A@.NO“ Adv,
Mangt.Course
(ASCON)1977
-
M Alh, Ibrahnim | Bauchi WASC; ADPA; LO | M p/1z/6l Perm 1/1/81 Admin &
Abdullahi Advd .Mangt Sec. Cabinet Sec,
Cert, Dept. iiil,
Gov,'s Off,
L. Alh, Saidu WASC: B.A Lo | M K/7/70 Perm, 1/11/80 Political &
1ohammed T/Waja Hons., ) Sec, Special
Eng/Hist,; Services
M.P.A. P1tEE, C@Td- viil,
1982 Gov,'s Off,
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%wﬂ * NAME * L.G.A. .ocbeanpaHozlﬁnmhmmu.U»Hm OF *J|RANK |°DATE OF | PRESENT
‘ YRS 1st APPT. vﬂMmmze POSTING
5. Mr. J.A. Benue Cert. in Publ. |45 | M |1/5/55 AZ. 2/10/8L | Parasta-
Tenebe State Admin. Unife Perm, tals

1973; Cert, Sec. Dept.
in Admin, Nil.
Mangt.Techni- Gov's
ques Unife'7l, Oiffice
Cert. in Mangt
Services,
Royal Inst.
Cert. in
Modern Mangt,
ABU, '77 ADPA
A.B.U. "861;
6, |Hajiya Fati Borno WASC & HSC; W F {1/9/75 Ag. P | 2/10/84 | Estabs.
Mu'azu (Mrs) State B,Sc. (Pol. Perm, and
Sc) ABU, 1974 Sec. Service
Matters
D@.L.ﬁ-
MGO,
7. |Mr. L.A. B,Sc. (Econ) Ju4 | M |15/12/65 |Perm, | 1/3/80 | Economic
Tolani Kwara M.A. (Econ) Sec, Planning
State U.S:As 728 Dept.
Cert in Top Mil,
Mangt, Centre Gov's
for Mangt Office
Uni-Cambridge
1980,
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|

DATE OF
S/N. NAME L.G.A. | QUALIFICATION | AGE fsEx | 18T RANK SENT BRI
_ YRS APPT, PT,
8. | Aln. M.s. Katagum | Grd II 1934; [52 |mM w\m\mm § Perm { 15/2/80 | Lands &
Mustapha Cambridge Sch, Sec. Survey
Cert, 1956; Dept. Mil,
Dip.inEduc, Gov's
Dundee Coll, Office
of Educ,Scot.
| 1962
9. Alh, M,Y.
Ahmed Shira B.Sc (Pol,Sc.){32 (M Pp8/7/77 | Asg. 2/10/84 Ministry
ABU 1976; Perm, of
M.P.A. ABU, Sec, Finance
E __ 1 1980
10, _WPx. Adamu Katagum | WASC 1864; L3 16/7/69 | perm.| 1/2/80 Ministry
:HPV\C wobc Ampm.ﬂv L H. 41_ 1
ABU; Adv. Cert e &L COrKe
ADUS . & Transp
in Top Mangt g
. (ASCON) 1978
11. {Alh, Yahya Ningi B.Sc (Agric) Ju6 M J4/12/65| Perm.| 1/3/80 Ministry
Halad ABU 1965; Adv, Sec, for Local
Mangt Cert. Govt, &
Royal Inst. Community
of Public Develop-
Admin.Lond, ment
1975; Snr,
Executive
Course NIPSS,
L Kuru 1984
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P.HD Educ.Pitts
Pitts., 1983

g/N NAME L.G.A. SEX | DATE OF RANK DATE OF PRESENT
YRS 1ST PRESENT POSTING
APPT., APPT, “u
12, | Alh, M.B. Akko B.A. (Eng.) 38 M 1/4/72 | Perm,| 1/1/80 Ministry 1
Ahmed ABU 1971; Sec. of Educa- .
M.P.A. Pttts tion .
bugh 1980 8
.
12. | Alh, A.A. Katagum | B.Sc (Elec. b1 | M | 1/9/69 | Perm. 19/9/81| Ministry of |°
Mahmood msm.v ABU Sec, Educ,
1968; M,.Sc, Scholarship
# (Elect.Eng.) Division
ABU 1969 as Director
for Scholar,
& Student
_Affairs 3
14, | Alh, Umar Dip in Lib, 39 (M 1/1/66 | Ag. 2/10/84 Ministry of
Alkaleri Alkaleri| Sc,, ABU; Perm, Information
B.Lib Sc.ABU Sec, Social
1976; Inter, Welfare,
Cert in Libr=- Youths,
rianship & Sports &
Information Culture
Sc.; Int Grad.
Summaer Sch,
Wales 1978
15, [Dr. Michael T/Waja NCE ATC Zaria M ! 2u/3/67 | Perm.| 13/4/80 Ministry
I. Jimeta 1965; B,Sc Sec of Agric
Amoo.mov.umu ’ & mecdmw
M.Ed '77,ABU; Resources

. X
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5/N. | NAME L.G.A.| QUALIFICATION AGE —mmx DATE Oﬂ_ﬂbzx DATE OF |PRESENT
1ST PRESENT POSTING
APPT, APPT.
Ag.
16.| Umar M, Bauchi| B.Sc (Pol. Sc) 3 M 3/8/76}| Perm | 2/10/84 | Ministry of
Abubakar 1975; Admin Sec, Health
Magt Cert. ASCON
1980; M.P.A.
Pittsburgh 1982, _
17.] Alhaji M.C. Jama' | Dip. in Social 43 5/7/67| Perm {15/1/80 rwbwmd1% of
Abubakar are Devt. Admin, Sec. Frade Industry
B.Sc (Econ & Soc,) and Co=-opera-
Adv, Gen, Magt ttives
Cert. ASCON 1977 { {
Member National w i
Inst. (ML) NIPSS {
Kuru, 1982 ' _ | p'
18 | Alh,H.M. acmo | LL.B ABU, 1976 135 M | 1/3/77] e, 2/10/8L ' Ministry of
Shamaki Sol. ' Justice
Gen& g
Perm !
1 Sec.,
' :
194 Ankale T. B.S¢ (Pol,.Sc,) - B
Yelyel 1/ 1976 T.Sc. (Pol.|35 | | 3/8/77 = .08 2/10/84 f garie servise
Waja Sc.) Unilag.'80 mmop. A i
204 Alh, Mudi Cert. in Commu, /e 24
M. Abdullahi Bauchi! nity Rural Devt. L2 1M /5153 Mmmu. Qo mmwwww anam
Adv, Magt Cert. . Zssential
ASCON. 1981 Comm.Distrib,
Agency as the
Director,
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S/N NAME L.G.A.| QUALIFICATION AGE |SEX| DATE OF|RANK | DATE OF| PRESENT
13T PRESENT POSTING
APPT. APPT,
Alh, M.A. Tongo|Dukku B.A. (Hons) '70 |45 |M 11/6/€2|Perm.| 17/1/80| Posted as
Post-Grad Dip Sec, Sole Admin,
Uni-Leeds UK to the
1974 Bauchi LGA
Ala. A. pauchi .  Intermediate 4s M 11/6/62{Perm.{ 15/4/8CG| FPosted to
Maikudi Local Govt, b Sec. Gombe Local
Mmgmm.bmc._g“ Govt. as Sole
v. Dip. in At d o b s
ool Govh: & Adminiztrator
Local Govt,
Finance ABU '68
Alnh, A.D. Akko B.Sc (Phy); N 1 7 |p 15/1/80] Posted t
Hassan Curriculum Dev, aai B 217467 mmMs. HH mmmmmﬁg moomp
Cert. Florida ’ Govt, as Sole
1971; C'Weath | Administrator
Science Teachers _
Cert, Eng. 1972 |
Alh, A.G. Misau Modern Magt _ t
Aliyu Training Cert. | u6| M [11/6/62 |Pern,; 1/1/51 WMmmmmOwMH
1977; Snr, Magt Sec. | Govt., as the
Cert., 1979 Sole Admin,

P

..../]35
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DATE OF
/B NAME L.G.A. | ouaLtricattoN  hee|sed pate oF | RAVK s R Ll
5. | Alh, A.A. 'stAppt,
Sadiq Dass Pip., in Educ,
Planning & Admin
BU '68; Admin, U1 j 1/1/65 Perm,
| agt., Cert, ABU $ec. 15/7/81 |Posted to Dukku
. 1976 Local Govt, as
| Sole Admin,
6. ﬁre:. A, Katagun |B.Sc ?mﬁ&m
lusaini Columbia 1968; h
M.Sc (Agric) = 42 - |1/2/63 Ferm. 1/3/80  |Posted to
m New Mexico State e Bauchi State
Niversity, USA Agric., Develop=-
1972. ment Projects
as Programme
Managers
7. | 41h, Abubakar B.5c (Agric; . o
H., Hashidu  |pukku Cert in Irriga- N0 {M | L/1/6L {Perm. 15/6/81 momﬂmm, i .
tion Practices; Sec, Secon ummﬁ ww..
Cert. in Agric 'k, Upper mmJ:n aver
Develop. U.S.A. Basin Dev. Auth,
i as Gen, Manager
8. | Alh, I. Bamai [amawa wmwu %mmmw w»mmmwumro M | 6/7/70 MMMH. 11781 Posted on Second.
;@ﬂw. wav .Em:md i | ment to the Fed,
nmﬁ&.wﬂoa.mo%mp Mortgage Bank as
Inst of Public Gen. Manager
“dmin,
9. | Alh.. Moh'd B.,Sc (Bus. Admin) a &
Lele Mukhtar | BEatagun | ABU 1972; Adv, B V1172 MMﬂE. 16/1e/00 mwwwmwoom Mmmoman
Magt Cert., (ASCON) Ce o Kaduna  Avens
1978 C. una Arewa
Hosels Board as
Managing Director|

L 3]

T A

..../136
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APPENDIX IV

The Total Personal Emoluments of the

Ministries of Finance, Works & Transport,
and Justice, and their approved Recurrent
bxpenditures: 1976/77 - 1884.:-

qyl

Finance &%ﬁ%s & Transp- Jugtice
Year | R.b.) P, R.E. P.E. IR.E. | P.E.
1976/71 .630 | .37% | 2,339 .903 .182 45
1977/7¢ 1.107 | .660 | 3.611 1.327 . 366 . 250
1978/79% ,996 | .651 | 3.009 1.478 224 137
1979/80 1,048 | .697 | 3.067 1,480 224 146
1980 1.069 ¢ .671 | 2,053 965 . 208 L140
1981 1.897 [ 1.495 § 3.561 2.473 | .535 | 224
1982 1.879 {1,275 | 3.260 2.130 1196 .159
1983 2,896 1.908 | 6.059 b.612 935 247
1984 | 2.862 | 2,342 | 8.256 6,636 | 422 | ,300

SOURCE: Bauchi State Approved Estimates for the fiscal
years 1976/77 - 19843 Bauchi, Ministry
of Finance and Economic Planning, Bauchi,

1985. ) B
KEY:- e -
R.E. = Recurrent Expenditure
P.E, = Personal Emolument

. .l..../137
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¥
APPENDIX

Department of Public Administration
Institute of Administration

Ahmadu Belleo University - e

Z AR IA, ' N

Ref: DPA/COR/2, ' Date: 20th June, 1985

|
|
|
The Secretary to the _ : i
TEEEmmmm e : ; |

|

Ty A e At e T — Y A

Dear Sir/Madam,

M,P.i. DECREE THESIS |

_ Ahmed Hassan Aliyu
The bearer, plr/Ml......l.'.'."ll..éi".....l’ a

student in the Department of Public Administration of
Ahmadu Bello University is collecting data for the

M.P.A. degree in view,

. 1
Towards this end, it would be appreciated if you can
assist the student in obtaining any relevant information

or data which might be available in your establishment,

The Student has been warned in advance that any
information or data so obtained shall be treated as
confidential and used only for the purpose stated.

Thanks for your cooperation,

Yours faithfully,

(Signed)
J.B. Lecnge,
M.P.A. Coordinator.

(Copy) 1Ll s
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APPENDIX V¥ -
Telegram: MILGOV, (CoPY
Telephone: 2205 (LOGO)

neleny G226  MGO/AD.i/S/EDU/2/V.I1/368

Ref, No,

Military Governor's Office,
Adninistration Division

Bauchi State,
P.M.B, 60,
BAUC!iI, Nigeria,

Date: 13th_August, 19_85

All Permanent Secretaries,
Bauchi State,

All Heads of Extra-Ministerial
Department and Parastatals,
Bauchi State, -

APPROVAL TQO COLLECT DAT)\ ON THE

4 AN
SERVICE IN NIGERIA" ELUCﬁI_STATE
BEING A CASE STUDY

I am directed to inform you that approval has
been given for the bearer Mal., Ahmed Hassan Aliyu
who is an indegene of Bauchi State now studying for
nhis Masters Degree in Public Administration at the
iahmadu Bello University Zaria to obtain the necessary
data relevant to his research topic from your
Ministry/Department, please,

2. Your usual co-operation is highly solicited
on the matter, please,

(SIGNED)
(YA'U SHEHU ABUBAKAR)
for: SECRETARY TO THE MILITARY
GOVERNMENT AND HEAD OF SERVICE

(copy)

eees/139
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appENDIX Y

(CoprY)

Department of Public Admin,,
Institute of Administration,
Ahmadu Bello University,
ZARIA,

ith October, 1985,
Dear kespondent,

STRUCTURE A.ID GRO 'TH OF THE CIVIL SERVICE
10 NIOERIA: A CASE oTUDY OF BIUCH; STATE
1 -

I am conducting a research on the above
mentioned topic for the completion of my Masters
Degree in Public Administration (M.P.A.). The
attached questionnaire is aimed at collecting
information on the structure and growth of the
Bauchi State Civil Service in particular, You are
pletse requested to be as factual an'i accurate as
possible while ansvering the questions in order to

make the study a worthwhile one,

I wish to assure you that all the informations
you give on the questionnaire will be treated in
utmost confidence and will be used by me alone,
and only for the purpose of this research, You do

not need to write your name on the questionnaire,

Thank you very mugh for your anticipated

co-operation,
Yours faithfully,

(SIGNED)
AHMED HA:ZSAN ALIYU

(EQE!) cesssese/140
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QH@STIONNAIRE Ho. 1

Instructions

(a) Please tick the correct answer where appropriate,

(b) Where the word 'Agency' is used, it means a

Ministry or Department, |

1. (a)
(b)

(c)

(a)

Name Of yOUP AZEHCY: vevseovasenasoass
What are the main functions of vour Agency?
(1) tiereevenannrorscenaninsnnnes
(11) svvannvrseavesestnnesccronesnsons
(111) heveiihiiiarisininiiiiencnnnas

(iv) . F v B E 4% % B 1.........0-.....‘ ..... -

Wwhat can you say about.the authority -
relationship oi staff in your Agency?
(i) TFormal . _'“' -

(ii) ‘tormal and _iriformalion

What is the pattern of information flow
in the Agency? |
(i) “Top=down
(ii) Bottom-up

(iii) Both

Ol..../1h1
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_ !.

{e) what 1s your view about the organizational

structure of your Agency in effecting the

functions stated in (b) above.

L. e
(i} Very suitable
(ii) Suitable

(1ii) WNot suitabhle

2, {a)

(b)

(c)

v

fHow are vacancies determined in your
Agency? - L
LI R NN I IR I B B R R R I R R LR I A N N R R R N N A |

‘e 4 1 e & B A AR AR SRR RPN FRF SRR AP E PR RS A AR

Are all approved vacancies in your Agency
£illed annually? |
(i) Yes
(ii) No

If not, what percentage of the vacancies
are averagely filled annually?

B B N B A R R A N N NN AN RSN NN EEN NN

(d) What category of staff do you employ

. . [
directly - R
S i

T R T T Ty

(e) What category uof your staff are employed

on your behalf by the Civil Service
Commissgion? L

i ‘--o.t‘a.- - /1l|-é
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3. (a) ®ight from the year the Agency was
established, can you say whether there was
noticeable increase in staff size?

(i) Yes
(ii) No
(iii) Not sure
(b) If yes, what has been the magnitude fer
the increase in the number of staff over

the years?

LAY rmmrawrerer s e sen o AT b e a el &
s T LT T T |1
(138) ceiinosocosenscenoassonsosisssessninsas
ST gt -a I

(c) 1In ysur opinion, what has been
responsible for such growth?

) giermenswsensnes sonenimeassonsnssiaah

g o 0 |

(iii) R R R PP PR

(iV) $rrr s sttt rnteNR e st asssasses

(d) What would you say about the size of
the staff in your Agency now?
(i) Touo many
(ii) Adequate
(iii) Not adeguate
4. (a) At the time your Agency was established
how many Divisions/Units were there? (Name

them, please),

- .‘..9"9-(11&3
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(i) LI N I R I I I I N T I R R R e R R E Y]
(ij-) L A I I O I I R A R R R e N I
(iii) ..l.l'lll!lf.f‘!-..l.l..l....lf.‘..,

.. ™ - - |
{b) How many Divisions/Units were added to or

created in the Agency by 19847

|
(1) veveeeonrnnns cectesssescantatratananas
(ii) R R R YL I T

(iii) LIE I A A R I I I A N I B I N N R R R IR R T N I )

{iv) Cesetovesantteavoscasrosscscssnssuna
(c) 1Is the establishment of a new Division/Unit
related to increase in the number of staff?
(1) Yes
(ii) No |
(iii) Not sure i |
(d) Is the increasze in the number of staff in
your Agency followed by a corresponding
increase in the tasks to be performed?
(1) Yes
(ii) No
(iii) Not sure

5. (a) Do you evaluate the performance of your

staff?
(i) Yes
(ii) Jdo

o-qmqqq!£1hhj
o
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(b) If you have been evaluating their
performance, wnat 1s your view ahout
the performance of your staff in your
Agency from 1976 - 19797
(i) High

(ii) Moderate
(iii) Low
(¢) +what is your opinion about their
performance from 1980 - 1983
(i) Hign
(ii) Moderate
(1ii) Low
(d) What caa you say about their performance
in 19847
(i) High
(ii) Moderate

(iii) Low

6. (a) What is your opinion about the importance
of delegation?
(i) Very important

(ii) Important
(iii) dot important

(b) What criteria do you use in delegating
duties to your subordinates?
(i) Experience
(ii) qalification
(iii) Friendship

(iv) Lixperience & Qualification

W ..,p,ooo/ahs
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7. (a) Back in January, 1984, what would you say
about the number of staff in your Agency?
(i) Over-staffed
(ii) Optimum size
(iii) Under-staffed
(b) What can you say about the number of staff
by December, 198,
(i) Over-staffed
(ii) Optimum size
(iii) Under-staffed
(c) If the answer in (b) above is understafed,
was it due to the 1984 retrenchment exercise?
(i) VYes
(ii) No
(iii) Not sure
(d) Have you got idea about the number of staff
retrenched i1 your aAgency?
(i) Yes
(ii) No
(e) If yes, how aany staff were retrenched
in your Agency?
(i) Termination
(ii) Retirements
(iii) Lismissals
(iv) Invalidations
(f) What were the factors considered in
deciding whom to retrench? (in the order

of priority please),

o c S -‘ooooo.o/1l?
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(i) ...-oOtacl..0...‘.-..0...00..--.-.
(ii) -o.-—-oo.a...0.0-...-.-.-..!.‘0.-..
(iil) l.l.ll.ll...Q.llll...l..-l‘..'l....:-

O )

(g) VWho makes recommendation on the persons

to be retrenched?
(1) Immediate superior
(ii} Head of Division
(iii) Head of Department
(iv}) A Committee

(v) Permasent Secretary

(h} Who took the final decisioﬁ.on fhé persons
actually retrenched? I
(i) Head of Department/Permanent Secretary
(ii) A Management Committee |
(1i1) Civil Service Commission

(i) Has the quality of service improved in your Agency

(iv) Military Governor

after - the. retrenchment exercise?
(1) Yes
(ii) o

(11i) Not sure
(i) 1If yes, is the improvement due to fear of

retrenchment?
(i) Yes
(ii) WNo

(iii) WNot sure

.....:}1h7.
- ___ _ _
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QUESTIONNAIRE NO, 2

Instructions:

(a) Please tick the CORRECT answer where
appropriate,
(b) Where the word 'Agency is used, it means

a Ministry or Department,

(a) What is the name of your Agency?
(b) 1Is what Division/Section of the Agency do

you work?

(¢) How clear are the objectives of the Agency.
to you?
(i) Very Clear
(ii) Clear
(iii) Not Clear
(a) Does the current hierarchy of your Agency
promote division of labour and grecialization?
(i) strongly agree
(ii) Agree
(iii) Canaot decide
(iv) Disagree

(v) Strongly disagree

(b) Does the current hierarchy of your Agency
promote effective communication?

(i) Yes

(ii) No .....l,1”
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LT
i

(c) 1If no, what is your opinion about the statement

that hirarchicAl systew causes delay and "red-
tape"
(i) Strongly agree
(ii) Agree
(iii) Cannot decide
(iv) Disagree

(v) Strongly disagree

(d) Hirarehlcsl system tends to bring about rigidity
in administrative organization and is not
conducive to the develoument of dynamic human
relationships amongst its members,

(i) Strongly Agree
(ii) Agree
(iii) Cannot decide
(iv) Disagree
(v) Strongly d.s=gree
3. (a) To which of —he following cadres do you
belong?
(i) Professioial
(ii) Administrative
(iii) Technical
(iv) Executive
(v) Clerical/Secretarial

(vi) Messengerial/Manipulative

(b) What can you say about your working
relationship with the following categories of

workers in the Agency?

.....‘!1&’



- 1“?.-

Net

—¥er¥ reraial | Cordial [ Ceraral
Cadre . ad

Professional

Administrative

Technical

Executive

Secretarial/
Clerical

Messengerial/
Manipulative

Others

(c) Where the relationship is not cordial, can
you state why vou feel it is difficult to
get on with them?
“Wesoabtesssstatortosntlateosssesessansated

k. (a) %Yo you have a schedule of duty?
(i) VYes
(ii) No
(b) what is your view about the schedgle of duty?
(i) Too demanding
(ii) Adequate
(iii) Not adequate
(c) 1Is your performance normally evaluated?
(1) Yes
(ii) No
(d) How often is your performaﬂce evaluated?

000000!150 . r,‘ll




(e)

(f)

5.
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i

(i) Every six months

(ii) Annually
(iii) Bi-annual

(iv) No regular interval

Are you normally notified in writing on the
outcome of the evaluation exercise?

(i) All the time
(ii) Sometimes

(iii) Never been informed

What is your view about the evaluation exercise?
(i) Very objective

(ii) Objective

iii) Subjective

(iv) Very subjective
Is the outcome o the evaluation exercise used
in your:=-

(2) Promotion - (i) Yes (ii) No

(b) Disciplinc= (i) Yes (ii) No

(C) Tl"‘-.'linif'u{_ L) Yes (li) Ne

(1) Yransfer - (i) Yes (ii) No

(a) Back in December, 1983, what would you say
about the number of staff in your Agency?
(i) Too many
(ii) Adequate
(iii) 1Inadequate
(b) What is the staffing situation now?
(i) Over-staifed

(ii) Optimum size
(iii) Under-staffed

0-0003/151. ke
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\;
(c) If under-staffed, is it due to one or both of
the following?
(i) Retrenchment exercise
(ii) Lack of qualified personnel to be recruited
(iii) Both
(d) 1In your own opinion, how many people do you
think were retrenched in your Agency?
(i) Senior Staf ===--
(ii) Junior staff e=e-=
(e) Retrenchment exercise improved the performance
of the civil service in the past one year,
(i) Strongly agree
(ii) Agree :&;,L;:"”*I -
(1ii) Disagree 34&,4'00_?(1 it |
(iv) Strongly disagree R . UMLF:;;}

(f) What is your opinion about the retrenchment

exercise?

[True | False

| —— ——

(i) [An excrcise to remove
deadwoods

(ii) |an exercise to save
cost

(1ii) |An exercise to improve
the output of the service

(iv) A witch-hunting
exercise

.8 =



