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ABSTRACT

It is awell-known fact that nmost of the public ventures
(Parastatal s) set up "by present end previous governnents did and
are still operating bel owtheir expected | evels. This non-
performance has forced researohers and other public policy
anal ysts to go into the study of the principal pankerworm that

has bedevill ed these organi sations.

Managemnent, arong ot her things has been found to be the
ior problemthat is seriously hanpering the smooth operation

of these organi sations.

To enabl e the researcher undertake a study of the effectiveness
of managenent in handling the affairs of the organication,
guestionnaires and interviews were applied, and the results of
the findings show that Managerial effectiveness has not been bas<
on the areas of planning, organising, controlling, directing,
communi cating and staffing because of the sinple fact that nost of
these parastatal s have no autonony to exploit the best out of °
tools at their disposal; dearth of finance, poor staffing policies
The parastatals do not have that single opportunity of enploying

the best and nost qualified staff to run their affairs.



In view of the fact that the problems have been identified,
a conclusion was reached that for managerial effectiveness to be
achieved, total autonomy in terms of staffing, planning end
organising should be left to management and adequate finance
should be provided. Furthermore, Board members should be selected

on merit and not on their 'connections' with the powers that be.
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CHAPTIR 1

INTROLUCTION

The vari-vs lnleimal Hevenue boards, and many other reveiue -
generating tod'eg in ligeria have in one way or ancther, been accused
by not only the gnveroaseat tut even the generzl public of being
gosily inefific en®, 7Tbat is say, they have not measured up to the
expectations of tlesc critice in terms of revenue generation since
tiaat is the only yards’ik available to them for measuring their

parformance.

Since it is the objective of this project to determine how
wode L 2 Y s (L v lon*iang with particular reference to the
Sokoto State Poard of Internal Revenue, is being run, the researcher

sa2ll look at it ageainst the following bacikgrounds

(i) Caural variables
(ii) Intervening variables

(iii) Output variables
Causal Variableg

To enab’e us know the main censative agents that can exert
an influence on the effective running of the organisation, the
£3]llowing fac*ors will be looked into for a e¢lexrer analysis:

(1) Economic (2i) Technological (iii) Political (iv) Reward-
junisin Lt ooiseria.



There is no gainesaying the fact that the way and manner
an organisation is run is influenced by the economy, That is to say,
the soundness or otherwise of the economy may affect the way an
organisation is being managed, For example, in a period of
recession, organisations have to make do with the resources
available to them, which in most cases are far below their required
levels, We are all withesses to the econcmic situation the country
went and is still going through., The government was and is gtill
compelled to introduce some austerity measures to glow down the
plunge the economy has taken, During this period, there was serious
inflation and circulation of money and importation were drastically
reduced to conserve foreign exchange., In fact, many companies had
to do without money which in more ways than one affected their
performance. Management, in their own way of coping with the
situation had to introduce some measures which affected their

respective organisations and their gtaff,

The technology of a given organisation too, affects its
performance, Organisations with modem sophisticated equipments
can not be compared with those without them or obsolete ones,

The speed with which they aid decision-making is by far more as

in the case of those organisations with modern equipments, For
example, high performance is in most cases asscciated with those
companies with computers and other gadgets than those without them.
Technology to a large extent aids an organisation in iraining and
development of their staff, Learning is by far easier with visual
and audio aidg than the usual classroom teaching, Time is saved

and costs of training are drastically minimised,



The politicel envircrment of a given country has great
influence cn the organisaticn, Infect, the political culture of a
country determines the economic, social and cultural orientation of
the citizens of 2 country. 8ince, organisation is people and not
vice-versa, we can conclude that politics plays a very pervasive

role in the effective running of an crganisation,

Even though organisations operating in the socialist, capitalist,
mixed economies have one scle aim which is high performance, their
approach could be different because each has its own political

orientation which is rafcrred t¢ by others as ideology.

The way and menner an organisation rewards or punishes its
subordinates can have z telling effcet on the organisation, People,
as nationzl beings may work or not, depending on how equitably or
ctherwise they feel rewarded or punished vis-a=~vis their co-workers

in the same organisation or elscwhere.

To cnable managemznt ccpe with the problems caused by the
econumic, technological, political and rew:rd/pumishment factors,
POLICIES arec drawn, These policies could he long-term ag is
usually the case, or short temm, These policies are in terms of
sett/.; standards against which performance appraisals are
done, Proc.dures and rules are alsc chartcd out to enable
managewent and gtaff to function within th: framework of these
rules and procedures. FProcedures are normelly in terms of hoy

things should be done, That is, the way and methods of doing things.
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Rules on the other hand are in termg of dos and don'ts. That is,
charting cut all those things that are right, and thoge that are
inimical to the smcoth running of the organisation, GSybordinates
are advised to work within the confines of the policies, rules

and procedures.

Intervening Variabl es

These play a sort of mediating rocle between the causal and
output variables. They are mostly human factors and include the
following: Attitude, Motivation, Leadership skills. The attitude
of subordinates to his organisation affect its well-being, Tmt
is to say, if an individual’s attitude to the organisation is
positive, then that orpanisation will be seen to be functioning
well, T,e reverse is the case in a situation where workers'
attitude is negative, Workers' attitude to their organisations

will determine how he seces his relationship with it.

Motivation: The extent to which an organisation motivates its
employees will largely affect its success or failure, Hence, the
reason why organisations in one way or another sgtrive to make

sure that they give their staff the necessary motivation required
to make them partake in the smooth running of the organisation,
Motivation could be in fomm of promotion, bonuses, retirement
benefitg, insurance policies and the like, Workers in the third
world seem to be motivated more by hygienc needs than by
maintenance needs. This is largely due to the fact that the third
world by virtue of their economic and social development are more

concermned with those basic things that make life tick, for example,



good pay, good housing, and the like are of more concerned to him
than gome abstract thinge like self actualisation, self esteem,
recognition and the like as some of the motivational theorists

would want us to believe.

The leadership style of management in an organisation is

algo a factor in the running of an organisation, There is the
democracic, antocratic, laissez-faire kind of leadership styles.
Some prefer either of the abeve while others have no specific
style as they like to adopt to changing circumstancesg in the
organisation, The success or otherwise of each of these styles
depends on the objective conditions operating at any given time.
Whatever style a leader chooses must be that onc that gives
workers ample degrec of participation to enable them contribute
their own quota, This will enable them have a sense of belonging
in the organisation and will contimue to identify themselves with

all it does,

II, Output Variablg.
Both the causal and intervening variables work to produce
gome result, This result could be in terme of productivity,

satisfaction and individual development,

Productivity is measured in terms of production, That is,
what level of production has been achieved so far? Ig it above
or below expected levels? If it is below, what measures should

be taken to correct the situation, If on the other hand the level



is above the expected y do we want it that way? Why did it

exceed the stated levels, is there the market to take up the

excess?

We can also measure productivity in terms of wastage made.
Is there too much wagte? If go, why? Could the waste be reduced,
or could it have been aveided? How much has the wastes cost the
organisation in terms of raw materials, money and the like? These

are gome of the questions we should concern ourgelves with.

Cost incurred in producticn can also be used to measure
preductivity. The following questions should be asked: What hag
it cost ug to produce what we have produced? Could cost be

minimised? Can we strike a balance between cost and profit?

Another aspect of ocutput variable is satisfaction., Here,
we are concerned with the level of workeresatisfaction achieved
since their satisfacticn or otherwise will have gome effects
on the organisation., Weg can measure the level of worker satisfacticn
by conducting sttitude survey to emable us know those things that
give workers satisfaction or dissatisfaction, We can then improve

thoge that give him satisfaection and reduce that do not, S

Satisfaction #ould also be meagured in terms of the number of
erievances, absentecism, strikes, lock-outs etc. The extent to
which they pervade an organisation determines the level of

gsatisfaction of the staff. Union-Management relationship



also be looked at to detemmine the level of satisfaction of
subordinates. If relationghip is cordial, then performance in
the organisation will Do high, Management hag it as a task to
make sure that they avoid a situation where they will go into
confliot with the ,orkers « This is because of the contending
forces (Hesisting ond Driving) operating in any crganisaticn,
Management has to reduce the resisting forces and increass the

1
driving forces in order to achieve a balance between the two.

The third of the ocutput vwariable is individual development,
This ie the amount of effort the organisation devotes to develop
its human rescurces. Thie could be viewed at in terms of training
given to staff, promotion, degree of authority delegated and the
like, A4ll1 these prcparc subordinates for future assumption of

leadership positiocn,

In view of the fect that this project is concerned with
the output veriables highlighted above, and considering the fact
that the topic in itself is wide, the research shall due to time
faetor, concentrate on those factors that focus on satisfaction,
here, we ghall concentrate on the attitude, subordinate/Man:gement

relations and other related issues.

e Lee S, (1976) Uxganisitionsl Lifec ivenegs: Theory, Heseerch
ot A die tionw, Co .operative Adminisgtration,
Graguate school of . siness Administration,
Kentuchy Btate Unive ssity, 1976, p.38.
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4.2, STATEMEWT OF Tili PROBLEM

The study will be wainly concerned with how management in the
Intermal Revenue Board, Sokoto have succeeded in the effective
application of the following toole in the day-to-day running of the

organisation, nawely:

(i) Flaming
(11) Orgenising
(iii) Staffing
(iv) Directing, leading and motivation

(v) Controlling.

1.3, OBJECTIVES OF THE STUDY

There is no denying the fact that most public establighwents
(Parastatals) in Nigeria are performing far below expectation, This
could be geen from the fact that both Stateg and Federal Ggovermments
have in one way or ancther ingtituted different kinds of panels to
determine why the public sector performs poorly in termes of achievement
vip=a~vig the private sesctor, There is a plan by the Federal

Govermment to privatise some of them,

To enable us see why this non-performance exists, we have to
organigationg
endeavour to mghe a thorough analysis of how effectively the/have uged these
toolg. Truly, some problems are external to them, while most are
from within, Due to lack of time to undertske a study into both

factors, the researcher shall limit &s earlier said, the coverage

of the study to only the internal problens,



1. Level of worxker satisfaction

2. Suywrdingte-lanagement relationships

3., To evaluate and review their present staffing method.

L To identify the wmajor constraintes working against effective
mgnagement of parasgtatala, .

5. The extent to which government regulations affect managerial
effectiveness,

6. To relate these probleme to the organisation,

T. To make valuable suggestiong on how best to effectively run
the organigation and to also offer recommendations as to how
these problems should be solved,

8. To add to the present body of knowledge on the topie far

further research,

Tole ASSUMPTIONS,

To enable the regearcher pursue the study seriously, the
following assunptions are mades
1 The Doard of Intermal Revenue, Spokoto sxists as a parastatal
in Sokoto Gtate.

2. That the problems fansd by the Board are purely management |

Olles.

3. That effective managers are made and not .
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1.5. DEFINITIONS OF SPECIAL THRMS.

To ease thorough understanding of the study, some management
terms will be defined, These terms will from timwe to time be featuring

in the coursge of the study.

1e EFFICIENCY,

Thig is the ability to get things done correctly. It is the
ratio of cutput to input (result, productivity, perfomance) relative
to the inputs (labour, materials, money, machines and time) needed
to achieve them, In other words, managers who can minimise the cost
of the resources used to attain a given ocutput are considered
efficient, Or, universally, the manager who can maximise output

for a given amount ig considered erficiunt.e

EFFEOTIVENESS.

Thig is the ability to "do the right things" or to get the
things accomplished. This includes chcosing the most appropriate
objectives and the yproper methods of achieving the cbjectives. That
is, effective managers gelect the "right" things to dc and the
"right" method for getting them done. Effectiveness is the secret
behind the success of any organisation., For managers, *“the pertinent
question is not how to do things right, but how to find the right

3

things to do, and to concentrate rescvurces and efforts on them,

2, HReddin, W, J, Managerial Effectiveness
McGraw = Hill Bock Cozpany London,

(1970) P.13.
3. Ibid, P.17.



MANAGERT AL EFFLCTIVENESS .

Mnegerial effectiveness is the extent to which a manager
achieves the output requirements of his position, The concept of
managerial effectiveness is the critical isgue in management,
Manegerial effectivness has to be defined in terms of output

by what a manager achieves rather than by what he does.

Effectivness is not a quality a manager brings to a situation,
Rather, effectivaeness, is best sesn as something a manager produces

from a situation by managing it apprOpriately.h

APPARENT EFFECTIVENESS

This showes the extent to which a manager gives the
appearance of being a leader, It is difficult if not impossibile
t¢ judge managerial effectiveness by observation of behaviour

alone. The bshaviour must be evaluated in terms of whether or
not it is gppropriate toc the output requirements of the job,
For example, the following qualities, while relevant in asome

positions, may, in others be ireelevant to effegctiveness,

(i) Usually on time
(11) ‘oswers promptly
(i1i) Has tidy desk

(iv) Makes gquick decisions

(v) Good at public relations,

h.. Ibld’ Pe 8-
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’I‘.hése chara;oteristicg usnally glve an air of apparent
effectiveness in nc matter the context they are used, Unfourtunately,

appavent effectiveness may not lead to managerial effectiveness,

PERSONAT, BFFuCTIVNESS

This is the extent to which a manager achicves his own
private objectives. Poorly—defined Job outputs can also lead to
what might be called "Perscnal effectiveness,' that is, satisfying
persongl objectives rather than the objectives of the organisation,
Thig ig likely to ocour with ambitiocus men in an orgonisation which
bhag a few clearly-defined managanent output measures. Meetings with
such men arc riddled with hidden agendas which operate below the
gurface and lead to poor decision-making,

LEADEK EFFECTIVENRKSS

This is z person secn by others as being primarily
regponsible for achieving group objectives. A leader is not a
manager in the fomal sense. He is someone seen by others as
being primarily responsible for achieving objectives, His
effectiveness is moasured by the extent to which he influences
his followers to achieve group cobjectives., It is popular to
view leaderghip effectiveness as something alien to the degree
to which the leader gets his own way. This is not leadership

effactivoness mt persgonal effectivensss.

ADMINI ST HATION,
The term administration and management ore often used
synonymously. In goverment agencivs, for exanple, administration

is the preferred term althcugh in recent years management hasm

become more widely usad.
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In government units, policies and gosls are set primarily

by legislators tu be implemented by administrators,

Management is the basic integrating process of the organisaticnal
aetivities that surrounds our daily life. The need for management arises
out of the scarcity of resources that eatisfy human wants, and ocut of

the diversity and complexity of human activities.

The emergente of management as an easential, a distrudt, and a
ledding institution ig a pivotal event in social historys Rarely,
if ever, has a new bagic lnstitution a new leading group, emerged as
fast os has management since the tum of the ecenturys Rarely, in
hwarn history has a new instituticn proved indispensable so gulcklys
and cven legs often has a new instituticn arrived with sc little

di.sturbance, 80 little controversy.

Management eould also be described as werking with people to
detemnine, interpret, and achieve organisational objectives by
performing the functions of plamning, organising, staffing, leading

and guntrolling.

o L | otz o [T
‘ e | SDAFRING -7 summmﬂml_; OB ECTIVES |
LEADING - e = !
CONTHOLLING — :
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THEORETICAL PiiS: ECTIVE AND hEVIEW OF KELALTED

2.1, EVOLUTION OF MiNAGUMuNT I'HOUCHTS IN NIGERIA

The evolution of menagement thoughts in Nigeria may be divided
into the following periods:

1 Tribal

2. Local rulers, fmir, Oba, Chiefs etc.

3. Heligious

L British Bureaucracy

5: Management in the 90s

From time in memorial, Nigerians like any other race on
earth, have been living in groups headed by tribal chiefs. The
chief dfd~ all the funciinng of the modern day manager - survival
and growth of his tribes He did the function of hunting, farming

and the like,

The Organisational structure was horizontal and was very simple.
The chief was right at the top and men with different skills directly
reporting to him and taking his instructions. The chief used to
assign responsibility commensurate with appropriate authority and
did the evaluation of all those assigned respongibilities. His

reward and punishment system was ob~ed,

With the advance of civilisation e nce no condition is
permanent,the structure became vertical: This was when Obas and

Fnirg were at the helm of affairs,

1L



- 15 =

With the advent of Ig' m and Christianity, a large scale of
organisation system and the enhancement of the welfare of Nigerians

were achieved,

The fmirs and Obas of the North and S_outh respectively perfected
the principles of hierachy of authority and delegation, but this was
later distorted by the British colonialists. From welfare oriented
managenent system, it changed to exploitative. Bureaucracy was
introduced with the following criteria:

Hierarchy of authority
Well=defined chain of coumnand,

Division of labour,

For effective maintenance of law and order, and the gystematic
exploitation of resources of the Nigerian nation, the British

colonialists introduced bureaucracy.

The cclonialists had an edge in the fields of civil administration
and business administration, During that period, most Nigeriansg
became interested in civil service jobs instead of services in business.
The whole concept of management then was tailored to suit the
bureaucrsey, Like other nations of the world; the term mancgement
and administration were used synonymously in Nigeria., Because, most
of the princijles of administration are zlso applicable in management,
The distinction between the terms administragjonand management may be

of preference. Hence, the reason why some business concerns prefer
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the term management which governnent organizations prefer
administration, On some¢ occassions, the distinetion is on the
grounds of policy =~ determination levels. For example, in
government, the legislators determin¢ the policies and goals
of the govemment as enshrined in the congtitution, while the
administrators execute it. On the other hand, the makers and
designers of policies are known as management in the case of the
private sector, The managers who push the policies and implement
through junior managers are known as middle management (Head of
Departments) and those managers who implement or executié the policies
are known as junior managers (supervisors), In health care and other
gervice organisations, problems of chronic diseases, flocd and
droughts are managed, whercas programmes of malaria, meningistis,
population control are administered.

Management in the 80s will be for change as intellect and

are what will be required.

fledbility not just book knowledge./ This is not to say that a
thorough grounding in management practice and principles is not
essential, OSelection will be based on hevaioural flexibility.

It is envisaged that in the 80s, there will be three
classifications of management: the Supcrvisors, the buresucrats and
the managers. The supervisors function will be to supervise work

and workers, His main skill will be subordinate motivation,



The bureaucrats, who as now administers a system, will find
eir
that t2 main gkill will be judgement, but still doing what the

gystem commands.

The manager, who will deal exhaustively with knowledge
the future and will need behavioural flexibility.

It is quite obvious that the manager of the future will
really face challenges because ¢. the change in value systema,
This change in value systems will lead to material progress, and
then to social change and this will uitimately lead to social

problems.

2.2, THEORETIC,L BiSIS.

Managerial effectivoness standards allow the mncgar/
administrator to make a value anclysis of himself in the
organisation, It also giveshim direct advice and how to improve
his own effectiveness angggshzis. Effectiveness is the central
issue in management, It is the manager/administrators job to be

effective, in fact he has no other job than that,

The limiting factor in effectiveness is not knowlecdge,
intent, or lack of external persuasion. The main limiting factor
is a behavioural ones Managers/Administrators necd to learn how

to manage sociel systems and how to manage themselves in them,
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Managers/Administrators generally know what cetion would improve things,
but they often do not take them, There is a tremendous gap between

what managers know about being effective and what they actually apply.

Manogerigl Effectiveness Defined,

There is only one unambiguous and realistic definition of
managerial effectiveness. Effectivencss is the extent to which a
manager/zdmini strator achieves the output requirements of his position,
The concept of managerial effectiveness is the central issue in
management, It is the manager's job to be effective. Managerial
effectiveness has to be defined in terme of output rather than input,

by what a manager achieves rather than by what he does,

Effevtiveness is not a quality a manager brings to a situation,
Rather, effectiveness is heat seen as something a manager produces
from a situation by managing it appropriately, It represents output
not input, The manager must think in terms of performance, not
personaslity, It is not so mueh what a manager dees, but what he

achieves,

Once a manager has declided he wants to become effective, he
ghould initially focus on how he can contribute more, or contribute
more effectively than he is now doing, ©OSore managers have ¥ery
narrow view of their jobs. What they do, they may do well, but

what they leave undone is enormous,
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Managerial effectiveness can seldom be obtained by achieving
a single objective, no matter how broadly it is written, Profit
in the case of mwofit-seeking organisations can be obtained at

the risk of loosing customers.

Any manager who sees his elfectiveness criteriz in simple
black-and-white terms may succeed only in the short-~run as
effectiveness im not unidimendicaal, rather, it is multi-

dimensional,

Every managerial job has effectiveness standards associated
with it, They may not be written down or even known, but they
are always there, Thcec are the standrrds by which the performance

of the manager in the job may be judged.

Effectiveness stand-rds carried to their logical conclusions
lead to Management by Objective (MBO)., This is nothing more than
designing an awrganisation around the outputs, of managers jobs
rather than inputs. There should be qualifications in terms of
percentages, or cmployees' Time bonds should be set, When this is

done, the ecffectivnesses standards are transformed into objectives,

Two factors inhibit effectivenessy Job descriptions and
position descriptions. The source of much of the problem surrounding
effectiveness is found in the way job descriptions are written.

Lengthy job deseriptions or crash programme to write or update



them usually indicate very little. As it has been found, the 1last
act of a dying organisation is to issue a revised and greatly
enlarged rule beok,

Many, if not, most, managerial jobs aro defined in terms of
their input and beh:viour requirements hy such phases such as:

He administers

He maintains

He organises and he pla..ms.1

Job descriptions often lead to an emphasis on what could be
called managerinl efficiencys the ratio of output to input. The
problem ie that even if both input and output are low, efficiency
could still be 100%. In fact, a manager or department could
easily be 100% efficient and zero percent (0%) effective, The

efficient managor is ensily identified as he prefers tos

Do things right rather than do right things,solvwe problems
rather than produce creative alternatives, safeguard resources rather
thaon optimise resource utilisation, follow duties rzther than

obtain results, lower costs rather than inerease proiit,

Posgition descriptions too inhibit effectiveness, Some
organisations have a predominance of descriptions which focus on a
manager's position in the organisstion, such as he reports to; He

authorisesy He coordinates; and He approvis,

A

s Reddin, W. J, (1970). Managerial Effectivness Mcgraw-Hill
Book Company Ince Ppe 3 — 4o
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Pogitions descriptions without objective standords of output
associated with them can lerd to the maintenance of managers who

are not contributing to the organis=tion in any uscful way,

In the case of other Boards of Internal Revenue, the reasons
that very much inhibit its effectiveness ares-
i. Lack of complete autonomy, as some of them are directly
under the Ministry of Financej; and the Director has to
receive orders from his Permanent Secrctary/Commissioner even
though Permanent Secretary might not know anything

regarding Tax matters.

ii, Difficult and not-so-straight forward laws that could
not be interpreted correctly by an average of ficer in

the Revenue Qffices,

iii, Corrupt revenue officers,
iv, Tlliterate and unpatriotic taxpayers.
V. Lack of proper incentives like good pay, housing, insurance
scheme, car loans etc,
vi, Lack of properly trzincd staff to handle the affairs
of the office,

2.3, REVILW OF RELATED RESLARCHES.

As o matter of fact, management of nonprofit orgsnis.tions has
no right to be ineffective, tu ignore menagerial productivity, to
ignore the profit motive-in this casc the revenue collected less

costs of collection, or to fail to evaluate new or reviscd approaches
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to management as thc.. approaches develop. A Menager is a manager
regardless of the product or scrvice which he deolsin, Nor should
these managers be immmned  from strict accountability to these

whom they serve and from those on whom they depend for their funds

and support.

Non~profit orgenisations, too, must ccxn a profit by operating
with a high sense of priority and as effeciently and effectively
as possible. While the nature of their profits may beaxr diffcrent
labels, the profit motive must be present if they are to avoid
drifting into practices which are cconomically and socially

wasteful and which raise mejor questions about their reason for

being.

Nonprofit organisstions make their profits depending on the
way they manage their resources fron the ‘followins to realise a

higher return on re¢sourcesi.

1. Incressed moductivity from employecs (2) lowering the
administrative costs of operating the organisation
(3) réducing wasted effort and/or wastes in the
utilization of any assets. (4) blending together of
the afforts of all personnel to achieve an overall
effectiveness which is grenter than the sum of the
individual efforts (synergy). The question that
vorrries adninistrators/msnagers of nonprofit

organisationsbent on effective performsnce is, not



whether they should increase their 'profits', but how the
improvement can be brought about - what means, methods,

or tools are available to them,.

Onc of the means being used as earlicr on highlighted in
those entities is MBO, which is a systems approach to running
and orgcnisation - any organisation for that matter., HMBO has
been applied in the Mayor's Office of the city of Sappino,
Japan —- where in only one area, the tax division, mejor efficiencies
have been realised in better methods of collecting taxes with

subgtantial reduction in pe.t'm:nnmall..2

2.4, AIMS AND PURPOSE OF ESTABLISIING PUBLIC E¥ITRPRISRS

In every countiy, the concept of public enterprises is
defined by legislatio: and other legal acts, by the mamner

of establishment, as vell zs on the basis of other relationships.

The form in whic!. a public enterprise is established often
depends on its aims, and cert-in forme ~re appropriate to the
achievement of certain a’ms. As a rule, profit making enterprises
are established and operated under private law, while observing
specific provisions of public law, and non-profit making
orgsanis-tions are established and organised accord ng to public
law, while specific provisions of private !aw influence the

conduct of theirx busincas.z’

2. Diene, B, et al. (19/7)s Managirg lon- Profit Organizations.
smacon. A Division of American
Menagement As:ociation p. 152.

3. Ibid. P.55.
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The chief direct aims for which public organisations are

established may be classified as follows:i~

1. Political
2. Economic

3. Financial
4. Social,

Their significance in vorious countries is not the same, but
depends on (i) the sccio-economic system of the state in question,
(ii) whether the country is economically devcloped or cmergent,

Some of these aims overlnp, This overlapping could be relative
Political aims are more importaent in socislist states, where the
establishment of public economic enterprises reflects the political
implementation of an ideological nndphysioclogical conception of the
social and economic organisation of the country. Political aims

are considered primory when enterprises are estsblished for ensuring
the economic soverebimty of the country, for eliminating forcign

capital from certain economic branches,.

Economic aims may be observed in many states, with varistions as
regards the factors and motives involved, such as the development
of thec national cconomy in general or of a particular economic
branch of the economy, inccntive for private capitnl, lack of
private resources for certain large inver tment projeccts, lack of

attractive investments, the presence of 1isks that cannot be assured



by private capital, the passivity of a private sector taken over by
public enterprises because of its importance and indispensability

to the economy.

Financial aimgare generally evident when public enterprises are created
by the extension of autonony to administrative agencies for the
purpoge of economic operation, greater financial and business
flexibility, and meeting their expenditures from their revenues,

or without state subsidiesy and also when public enterprises have

been directly establighed as self-supporting organisations for

carrying out specific tasks.

Social aims take various forms, since public enterprises may be

established, for instance, for the performance or improvement of
public services, for non-profitable economic activities necessary
for social progress or society in general, for social progress or
society, in general, for the elimination of unemployment, or for

raising the workers' standards of living,

In some countries, the aims of public enterprises ore determined
at the time of their establishment, The aim f>r which an enterprise
is establighed comprises both the reason for its creation and the

object to be achieved through its activities.

The determination of purposes and tasks the issuing of directives

and instructions, the granting of funds and subsidies, and the
directing and general contrcl of public enterprises seem to form

a self-explanatory and national relationship emerging from the
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public character of the enterprise, the state ownership of the
property, and the purpose for which the organisation was established.
What we should consider is only the extent to which this function

is exercised by the state, and the type of controlling agency,
certain control is exercised in every country to safeguard public
interests in the operations of the enterprises and in the

performance of the tasks for which it was established,

Criteria for effective management of all parastatals,
regardless of their nature, purpose, and organisation: the reduction
of costs without impairing the performance of tasks, increased
productivity, attainment of new unforseen, unplanned objectives,
exceeding the planned introduction of new techniques and modern

technclogical processes and finally, a higher standard for workarah.

The essential prerequisites for efficient parastatals have
to do with how the staffing, financial handicap, interference and

politics have been taken care of,

2,%, CGENERAL CHARACTERISTICS OF PARASTATALS.

Parastatals per se, have been subjected to different kinds
of definitions, but for our purpose, we shall take the definition
given by A. Mbanefo., Parastatals according to him are those
businesses which for various reasons, governments have chosen to
own and control and which, therefore, are included in the concept

of the public sector of the econcmy. Some tusinesses are set up

e Balog, N. Administrative Management of Public Enterprises.
Inggrnaﬁional Institute of Administrative Sciences
1966 P.LO,.
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strictly to providc social services to the community while some
are estnblished with the normal emphasis cn profit motive and are
thus run on best commercial basis, The paraxtals include all

corporations, authorities, boards councilg and limited liability

companies in which the government has full or majority interests.s

Teriba and Kayode, have pointed out that Parastatals (other
than the Marketing Boards) in Nigeria, may be classified into
three main groups. First, there are the public utility corporations
set up to run enterprises previously under the control of government
departments, The objectives of such corporations are to free basic
commereial undertakings from civil service control and red toape to

6
facilitate the co~ordination and extension of economic development.

In this group the parastatals are infrastructural establishments
fundamental to the natural economy which the government has decided
to control in order to mlarant?e appropriate balance between social
and commercial aims., In term: [unctional and operation effectivness
and efficiency, the emphasis is on providing satisfactory service whole
and minimising cost. They are expected to break even while
rendering services to the 190(:.191:5'.7 Examples of such parastatals
are the Nigerian Railway Corporation (NRC), the National Electdic
"Power iuthority (NEPA), the Nigerian Ports Authority (NPA), the

Nigerian Airways, the Federal Radio Corporation of Nigeria (IRCN)

5. Mbanefo, &, (1978 "Management of rublic Enterprines
Published in "Markeiing Io -~zine Acust, p.11.

6. Teriba. and Kayode (1977) Industrial Development in Nigeria,
!Ibadan University }‘ress’ F.;%.

7. Ibid. P. 76,
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and the like, At the state level, some of the common parastatals
are: Sokoto “tate Water Board, Rural Blectrification Board (REB),
Sokoto State Supply Company (S0SSCO) and the Sokoto State Doard

of Internal Revenue, The generation of Revenue is the scle
responsibility of the state government in the light of the fact
that money is needed to enable the government executé its programmes
and policies that are aimed at uplifting the social, economic

and standard of living of the people,

In the second category of parastatals are the Development
and Pinance Corporation set up by the former Regional Governments
to advance development, to operate particularly where the private
sector is lagging behind, The New Nigerian Development Company
(NNDC), owned by the ten Northern State, the Cement Company of
Northern Nigeria (CONN) vhigh is ¢'med hur. some states of the liorth

are exampleg,

Those parastalals in the third category are the limited
liability companies with or without the participation of private
capital, These are tusiness wjith long term profit motive. They
quite differ from the cther two groups in terms of their legal
status and profit orientation. They are concerned with the
development of production, sales and maintenance of a wide range
of goods and services for public consumption on normal commercial
basis, An example is, Bank of the North, hich is owned by the

ten Northern States and cperate commercial banking services on
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profit, The trade Development Company (Trader) owned by the

Sokoto State government which procures and sells goods on profit,
Others in this category are all government financial institutions
like the National Insurance Corporation of Nigeria (NICON), and
manufacturing companies like the Defence Industries Coporation (DIC)

belong to this group,

Professor A. H. Hanson (1962) states the basic characteristics

of a parastatal as follows:
(1) It is either wholly or mninlly owned by the State.

(i1) It is generally created by state, pursusnt to a special
law defining ite powers, duties and immmnities and
prescribing the forms of management and its relationship

to the established departments and ministries.

(1ii) It is a body corporate, a separate entity for legal
purposes and can sue 204 be sued, enter into contracts
and acquiring and disposing of property than ordinary
government department. Except for appropriation to
provide capital or to cover losses, a porastatal ie
usually independently financed ~nd obtained tts funds
from borrowings either from government (in form of
grants) or from revenues derived from the sale of goods

and services,
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(iv) It is outhorised to use and revise its revenue.
It is generally exempted from the rcpulatory and
prchibitory statutes applicable to the expenditure
in the govermment department, It is alsc ordinarily
not subject to the type of budget accounting and
audit laws and procedures applicable to normal government

agencies.

(v) lastly, the majority of ocases, employees of parastatals
are not civil servants per se and are recruited and
remunerated under the terms and conditions which the
parastatal itself determines. The fovernment provides
all these freedoms and autonomies at least on paper to

nearly all parastatals.

The appointment of the Board of Directors is done by the
government, The Board in turn appoints the management. The
management recruits workers and determines the internmal conditions
of the organisation. Such internal conditions 2re influenced by
external factors such as the quality of management which is
manifested into the quality of its decisions on internal conditicnes,
The calibre of personnel recruited affect the actual performance.
The relationship between actual performance and possible performance
is overseen by the Board of Directors and where actual performance

8
equals possible performance, the position is fair,

— -

8. Hanson, A. H. (1962) rial Problem in Fublic Enterprises
Asia Press, India) p.?1.
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" Whatever the ultimate perspective may be
writes A, H, Hanson, "the country anxious to
develop econcmically, hos no alternative but
to use public cnterprises on a considerable
scale at the very least in order to get
things going."

The use of parastatals to achieve economic development in
Higeria and their establishment outside the regular administrative
framework of government was a by-product of the British conception
of the eivil service. After independence (1960), Nizerin inherited
from its former colonial masters (Britain) many things, including
the system of economic development. It was alsc in pert the
tendency, more marked in underdeveloped countries like Nigeria,
to create a new quasi-autonomous institutions for the fulfilment
of almost every new need that become apparent and to consclidate
theredy through "autonomy”, party political loyalty’ with

employment for the peo;alo.“g

Aport from the social and politieal considerations usged in
establishing parastatals, there are other reasons why fovernment
crentc parastalals, perhaps the most important is the nced to
cgtablish "state monopoliee" in important commodities such as
cotton, groundnut, cocoa and petroleum, in Nigepia there ore
important revenue earners. JAnother reason for locating nn
enterprise in the public sector is their strategic importances.

In iligeria, praience demand that certain types of defences production

9s. Murray, D. J. (1976) Ftu%;ef in Ngﬁsig DM%:Er_L%str'xtion
c on 58 ndon . .
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(arms and ammunition) should be controlled by the government,

The degirability of creating a monopoly, offers justification fr
the parastatals, In such cases independent units are brought
together in order to achieve cconomies of seale as in the Nigeria
National Supply Company (NNSC).

Cultural and educational factors may be responsible for the
choice of public as digtinet from private enterprise as in the

creation and control cf broadcasting,

It should be noted, however, that the contributions of
parastatals to the economy are quite extensive., They include
contribution to the Gross National Product (GNP), absorption of
investment resources and generation of productive employment.
In the modern would, even the most caplitalistically inclined
countries (like the United States of American, USA) find that at
a certain stage of their progress towards economic maturity and
development, they need to make fairly extensive use of the

10
parastatals as a catalystic agent,

In order to considerably narrow this cap, where the enterprencur
is only concerned with profitability of the venture and not the fact

that business is a2 "zero-sum" activity in vhich the gain of one is
exactly offset by the loss of another without any net addition to

the wealth of the society as a whole, the government invélves

if d t n productiv ties cince it is the only

10. Encyclopaedia Britanica - Public Bntorprises, (Chicago
1947) Vel. 15 P,198,
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organisation that can see a clear view of the economy as a whole
and can, therefore ensure that investments which alone have social
repercussions, Since the government is responsible to the society
as a whole rnather than Ito sectional intercsts, it owes it a duty
to regulate productive activities in such a way as to improve
income distribution in the society, For these reasons, government
involvemenit in direct productive investments is more of a continuous

exercise.

2.5. MANACEMENT OF PARASTATA.S.

In vicw of the fact that there has been a lot of clamourings
in some quarters about the effectiveness of most of ocur parastatals,
many prominent experts on management had taken it upon themselves

to explore the rcasons behind such problems,

In his “.ccountability and Public Control of Public
Corporations - the experience of Wegtern Nigeria," as published
in "D,J, Murray's Studies in Nigerian Administration (1978),"

Dy, 0, Teriba states that:

The Public Corporations have by and
large, come into existence through
government4l initiative and pioneering
rather than through a policy of
nationalisation. Their formation
had been haphazard and piece-meal,
stimilated in the main by socio-
economic and political emergencies,
There has so far been neither a
coherent nor any vigorous body of
political or econcmic philosophy
behind these forms of state
intervention and participation,

11, Ibid. P.L3.
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This has succeeded in bringing abcut the general impression
that pgovernment's resources are inexhaustible and as such the
organisntions need not work harder to justify the money invested

in them.

Recent researches nave alsc arrived at the conclusion thet the
management of the corporaticns are in the hands of governmentally
appointed boards, members of which hold and continue to enjoy cffices
only at the pleasure of or the discretion of the 'governor', This
without mingipg words will only suceeed in making xobots But of

the board members.

Polities, from our recent experience of the 1979-83 political
era had shownthe extent to which excellence, capability and
competence were mortgaged for mediocrity and non~performance.
Membere of Boardes of parastatals were appointed on the basis of

the political ‘colour?',

Problem of Finance has also been identified to be one of

the main problems erippling the parastatals.

Teriba has been able to identify three possible sources of
capital for public parastatals:
(i) loans, advances and grants from governmental and

quasi-government organisations

(ii) Public borrowing and



(i11) Accumlated surpluses of these loans and grants
from the government in practice constituted the

main source of capital for public comp:-:rations‘z

Two basic requirements have been tendered by .., H, Hanson,
(1962) as prerequisites for the efficient management of public
C.rioorations, First of all, there has to be a competent and
responsible management free to run an enterprise within the limits
laid down by constitution, legislation and governmental policy
decisionj secondly, and this is as a result of the first-that the
enterprise should possess personnel and financial systems which
are sufficently similar to those prevailing in the best organised

enterprises not to place it at any great disadvantageaw,

Peter P, Drucker (1973) is of the view that public enterprises
need to define what their businesses are and what they should bes
they need to derive clear objectives and goals for their definition
of function and missionj that they have to think of priorities of
concentrgtion which enable them to select targets, to set standards
of accomplishment and performance, that is to define the minimum
acceptable results; that they need to use the measurement for
feed~back on their efforte, bhat to build self-control from results
intc their system; finally that they need an organised audit of
1y

objectives that no longer serve as purpose or have una’tainable,

12‘ Ibia. p.sa.

13« Ibide p.21

14, Drucker, P. F, (1973) Management, Tasks, Responsibilitie d
Practices (Heinman, London), Pps150~160,.

»




He concluded that:

to make service institutions ( mblic enterpises)
perform-better, does not require ;reat men, It
requires instead a system., The essentials of this
system are not too different from the essentials
of performance in a business enterprises, btut the
application will be quite different., The public
enterprises are not businesses performers means
quite different in them, They nced people whe
de the management job systematically and their
institutions purpose fully on pexformance =nd
results. They do need efficiency that is
control of costs, tut above 2l they need
effectiveness, that is emphasis on the right
result,15
Problem of public parastatals could zlso be linked to the
fact that promotion is in most cases based on factors that are
very "unconventional,!' Staffing policies are penerally charted
out by a body quite detached from the day %o dny running of the

organisation,

The government itself, which has cre~ted these parastatals
does not share their aspirations. For example, most parastatals
are owed a huge sum of money for services rendered by them

to the government,

The incentive system has been to be very fmlty because it
is almost always made in consonance with the civil service
repulations ignoring the fact that they perform different functions,
This has succeeded in making people less productive and in most
caaes; staff of these parastatals do not m ke any distinction

between their organisations and the ministries,

15. Ibid. F. 166
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For our parastatals to be eifcectively run, they mst be
given free hand to run their affairs: more modern management
oriented personnel should be employcd to run the crganisations;
more financial assistance should be ;siven to them, the hiring
and firing of personnel should be left to them, It is only when
they are given some considaration tir .t the government can

expect the best from them,



CHAPTER _TII

METHODOLOGY OF THE STUDY
3e1¢ SLMPLE

The choice of one organisation, Sokoto State Board of Internal
Revenue was made because adequate time has not been given to enable one
undertake a wider comparative analysis of managerial effectiveness
in similar governmental organisations, The siZe of the sample
chosen (within SSBIR) was done to enable the researcher obtain

adequate and accurate information,

i Tandon choice of respondents was done and a total number of
70 employees of the Sokoto State Board of intarnal Revenue were
administered a questionnaire each, The distribution of employecs
covered the Board's branch offices at Sokoto, Gusau, Birnin-Kebbi,

Yauri and Zuru,

Sokoto 30 employees

Gusau 20 »
B/Kebbi 10 "
Yauri 5 "
Zuru 5 -
Total —';(-;--

The number of persons administered questionnaires in order

of hierachy includes
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Top Management 5
Inspectors of Taces 10
Executive Officers 195
Clerks

30
Labourers 10
Total IQ

3,2, PROCEDURE

(a) Questionnaire
Before the preparcl questionnaires were administered, a

draft questionnaire was designed and tested on a selected group and
based on the information and suggestions given, the questionnaire wes
re-drafted to include the suggestions given, The final questionnaire
was then administered personally in order to get positive cooperation
from respondents and to further establish a closer relationship with
them, This, in fact, afforded the researcher the opportunity to -
explain some of the things the respondents found difficult to understand
considering their different levels of education, Vernacular had to be
used in the mse of those that have not Lad the opportunity of going

to school,

Most items includadin the questionneire were besed on a five
point scale (5 point scale). Where a statement is given, the respondents
were asked to rank their answers on their extent of agreements or
disagreements When questions were aeked, each altermative answers wore
also ranked according to their frequency of ocourrence ohd usage
(see appendix). 41l data obtained were tabulated and interpreted
aaccordingly.
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(b) Secondaxy Data.

Published (Secondary) data on parastatals, ranging from text
books, ncwspapers and magazines, Federal Government official gazette
and Notes from the Federal Inland Revenue Department were utilized
during the study., The Edict establishing the Sokote State Board
of Internal Revenue was also used. The data obtained were later
interpreted on the basisZ:l:c rescarhcer's observation and responses

to questionnaires. Finnaly, a review of related literaturc was

undertaken,
(c) Discussions and Intervicws:

Wide=ranging discussions were held with the Top Management,
the Inspectors of Taxes and officers in the executive cadree The main
technique here was a scries of structured interview questions and
discussioms with the following staff of the Reverme Boards

(2) The Director/Chairman

(b) The Secretary

(c) The Principal Inspector of Taxes

(4) Tne steff Officer

(e) The Chief Clerical Officer.

Most of the discusgsions centered on the general areas of
operations of the Internal Revenue Board ad the types of efforts
being put in order to reslise the objectivos of the organisation,

The relationship existing between and within the departments was also
taken into consideration. The communicaticn system (Information Flow)

of the Board (both lateral, horizontal, ve-tical) and how it contributcs
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coupled
to harmonious co-existence [/ with its application in cffective

control were also discussed and analysed. The only expeririate
staff in the employment of the Board was also asked to bare his mind

regarding the way and manner the organisation is being run.

3,3, LIMITATIONS OF THE STUDY

The study is limited to the seven functions of management that
are universally recognised. These includes Planning, Organising,
Staffing, directing, controlling, reporting and budgeting as they
apply to the Internal Revenue Board, Sokoto, Data analysis and
intepretations were baged on information given by respondents in

the various methods mentioned earlier on.

Furthermore, a lot of problems were encountered in the course
of this study., It's only natural that when somebody is undertaking
a project such as this, he will always find people whe will not
respond as he wants them to, This, could be due to the fact that,
some staff, especially the juniors ones fear being victimised if
they bare their minds on any issue, Hence, the withholding of vital

information,

Secondly, some people feel very reluctant to respond because,
as some of them claim "Is not their job." That is to say, their
response or non-response will not tamper with the progress of their

work.
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Thirdly, there is that fear of anything *“theory"., Some of the
respondents felt thot the whole exercise was one in futility as it

would not by cne bit improve the office.

another problem which is peculiar to humanbeings is that of
hoarding information pertaining to themse®ves, especially if they
feel the information will have a kind of negative repercussion on
their performance as managers., For example, a despotic leader will
never agree that he is a despot, In fact, he will with confidence
tell you that he is the most democratic person onc could ever find,
or, he will try to justify his despotic behaviour and actions by

using cleyer and migleading arguements,

As is the practice with bureaucrats, they always consider the
most {rrelevant information as "Confidential® and as sych would not
release it, At times, one is forced to go through a chain of people

to obtain what should not have taken so long to gets

Most government establishments do not care to keep up-to=date
data. For example, some organisations accounts are audited once
in every five ycars! 8o, getting current pacords regarding the
accounts of the office to enable the researcher see the extent of

financial management proved difficult.
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Lastly, general nonchallance on the part of the respondents
forced the rcsearcher to switch to some respondents who proved willing
to co-operate. In fact, some of them misplaced my questionnaires
that I had to produce new ones., This attitude could be tied to the
fact that people (both the educated and uneducated) do not regard
research work as something worth 'wasting' time on. Some respondents,
when filling in the questionnaireswill do it with little concern
about what they write-in fact, some of them are not being honest

when it comes to seeking for their opinion about a particular issue.

A1l these are somne of the limitations imposed on the study,



CHAPTER TV

4e1  BACKGROUND INFORMLTION,

Until 10th March, 1986 yhe Sokoto State Board of Internal
Revenue was existing as a division in the State's Ministry of
Finance, Yrior to this period, when the division was made
autonomous, a lot of problems had been faced regarding tax
collecticn and Asesenment, These problems werc as a result of
the fact that the office then, had no requisite powers to execute
its duties effectively, The Director, who was then the head of
the Division had to consult the Permanent Secretary of the
Ministry of Finance on minor issuce that were in actual fact not
beyond his ability, taking into consideration his wealth of

experience and training,

However, in the light of increasing population which of
course means niore demand for social serviceslike schools, hospitalsg
roads, and the like, the govermment was compclled after series of
attempts made previously regarding the strengthening of the revenue

generating organ, to transform the division into a Board.

The edict (Sokoto State Board of Internal Revenue Edict
No, 5y 1986) was formally signed into Law by the Military Governor

of Sokoto State on the 10th March, 1986,
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The Board 18 a body corporate formed with perpetual

succession and a common seal with legal power to sue and be sued

in ite corporate name and to acquire, hold or disposc movable

and immovable property for the purpose of its function undexr the

edict,

The Board shall consist ofg=

(a) the Director of Internal Revenue who shall be appointed by

()

()

()

(e)

(1)

the Military Governor fron the State Public Service and shall

be the Chief Executive of the Board and its Chairman;

the state Deputy Director of Revenue shall be the Deputy
Chairmang

the Legol adviser tc the Board or representative of the
Ministry of Justice of the State (not below the ranks of

Senior State Counsel);

One representative each, not below the rank of Principal
Grade Officer of the Ministry ofi~

(1) Finance

(41) Trade; and

(1i1) lLocal Government;

Two representatives of the private sector who shall be

appointed by the Military Govermor for a period of three years,

The duties of the Board as stated in the elict arc as followss
The Board shall have a complete autonomy in terms of day to
day administration, budgetary provisions and staff matters
and in terms of pelicy matters the Board shall be reeponsible

to the Commissioner for ¥inace,
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(2) assess and collect all taxes in the state and in particular
shall have the responsibility for the due administration of the

followings-

(1) the Personal Tax Law;
(ii) The stamp Duties Law;
(1ii) the Capital Gains (adoption) Edict;
(iv) Te Purchase Tax Law;
(v) such other enactments on tax or revemue a® may from time

to time be promulgated or applicable in the States;

(3) Pay oll moneys collected or received for or on account of taxes

into the consclidated revenue fund of the State,

(4) EBxercise duties and vower confirmed upen it by this Edict in
respect of the assessment and collection of and accounting

for, taxes payable in any year of assessment,

The Board shall in exercise or performance of its functionsg
under this Edict be assisted by such member of the Civil Service of

the State as may be required by the Doard for such purposes,

Quite in line with the provisions of the edict and in consonance
with the provision of "The Personal Tax Law, 1962 Chapter 1, Section
3(1) and (2)," Viz; “The authorities responsible for the administration
of this Law shall be the Directornof Internal Revemue, who shall be a
public officer, and such other persons as may be necesscry." Sub-
Section 2 has empowered the Director delcgate his power to any

officer he deems fit, cgpable and competent to execuic any duties that
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may be assigned to him, “The Director may be in writing and subject
to such limitations as he may think fit authorise any person whether
within or without gokoto state of Nigeria to perform or assist or
advise in the performance of any function conferred upon hir by this
Law for all purposes of this law except the exercise of the powers
conferred by proviso (d) to subsection (2) of Section 60, subsection

(3) of Section 61 and Sub-Section (2) of Section 62,

4420 ORG/NIS,LTIONAL STRUCTURE.

The management of the Sokoto State Board of Internal Revenue
rests with th Board of Directors which consists of the Direction(Chairman)
and seven other members., The Cheirman and the other members ~re
appointed by the Governor nrovided that in appointing the members, the
Governor shall nppnintzltea.st two representatives, who in his opinion,
will represent the interest of tax payers adequately, A4 member shall
not be liable for any act or any omission to do any act or any default
of the Board so long as such act, omission of default is in the course
of the operations of the Sckoto State Doard of Internal Revernme and in
good faith, The tenuer of office for members of the Board of Directcrs
is for a period of three years from the date of their appointment,

The Chairman shall preside over all meetings of the Board and in his
absence the Deputy Chairman shall preside, The Doard may hold such
and so many meetings as uay be necessary for the due discharge of its

functions, so, however, that it shall hold at least one meeting

every three months, The validity of any proceedings of the Doard



shall not be affected by any vacancy in its membership or by any
defect in the appointment of & member., Five members of the Doard,
one of whom shall be the Chairman or the Deputy Chairman of the
Doard shall form a quorum at a meeting of the Doard. The Chairman
of the Board as per the Edict, shall have a deliberalive 55 yel1

as a casting vote,

The management structure of the organisation is a combination
of line, staff, and functional type., The line organisation is the
~¢*{ral starting point and also the contrelling and directing element
of the other three types, which are modifications of the line

organisation.

Apart from the usual line, staff and functional organisation
structure, the Board at times appoint one or more committee to advise
or take any other actions as to the initiation, administration or
progress of any assignment which the Board may undertake or in which
it evy participate or for any other purposes other than the power
to make rules or regulations, Staff department include the staff
officer in charge of personnel matters whc is seconded to the Doard
by the Establishments divigion in the Ministry of Establishment and
rcxvice matters, The Stoff Department deals with the recruitment
and training of personnel, their transfers, promotion and discipline,
Training facilities are provided both within and outside the country
and covers on-the~job training, in-service and professional training,
Only permanent employces who have proved themselves competent, capable

and congeiencious are eligible for further training on the
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recommendation of their respective Heads of Departments,

The Director (Cha.iman) is the chief executive responsible
for the carrying out of policies of the Board in accordance with
the provision of the Editt., Management tasks and responsibilities

are divided and allocated to units,

Even though it has not been explicitly stated in the Edict,
the Director, in the light of the fact that thc Revenue office
is a professional organisation that deals with tax and tax-related
matters, is an experienced and qualified tax administrator, In the
discharge his duties, he is usually assisted by the Deputy Director,
who is an equally experienced and qualified tax administrator,
The deputy director co-ordinates the functions and general supervision
of all the departments of the Revenue Board, The Secretary (Bosrd
of Internal Revenue) who is appointed to the Doard from the State
Public Service as per the Edict ......"shall have such qualification
and experience, as are appropriate for the due discharge of hig
duties," He is responsible to the Director/Chairman as well as the
Board of Directors, His function is of an administrative nature as
may be assigned to him from time to time by the Chairman, He shall
with the approval of the Chairman swmmon a meeting of the Doard
wherever the business requiring its attention so warrants, or upon
any roquest of a nenbey, The power to appoint and exercise diseiplinary
control over the Director, Depupy Director and the Secretary and the
determination of their terms and condition: of service as to

remuneration or otherwise is vested in the Governor. The Board
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of Internal Revenue, Sckntn h.s the powver to appoint and exercise
disciplinary control cvee oiacr members of staff, 4All heads of
departments are dircetly resncnsible to the Dircctor but may

of coursec, have staff rclaticnehip with other departments in the

set-up,

The Board does not have the powar to employ officers on salery
grade levels 07 and above as tha appeintmentuare subject to the
approval of the State Civil = rvice Commission, Matters regarding
promotion, diseipline, dismissal and the like in respect of the
above category of officers must be sent to the Civil Service
Commission for approval or otherwisc. fThere is the provision
concerning the delegati-n of authority and responeibility. The
Board may celegate any of f:ve powers to the Chairmnn or Secretary

and has no power tn 7 iamig~ o econfirmed officer.

4e3. TOLE OF THF GOVIRWMINT

The Sokote Stat~ Poa»d ¢f Irtewn~l Nevenue is vholly owned
and controlled by the S-knto State Coverrment., Its operations are
under the direct suncrvisicn of the state Ministry of I'inances
The commission of Finanse has lieen ver'n’ with the pows:n to rake
regilations generally T » “h~ purpose of he Edict establishing
the Board, The Ndic* comtaing many prov. :ions where thoe approval
of the State Goverhwr will have to le sou ht in order to undertake
certain actions end (-cinions. Thir is 1ually channelled through

the Ministry of Mnmneo.



™e Governor is oxpectedl to give “i'.he TNoaxrd of Directors
guch general directives as to the discharge of their functions to
ensure that they conform with the policies of the Government,
The Board also secks for guldance in respect of the administrstion
of Wax from the Federal Inland Revenue Dopartment fo mpke sure that
it doee not Tun foul of the Py Laws of the country, FYrohibitions
or limitations of expenditure proposed to be incurred dby tho
Board which appear to the Governor to be excessive or wnnecesssry

are alsc included in the powers of the Governor to give directions.

The finances of the Sckoto State Board of Internsl Revenue
conaiast of such sum as may be provided by way of subvention from the
state government. BEstimateg of revemue and expenditure are uswally
prepared before the commenc-ment of each financial year and passed
to the Commissioner of Finance for approval, The Ministry hags power

to disallow or reduce the provision wnder any item in the cotimate.

On the issue of accountability and Pinancial Monagement, the
Board of Internal Revenue is required to keel DProper accounts in
respect of itz functions, propare statemert of accounts anmielly
in the foxm approved by the Govermor, The anmial stetement of
accounts are reguired to be anditted by an aquditor or auditors
to be appointed hy the Comuissioncr of Fir rnce, Zuditors normally
come from the State Audit Divcetorate. In wespect of personnel

matters, the State Civil Rervice Comuissici'e approval is sought

cases like gqualificaticns roguived for ap sintment, forms of agrvemcnt

between the Beerd ita ~wlcyces, methods of employment including
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promotion, maintenance of discipline, hiring and firing of
employees, the trangfer of employees between the Board and the
State Civil Service or Logal Guvimiwent or any statutory corporations

and secondment of staff to cther bodies outside the state.

-

4e4. BSOKOTQ STATE BCARD OF INTERNAT, REVENUE STAFF STRENGTH

In view of the increasing demand for social services from
the govermment, it hags been compelled to widen its scope for
genergting revenue by widening the powers of the hithorto Internal
Revenuce Department. To enable it function effectively, the Board
had to embark on a meries of interviews with a view to employing
more hands, Turnover rate is very negllble and it more comon
among senior staff of the organisation. A New Departments have
been created such ng the Accounts and Intelliszence and Monitoring
and old conce have been glven wmore staff. Fricr to its becoming a
Board, the Hevenue Officer had ne full=-fledged iccounts department,
Salarice of staff were prepared by the Ministry of Finance, What
the office had then, was a cashier whose duties wWas +to propare
claing of officers and issue receipts of 71l monies paid in by
taxpaycrs., The cashier used %o keep the inprest. The Board is now
contenmplating opening at lesst one 2zone at Birmin-Kebbi this

year. Thig, obviously can not be done without adequate personnel,



...55—

TLBLE 4.1 SOKCTO ©T.LTE BOARD OF INTERN.L REVENUE ST/ 3%
S+RENGTH FOR THE PERICD 1983 - 1986,
DEPARTMENTS 1983 1984 1985 1986
1« A4dministration 17 18 18 69
2., Direct Lssessnent 8 10 10 T0
3, Pay 4s You Earn(r.iYE) 10 10 12 35
4. hccounts - - - 4
5. Comaercial Section - - A 14
6, Information and
Intelligence 1 2 3 13
T. Monitoring Section 1 2 4 4
8, Other Taxes - - 5 13
9, Motor Licensing
huthority, Sokoto 5 5 6 10
10, Motor Licencing
Authority, Cusau 3 4 5 15
11. Motor Licencirg
suthority, Zuru 2 2 4 20
12, Motor Licincing
futhority Arpgungu 2 3 4 20
13. Zonel Reveme Office
Sokoto, 10 10 12 20
14. Zonal Revenuc (G fice
Gusanu 6 8 10 18
15 Tax liaison 0ffice/
Motor Licensing Office
Yauri 5% 5 6 6
16, Tax Liaison Office/
Motor Licensing
Office, BirnipeKchbhi 5 o 7 17
17 Tax Liasson Office
Sokoto 2 p 3 24
18, Collretion Section 4 3 6
19. Contwal Mstor Registry 3 2 5 10
20, Car 0ffizn 3 . A -
21. Legal Sec™ion - . 2 2
TOTAL [l 93 122 380




Some departmznts in the organi-cation h-wve ::2cently been set
up with the e~-iv~ of the Boardi. T.ia is why no figures have been

reflected against ‘h2 yearan at issue.

TiBLE o2,  SOKOTO_ST/TE BOARD OF INTERNAL REVENUE DEDARTMENTS:

~DEPARTMENTS HB' D5 OF DEPARTNENT,

1« Administration Cecretary
2. Direct Asessment Deputy, director of Intc m.al Revenue
3. P.AJY.E, (Pay as You Earn) Senior Insncctor of T x:s,
Le Accounts and Finance Inapector of Ynxes
5. Commercial Section Asst, BExecntive Officer
6. Information/Intelligence

Section, Inapector of Taces
T« Monitoring Sccticn Inspector of Taxes
8. Other Taces Section Inspector of Toxes
9. Motor Licensing Authority

Sokoto ~pector of Taxes
10. Motor Licen‘ing ful »rity

Gusan faet, Byecviiv. 2 [{fcer

11, Motor licensing ‘umthority

Zuru Exaentive Officew
12, Motor Lisoncin~ pndhariiy

Argungu [.-8%. Pxecutive Officer
13 Zonnl Revomue 27%ic ,"rtoto Principal Tnspector of Trees
1L " . . ™Meau Scaior 1. spector of Taxes
15, Tax Iiaiscn Offfc2.B " obli Higher I'w@ecutive Officer
16 ™ * /M LA, Yousi Asst. Er.cutive Officer
172« " W Cfficex Sokoto Highor § -ecutive Officer
18. Iegal S2cion State Cc meil
19 Central Yotor F.gisty7 Tax Cle :

20, ColY-~e'ion “re'fca Trzwet~r of T ~as.
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DATA ANATYSTS AND FINDINGS

5.1, GENERAL COMMENTS

All the data obtained from the respondents through the
administration of questiomnaires were tabulated. The nunmber of
ticks obtained were talllied, their frequencics, percentages obtained
and then converted into raw scores. The results were tien considered
in relation to the eight objectives of the study earlier on highlighted
with particylar reference € the geven generally accepted functions
of management processes namely: Plamning, Organising, Staffing,

Directing, “ontrolling, Reporting and Dudgeting,

On the whole, seventy (70} people Posponded, about 55% of theam
below the age of LO xe-m-, vhile _ were between the ames of 35

and 50 years, Only about 108 were above 60 yesrs. Of the respondents
served questionnaires, ahbout 15% had up to University education,

Ibut 75;. of the respondents had qualificationg not higher than
secondary education - most of the respondents in this category rese
throush the renks, Regarding the respondents'! working exncrience,
6ver 78/ have over three years experience with about 10 having

two to three years' working experience. The remaining 1&: have

ore to two years' experience. If a closer look is taken of the
resﬁondents in the organisation regarding their apge, and experience

onc would find that the organisation has a very active work forces
that could be effectively utilised for egre:ter productivity, But,

on the cother hand, one would find ocut from the data on yualification

that, the organisation's work force has not got the regquisite

MQ'#GIH
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qualification for effective performance of their tasks, However,
only 0,007 of the organization's workforce are on secondment from
other Ministries of the state to the Board of Internal Revenue,
ibout 97% of the respondents profess the Islamic religion, while the
remaining 3% are of the ohristian faith, The Hausa/Mulani tribe
represents over 88% of the organisations workforce with 10%
representing Dakarkarl tribe, and 2% represent Yoruba and expartri: tes.
Through random selection, about 98% of the respondents come from
Sckoto States fThis is quite in line with the state government's
directive that in the event of any vacancy, or;, in the course of -1y
gtate’s parastatal’s or Ministries! recruiltment drive, Sokoto Htate

indigenes should be glven more preference und consideration.

TABLE S,1, PERS.NAL CHARACTERISTICS (F KESTONDENTS

FREQUENCY FPERCENTAGE
Aget
Below hO yearg 39 RE%
3Bt 5 2 3% |
Above 50 " __I_ 109% ;
TOTLL _10__ 100.0
SEX: ;
Male 62 88.5
Female 8 . 11,
wons. 5 00



EDUCATION:
WASC/GCE 'OL"
Niploma/GCE 'A*
University
Others

Total

OCCUYATION:

Civil Service

Icral Peactitioner

Pusinessman (Private

Cector)

Others
Total

RELIGION:

Ia"am
Christianity

Traditional
Total

TRIDE:
Hausa/Fulani

Dakerkari
Others

Total

PEICENTAGE

270
16,0

210,

10040

TO.0
7.0

9.0

1 .D
100,0,
FERCILT/.GB

97.0
3.0



State of Origin: FHEQUENCY PERCINTAGE

Sokoto 69 98,0

Others _1 2,0
Total T0 100,90

Experience:

Iess than 1 year - -

1 = 2 years 8 12,0

2 -~ 3 years 7 10.0

More than 3 years 55 18.0
Total 2o 100.0_

Marital Status:

Married L5 6L;.0

Single _258 36,0
Total 70 100.0

—_—— ———

Source: Questionnaire,

For effective management of the Board, the state government
should relax its indigenisation policy regarding employment to

cnable the organisation introduce more capable, competent and able

staff that will help it in achieving it's most desired objectives



A, PLANNING
Planning iz selecting a particular set of feasible decisions

1 i~
from amongs n» number of alternative sets. The ability %o plan

consciously may be the most distinctive feature of man. As a
matter of fact, every individual plans, but striking differences
among people and cultures can be noted on the basis of three
factors: the planning methods used, the detailed richness of the
plans, and the extent of the pericd ahead (called the planning

horizon) for which the plans are drawn,

A good and effective planning requires a set of well-defined

objectives as well as a properly balanced organisational structure,
Planning embodies the skills of anticipating, influencing, and
controlling the nature and the directions of events.2 The Sokoto
State Board of Internal Revenue Edict stipulates the organisations
objectives, activities, the selection of members of the Board

of Dlrectors and the general policy guidelines.

It is the sole regpongibility of the Board of formulate
policies relating %o the general management, staff budget and
other relevant matters, Section B (1) of the Edict states

that:

"The Board shall have a complete
antonomy in terms of day to day
administration, budgetary provisions
and staff matters, and in terms of
policy matters the Board shall be
regsponsible te the Commissioner
of Finance,"

1. Star, MK, (1971), Management: A Modern Approach
(Harcourt Brace Jovanovich Inc. New York)
P, 30k,

2. McPFarlend D.E. (1979), Management: Foundation and Practices
(Memillan Publishing Co. New York
Pp, 121 = 1234

[
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The Commissioner of Finance has the power to initiste and or influence
511 policies formulated, The government has a vexy perveding

influence on the Board to the extent that certain policy decisions
had to be dropped no matter their viabllity as long as they do not
tally with governmentis point of view. For a proper and EFFRCTIVE
Management of the Board, free band should be given to the Donrd
membarsa, especially as most of them are reagonably educated, and

moredo, the chief Executive and his deputy are experienced ond

trained Tax Administrators,

TABLE 5.2, PLANNING ACTIVITIES BY HIERACHY AT THE SOKOTO JTPTE BO&RD

OF INTERNAL REVENUE = 70
LEVEL OF ORGANISATION TYIES OF PLANNING
Government _ Objectives and Goals ns Por Téict
Top Management - Policies, Long-range Plans
Inspectors of Taxes . Progrommes, Bules & Repulations

dgets or Batimates.

Supervisory Ilv‘[anngement Sdl:_ledules, Supplementaty Policie's'
(Executive Cadre) Work Routines and Minor Procedures.
Non~Marnaperial Wbrkers
( Clerks) :

Appointment into the Board was purely based on merits, as moet
of the members are either sesponed eivil garvants or reputable

membere of the scciety representing the private sector. The
appointments were not based on polltical considerationss This, as

a matter of fact will save the organigation from undue extraneons



influeﬁcee that could be placed on the "sponsorsz? of the meﬁiéfs
if their appointment had been based on political grounds. The

only problem facing the members of tiie Board is their being tiled

to the Ministry of Finance still in spite of the auntonomy granted
it, The existing relationship betwcen it {the Boaxd) and the
Finance Ministry only goes to show that the Bogrd is not fully
aittonomous, The Commissioner can overrule any decigion taken by
the Board. The Finance Ministry is getting back the powers it

gave the Board with itg right hand through the left hand, The

fact that the Board is just at its infancy, no proper financial
planning has been undertaken so far. The Board gets its sibvention
from the gtate Governmont every years Its budget could be reduced
or increased as the Commissioner deems fit, Middle Menagement
(Executive Cadres) are not involved in the plamming process: This
I discovered was becouse of the fact that their dutv is purely

to exccute whatever pnlicies that have been charted out by top
mgnagement. The Inspectors of Taxes are adequately rvepresented

in the planning process. They attend meetings of top management
almost alwAys., In fact, it is only the Board of Director's meeting
1at they do not attend, The middle manégemeht tre only involved
in the planning process 1f there happens to be a very urgent matter
that the Board wants to executes For exiaple, thex??gvolved in the
planning and execution of the 'On-the-sprt Assessment Exercise,
and the 'Purchase Tax' exercise. The excsutive officors are most

invelved S :
of the times/in plamning short-run stratcgies towards meeting the
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Boards objectives, The clerks who are at the lower echelon of the
RBoard's Organisation chart are not involved in any planning activity.

This infact, is the main reason why they exhibit a large degree of
non-challance. Some of them feel isclated or rejected by the
organisation.

5¢3. THE EXTENT TO WHICHE MITDLE MANAGEMENT ARE INVOLVED II!
PLANNING AT THE INTERNAL REVENUE BOARD, SOKOTO, n=79

N:flat 0"33%?’,’" %gg; Frequently, {To a great extent
Objectives 6% 15% % 1006 55
Strategies L& 20% 25% H i’
Policies 68% 15% $ 5% 8
Procedures | L5¥% 6% %6 168% 2155
Rules 31% 13% 19% 32% ¥
Budgets L6% 06 % 30% 2

Source: tuestionnaire,

The Revenue Board has not yet started using external consultants
tc aid it in plamming, What it does normally is to eritically and
thoroughly evaluate prevailing conditions in the organisztion and
then go shead to solve, them, There is aeneral agreement among
the staff that there are some inadequacies existing in the
organisation, The fact that all staff are almost agreed that
inadquacies exist is a pointer that they will on their part 'ry to

eliminnte them as long as they are not berond their control,
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TABLE 5.l INADEGUACY OF PRESENT SITUATEON AT SOKOTO

STATE INTERNAL REVENUE BOiRD. v = TO

Strongly Do not | Agree | Strongly
digagree | Disagree | know: Agree
Iack of skilled
Personnel | I % o 2085 OB
Administrative
Strueture 6% 15% oo 5% 5%
Poor Maintenance
of files and Eguipment | T0% 1% 6 3% %
Interpersonal
relations in the .
Organisation *4 21% Les 20% L&
A1l the above ' 80, 100 %5 65 W

Sourcet: (mestionnaire,

From the above information, the regearcher has been able to .
gee that a very large percentage of up 70 are apgreed that the office

needs skilled persconnel and interpersonal relationships existing

in the organisation need to be improved. The inadeguacies existing
in the organisation have nothing or 1ittle to do with the
Administrative structure or poor maintensnce of files and equipments

as the regponse figures of 684 and 70% respectively show,

To enable the researcher know how affectively plansg are used
and the kind of plens used, a provision was merde in the guestionnaire
where respo; dents were asked to indicate the kind of plans being

used by the organisation and the frequency of usage.



5.5, MCST USUD PLANS AT THE INTERNAL REVENUE DBOARD, SOKOTO.

R e - —— - l . e ——
t a -~ B¢ .times|Frequentl )
’ Not all : 2§:§si l - q! ¥ }?,r;-;e
= Extent
S8ingle~use pleng i
(Dudpet, Projects and l o W o 200 13
Programmes ) ! '
Standing Plang i f !
(Policies, irocedures, ‘ ! E _
rules & lequlntions) v Lok " 84 ¢ 16 | 10
Long- range plans E 625 1056 85 12 g
Do not know L 20% 100 Loy 30 &
Other: ( shorterun) b - 1% | L 15% 3.
R Y I o

Source -~ mestionnaire,

From the ~bove, the rercarcher was able to find out that the
organisation mokes ues -7 ngle - ¢ plans. 73% of the respondents
strongly agree thot it is being unsed to a great extent, This could
be because of their importance. The extent to which an crganisation
uses its budrctory mechanism ond hos been able to accomplish its
projects and vrosrammes is an indication that it is fully utilising
its planning tool cifectively, There is rlsuc a favourable response
in the case of stonding plans. The DPolici s Procedures, ruiea and
Kegulations nre clfe~*ivalv us:d as shown by 70% response.
Procedures seck to av-id the chacs of ran om activity by directing,
co~ordiniting, -nd of course, articulatir; the operations of the
enterprisc. Thry ns n matter of faci, he.p organisation to achieve

consisternrr, sce's aconony by enabling the management of the
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organisotion to avoid costs of recurrent investigations ~nd o
delegnte authority to subordinates to make decisions within n frame
work of o pgiven policy. The organisation does not make very much
use of long-range plans. This could be due to the dynamic n:sture
of the cnvironment, The economy is so unpredictable that it moy
mke long-range plans quite ineffective. The choice of short-range
plous s indieated by an B80Y response goes to buttress the nssertion
that short~range plans seem to be most preferred by the orgenisation

than long-ronge ones,

Uince the researcher has been able to know the types of plans
mostly used by the orgonisation and the frequency of usame, it has
been found pertinent that the accuracy or otherwise of the plons
should w©lso be examined, Hence, ils inclusion in the

Mestionnoire.

5.6.  ACCURACY OF PLINS AT INTERNAL REVENUE BOARD

SOLQ0 n = 70
- oy ';ot at -Occzssm :qamfima | equently | To a
all jional i large
. w8 S o —— — i — l, -—— e — J — — - el :".:ant
Aecurste l 524 | 200, T l 134 &
Insccur:te b ) T 17% L : 619
Difficult to achieve [ b E % 6 i 105 il (14
{ ? i
Easy to accomplish | 684 A ’ 17% T
Others (Urcl:-nr) ‘ 54 P T | £04 8oy
H

G0ULCE -- ‘mestionnaire
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From the information collected, it hng been found that
majority of the regponicnts (514) are of the view that the plan
drain up by the organigation are inaccurrte. That is to szay,
the sucecess rate is low, This, tha rescrrcher feels could be
due to the fact that the plans are desi:ned by management in
such a way that they lzcome very Aifficult to achieve (7180).
BO% of the respondent arc of the vicw that the plang more ofteﬁ
than not are unclear tc them, Thig could be traced to the fact
that Middle level management ~nd cloricol staff are not normally
involved in their formulation, The nepleet of a very vital
organ of the crganisation's workforce can spell dsom to it 1f

not propexrly taken care of,

Forecasting as n wol of planiing hns also been taken into
consideration by the ™ ra:chexr., Tlroeansting embodics procedurcs
and techniques for prediecting conditions or events that are expected
to prevail in the futu- -, Ag a nattor of fret, forecasting moy
'apply to any relevant sspect of the futurs, but the most importont
focus is on the gonernal level of eenditi-one in the economic,
governmental, and social seernrs in which the organisation
operates. In the cssc of the Board of Intornal Revenue, the
economic cenditions, finanecial cenditions. and population changes
are critienl. In the questionnaire, a pr.vision is made to enable
the resesrcher ascertain the basies of the sreanigation's forecasting

activity.
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5¢7. FORECASTING AT INTERMAL REVENUF BOARD, SOKOTO n = 70

-—

Not at | Occass—|Some~ | Frequently | To a large

_ £11 {iomal [¥®e8 Extent,
Governmental cctivities | ¢ | &% | 2% ™ 805
General Economic . i
Bituntion of the country 685 P I 209, 67%
Expected Number of _
New Taxpayers v 3 L 23 11 59%
Financial Standing of !
the State l 1, y Lt T o4 83%
A1l of the above l - I 1% o G 919%

Source = Questionnaire

The organisation, from responses collected bases its method

of forecnsting on governmentrl activities (80%), General economic

situation of the eount- (67%), Lxpcocted number of new taxpayers

(59%), Financial standing »f the state (83£)e 91% are of the

opinion that all the above faoctors are taken into consideration.

Since, the most importsnt duty of the Revenue Board is to generate

funds for the state through toxition, the researcher has been able

to find out that all the above factors can have serivus influence

on the success or otherwise in the achiever2>nt of the creanisation's

objective.

As highlighted earlier on, approved rlana are most cften

changed as a result of government interfer nce as per Edict No.5s

Other factors can also make the Bonrd to r:lax its plons namelys

Public c¢lamour, actions of the Joint Tax Doard and Internal factors.
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5, 8,  FREQUENCY OF CHANGE OF APPROVED PLANS AT

SCKOTC Z_NTEHNAL REVENUE BOARD, n = 70,
Not at | Occass~ |Some- | Frequently | To a
all ional times large
Extent.
Government Interference 6. 3% 3% 5 83
ITublic Clamour 32%, 156 8% & }  51%
Actions of the Joint
Tax Board % W 10X 20¢% 65%
Internal factors
(logistics) Py 5% I 16.. s
All of the abeve 1% B T kX 86%

Sources— Ouegtionnaire.

g The Joint Tax Board which is made up of all Directors of
Boards of Internal Revenue of the Federation makes policies that
all Doards of Internal Revenue must comply with, It interprets tax
policies of the Federal Government and must therefore make sure that
all policies of Revenue DBoards in the country tally with the Federal
Inland Revenue Department's. Internal factors like complaints

from members of staff or lack of logistical facilities likc transports,
equipment, stationary and the like do moke the Poard to chrnge its
plans, In as much as the govermment can intexfere in the affairs
of the loard, the interference should be minimised and logistical
problems should also be made available to reduce the rote at which

plans are changed.
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Pinancial plans of the Doard are based on government subvention,

The Revenue Doard has A central planning unit which ig ot the
Hendquarters. The zonal offices are not empowered to initiate
policies. Flans jin the Internal Revenue Toard are tested by
implentation, This is because on several oceagsions some plans

had to be discontinued 1f they had been found to be unirplementable,

especinlly if there is public outery.

On the job being assigned to gqubordinates by the planmers
in the organisation, the rescarcher has been able to £ind out that
the respondents are almost unanimous in agreeing thnt the jobe are

not only repetitive, monotonous tut duplicative.

549, NATURE OF JORS AT INTERNAL REVENUE BOART. SOKOTO n = 70

Not at | Occassional | Some— Frequently | To a large
all times Extent.
Repetitive 106 4 B X6 82
Duplicative 1% - - 129 B7
Doth (1) and (i1) 5% 5% - 1% 79
Monotonous - r 0o - % 88
Oth(}rﬁ 4 L E - - . - -
g | N

Source - Questionnaire.

From the above we can sS€e that jobs should be very much
enriched ns any refusal to do so will reduce employee moINles Job
antisfaction can lead to greater performonce and improvement of

their jobs, Jobs at the Internal Kevenue Office, by the very



nature of the office need skilled and experienced staff to enable
the work to be accomplished successfully, Technicnl gkills in
interpreting tax laws are also required, Hence, the dire need for
8t,ff training, The training of staff is mostly on~the-=job as the
rate at which people are sent on course in higher institutions

is very slow,

5. 10 METHOD OF TRAINING AT INTERNAL REVIIUE
DOARD, SOKOTO. n = 70

Neot at | Occass= | Some- | 5 o To a large
all™” | ional | times | Froauently| priont
Onethe=Job - 1% 1% & 90%
In Institutions
of higher learning 9 % e 1 %
Attending Seminar
& Symposia 987 1% 1% - -
411 of the above 89% ™ 3 18 -
Other - - - - -

Source = Questionnaire

The Board deoes not train its staff by sending them on courses
at other institutions, Those trained in most cnses are clerks and
the number is very negligible, Gome of the staff informed the
researcher that the previous courses they attended were on their
initiative, The Senior staff are hardly sent on course based on the
reason that they are experienced and some of them are University
greduates, Recently, one Senior Inspector of taxes was sent to
Dritain for a Six~Month Tax course Sponsorod: by the Dritish

covernmept,One Senior Executive Officer was sent to Ilorin on a
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one=year course preparatory to her conversion to an Inspector of
Taxes, The Board does not give any euphasis on the training of
both its junior and senior staff to enable them up-date and widen
their scope of understanding of their jobs., The fact that it is
quite surpris ng to find out thst an Organisation like the Doarxd
of Internal Revenue has no adequate training plans for its staff,

made the rescarcher tec enguire into the reasons behind the

attitude,
5¢11 Y 1 ' d T S ! ERN
REVENUE BOARD n = 70

Not at |' Occas— Some~ | Frequ-| To go

all sional | times| ently Eﬂt%ﬁ
Lack of Funds 82% 5% 6% b3 4%
Lack of Proper Training
Facilities 8%k - 9% 59% -
Non-challant attitude of
Management to employee
training neceds \ - - - 8% 92%
On=the-job training more }
offective V- - 10% 2% 86%
All of the above 59% - 20% 20% 9%

Source - Questionnaire,

The research was ablc to understand from the responses made that
nost of the respondents who felt lack of funds and proper training
facilities arc members of top management as their percentages of their
rcsponses show; 82% and 89% respectively. The junior staff do not

agree with the above claims., Rather, they feel (92X) that the non-
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chgllant attitude of top managoment to their training nceds has
been the main reason behind insisting on on—the-job training.
To pid them in learning their respective job as is usnal with
governmental organigations, rulers, c gleculagtors, biros, pencils

and dther stationeries are provided.

To make sure thzt the top management gnd their subordinates
know what plang are, a provision was nade in the questionnaire ta

enable them say what in their opinions are plans supposed to do.

5.12 REASONS FOR PLANS AT THE BOARD OF INTERNAL RIVENUE, B0KOTO

n =70
n 7 t M e
Fot at | Occassional S?me- ggﬁ%iy i H%téﬂi&c
I all times
—
To save costs 64 129 % &L 67%
Por proper Co—crdina~
tion : | 8% 109, 12 T0%
Because Similar I
Orgamisations do it 81% 11% %L H -
Others I - - - - -
t * |

Scurce ~ Questionnaire,

Respondents are generally agreed that plans have the main
objectives of saving unnecessary costs (67%), proper co=ordination

(70%), effective control (72%), 82 of Lhe mspondents do not agree
that the Board makes its plana simply because similar organisations
do it, This goes to show that tﬁo orgenisntion has certain
objectives in mind whenever it goes to make its plans, Carefully

designed plans have the tendency of helping both superior and
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subordinates in deelsion making, They also afford all staff the
opportunity to know their direction. and subordinates do not have

to be checking with their supcriors unneccssarily.

The value of Time in planning cannct be downply ed when ane
looks at the fact that time per se can make the plans of an
organisation succeecd or fail depending on the use it is put to.
For this reason, respondents were asked whether they tcoke into
consideration the factor of time in their planning process and
their reasons for doing so.

5.13. ROLE OF TIME TN PLANNING 4T THE DOARD CF “NTERNAL HEVENUE,
BOOI0 1= 70

Wos o | Cicasion| Som~- | ¥requen— |To. a. lagge

| ar ! at times | tly shvofit
Dynanic nature of th~ |
Enviromment v l \ 4% 5 6. 824
The Sensitive nnture 3
of some decisions. b 2 - 94 . 867
Changing nceds of } 3 i
governnent ' 6y’ ‘ . 94 3. I
All of the above l 1 6y’ 54 - ‘ 894
Others : - ; - = = ! =
_ 1 L ) |

Source - Questionngire

Majority of the rospondenis arc of the feeling that time given
some consideration in planning because of “he changing nature of the
environment (82(), the sensitive nature of some decisions (864), and
changing necds of governwont (79/)s 894 e of the view that time

needs all the above to make proper planninz effective,



ORGANISTNG:

Qrgonising is the establishment of effoctive behavioural
relgtionships among persons so that thoy may work together
efficiently and gain personal satisfaction in doing selected tasks
under given envirommentsl conditions for the purpose of achieving
gome goals oy objectives.3 Orgmising brings together basic
regources in an orderly nanner and arranges people in an acceptable
pattern so that they can perform aetivities or stated goals. In
fact, organising unitecs people in interrelated tasks, The intontion

alwzys is to help in getting people to work together toward the

accomplishment of epecific goals.

The purpose of orgenising is to cstablish an intentional !

structurc of roles by which peonlc in a given orgsnisation can know

what thelr tasks -n' " -ciiver -0, how these very objectives

outlined gly with those of others, and the extent of discretion they
and othexrs hgve in maling decisions to enable them accomplish desired
resulte, Organising just establirhes a role envirconment for
performarce by individugls operating together in a formally

structured organisation,

b

The duties of the Intermal p-e o - “npr.™

are not similax

as the different departments exizting i the Board perform differen

functions,

3, Terry, G. R. (1977) Principles of -fanagement
' (Hichard D. 1csin, Inci, Homewecd, Illinois
Pe264,
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Se 14  SIMILARITY OF FULCIIONS AT TIE BOARD OF INTERNAL
R FULE_SOKOTO n = 70

-

YES ite)

e rEL

Are all functions Similar? 15 854

Are functions with gimilax [
jobs grouped togother? 8Ah 13/

Source - Questicnnaire.

The dissimilarities in functions are largely due to the fact
that the Board is changed with the duty of assessing and collecting
all monics due to the government, siministering the Personal Tax Law,

the Stamp Duties Law, the Uapital Cains (adoption) jddct, the purchase
Tax and such other engctnents on tax or revenuc gs many from tinme

to time he promlgated by the government., All these agre under
different departments and the ways they go about executing these
functions differ,

The researcher would aleo want to know the extent of delegation

of responsibility to subordinates in the organisation.

5.15 EXTENT OF DELEC. TIQN OF RESPONSIBILITY i THE INTERNAL
RE/ 408 BoFD, 80K010_ _n = 7a.

Not ot | Occassionally Bomo— Frequently To a.large
all times Extent

Do you assign
jobs to your & v 104¢ 207. 6074
employeces? j - '
!

B
-

Source = Questionnaire.
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5«16 CRITERIA FOR DEIEGATION OF RESPONSIBILITY AT THE
INTERNAL REVENUE BO/RD, SOKOTO

—

Not at| Occassi- |[Some-~ [Prequntly | To a large
all | onal times Extent
=
On individual's
experience and training %5 g 7 10% - 85y4
On the wishes of
management 72 | - o/ ol 18/
On Individuals human .
relations 8 - 1% 1% 69
On Individual
Specification 155" - 1054 1065 5
Others - - - - -

Source : - (uestionnaire,

Individual's training and experience acquired over the years

and his human relations are some of the criteria used for deligation
responsibility, The percentages of 85/ and 69/ respectively testifv

to that.

Since the researcher is now able to determine the criteria
ased in delegating responsibilify in the organisation, we sghould
endeavour to know how many subordinates are fesponsible to an
officer, We should not forget that the more subordinates an
individual Inspector of Taxes h:s, the greater the complex ty

of Superionf subordinate relationships.
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5.17 NUMBER CF SUBORDINATES ANSWERABLE TC AN INSPECTOR OF
TAXES AT THE REVENUE OFFICE, SOKOTO, n = 70

Strongly |Disagree | Agree | Strongly | Do not

disagree agreed lnow
Less than 10 B4 5% 205 TO% vy i
10 - 20 2 6% LY 87 L
20 - 30 2 ¥ 10% 82% ¢
30 - L0 92y Tk - - 1%
Above L0 97y y.o - 1% -

Source: -~ (uestionnaire

Mogt of the department have more than 10 subordinates reporting
to one Inspector of Taxes. The variation in the number of subordinates
reporting to one officer is as a result of the fact that some
departments are bigger wiile some are new, DTepartments like legal,
Commercial and Accounts were recently established because of the

expansion programme going on in the organisation,

In the questionnaire administered to respondents, quite a number
have given reasons on why they feel delegation is mecessary especially
when superiors are convinced that the subordinates to be conzidered

have met their criteria,
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5.18 REASONS POR IELEGATING RESPONSTEILITY AT SOKCTO STATE BOARDS
OF INTHRNAL REVENUE =n = 70

Strong by Disagree Agrec Strongly I don't

Digagres Agree now
To test subordinates
organising =bility & B 155 TO%. 8¢
To enable me concentrate B
on more important issues 1% .- 20% 764, 74
To be seen as democratic - 1% 3004 5556 1Lk
To prepare subordinates o E
for future assignments 2% 5% 2006 7086 ¥
All of the above )4 - % 93 1.

Source - Questionnaire,

Reppondents are almoat unanimous in their belief that all the
atove factors should *»- - 1 int -~-asideration when delegating

regponsibility, even though some are »~f the opinion that the more

fact of being seen as demperatic should not be given too much weight,
This is not to say that democracy is not good in a given organisational
petting, In fact, it should b2 welcome., Those who felt delegation of
regponsibility is not gomething that should be welcome in an
organisation, a question was made in the questionnaire to enable the

regearcher determine the reasons for that.



5«19  REASONS WHY RESPONSIBILITY SHOULD NOT BE BEIEGATED
SOFOTO ST.TE BOZRD OF INTERNAL REVENUE n = 70

Not at Occas- SOme= Frequently To a large

all sional times Extent.
To test my organising
and leadership abilities - P & 20 708
It is my duty to organise = Toh 5% 155 T3

I am the only one capable

of doing things right due

to my experience and

training, P - 5¢ 10% 83%

To allow subordinates
concentrate on the
little tasks. - - 15% 10% U

Source - Questionnaire,

From the above information, the researchey was able to identify
some officers in the organisation who de not believe in the principles
of delegation of responsibility. These are the self-centered and
antocratic kind of leaders that one normally finds in an organisation,
Their reasons to some extent could be tenable, but not in modern
organisations that believe in the doctrine of participative

democracye

STAFFING AND MOTIVATION,

Staffing is the funotion by which managers build an organisation
through the recruitment, selection, and development of individuals as
capable omployees.h Staffing decigions are as important as

organisation's structural decisions since successful performance is

4o Ibid. p.238.
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determined as much as ty the capabilitiecs of individual officers

as by the structure., Staffing decisions are of two kinds:-

i, PFinding new crganisational members;

ii. Miintaining the existing membership.

The above efforts are usually co-ordinated by the organisationts

personnel department and include the followings: DEvaluation and
Compensation, Personnel needs assesement, Recruitment and Selection,
Training and development and other services (such as employee |
benefits, Unions, safety and health) Motivation on the other hand
refers to Ythe way in which urges, drives, desires, aspirations,
gtrivings, or needs influence the choice of alternatives in the
behaviour of human beings.s We ghould not forget that motives are
formg of tensgion occuring within individuals; their resulting
hehaviour is aimed at reducing, eliminating, or diverting that tension,
A manager's ability to understand the wide variety of needs and
drives and thelr resulting tensions helps to explain and predict

human bshaviour,

Te anable the researcher knew how employees pre employed into
the Reverme Beoard, a question was stated in the Questionnaire to allow

respondents know how they got into the organisation,

5. Ibid. p.®42,
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5.20 METHOD OF EMPLOYMENT AT THE SOKOTO ST 1E BOARD OF INTERNAL

REVENUE n =170
Not at |Occassional [Sometimes | I'requently| To a large
all X extent
Interview - - - - 100
Apptitude Test - » & - 100
Both - - - - =
'God Father! TOX 109/ 7 15% -
Others - - - o -

Source - Questionnaire

The method of employment is through both interview and
aptitude test, As for the Senior gtaff, their interview is being
conducted by the state Public Service Commission (PSC). The category
of staff that fall under this are officers on solary Grade levels
07 and above, On the other hand, officers on Crade levelsg 01=06
do sit for an aptitude test prepared by the office to prepare them
for absorption into the organisation. In spite of the two methods
officially used, there are some empllyees whe got their way into
the organisation on the basis of their 'ecnnection's. As for the
Board's employment policy, the respondents werc asked to say their

opinions about the criteria used in employment in the organisation,
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5.21 CRITERIA FOR EMPLOYMENT AT SOKOTO STATE BOARD OF INTERNAL REVENUE
n = 70

Disagree Know Lgree
State of Origin - - - 10 90
ualification and _
Experience - - - 20% 80%
Religious and/or .
tribal Considerations 100% - - - -
Nepotism Bogt - 5l 100 g/
Qualificotion alone T - 1% 5 B

Source - Questionnaire.

As earlier on stated, employment policy at the Internal Revenue
Board is baged on 'State of Origin' factor. A potential candidate must
be an indigene of Sokoto State preferadbly, even though one's qualification

and experience are requied, This is because of the State Govermment's
policy regarding employment, especially now that the country has a

rising unemployment rate, Nepotism and Religious or tribal consideratione
80% and 100% respectively are not yardsticks for employment, ‘ualification
alone (87.) is very mch considered especially when one looks at the
Senior Officer's in the organisation, They are mostly National Diploma

or degree holders and have little or no experience prior to their

employment,

On employee job conditions, the respondents! were asked to say

what they fecl about their jcbd conditions.
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522 EMPLOYEE FEELINGS ABOUT JOB CONDITIONS AT SOKOTO ST.\7% BOARD

-

OF INTERNAL REVENUE n = 70
Strongly | Disagree | Don't Strongly
Disagree know Agree | Agree
Satisfactory 704 20¢ ) 2 -
Pay is alright T 155 - . N
Fringe benefits adequate 8oy 200 - - -

Opportunities for
rogfess are available
advancement & Promotion) 8% 108 P i 3

Fellow employees are
friendly - - - 155, B85

Source: Ouestionnaire,

is far as satisfaction (70%), Pay (79%¢), Fringe benefits (80%),
opportunities for progress (89)) are concerned, workers in the
organisation are all agreed that a lot kas to be alene, In fact,
were it not for the little interpersonal relations (85%) that is
existing among staff in the organisation, one would have said that
there is no enough motivation by way of promotion, pay, fringe benefits
in the orgenisation, This, the researcher observes, is one of the
problems focing workers in the public sectors even if they are
parastatals, Parastatals seem to have almost the same working conditions
as their colleagues in the Ministries, The same amount is given as
car loan or housing loan, No insurance policy for staff of the
organisation inspite of the fact that they perform different and more

profescional duties than their counterparts in the Ministries,

Employees in the organisation were also asked to indicate the

ceriteria used in promotion ty the organisation,
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Strongly Disagree Don't Strongly

Disagree know Agroe Agree
Exclyzively on skill
and cffort L - L 105 85y,
Mostly on being 'boss' :
fuvourite 80y 10% 5 ) -
On Year's of Service - - - 14 86/
Whenever a course is
completed successfully 55 A S/ 6% 10%
Spectacular achievement 81% 125, (% 1% -

Source -~ Questionnaire,

Promotion is mostly on ekill and effort (85¥), employces
years' of service (86/), but not on being a boss' favourite (80%)
But, one surprising find the researcher made was that employees
do not get any incentive for achieving a feat. (81X). Any employee
is eligible for an incentive when he finishes a course successfully,
This is not surprising because the researcher was able to find out
that employees are normally sent on course if the management wants
to promote them. is 18 the practice with the public service,
performance ippraisal Forms are completed on behalf of employees
every year and promotion is based on the report a superior has

given pertaining to employees working under him,



In an inteview with the Sendor gtaff of the organisation
regarding their opinion about what they think can motivate
emplcyees any opined that Financlal rewards, Job Security,
Work itself and the like can motivate workers to put their best

at the work place.

CUNTROL

Control is checking to determine whether plans are being
observed and suitable progress toward the objective is being made,
and acting, if necessary, to correct any de‘m‘.;-.'I:i.ona.,6 The essence
of control is action which adjusts operations to predetermined
standards, and its very basis is information in the hands of managers,
Control is alsc the measuring and correcting of activities to ensure
that they are contributing to the achievement of planned goals,
In some instances, controlling requires revised planning, additional
organieing, improved staffing, and better methode of directing.

Controlling covers the following aspectss
(1) Process of controlling; (ii) Techniquee of controlling
and planning, and (iii) Controlling overall performance,
The controlling process is one of establishing
standards against which performance can be messured,

mneasuring performance and correcting deviations from the

standards or plans.

6, Douglas, S. S. (1963) R 8_in Management
' e South=wes tern Publishing Co. New York)

Po514.
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In an interview with the secretary who is the Head of
administration in the organisation, the Researcher was able to find
out Rules and Regulations in the Organisntion are always enforced
without any regard to one's tribe, religion, retionship with
Superiors and the like, Stubborn employees are alwaye referred

to the Disciplinary Committee.

The Secretary has been requested to say his opinions on the
use of Control Data and other operating expenses. In his opinion,
they are used for reward, punishment and problem-solving and that
the organisotion does use ferr and thrests to make employees worke
This, according to him will make them work well as no one wants
to loose his job these days, This is a Wery negative way of

achieving results,

DIRECIING, LiDING D COMMUNICTION.

Directing is the manggerial function which initiates organised

action.7

For a managerial decision to be very meaningful, it is
necegsary to current it into effective action, which the superior
accomplishes by directing, Directing consists of the process and
techniques utilised in issuing instructions and making certain that
cperations are carried on as orginally plamned, With the issurance

of directives, without guiding and overseeing subord nates, nothing

To Theo, H. (1962) Meaning of Control In: Professional Managements
Theory and Practice. (Houghton Mifflin Co.
Boston, Massachusetts) P.40&,




or at best very little, would be accomplighed, Leadership on the
other hand is the 'ability of zn individusl to influence others to
work beyond ordinary levels to achieve soa,la.“a Communication is
broadly defined as *the process of meaningful interaction among

human beinga."9

is per the questiomaire given out to responderits, their
opinions were sought on the kind of information flow in the
organisation, Moetly, it wos downwards, workers can not go to
tie top management with their problems, This is the kind of
comupunication that normally exists in the Ministries where the

Permanent Secretary is seen as a 'demi-god! and Unions in the

public sectors are not usually strong,

5e24, DIWORMATION FLOW AT £0KOTC STATE BO/RD OF INTERNAL REVENUE
.z 10.

-

Not at Occass- Frequently Some~ To a large

all ional times Wxtent
Information flows
downwards - Pl 35 105 854
Information flows
upwards 19/ 104 (3 3 2/
Information flows
laterally 807, - 107 v 5%
Upwarde snd downwards 574 - 15/, - e

Source -~ Questionnaire
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Respondents feel generally that information flows downwards
(85%). This kind of situation should be seriously looked into to

provide for an up ward flow too (2%/).

In an interview with the some of - Inspectors of Taxes,
the researcher was able to unde stand that standards when set are
not properly adhered to even though no ccgent reasons were given,
This problem of not adhearing to set standards could be beceuse

the staff feel not properly compensated,

(n the kind of leadership qualities each of the Inspectors
interviewed would want to joppess, few were of the opinion that a
leader should be de¥ocrantic, while some eel a leader should be
pa:;'aua.sive and paternalistic. Some of them fclt there was need
for a leader to be flexible while some are of the view that he
should not no matter the situation 'budge', All the Inspectors
are agreed that a leader should be intelligent, imaginative,

intiative and must have the capacity to make wide anl rapid decisions,

542, ¥ NDINGS.

To enable the resear¥cher detecrmine whether there is actually
what is called managerial effectiveness in the organisation being
studied, and as earlier on highlighted, respondents had been
adninistered questionnzires on a random srmple and, based on the
seven universally accepted functions of monagement in any given

organisation, to state their opinions about how effectively they
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feel the orgapnisation is being run, The findings of the researcher

will obviously be based on the responses collected therefrow,

Managerial effectiveness as highlighted by Reddin, “is not
a one-sided concept; it is a value you can reasonably embrace and
expect others to cmbrace. Whatever your personal values, objcctices,
moral philosophy, or political orientation, managerial effectiveness
is a life times It sayst Use resocurces productively, waste less,

make work enjoyeble and worﬂwhile.“m

In Nigeria, as in other countries, the available resources
for any manager ave: people, money, materials and machinery, 'The
effectiveness of the manager is determined very largely by his
ability to use these resources optimally. BEffective managerial
leadership refers to thot kind of direction which a person can give
to a group of people under him, in such a way thet the group will
accomplish its objectives with the most prudent and economic use of

all the resources at the dieposal of the 4;:’n:n.|.x:u.“1‘I

Since the requirements of an effective manager are almost
universal, we should relate the responses collate? to how managerial

effectivoness in the organisetion has aided the Board in the achievement

104 Reddin, W. J, (1980) Managerial Effectivencas in the 80's
Managenent in Nigerig, p.37. 16(2)

11. Omolayole, M, (1983) Effective Manngerial Leadershipt A Change
to Dusiness and Governments,

Manggement in Nigeria, 19(4) pp.10-21,
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of its objectives as per Section 8, sub~section {1) to (4) of the

Edict establishing the organisztion,

We all know that apart from the function of providing ewmployment
for people in line with that of the government, Revenue Board anywhere
in the world have thet sole responsibility of generating funds for

and on behalf of the government to help it achieve its objective of

providing social services.

ELAINING.

As pointed out earlier on, plarming enables every manager/
administrator to make a very workable choice out of different kinds
of alternatives. But the extent to which a manager/administrator
is given a free hand to make such a choice can make or mr @ whatever

plans he has,no matter how good,

The Sokoto State Doard of Internal Revenue is very much tied
to the Ministry of Finance inspite of the autonomy granted it, This
kind of father-child relationship that exists between the two boards
has the tondency of tampering with the plans of the Board, even though
the plans have been charted out by experienced -nd qualified staff
of the organisation. The Commissioner of Finence has been mandated
by the edict to delete or add whatever he feele a® long as it tallies
with the wishes of the government and irrespective of whether the
plans so added or deleted ran contrary to the wishes of the Board.
This, withcut any iota of doubt will lover the morale of the planners

as they are merely ~~aying second fiddle. And, as is usually with
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humen beings, the Cormissioner being one, will not just concede

to whatever is sgent to him by the Board, so as not to be seen as

o ribl . He will no matter the richmess of the plans in terms
!

of workability, resource utilisation and the like, make some

additions or substractions to leave an imprint at least.

The use of long range plans by the Board is not quite
effegtive, BEffectiveness, we must not forget is something a manager
produces from a situation by managing it appropriately. It represents

output not input, The manager must think in terms of performance not
personality. It is not so much what a manager does, but what he
achieves, 'i Manager's true worth to his company may sometimes be
measured by the amount of time he could remain dead in his office
without anyone noticing it. The longer hhe time, the more likely
it is that he makes 1. ig-run policy decisions rather than short run
and minimum decisions. The key decisions in an organisation are
long=ruN,.se.+ss0..the person making these should not get involved,
and can happen, with short-run issues, If he does, he has not
decided on the output measures of his job or has not the skill or

opportunity to create conditions where only policy issues reach

him, "2

12, Reddin, W. J. (1976) Effective Mon gement 1 by Objectivess The
Ta%a-lMograw - Hill Publishing Co. Ltd.,
Ppe 3vde
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The non~application of long-range plans could be attributed
to the fact that in most cases, the government interferes, This
will have the effect eroding whatever plans the Board has charted
out for itself, At times public outery, acticug of the Joint-Tax
Board and logistical problems do prevent the Board from taking

long=range plans,

Plans are drawn in such a way that little or no interpersonal
relationships exist in the orgmisation, This is because the
communication gap existing in the organisation is so wide that the

subordinates see their superiors as 'tin gods.'

More so, plane when drawn are very difficult to achieve.
This is because as the researcher was able to see was due to the
fact that plans are unclear. They are designed with the exclusion
of the lower cadre,

The researcher has been able to find out that plans at the
Board are drawn to save costs, for effective control and proper
co-ordination, TIME is also taken into consideration when designing
the plans of the Board, This the researcher found cat to be because
of the fact that the environment in which the organisation is operating
is so dynamic that things have to be done when they are supposed to.
The sensitive nature of some decisions and the changing needs of
government always force the plammers to take cognisance of time
in the plamning process,
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Method of training at the Internal Revenue Board is mostly
on~the=job and only a negligible percentage of the staff are sent
_on training outside the office, No Seminars are organised by the
Board. Jobs, so designed by the planners of the organisation are
mostly monotonous, repetitive and duplicative, This is because the
Board has not cared to design its jobs in such a way that the

subordinates would enjoy it.

The Zonal Offices in Sokoto, Gusau and the Tax Liaison Offices
in Yauri, Zuru and Bimin-Kebbi are not mandated with any povers
that could enable them do their work effectiveness. For ¢ xample,
cortain issues like the monthly 4.I.E, (Luthority to Incur Expenses)
normally given to the Zonal Office is not given in good time and
when it is finally given, it becomes inadequate. The Tax Liaison
Offices do not even have such powers to incur anything without
conferring with the Heddquarters. This breeds complacency amongst

staff of the organisation,

Planning on the whole is not effectively done in the Revenue

Board considering the above finds made,

OBRGARISING

Fron the responses got from those administered questionnaires,
the researcher has been able to find out that functions at the
Board are very dissimilar and functions with similar jobs are always
grouped together. This is because the Edict has made it clear that

the Board will be congermed with collecting revenuee from both
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employees and self-employed persons in the State and the modalities
for assesoument and collection of revenues in respect of these twe

sources are different,

There is also gome degree of delegation of responsibility in
the organisation and delegation is mostly on individual's experience
and training and on individual's human rclations, But, it is not
on individual's specifications., The number of surbordinates that
report to an Superior is such that he can contreol with minimm easce.
The reasons advanced by respondento for delegntion of responsibility
to subordinates are to enable them test the subordinate's organising
ability, to also enable the superior concentrzte on more important
issuos, to prepare subordinates for future assingment and lastly,
the superiors want to be somehow democratic, These rcasons are
really cogent enough to boast the morale of subordinates, among
those who are of the view that responsibility should not be
delegated, some of the respondents gave the following as their
rcasonss to test their organising ability, it is their duty to
orgenise being the superiors in the organisation; to allow
subordinates concentrate on the little tasks, The fact that there
is a divided opinion among superiors in the orgmisation should not
be seen as something abnormal, This is becausc thcre are in any
organisation people who think leaders are torn not made while there
are sore who think otherwise. Some might even think that a leader

should be reactive to situationa,.
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STLFFING AND MOTIVATION

The method of employment at the Revenue Board is through
interview and aptitude tests. The junior officers (salary grade
level 01~06) normally gc for both while the genior officers
are interviewed through the state Civil Service Commission, Senior
Officers do not take the aptitude test organised by the Board. The

junior officers do not go through the Civil Service Commission.

The criteria for employment is usually based on one's State
of origin, Indigenes of Sokoto State are normally given preference
than outsiders no matter their qualification. 4n indigene who is
qualified and has the requigite experience has J}'.-:j,m;.-.chr‘ncar‘_of.
being employed. This is not to say, howeva?. that other considerations
like nepotism and "commection" do not play some role in the employment
policy of the Board. The role played by these is very negligible

and in most cases, it is not done openly.

The feelings of employees regarding their job conditions is
very negative. Many of the regpondents arec dissatisfied with their
jobs because the pay is not commensurate with what they are doing for
the organisation, Fringe benefits are inadequate too and no
opportunities for progress are available, This could be seen from
the fact that no training is conducted outside the orgaisation
because of the non-chgllant #ttitudos of employers to employee

training needs,
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The major criteria for promotion are mostly on employee's
skill and effort, on their years' of service and lastly on the
successful completion of a course by employees., There is also
some evidence on the other hand to show that the possibility of
an egployee getting promoted simply because he hes achieved some
feat or spectacular success is so slim, This attitude of not
rewarding achievement has the tendency of stiffling initiative of

subordinates,

From the response received in the case of how employees are
evaluated, it has been found that evaluation is done every year
and employees are expected to fil) in some evaluation forms and then

pass on to superiors for evaluation and comments,

CONTROL

Rules and regulations in the organisation a re always enforced
without regard to one's religon, tribe or relationship with superiors.
On how subordinates are punished in the organisation, it has been
found that erring subordinates are normally sent to the d iseiplinary
committee for necessary action. Control data and other cperating
expenses are usually used to reward and/or purnish subordinate,

The use of threats and fear as said by the secretary is not a good
way of exercising control over subordinates, It only makes them to
not to use their initiative for fear of teing misconstrued as sabotage

by superiors, It only makes zombies out of them (subordinates).
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ING ' IC,TION.

Information flow in the organisation is always from top to
bottom. There is no bottam to top kind of communication in the
organisation, There is no strong Union as is peculiar with
government establishments. .iny Urion members that calls for any
change of the status quo in the organisation is seen as a saboteur
and etands the risk of being checked out, Standards when set
are not normally adhered to by subordinates, This is tied to the
reason that subordinates are not consulted when making any plans
whose execution normally end within the subordinates, On the kind
of leadership qualities that a leader should possess, many varied
reasons were given especially by the Inspectors of Taxes., Some of
them feel that a leader should be persuasive, democratic or
paternalistic, Others are of the view that a leader should be
autocratic, 4ll the Inspectors agree that a leader should be
intelligent, imaginative, must have iniative and should have the
capability to make wide and rapid decisions,

Managerial effectiveness in the Board of Internal Revenue is
not as positive as it should be, based of course, on the findings

made by the researcher.

Inview of the fact that most problem. being faced by otk
parastatals und government ministries are purely managerial, the
Sokoto State Government appointed a Cormittee to seriously look
into the problem of effectiveness and efficiency in the sinte

parastatals and ministries.
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In an unpublished report submitted by the Committee to the

government, twenty-eight ressons have been advanced to show why

our parastatals and ministries are still the sick babies that

they arei-

Te

24

3

Shortage of funds

Shortage of manpower—-thie could be geen from the members
of expartriates working in the state. The state civil
ser ice Cormission used to embark on overseas tour to

recruit workers for the state.

Lack of clearly defined job descriptions. For example,
there are certain positions in the state civil service
including, ite parastatals that have no clearly-defined
Job descriptions., Pcritions like the issistant Chief
Executive Officer (4CEO) the Principal Monitoring Officer,
end the Principal Executive Officer (PEO) are all grade
level 12 officers in the same esteblishment but with

no specific functions. Senior Executive Officers (SE0),
Senior Executive Officers are all grade level 10 officers
with no clearly defined t;umtiona. Assistent Chief Clerk
(40C) and issistant Executive Officers (4BEO) are all
grade level 06 offj.cers*.with _ghmilar problems as above.
In situations where there is clear definition, out would
normally find out that ¥he functions are in most cases

duplicative, repetitive and monotonous.
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4. Bhortages of equipments, vehicles and office
accommodation.

5. Civil Serfice Rules and regulations are in nost cases
very diffigult to interprete and in most cases are
not made available to every officer. Hence the flouting

of some financial rules and regulstions by officers.

6. Supervision of junior staff - it timee it becomes

very difficult to specify the exact duties of grade

levels 01 - 07 officers.

T+ Lack of conversion from executive to administrative
cadres. Most executive officers leave the service as
they entered it as movement from the executive to
Administrative Cadre is made extremely difficult or

at times it depends on one's "connection,"

8., Lack of proper communication of government objectives,
It is only those cofficers in administrotion thet know
what government policy is all about, As for the clerks
and the emecutive officers, they arc always kept in the
dark.

9, Disciptive,

10, Insecurity of tenure - This problem started during
Murtala's regime when a reascnable number of Civil
Servants were retrenched just like that, This trend
has contimued with successive incoming government's

especially in this period of c¢:onomic emergencye.



11. Unstable government policies. The rate at which
governments are changed and the rate at which incoming
governments cancel whatever policies their predecessors
have lald out irespective of their feasibility and

viability,

12. Negligence of indigenous staff, There is non-challance

and indifference on the part of indigenous staff,

13« Lack of co—-operation from local governments. MYost local
government staff sce themselves as an entirely different
arm of government quite detached from the state government,

14. Inadequate training facilities

15. Poor remuneration and socinl facilities. This problem is
peculiaxr te 17 satat~~ of the Federation as the terms and
conditions of civil service employment one almost similaxr

and are quite is line with the Federal Civil Service.

16. Poor inter-ministerial co~operation

17« Poor and inequitable personnel practices.

18, Interference from above.

19. Lack of response to andit queries

20, Ambiguity of legislation of functions of Perastals.
21. Poor humen resource monagenent.

22, Poor procurement proceduree

23. Lack of incentive, job satisf: :tion, motivation, and

re-orientations



24, Inadequate and ambigous legal authority
25. Frequent changes of executives
26. Delays in submitting reports in time
27. Poor recruitment policies
28, The relationship between the Chairman/Board of Directors
with their respective Commissioner/Permanent Secretary is

not always very cordial.

hs is happening in some state's Boards of Intcrnal Revemue,
the Sokoto Stete Board of Internal Reveme should create offices of
the Chief Inspector of Taxes and saddle them with the responsibility
of overseeing the activities of their departments directly rather, than

passing the 'buck' to the Depoty Director,

Once the Board is ehle to solve some of the problems highlighted

above, it will be able to sail suiftly,



CHAPTER VI

RECOMMENTTTONS AND_CONCLUSION.

Problem of effectiveness apply not only to the entire
organisation, but also to its subsystems - divions, departments,
sections on other units, The subunits may vary extensively in
their level of effectiveness. The total orgmisation has to
weigh the differential effectiveness of the subunits against other

factors in its quest for improvement,.

Knowing cn appraising on orgenisation's degree of
effectiveness is a major step forward, but efforts to increase
effac.ztivenena need to be based on an adequate diagnoisis of the
source and nature of the carses of low effectiveneas.1 Brown
has noted seven d-“re”s that produse ineffective organisational
results: Failure of administrators to act when they need toj
delay in taking ection, taking the wrong action, lack of sufficient
effort, wasted effort, cxcrseive gquality of effort in relation to
the public., After proper diammoisis, it remains to detemine
which of four causes pertain to a given situationg People,
Organisation, methods of administration, or external influences.

The firet three are controllable,

— . ——  — E— © W ——

1« Brown, A. (1955) Judging the Effectiv mess of Orgmisations

i™anced Mangonent, 20 Pp, 13 = 15.

e



In the light of the fact that *l:.ha researcher has been able
to study how effectively the Doard of Internal Revermme, Sckoto
has been managed through the administered questionnaires, and has
found out that a lot has to be done to enhance the managerial
effectiveness of the organisation, the following solutions will

be recoumnendeds

First of all, the menager /administrator in the organisation
must a8 a matter of necessity, understond the_ overall contributicon
each of his respeotive unit should meke, which muaons knowing what
his superior is responsible for, He must understand his role in
his unit, which again means knowing what he is responsible for
achieving and knowing what his superisc thinks is a good Jobs
He should establish specific objectives which he intends te¢ achieve
in a determined pericd, Tlave t"e help of his superior in overcoming
obstacleswwhich may prevent the attainment of these objectivess
The obstacles may lie in the organisation, the jobs, the superior
or the adninistrator/manager himself, He should also have a
willingness to work to achiwve his objectives, which may mean
preparednese ¢ change his behaviour, He should make swe that
he receives concertde periodic feed-back on his progress towards
his objectives, He should Le ready again to be held responsihle

for all his actions - that is he should avoid'passing the buck,'

Sew ndly, the principles of Managemnent by Objectives should
be strictly adhered to , The MBO principles should not be down

played becamse of its benefits to both subordinates, superiors
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and the orgabisation as a whole. A typical MBO programme works thuss
Superior must provide framc~sork as a first step sc that they know
their operational limits within which to operate in view of the fact
that resources of the organisation are scarce. Secondly, the
subordingtes should be allowed to propose their achicveable goala.
Thirdly, superior and subordinates should sit down and agree upon
gsubordinate's @oals after carefully going through it, Fourthly,

the subordinates will review progress and report to superiors From
here, the sequence begins., The benefits of MBO to subordinates are
that it provides subordinates with knowledge of what is expected of
them, it serves as another meens of performance messurement, It makes
easier the clarification of authority and mcsponsibility and finally

leads to increased job satisfaction,

As for the superiors, it helps them to motivate their subordinates,
strengthens relationships in the organisation, provides coaching frumework
and eliminates weak oyr=~igal methods,

To the organisation as a whole, it induces managerial effectiveness
as a central value, focusses nanagerial effort, facilitate co-ordinated
effort, provides objective reward criteria, identifies advancement
potential, helps the organisation te identify development nee-dl, and

facilitates charge,
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The MBO, while not obviously theoretical, is based on
many sounding organisrtional anl psychological principles. There
include focus on outputs of positions, feedback on perfomance,
and the committment arising froj involvement. MBO can be used -
in all parte of the organisation because it is flexible in the
nature end degree of its implementation. It is not a go-no-go
propogition neither is it thie way or not at all. To some extent,
MBO can be tailored te the style of the top manager in the
organisation and to the readiness of the organisation to accept it.
MBO is not so complex o systom that management needs to rely heavily
on outside help to implement it, The ideas behind MBO are perfectly
clear, While MBO is easily understood and is under the control of
management, external assistance is undoubtedly useful. The external
assistance is most ofte~ “1volv-" with setting objectives for the
Top team, with decreasing resietance to change in the organisation
and with training internal consultants, MBO is now fully tested
and is beyond its trial pericd and has passed the test of

performance improvement,

To further improve managerial effectiveness in the Sokoto
State Board of Intermal Reverus, the rescarcher is of the view that
management should as a matter of urgency smbark on what is popularly

known as Organisation. Development (OD),
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Organisation development (OD) #is defined as 'planned
organisation change to improved the effectivenses of people,

structures, and pr:acetu:em.2

Organisation development utilizes systems thinking, togethexr
with advanced technigues for understanding and improving the work
behaviour of organisation members, It recognises that organisation
structure and managerial performance are mutually interdependent,

It treats the organisation as an interrelated whole,
Some key assumptions underlying 0D are as followsi=

1. Piecemeal approaches to structural change and the
development of people are less effective than 0D
methods,

2. Training " nag agericl development programmes, are
only one part of the concept, and by thcmselves are
inadequate for the complex needs of today's

organisations,

3. The findings and technigues of behavioural science are
more complex and more uncertain than older methods,
Sociology, social psychology, =nd applied authropology
are now alliidd with psychology in their contributions

to wnde: < *-»Aing crganisation behaviour,

4, OD includes the eff to guid. and direct change as well
as to cope with or adapt to imosed change, It recognises
that goels chang~ anl the methods of attaining them are

continuously changing,

2. WoFariand, D, T. (1¢/97 Momagenent: Foundations and Practices
‘ . Mt J8e Lot lon Iubld Toro London
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5« The central focus of OPb is on fostering the ongoing

processes of renewal and regeneration so as to preserve

corganisational health.3

0D is horne out of the recognition that traditional structures
and processes, consldered separately, cannot achieve the orientation
to development that is possible by viewing the organisation as a
total system., Furthermore, the OD approach generates a much greater
commitment and invelvement on the part of organisation members.
OD programs are largely hased on open adaptive systems concept.
ancther important purpose of 0D programmes is to foster participative
management, and to develop attitudes of trust and confidence on the part
of organisation members. ©d programmes help pecple to work in groups and
to develop self-insights that reduce tension, stress, and interperscnal
conflicts They provide opportunities to gain experience in the use of

personal and interpersenal skills,

Thirdly, the semi-autonomous powers granted to the Board should

be thoroughly looked intc with a view to granting full powers over 1its

affairs,

The Revenue Beoard should open more zonal offices and should give

them powers to dc thelr functions effectively,

On the recruitment policy of senior staff, the Board should be

given enough powers to recrult its staff based on 1ts requirement

3,  Ibid, pps 460 - 461,
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and needs, The Board should be completely detached from the

State Civil Service Commiss on,

Since the Internal Revenue Board is more of an independent
body, it should devise a neans of rewarding its staff with a
view to nmotivating them. The staff need very good working conditions
in the light of the fact that they ,re dealing with money. This
will to a large emtent forestal fraud and embezzlement in the
organisation,

To avoid or reduwce drastically the problems of monotony,
repetition and duplication of jobs, jobs should be enriched through
Job design, This will ensure that subordinates and superiors alike
are assigned to jobs that suit them., The basic idea of job
enrichnent is to restore to jobs the elements of interest that were
taken away under inicu.ive specialisation., Job enrichment squares
not only with concepts of intrinsic motivation but alsc with theories

of participation, involvement, and commitment,

In a submission made by a comnittee appointed by the state
governnent to evaluate the effectiveness and efficiency of Sckoto
State Civil Service, the Committee is of the view that in the case
of recruitment and Promotion Methods in the parastatals and
Ministries, the Civil Service Commission (CSC) should apply
one single criteria for recruitment which should be open and
competitive throvgh tests and examinations which should be in

the form of ors). emd written questions nd must contaln representative

samplea of the kmr-ledge ~nd rkills forr successful performance of
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the duties that the applicant is to perforn,

hs for the criteria for promotion, the Committee is of the

view that the following should bhe taken into consideration based oni

(1) Outstanding contribution to the achicvement of the

objectives cof the statement government,

(ii) BEBfficient performance of r-raent teeke aseigned the
affected ofiicer(s).

(iii) Availability of existing vacancies

(iv) Acquisition of new skills or educational background,

(v) :Length of service or seniority.

(vi) Recording at least a pass in written examinations to be
set up by the nonitoring Division in conjunction with o

higher inatitn*ions of “cemning in the country,

(vii) Chief executives of parastatels should have easier access

to the chief cxecutive of the state.

(viii) Only competent people should be made members of Brand of

Directors,

On the issue of jobs with no clearly defined descriptions, some
of then should be phased out completely as retaining them will only

make holders of such positions indolent as is usually the case,
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The above recormendations if carefully implenented will go all
long way to making tne organisation a model and working with it, a

worthwhile one,
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CONCLUSION

The Board of Internal Revenue, Sokoto is just one of so many
parastatals in Sokoto State, and the kind of management running
such organisations are more or less the same considering the fact-
@2t most people, particularly the administrators of puch parastatals,
do not and can net differcntiate between what a parastatal is and a
Ministry, as most of the administr-tors are seconded from the

Ministries,

Any organisation the=t is plagued with this kind of problems will
not be expected to function as it ghould and a lot of approaches have

to be taken to put it in line with its objectives,

To ensure that an organisation is effectively mm, the use of
modern methods of maia,:n-..: like Urganisation Development (0D),
Management by Objective (MBO), job enrichment, Job design and job
redenign have to be resorted to, All these have the t:ndency of
boosting the morale of both subordinates, and instilling a sense of

achievement on the superiors and their subordinates,

No organisation is without problems, but the extent to which
management is aware of these problems and goes about %, achieve them
in the wost effective manner will eliminate or to a large extent
reduce them, Management have only that task as they are being

paid to do just that,
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. ~tment of Business Administration
AMusadu Bello University,
Zaria.,

June’ 1986.
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Dear Sir,
COMFLETION OF QUISTIONN,TRE

The questiomnaire enclosed is intended to help the student researcher
undertake the study of your organisation in order to partially
fulfil the requirements for an award of the Master of Business
hdministration ™\ = . 77 anguers supplied will be treated

as Secret and Confident’al,

Please make a tick {+“) against any answer chosen.

Your cooperacicn im this regard will be highly appreciated.

I remain,

Yours faithfully,

Jego F. Matthew,



APPPITX_ TTT

STATISTICS_FOR_THE PERIOD 198l ~ 1985,

| As vas highlighted earlier on, the Sokoto State Board of Internal

leverme re  beet be assessed inter alia on how effectively the
monagement has been able to achieve its oh'active of generating funds

for the government. The extent to which this objectives is achieved
very much depends on how well the management has becn nble to make
use of its tools: planmning, organising, staffing and motivation,
controlling and directing., The way these tools are used will

obviously tell on the performance of the staff,

From the figures, below, we can easily deduced, mnd in line with
the researcher's fundings that the effeectiveness of the Board's
monagement is not quite rociiive, »s in most cases, the a’.c"lu_a.l
revenue collected falls below the estimate made by the government,
There ig nothing wrong with the Board exceeding the governments

estimate.



1281

PARTICULARS . ﬁ | Hoad DBotimate(N) jctud ()
Judioiary 802 1760000 683816,46
Ministry of Finance 803 13783000 11751614.58
Ministry of Works 804 398000 1277919.79
Ministry of Agriculture 805 861660 26353760
Ministry of Bducatien 806 46280000 9743637.93
Ministry of H ealth 807 370,000 38982,98
Ministry of Science and Technical
Education 808 516,800 -
Ministry of Housing 809 489500 18955775
Minigtry of Trade and Industry 810 12540 1265,63
Min, for Water and Electricity 815 1215000 1190818,02
Ministry for Bural Development 816 3029000 479465 .40
Youlis, Spocte mIAtEess 817 59100 2861690
Ministry of Home Affgi:r- 818 1044600 109386,96
TOTAL 37209390 11219174
N,B.

The following items have been delated from the above and subsequent

tables as the Revenue Dloerd has no direct comnection with their

generationt

Head
Recurrent Interest 811
Miscelleneous 812

Revenue received

Through Federal
Government 814



——— -

E.HTTCULLFS

Judiciey

B i

¥Ministry of Finance

Ministry of Works

Ministry of Agri~ulturs
Ministry of Education
Ministry of Health

Min, of Stcience & Tech, Educ,
Ministry of Housing

Min. of Trade & Industry
Min, for Vater & Z)~ctricit:
Min. for Rural JTevelommi

Min, for Bocial Velfam~
Youth, Sports é& . .

Ministry of Home iffa’>s

TOTAL

e T ——— —

NoB.

802
803
804

205

817

1983

o T F

HEM ES:T.',ZII‘E

LCTUAL (31)
e, o, I _—

2512,600 1.162,600
120%1,20C  12000866.87
X :300 1083,00
525,600 113,997.T1
399,900 31,295
521,129 1,048,457, 71
250,000 3444413440
17 00,000 37593464 34
800,000 270,034,00
100,000 13476,00
101,570 £0,849,00
19272197 15,061,543

e e e e ————— e ——

No figures give: in respact of Ministries of Bducation, Seience

and Technicgl Edurnaticn,



1983

PARTIQULARS Head Estimate Actual
Judicirxy 802 2500000 632345459
Ministry of Finance 803 14000000 12491 065,52
Ministry of Worke 804 114980 403,621.00
Ministry of Agriculture 805 800000 114214453
Ministry of Education 806 - -
Ministry of Health 807 386000 39408,90
Ministry of Science & Tech, Educ, 808 - -
Ministry of Housing 809 500000 432473.99
Ministry of Trade and Industry 810 100,000 -
Ministry of Water and Electricity 815 1500,000 649621.47
Ministry of Rural Development 816  1785,400 316604, 62
Min, for Social Welfare, Yourths,

Sports & Culture 817 100,000 304396480

Min, of Home Affairs 818 532,250 1078

Min, of Rehabilitation - 1000,000 -
TOTAL 22318630 1602776958

N,B,

Figures were not given in respect of Ministries where they are

not reflected,



1284

P4ARTICULARS HEAD ESTIMATE ACTUAL ()
(&)
Judidiary 802  2393,000 2102331, 41
Ministry of Finance 803 41214,000 24522209.90
Min, of Works, Transport,
Housing and Land, 805 889,000 396,541.30
Ministry of Iucation 806 540,000 5%19 956,60
Ministry of Health 807  1591,500 136,280, 30
Min. of Trade & Industry 810 254,000 35,2954 42
Min., of Social Welfare, Yourth
Sports and Culture 813 156,000 124627.20
TOTAL 47868600 29,616,973
19685

PARTICULARS HEAD ESTIMATE (¥)  ACTUAL (W)
Judiciary 802 2550,500 2173399.07
Ministry of Finance 803 38,961,900 2611475740
Min, of Works, Transport,
Housing & Land 804 2618, 300 89426459
Min, of Agric, & Natural
Resources, 805 653, 300 769,031.06
Ministry of Education 806 1440,000 790297 .00
Ministry of Health 807 143,500 1454493.90
Min, of Commerce & Industry 810 204,000 66,617.39
Min, of Youth,Sport,Culture
& Welfare, 813 115,000 25,460,00
Hone Affairs 253,000 310, 447,68
Civil Service Conmission/
Sgholarship Board 10000 13885,00
TOT.L , 47,150,000 31303673




NyBe
The mmber of Ministries was drastic ally reduced to nine as

directed by the then Military Government of Buhari/Idiagbon to same

costs,

In the government's effort to generate more revenue, scholarship
and employment forms which were hitherto given free of charge started
to be sold to prospoctive uscrs. All the amounts generate as a

result were sent to the Board of Internal Revenue for its record

PuUrpoBEs,



Appendix III

UBSTIONNA

NBME sevsnssnvevnonsssanonansenssassssaasvanssossssnsssssansasnisonannses
Ocoupation,csecssesssesstossrsnsocstssasssssscinsessssssnsosacsnsoscassans
RONK.sots0socscasossescodtstissosssesidosacsasosscnsosesssssssesnnsntdoces
Qualification..cceecevessasscsrscrsnvsinssnssnsssoasbocsntcnessnsinnnsss
State of DPIgIn s éapnscannsacnsedsnnsersissipguiptbionsss s Ptehhtnssaid
Marital statuss.scccecssccnvssnnsssnnssccecsanssssnsscsssssecsnssssssanss
DepBrtment. cosncecvsncniénasssstronsntvodnesctotssssssssnsessssessscannssasn
T I
SOXecesevseessnrasscnnnassnssessorsssasstssontssnsasesstrescerssesaassnsnss
Pribescccscsasenecsssocscasscssececssscasasanssscasssaansssssassssssassss
ROAGLON, sviovectvvesnceessvecsiessvecaetsscsosnanestassisreenssssssiossss

Flease indicate by a tick (/) against any answer chosen.
1. Bow long have you been with this organisation?

(a) Lees than ! year 7

(b) 1 -2years [ _J

(¢) 2«3 years £ 7

(d) More than 3 vears ) A |

24 Were you working elsewhere befnre joining the Internal Revenue
Board?

(a) Yes éj
(v) No Y -
J Why did you decide to work for IRB?
(a) Because r nud nv whar job y il
(b) Because the pay is better C:?'
(¢) T was seconded by the government /7

(d) Any other [ 7



PLANNING

¥ie following definitions are supposed to help you answer Questi

4 and 5,

(1)

Objectives are the results the organisetion expect to ashieve.

(1i) Policies are guides to the actions of the organisation's members

ons

(111i) Strategies are sctions for achievinz success considering the beheviour

4.

5.
(a)

(v)

(e)

(a)
(e)
(f)

6,

internal and/or external to the organisation

The type of plenning done by management includes

Not at occasionnlly | Some-— Frequently 70 &
all times Large
extont

(a)  setting objectivos
(b) seeting policies
(¢) 1long-renge plens
(d) 1Inter-medisrte plans
(e) short-run plans

To what extent are middle menagemunt involvad in the following plans?

Strategics (we neod to know the kind of onvironment we are oper
in our mission and how to =chieve it)

Objectives (To ebllcet all legitimate dues of the govermment wi
minimum cost and effort)

Policies (In terms of wage, supervision, appraising, pramotio
collection of revenues etc)

ating

th

n,

Procedures

Rules

Budgets Not at all ;occasionslly | sometimes | frequently| te a large
extent

Which of the following do you think planning involves?

(a) Bvaluating present condition F
(b) colloction of data £ r
(¢) Bxpert forecasting Lo d

(@) A1 of the above 7
(e) oOthers (specify) [ 7



7.

9.

10:

while planning, do you consider the fdPllowing as barriers?

Not at occasionally some frequently to 2 larg
all times extent

(a) Inability to forecast
effectively

(b) pifficulty of planning
for non-repetitive and
naive operations

(¢) Inflexibility of admini-
stering pls=n
(d) Negative cost bensfits

(e) Possible stiffling of
initintive

The inadequacy of present situsations in the Intornmsl Revenue Board ere
mainly due to the followingsi

No at Occzgionally | some | Frequently jto a
all timee large

scale

(n) Lack of compotent
Personnel

(b) Administrative structure

{¢) Foor maintcnance of filas
and equipments

(d) Interpersonal reletione in
the organis=tion

(e) Any other (specify)
The most used plan(s)

(2) singe-use plens (Budget,
projects and progreas)

(b) Standing plans (policies,
procedures, rules and
organisations)

(c) Long-renge plens

(a) others (specify)
(e) I don't know

The plans are in most cases found
to be

(e) Accurate

(b) Inmccurate

(¢) Difficult to mchie—



Not at } oceasion- } some frequently) To a
all ally times large

extent

(d) Basy to accomplish
(e) oOthers (spocify)

11, Porecasting at Internnl
Revenue Board is based on

(a) Governmentnl mctivities

(b) monomic situation of the
country

(c) Expected number of new
Taxpayers

(d) Pinancial standing of the
state

(u) Others (specify)

12. which of tho following tools
do you use for forecasting?

(a) 1Iside information

(b) Projecting prescnt trends
(¢) ®eonomic gituation

(d) A1l the above

(e) others (specify)

i3 Is Bxternal information used
at all?

13. Different Zonal Revenue »fficug'
plens are impl emented

(a) Separatoly
(b) Simul tencously

(c) seprratcly in phases
(d) “imulteneously in phases

(e) Others (specify)

{4, Plans usunlly originate from
(8) Top sxecutives (Directors)
(b) Middle Mancgemert
(c) Inspector cadre
(d) clerks

(e) oOutside specinlist
R T 0T Tl T T T T LT ———————



Not at, Occasion~y Seme |Frequently lTo a large
all ally times Extent

ol. Plansg are tested by T L . : 1
i“(ﬂ) Simulation N
(b) Toplementation

(c) Control

(d) Participstion ;.

| : ]
g {e) oOthera (specify) % ! {
22. How does your job look like? % i :
(2) Repetitive | E ?
i“(b) Dyupicntive . . ;
* ¥ (e) Both (8) and (b) | % | |
“*{d) Monotonous : ; % f
(o) Others (spocity) "
£3, Your job requires™ ' ' t ;
‘:'(a) Technical knowledge suwoh i T
as tax inws _ ;

(b) say P ' | 1
") Experience 1
(@) Botn (&) () & (o) | 4
it'(e) Others (specify) - i : 1
24. Yowr treining is ' j |

(a) On~tho-job "% ? t

JR———
e — e

7 (®)  In institukdons of higher

e e -

R e l eﬂrning TR ey L {

" )¢) Attonding scminars, | ; !

: aynposia ! I

' , §

;. {4) ALl of the above i,
b 1

. {e) Not at anl 1

\ . - r
25. 1If mngwer to qucstion 24 nbove . _i
is ¢, why is it s0? . % f

(n) Lack of funds

Ve (b) Lack of proper trrining :
facilitios

Non-ehall ant attitude
of mapagement to ocmiloree

$nndintne naade.

i e e e, At ' r




29.

29.

31.

.ot =t | Ocergio~ | SoLa requ- |0 a
. ell | nelly tines | ently il ‘TRe
} b isxtent
s ami ] ’ I T
Do you mé&ke yvour plens v-ry clr-r? i |
“hy? : ! I
! i i
(a) They hel p both supervisor i ! i
and subordinetes in : i {
decigion-making i ! H l
i . H |
(b) afrords o1l staff the i . : |
oprortunity to know their | | ! :
*irection } ‘ H I
\ 1 ! !
(¢) Suborfiaste “ocs not i : :
hrve to be chectins with ’ ' :
his superior " ;
|
(d) «11 of ths -bove \ |
(®) I con't know i ”
. ]
i .
i
Time ig tnlken fnto congideration .
in our organigine process becruse of
() Dnye.ic nature of our
environcent

()

()

(e)

Mhe sensitive nature of
some rdecisions

choanging needs of
rovernucat

411 of the above

Others (specify)

-

How aeny difforent tveeg of functions dors IA¥ nerforn?

(i)
(ii)
(iii)

L B I IO B I B O B I O O L B I B B I O R B N R BTN BB B BN N N
L R R A

-o.c0-uo'o.quonl........--oc-l‘.o..nooocoot.oo.oo.tl.--n..-o..o..



32.
33.

34.

35,

36.

37.

39
39.

Not at yOccasio- (Pome Frequ- | Tc & large
all nally imes | ently Extent
Are all the functions simil-r?
Are functions with similar job
grouped together?
Dc you assign jobs to your
empl oymes?
How are jobs ~ssigned to emp}oyees?
(a) Based on individusl specification
{(b) Based on individusl's
experience and training
(e) Based on the wishes of
ma nagement
(d) Based on individual 's
human relntions
(e) others (specify)
Does IRB hsve &n organisational
chart?  Yes/No
Who takes the final decsion in the h
hierachy?
(a) Hends of Departments
(b) Only the Director/
Chnirmnan
(¢) Governor
(d) A1l Inspectors
(6} oOthers
Do you normelly set your orgenisationnl objectives? Yes / No?

Organisationnl objectives are set by
() oOrders normally issucd from top mansgement

(b) oOrders and some comments invited from gubordinates

(e) Group =ction
(d) The Governor's office
(¢) oObhers (Speeify)



40+

41,

43.

44:

How meny people in a group are assigned to an Inspector

()
(v)
(e)
(a)
(e)

Less than 10 Z ?

Between 10 to 20 7

Between 20 to 30 D
Botween 30 to 80 /]

More than 40 /7

How many persons does an employee directly report to?

(a)
(v)
()
(a)

One person [ 7

2 tc 3 persons ' :
More then 3 persons [ 7
To any senior officer E

Not at Occas- Some Frequ To a larg
a1l ionally Times ently Extent

Do you delcgate some of your
duties to your subordinates?

If answer to (42) above is (¢), why

is it so?

(a) To test subordinetes rmroriging ~bility

{b) To ensble me concentrate on more important

(¢) To be secen as democrate .

(d) To prepare subordinates for future assignuents

{(e) oOthers (state)

If answer to 43 above is (c¢), why is it so?

(a) To test my organising and lcadership ability

(b) It is my duty to organise

(c) I an the only one capable of doing things rights due to
oy cxperience and training

(d) To sllow subordinate concentrate on the little tasks

(e)

Others (specify)



STAFPING AND MOTIVATION

45, I was employed to IRB because
(a) I passed on aptitude test
(b) I passed an interview
(¢) Both (a) and (b)
(d) I meda '‘good father'
(e) oOthers (specify)

Strongly Dis- Don't Agrece Strongly
digngree agrec know ART 60

06, Baployment policy is based
on state indigene

47, Saployucnt policy is based
on qQualification and expericmce

48, ®oployment pelicy is besed on
experience alone

49. Pnployment policy is based on
religious and or tribal
consideration

50. Boploymernt policy is basaed on
Nepotism

51. Boployment policy is based on
who-you-know

52 Angwer the following statements on your job conditions and make a tick
@8 appropriate

(i) My job is satisfactory [/ _ 7

(i1) My pay is mlright /[ 7

(iii) Pringe benefits ere adequate [/ /]

(iv) oOpportunities for progress are availeble /7

(v) Advancement and promotion opportunities ero adequate /7
(vi) PFellow employees are friendly /7

{vii) Supervisors are symprthetic and understending [:7

(viii) Memagement is good /7



83,

54,

55%

56,

57.

63.

65.

Not at | Ocecegions

a1l tal

Sone Frequ-
tinmeg lently

2nployment into IRB is don:
through solicited application

Baploymont into IRB is done
through unsolicited
applications

Buployment into IRB is done
through the civil service
comiasion

Buploynent into IRB done
through reletions in IHB

Employment into IRB is done
through school's and higher
institutions

Baployment into IRB is done
through enployment ngencies

Baployment into IRB is done
through the Ffederal Ccivil
gorvice commission

Bnployment into IRB is donc
outgide the country by the
Board itself,

To a large

oxtont

what types of incentive are provided by IRB order to motivate its stoff?

(4) Good pay

(b) Quich promotion

(¢) Car lomns

(d) Housing or Housing allowance
(e) Training

tﬂ) Insursnce and/or pengion seheme

-

(g) others (state).

Strongly |Distgreoe| Don't| Agree |Strongly
Digagreo know DLT 00

Employoes in the IRB get their
promotion exclugively on skill
and effort

Employees get their promotion
nostly on number of yesrs of
service

Employess get their promotion when
they mnke spectacular achievement




66,

67.

68,

69.

70.

mn.

2.

73.

4.

Strongly
digagree

cigngree

Don't | Agroe |strongly
AgTCE

Buployees get their promotiom
whonever they successfully
complete their course

Boployegs get their prowmotion
based on who they know

I seek subordinnte's ideas and
use them with proper recognition

Perfornance appraiszls nare used
for promotion purposcs.

How meny times in o year are perforusce appraiscls done?

(2) Once

(b) Twice

(¢) Thrice

(d) Quarterly

(e) oOthers (state)

Not =at
all

Occng-
ional

Somg
times

Frequently

To & large
Extent

Do you have confilerce on vour
subordinate?

Do you allow them to use their
initiative in doing things?

For effective performance to be echieved, certain degree¢ of motivation
is requircd. What in your view, do vou think can motivete gubordinates?

() ¥inencisl rewards
(b) Job security

(¢) work itself

(@) sense of recognition, achievement ete

(e) oOthers (spocify)

In your capecity as & leader, what arc the things you will use in order
to motivate those subordinates that are directly under you?

(2) Bstebligh, specific foods @n’ high performince standerds

(8) Personal encouragement of subcrdinstos though praise

(¢c) Instil some elements of foor into thew
(d) cCive finenciel motivation wnd give some guerantee of job security



5.

76.

78.

9.

91,

81,
824
83.

84.

85.

CONTROL

How are rules and regulations onforced?

(®) a1 tne tums /7
(b) at tines v
(¢) Never [_7

Strongly
digagrec

Disagrec Don't

agree Strongly

Rules 2nd reghlations are
enforced on tribal basis

Rules and Regulations are
enforced on sectionzl Irgis

Rules and regulations are
enforced on religions basis

Rules and rogulations are
enforced on one's relationship
with his superiors

Rules and regulations are en-
forced baeed on other
considerations (st2te)ececess

Not at Occasional Some ¥frequ- To & large

all

Are gtandard normally set?

Are standard strictly adhered to?
Orranisational performamce is
measwed on the basis of
functional arens

Organisational performince is

neaswed on the basis of government's

denand

Corrective measures for question No (85) are taken by

(2) Ioproving human factor
(v) Making now decisions

(¢) Budgetory limits
(d) Disciplinsry actions
(¢) others (specify)

times ntly extent

At what 1level arc decisions formelly made?

(&) Mostly =t the top

(b) Some at the top, while some by delegation

(¢) Broad policy at the top
(d) 411 levels but, well int-rrated
(e¢) Others



87.

89.

9.

92;

93:

94.

98

9.

Control and review functions are concentrated o

(a) on top management

(b) relatively at the top

(c) Moderately at @iRdle level
(d) Moderktely at lowek lovel

(e) widaly shared

Not at | Occasional
all

Sone
times

Frequently

To a
large

Control data &nd other operating
expenses are uged for punighment

Control data and other cperating
expenses are used for reward

Controldata and other operating
expenses are uged for problem
solving

Control date and other operating
expenges 2re used for other
purposes (state)

B P tRRRR e RSN TR RIS RR TR RN

dre fear, threats and punishment
used in control?

Does the number of groups under one inspector affect performance?

YES/NO

How many subordinates can an Ingpector hendle effectivel y?

(8) 1 -10 people [/ 7
(v) 10 - 20 people / _7
(¢) 20 - 30 people ol o
(d) 30 and above ) oy §
(¢) I don't know [ _/

DIRECTING, LEADING AND COMMUNICATION

Direction of Information
flow is downward

Direction of informaticn
flow is upwards

Direetion of informaticn flow is
lateral

Direction of informaticn flow is
nogtly upwards and downwards

Is the informaticn oy = th

Not at] Occasgio-
all | nal

Some
tings

———

Freq-
ugntly

%.M

To a large




100, ks o leatar, Wit wind of lesdersiir po giti @ wul? you adert fcr your
crpanisation?

(2) Authorit-risn
(v) Dewceratic

(¢) Purswsive

(a) Petornslistic
(¢) Rerresunt-tive
(f) others (syecify)

101. Downwor ? ccisiuniceticn flow is accepte’ with
(a) susricicn
(b) crution
(¢) wrea nind
(¢) others (stote)

102, 2cm unicrtion st 7ifforent lovels ig oatlv
(2) wricten
(b) Verbdal
(¢) Telophone
(a) COrerevine
(¢) Others (820ify)

10% How wall Ac Inspeciors kaow rrcblens facud DY subcréinates?
(2) kmow little
(b) ruite well
(c) scie knowle ‘re
(a) wvery well
(e) do not kmow
104 How much offort is beins mede br Aiffereat levels of Inspectors to
make comsunicetion nore effective?
() very little

(v) 1little
(c) L4 prest doal
(@) & bit

(e) .ot at a1

1056 How free 'o suboriinte feel in tallinr to Gheir Insrectors?
(a) Mdlv free
(v) BRether free
(c) Yot very free
(a) Yot free
(e) oOtkers (srecify)



106,

108,

Do you charge thig depending on the situation? YRS/No

What in your Opinion are the requirement of a Successful leader?
(8) Inten igence D

(b) Imsgination L7

(¢)  Initiative D

(4)  capacity to make wide ang rapid decisions /7

() A1 of the above [ 7

(f)  Other (specify)......... T

As a leader in your organisaticn, hoy would you deal with an erring
subordinat e¢?

(8) By diemissal L7
(¥)  suspension L7

(e) Interdiction L7
(d) Warning D

(e) Others (specif‘y)............--..........-



